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) : ABSTRACT

The purpose of this study was to test the usefulness of a
conceptual model—;Miller's "Model of a Systems4Approach to Problem~
Solving''--to facilitate an understanding of the change process in a
parﬁicular change attempt. The model was tested by applying it‘iq
the analysis of a casé study of an innovative attempt; namely, éhe
reorganization of the extra-curricular sports prégram in an Edmonton

-

school.

In order to devé€lop an accurate account of the specific
. innovative attempt, data were obtained from discussions with tge
school's adﬁinistrative staff, teaching stafg, and student body; a
document search of the school's physical education files; a&d formal
interviews with thirty of the school's staff. In order to test
Miller's "Model,of‘a Systems Approach to Problem-Solving", an inter-
.view schedule was develdped based on the nine steps inherengrin ’”
Miller's model. This schedulé was uséd in interviewihg thi;;y of the .
school's staff. Theée\inte;views were taped: trénscribéd, categéfized,
according to the nipe’problems to -be ;tudied, and finaily data within
each category were gfodped acc;rding to simiiarity of respomnses.

It was found that tﬁé innovative attempt did not alwaysvfoliow
the:sequence of stéps suggested by the model being tested. Spgqifically,
following the deﬁelopment of an.awa:eness and/or need for change, a .
"ﬁfoblem to solution jump" occurred. Fbllowing this jump to a soluti;ﬁ
the change process reverted to thg initial stages of Miller's model

which had been previously omitted. It was also found that those people

involved in the innovatiﬁe attempt placed a major emphaéis on developing

iv



the innovation while little attention was given to {ts implementation |

‘and evaluation.

Although the innovative attempt did not progress through the

sequence of stages outlined by Miller, the model does appear to he

appropriate for analyzing the process of change. Moreover, it couldy

be utilized as a framework to guide administrators. in planning change.

L PPy
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CHAPTER 1

INTRODUCTION

Context of the Study ' o

The analysis of planned change .in educétional institutions is
perhaps one of .the most intensely researched areas in the field of
educatiénal research. 1Tt is also an area that has ylelded more °
conflicting, confusing, and inconclusive findings than most other
fields of educational reseapéh. ~Much of this confusion,Aconflict, and
inconélusiveness may be the result'of the failure of social scientists
to link their research to an adequate theory of social change.' This
failure stems from the absence of any really‘adequéte theory of social
change (Milés, 1964, 12);

During the past two decades ecducation has experienced increasiﬁg
internal and external pressures for change and innovation. A;tention /
has focused on ;he individual innévator, the properties'of the
particular innovation, the need to adapt to changing times, and the
adaptivé function. Investiga;ions (Deal et al., 1975; Heathers, 1976;
and Buchanan, 1967) suggest that though édﬁcation‘has been struggling
to adapt ﬁo.its rapidly changing environment and to become more inno-
vative, the number of successfdl’ihnovationé in education has beeﬁ
mini;al. Fﬁrthermore,‘itihas been reported that soﬁe ﬁéople are

questioning the extent to which educational inhovations,ywhich are

claimed to/have been implemented, have in fact been implemented.

7



Schools, 1in the past, when introducing new practices have

generally placed major emphasis on the substance of the innovation,
its merits and shorécomings. This emphasis may explain why.many
innovations have failed, or at least not lived up to expectations.
Recently, emphasis has shifted " 'm studying the innovation itself,

to tﬁe a;tual prbcess involved in innovating. Numerous concepts and
concepﬁual models have been formulated that deal with the change
process. Conceptual models have been utilized to analyze innovative
-éttempts and héve consequently revealed a numbef df errors‘ghﬂ\over—
sigh;s which have either resulted in failure of the new idea or have

~ detracted from its potential,contribution. However, many of these
concepts and conceptual models have not, és yet, been adequately tested.
One method of testing them is Sy applying them to an actual Innovative

attempt. More specifically, by‘the use of the case study method.

Purpose of the'Stqu

The purpose of thié‘study was to test the usefulness of a
conceptual model--Miller's "Model of a Systems Approach to froblem—
Solving"f—to facilitate an understanding of the cqfnge process in
particular change aftempts. The study also set out to develop an
inténsivg case study of a single school in the-process of_change; '
namely,bthe reorganizétion of the extra—curricular sports program at

0'Leary School. The model was tested by applying it in the analysis

of the developed case stqdy of the innovative attempt.

Significance of the Study

The results of the study should facilitate a better under-

standing -f the process of change. ' Specifically, the study may:



1. justify the use of a specific conceptual model as a tool
in the analysis of planned change;

2. help clarify some aspects of why an innovation is adopted
or rejected; |

3. help administratorS»formulaﬁe better pians for implement-
ing innovations; and

4, reveal to the adminiétrators of O'Léary successes and

deficiencies 1. the innovative attempt; This information may be used

to increase the acceptance and success of the innovation.

I3

In addition the conceptual model may facilitate the formulation
of new concepts or the sUbstanﬁiation of existing concepts with respect

to the process of change.

Aséuggtiéns
The following assumptions have been postulated by the writer
for the purposes of this study:
1.. The case study of an innovative éttempt is relatively
unbiased and accurate. | |
2. The sample of staff members that were interviewed were

representative of the population of staff ova'Leafy.

~_ ‘Delimitations

1. This study concerned itself with the case 'study of 5
particular innovation in a specific school.  Other innovations or

schools were not studied.

i

2. Tﬁis study was confined to analyzing the process of change.

It is“not‘primarily directed at an evaluation of the process of change



or at an evaluation of the innovation itself.

3. This study focused on amalyzing the change procesé by the
use of a specific model. The model does analyze the change process
from 1ts own unique perspective.

4. This study focused on the perceptions of the staff of
O'Leary. No attempt was madé to encompéss the perceptions of the

students of O'Leary or people outside of O'Leary.

Limitations

The writer aqknowledgés the following limitagions inherent in
the interview’method employed:

"l. Individuals may interpret questions differently;

2. Answers are partly a function of the way in which questions
are asked. |

3. Respondents may not have the’informatiog necessary to
answer given questidns.

4., Data receilved are dependent upoﬁ the honesty and sincerity
of the respondents.

5. Respondents may be unduly helpful by attempting to

anticipate what the researcheréwants to hear or find out.

*



CHAPTER 2

CONCEPTUAL FRAMEWORK AND
REVIEW OF RELATED LITERATURE

'

- This chapter deals with the process of change. MNumerous

éﬁngepts have been formulated which_deal direg;ly with this process.
T;is‘study does not focdg upon a spécifié concept, but is based-uﬁon
a mﬁltiplicity of ideas and approaches.

| The literature repgrted in this chapter is by no:means an
e%hauﬁtive‘examination of literature on educational change. Havelock
(1971); inya fecent review of literatﬁre, idéntifiedvover &,OOO_relevant
. stﬁ?iéé-im‘ghe area of innovation, énd’estimateq Fhat e had probably,
failéJ to locat€;an equivalent numbef. In-view of this mass of litera-
ture on ﬁhe subject, écéumulatéd over the past two-deéades, the writér
hés foﬁnd it expéaient to be sélective;and hopes that thé éuthofities
_he has drawn from will'develop further the context of the proﬁlems
endmeraéed in the next chaptef. Toward this end, the following topics
wil} be reviewed: 1) the context of planned change, 2) the phases of
plaﬁned change, 3) approaches to describiné planned change, 4) strategies

'for'implementing-planned-change, and 5) a specific model for analyzing

planned chapge.

Introduction

In dealing with the change prqcesé, résearcheré péve found it
necessary to classify change into various types. Rogers (1971, 8) has

categorized social change éccording to its sources.
R . .

~

He identifies two

5



categories: 1mmanent changé and contact change. When the soufce is
from within the social system, it is termnd "{mmanent change" and when
the source of the new idéa is outside the social systen, it is referred
to as '"contact change." Contact changé is further delineated as being.
either selective or directed. If the recognition nf the need fqr
change 18 internal, it is called "selected contant change", and if the
recognition is external, it 1s termed "direc£ed contact change." More-
over, Gross et al. (1971, 19) have noted two types of change. 1In
contrast to the study of planned changé; that is, change that is a
. consequence of conscious, deliberate efforts to improve thg operations
of a system, there is the study of unplanned‘change; that ;s, change
that is not a consequence of” conscious, d;iige;até efforts to improve
the functioning of a system.

This review will not include work related gdfbnplannéd change
or contact change, since the study*ﬁ39~been-limffed to focus’on a

specific planned change of immanent nature. The review will also be

limited to the field of organizational change.

The Context of Planned Change

During the past two -decades education has been characterized by

a climate tus: favored innovation over maintaining the-status quo

(Baldridge . - Déal, 1975, 2). 1In facg, during.this time edncntion hasv
_experiencec ... T internal and external pfessures for change and
innovation, --su 1 a femarknblé rate and divernity of edunational
.‘change (Miles, 19¢ Both Heathers (1974, 2) and Miles (1964, 85
allude to thircausf‘. ciors .f this ~limate for change in education.

First, the lawmcl -2 - ’ >t Sputnik caused a struggle for



national survival that manifested itself in an impetus For‘curriculum
reform. Second, this was a period of general social change. For
examole, a civil rights movenent was gaining impetusxand the movement
of "new humanism" was developing. These movementsfoteated both new

' éemands and new forces for change. Third, this wne a period ot
tremendous growth in knowledge and technology, botli of which had
considerable influenoe in changing the coreqof education. Finally,

there was the sheer size and growth of education to be accommodated.

Toffler, in Future Shock (1970), suggests that most people and
organizations are unprepared to cope with the accelerated rate\ﬁ/ .
change. When change occurs too rapidly, the capacity of the organization
to reectvis strained, creating the danger of fntnre shock. .In an era
of accelereting change, the organization's degreevof,excellence is -
Judged, in patt, by ite ability to cope with change. Organizations
either become more‘adaptive, flexible, and anticipetive_or they become
rigid, stagnant, and react to change only after the fact,voften when it
is too late.

During this time of increased educational innovation; attention
‘ had focused on the individual innovator, the properties of the particu-
lar innovation, the need to adapt to changing times, and the need for
new structures and roles through which to perform the adaptive function
| (Miles, ?64,'12-13). 'However, Baldridge (1975, 171) reports that in the
past, research has focused on the wrong cluster_of variables. He,

—_ : .
SEEEffies these variables as:‘ 1) the early phases of the innovation
cycle, 2) the concentration on‘small—scalektecnnical innovations, and
3) the individual biases that have hindered the understanding of major

o~

organizational innovation. Thisg past emphasis may help explain why many -



innovatidns have failed, or at 1eést not lived up to expectatioms.
Specifically, ihvgstiggtions by Deal et al. (1975, 116) suggest that
although education has been struggling to adapt to itsvrapidly changing
environment and fo become more innovative;‘fhe number of successful
innovations has been minimal. In fact, Grosé (1971, 207) reports that
many students of change are questioning the extent to which educational
1finovations that are claimed to haveubeen implemented have‘ih fact been
implemented. Heathers, conéurs wifh Crosé;s findings, stating that,
"LocAl change programs in education tend to be those programs tﬂat make
the most apparent change with the 1east‘actua1 change." (Heathers, 1974,
13) ‘

Barnard (1938) and Argyris (1969), among other management
theorists, have noted ;hat the truly effectivé orzanization is one 1in
which both fhe organization and the individual can grow and develop.
Such an environment may be termed a "healthy".organizatioﬁ; Numerous
wriFers (Barnard, 1938;_Afgyris, 1969; and‘Bennis, 1969) suggest that

vone Important criteria of organizational effectiveness is adaptability;
that is, the ability of the organization to solve problems and react
with flexibility to changlng.environmeﬁtal démands is one important |
aspect of organizational effectivehess. This suggests that by
increasing an organiéation's ability to adapt to'its changing enQiron—‘
_ment it can be made more effective.v Miles (1969, 18-21) has idenfified
vten dimensions of organizational_heél;ﬁ: 1) goal focﬁs, 2) communica-
“ tion adeqﬁacy, 3) optimal power equalization; 4)-resource‘utilization,
'5) cohesivenesl, 6) morale, 7) innovativeness,‘8)'autonomy, 5) adapta-

tion, and 10) problem-solving adéquacy} These writers suggest that if

the educational system is to Iimprove its effectiveness, it must more



readily adapt to its rapidly changing environmént.

Reéehtly, emphasis has shifted from studying the innovation
itself, to an examination of the actual process involved in innovating;
Bennis (1961) notés that there has been a shift from aﬁ ideologieal
study of change to a technical one. In other words, a shift from
"should we seek change?" to "how do we plan change?'" Baldridge suggests
that analysis of tﬁe change process should ". . . concentrate on complex
technologies with uncléa% evaluations, shift focus from individualistic
variables to roles énd organizational structure, and examine environ-
mental factors closely." '(Baldridge, 1975, 171). Finally,. both Bennis -
(1969) and Miles (1964) agree that there currently exists no adequate |
‘theory of‘spcigl change. Miles further states that:

. . . while a substantial body of empirical information on change

in social systems of various sizes has accumulated, ‘there is
really no adequate theory of social change. . . .

- It 1s also fair to assume that increased clarity in our
conceptualizations. can lead to more intelligent control of change
processes In education. (Miles, 1964, 12) '

The PhasesVOf Planned Cﬁange

As a process,‘planned éhange‘éan be delineated.according to a
number‘of phasesvor stages. vDepending on the writer'é oriéntatidnvto
cﬁange, the phases vafyf Rogers (1962) suggests that eaéﬁ individual
ﬁasses thf0ugh fivg phases in adopting a new idéé; The épeed at which
an individual passes.through these phasés and the emphasis each
individual places on ‘h phase alsé vary. . These five phases ére: the
awaréness bhase, the interest‘phase, the evaluation phase,\the trial -
phase, and the adoption phase.

During the awarenéss phase, the individual or group 1is exposed

<
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to a new idea, but does not have complete information ahout it. The
individuel next progresses to the interest phase, during which he
becomes interested in the innovation and seeks information about it.
Next is the evaluation phase. This is when the individual decides
whetherpor not he will try the new idee. Following this decision the
individual will try the innovation on a small scale, and finally enter
the adoption phase, in which he decides whether tg continue or dis-
cOntinue(use,ot‘the'innovationt |

According to Rogers, the: individual s perception of the
characteristics of the innovation are important throughout these
phases. These characteristics include the innovation's perceived
‘relative edvantage, its compatibility, {its complekity, ite divisibility,
and ite communidability. Relative‘advantage 1s the degree to which
the innovation islsuperior to ideas itvrepiaces or to alternative ideas.
The greater the perceived advantege, the better the chance cf the
innovation's adoption., Compatibility is the degree to which the inno—
. vation is conqistent with the existing values and past experiences of
the individual An idea that is not compatible with the person's value
" orientation or his past experiences has -1ittle chance of being adopted
'Complexity is the degree to which an innovation is relatively difficult
.to understand andiuse. .A complex idea is unlikely to be accepted, but
if it can be divided into sub-parts so that dniy one part at‘a time
need be tried, ite chances of acceptance,are'increased. Furthermore,
idees.that can be easily communicated to others are more lilkely to be
" accepted.’ | |

Lewin (1961), in his analysis of the change processes of

individual and group performances, ‘suggests there are three phasges:
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15 unfreezing, 2) moving to a new level, and 3) freezing. In order to
bring about change, the relationships within a system must be unfrozen
through some form of external action. The relationships must then be
reordéredvin a differenﬁ manner and stabilized or refrozen. Léwin's
"force field" model of change is based on these three phases of change
as well as on the physical model of.forces. This pﬁysical model of
forces 1s based on the assumption that any body is held at a level of
quasi-stationary equilibrium by opposing forces. This body éan be
moved by manipulating these counter-balancing forces. For ingtance, if
it is assumed thétvan innovgtion exists along a continupm,froh tradi-
tional‘to,modern, its -acceptance caﬁ be increased by manipulating the
forces éhat hold the organization at its present level. This can be
done by adding forces, changing the direction of forces, reducihg forces,
~or -removing forées. Lewin suggests that the most desirable, from the
‘point of view of relieving tension, 1s to reduce or remove forces.

Jenkins (1961) has éttempted‘to apply Lewin's "force field"

"model to the school situation., He describes four general steps fhét

must be taken i1f the desired changes are to be effected. Specifiéally,

R

'these steps are: 1) analyze the ﬁresent gituation, 2) dgtermine the
changes fequired, 3) make thelchanges indicated by the anaiysis of the
situatign, aﬁd 4)‘stabiliz; the new situétion,so tﬂat itvwill be main-
tained.- _ |
| Lippitt et al. (1958) have fur;her‘dgVeloped Lewin's thliree
'pﬁases to five. The aéditional two pﬁases outline their concern about
the relationshié between the change agent and the cliénﬁ. The five

¥ : . .
phases they identify are: 1) the development of a need for: change,

which is similar to Lewin's unfreezing; 2) the establishment of a

¢
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change re]ationship;‘3) the working toward chanp(, which ﬁ% comparable
to lewin's second phase of moving. iippitt et al. héve de?olo%vd three
sub-components of this stage, which are: a) the diagnosis of the
client system's problem, ST?Spe establishment of the goais and inten-
tions-of the actions, and c),tho transforpation pf intentions 1into
action; 4) the genefglization ané stabilizatidnvof change, or Lewin's

freezing phase; and finally, 5) the achieving of a terminal relation-

‘

ship.
During each of these five phases, the change agent's task is

to help the client system work at the task of changing. Moreover,

Lippitt et al. state that

. the relationship between the chanée,agent and the client
system, the channel through which all the agent's knowledge
and influence must pass, is the most important single aspect
of- the change process. (Lippitt et al., 1958, 143)

yot unlike Lippitt et al., Havelock (1973) aiso.st;esses the

importance of the relationship between’change agent and client system.

In his book A Change Agent's Guide ;; Innovation in Education, he
suggests a’sequence of stages through wh? - he rec;mmends change

agents shbuld proceéé in bringing about change. His orientation in
developin: the;e stageé vas ". . .'probleﬁ—soLying by aﬁd for the user
through effective use of resources.” (ﬁavelock, 1973, 12) It 1s
noted &hat the stages may not ogcurlin a precisé, sequential order. bqt
may occur simultaneously. The‘final goal of the process is to develop
in the client system an ability to solve its own problemé,effectively

and continuously. The'steps Havelock describes are: 1) building a

relationship, 2) diagnosing the problem, 3) acquiring relevant réséurces,

~4) choosing the solution, 5) gaining acceptance, and 6) stabilizigg
' ‘ \

/

v

\
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the {nnovation and generating self-renewal.

The first thing a change agent, whether a member of the client
svstem or not, must do {3 to develop a viable relationship wi;h the
clieAt system, or to develop a solid base within it. The establishment
of a successful helping relationship is the key to successful change.
The key to thisg relationship is the development of trust, openness,

de two~way communication. With the establishment of a secure and
reasonably well-delineated helping role, the relationship will continue
to build and strengthen as the organization progresses through sub-
sequenf stageé.

Diagnosis is tHe systematic attempt to understand the present
situation; that 1ig, it 1is necessary to find out whether the client is
wware of his own needs, and Qﬁether the clieﬁt has been able to express
his needs as problem statements. FElements of this stage are to iden-
tify,‘as accurately as pog§ible; the problems and the opportunities;
that is, identify the>areas of greatest potential for change, and to
view the client as a systém. When diagnosis is complete, the original
need--the client’svfeeling of pain-—gas been transformed into a defined
problem.v The keysvto diagnosis are that client and agent believe that

¢

something is wrong with the present practices and both are ready to

work for sémething better.

Once a problem has been well defined. ghe client system has to
identify and obtain the necessary resources reievant to solutions.
This étage fbéuses on deveioping an understanding 6f what has occurred,
what is available, and what ig potentially relevant and useful as a 4

prerequisite to making decisions and( chdices about changes that should

be made. The seven major purposes for resource acquisition are: for
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diagnosis, for awareness, for evaluation-before-trial, for trial, for
evaluation—after—trial, for installation, and for -‘maintenance. The key
to resource acquisition is to "home in" on relevant information. |

With the necessary relevant information, the elient is abhle to
derive implications, generate a range of alternatives, test these alter-
ﬁatives,.and finally";elect a potentlal solution. It 1is 5uggesteq thet
alternatives be tested with respect to their feasibility; that is,
their potential benefit, practieality, and diffusibility. When
selecting a potential solution, it is necessary to aaapt or shape the
chosen alternative so that it meets the specific ﬁeeds and circuﬁ—
stances of the client. The tey to this stage is the proper utilization
of the acquired resource data.

After a solution has been developed, it is:necessary to create
an awareness, develop an intereet, evaluage;ptny’0ut, and finally adopt
the innovation. In other words, the widest possible number of members
of the client eystem must develop an awareness. of the innovatior and
finally adopt it. It is necessary to utilize as'many'communication
. channels-~both informal and formal--as possible, and to make maximum
use'of natural leedership. The key to this stage 1s to have a flexible
- strategy for gaining acceptence.

There are three aspects to stabilizing the innovation and
generating self-renewal. First, tﬁe client system ﬁust internalize
the new idea. This means he must develop an internal capability to
continue use of the innovation. Second, the client should learn to be
a change pgenf‘himself; that is, to solve other problems in a similar

NP
"< -

manner, Third,_asrthis capacity for self—renewal develops, the change
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agent 1s allowed to terminate gradually the relationship with the client.

With respect to cultural change, Gallaher (1969) suggests that
the change process is comprised of innovation, dissemihation, and
integration. Innovation is described as the process whereby a new
element of culture, or tpﬁ%ination qf elements, is made available to
the system. Dissemination refers to the sharing of the innovation;
and integration is the process wherein the innovation becomes mutually
adjusted to the various elements.in the system.

Berman and McLaughlin (1976) have utilized an approach siﬁiiar
to Gallaher's in describing the phases of the change process evident in
 education. They view the innovative process as consisting of t} =
'phases; namely, initiation,'implementation,‘and incorporation. They
report that there are four factors that interact to spur the initiaj
~tion of change. These are the presence of a good idea, the availability
of federal funds, the needs of the local area, and the incentive of
individual actors. It is also suggeated that initiation of change in
education takes two forms; that of opportunism and that of problem-
solving. (Projects generated essentially from opportunism ate.usually
a response to available funds and.are characterized by a lack of |
interest and commitment on the part of local participants. The problem-
uolﬁidg motive for‘projects emerges primarily in response to lbcally
identified needs and is associated with a strong commitment to dress

1
‘those needs. ’

Implementation was considered as.". . . an organizational
process that implied interactions_between'the project and its setting
+ « + ." (Berman and McLaughlin, 1976, 352) Four types of interaction

. are identified. They are: l),mutual’adaptation; that is, no adaptation
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on the part of either the innovation or.thé setting, 2) cooptation;

that 1s, adaptation byvthe project, But none by thé projec; participants,
énd 3) technological learning; that is, some behavior,‘activities, and
practices of gtaff change as a result of the innovation,'even though

the innévation'wou{? not be modif&ed. It is further pointed out that

the type of.implemehgation depends on the motivations and circum—
stances‘involvéd'in-the innovation's initiation, the substance and

scope of the proposed change, and the implementation strategy.

Incorporation, whiéh is identical to the adoption stage outlined
By Rogers.(1962), refers to which components c. ‘he innovation, if any,A
should be continued, They éuggest that there are four general concerns
that are weighed in .reaching dec1sions about continuation. They are

fa .
the innovation's success during implementation, the importance of the
educational ngeds served by the innovation, the respu?ces4that are
required by the innovation, and finally, the organiZatidnal-ﬁolitical
forces inhibiting or promqting the innovation.

Mann (1976) further develops these phases identified by Berman
and McLaughlin. He breaks down the implementation and incorporation )
phases into four distinct phases. First, the adoption phase is that
In which the school affects the innovation. Second, ﬁear term
behavioral change is the phase wherein the innovation affects the
schéol. Third, the continuation phase is the one in which decisions
afe made as to which characteristics of the innovation will be con-
tinued. Finally,'the dissemination—diffusion phase ig that in which
the inngvaﬁion is dissemina;ed to other schools and school distficts.
After reviewing ﬁany educational innov;tions, Mann suggests ;hat a
1ack’of_funds sufficient to effect anything other thadimarginal changé

e



!

18 a common lament among innovators. More important, he argues‘that
site characteristics are extraordinarily powerful in influencing the
change process, and that innovation attempts undergo mutual ddéptation
He states, "In a sense, mutual adaptation represents the price chargea
by the site for accepting anf of the project's means or goals." (Mann
1976, 322)

MacKenzie (1964) has identified the various phases in the

process of curricular change, but does suggest that these phases may

be common to other areas of educational change. The phases he iden-

tifies are: 1) criticism, 2) proposaH’of changes, 3) development and,

‘clarification of proposals for action, 4) evaluation, review'and

" reformation of proposals, 5) comparison of proposals, 6) action on

prbposals, and finally,'7) implementation of an action decision.
According to Abbott (1975),vthe change process consists of
three phases; namely, thé awareness phase, the search phase,'and the
implementa;ion phase. The awareness of the need for innovation océurs
whenfpractices and procedﬁres that ha&e beeﬁ.considered to be satis-
factory are no longer conéidered sb. He suggests that consideration
is givén in terms of a satisfaction—dissatigfaction balance and that
tﬁe émount o%;search decreasesvas satisfaction increases. The dis-
satisfaction with existing practices will-occur when there<ekists a -
beréeived disparity ﬁetween performance énd aspirationé. The search
phaselincludes activities through which ﬁew ideas are identified and
proposed as possible solutions éo the problems thaf gave rise té the
initial dissatisfactions. Proposalé that are perceived ﬁy members of
the organization as being threatening to pheir status will tend to be

rejected as possible solutions. Onée an alternative is selected for

17
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implementation, the organization's energies will be devoted tov
imnlementing the‘agreed—upen change. In general, there will be-a
positive relationship between the degree of'member participation in
searching for and preparing courses of action and the adoption of
innovations.

Bushnell (1971) utilizes a systems approach in viewing planned
change within the context of school renewal He suggests 'that the
essential steps in systems analysis in education are: diagnosing the
problem, seerching‘for alternative solutions, testing these solutions,
impiementing the alternatives seiected, and providing fot subsequent
evaluation and feedback. Within this construct of systems analysis,
he develops six stages for planned change. First. is diagnosing'of the
problem. Thie stage begins with the recognition that the system 1is
melfunctioning. At this time it is necessary to make a systematic ®
apprailsal of needs, whieh will involve all those ~who are served by the
instdtution. Bushnell suggests that a common dysfunction at this stage:

is the administrat: .n's accepting suggested solutions. without really
probing the underlying causes of the problem. Second is the fornula—
.tion of objectives. Before any alternative solutions can be contem-
plated, an understanding ef what must be aehieved is necessaryL Objec~
tives ehould be stated in operational terms, be internally consistent,

be what the organization is trying to accomplish, and be ae cémprehensi?e
as possible. Third is the’identification of eqnstreints and-needed

: resources. Before_ptogressing with any'change.effort, it is necessary

to be fully aware of the past history and traditions surrounding

established practices, and to possess a detailed knowledge of the
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resources needed to successfully implement a new program. Fourth is

19

the selection of potential solutions. This stage involves the
retrieval aéd evaluation of alternative procedures for solving thé
‘identified problems. Tﬁo important aspects of this stage are an aware-
ness of potential solutions through the systematic review of informa-
 tiom 50urceé, énd the choice of thé oﬁe solution.that best fits the
ideqtified problem. Fifth is the‘evaluqtion of alternatiQes. Criteria
that Bushnell suggééts for evaluating alternati&es.areltheir feasibility,
their workability, and their effectiveness. Sixth, the final staée,
is the impiementing of the:seieéted alternative. -This step involves
tﬁe”impleﬁenting of the strétegy and the gaining of a;ceptance fof it
in the system. | | B

The phases of planned change which have been identified in this

section are.summarized in Table 1.

“Approaches to Describing Planned Change

Orgaﬂi;atignal changé has been studiéd at ?arious levels.
- Lippitt et al; (1958; 6-9) have identified four ievels of change,ieach
of which is claséified as a system. The personality systemldeaIS'with'
- individﬁéls; the group system is éémpriséd ofkcom@ittees, staffs, wofk
groups, and many other types of small social units; the organization |
is séeﬁ'aé a system; likewise thé community- 18 seen aS'é system.
Rogers (1971; 10)Vﬁés‘conaén§éd fhe levels identified By Lippitt et al.
into tﬁo levels. First'is the individual level; that is, the individual
. is’;he adoptervor rgjectbr Qfsthémlnnovation. Second, cﬁahge also
occurs at fhérsocial system.levél.: This review will' concentrate on‘

three levels or apprqachéshtq describing planned organizationﬁi change:



Table 1

20

Identified Phases of Planned Change

Year

Phases‘

1958
1961

1961

1962

1964

1969

1971

1973

Writer

Lippitt

'Lewin

" Jenkins

Roéers

MacKenzie

" Gallaher

Bushnell

Havelock

T

Development o6f a need for change

Establishment of a change relationship
Working toward change

-
.

Unfreezing
Moving to a new level
Freezing’

Analyze present situation
Determine changes required
Make changes ’
Stabilize new situation

Awareness
Interest
Evaluation
Trial
Adoption

Criticism

Proposal of changes 4
Development ‘and clarification of
proposals for action

Evaluation

Action on proposals

Implementation of an action decision

Innovation
Dissemination
Integration

Diagnose the problem

Search for alternative solutions
Test these solutions

Implement selected solution
Evaluation and feedback

Build a relationship

Diagnose the problem

Acquire relevant resources

Choose the solution

Gain acceptance

Stabilize innovation and generate
self—renewal
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Table 1 (Cont'd)

Year Writer Phases
1975 Abbott Awareness
Search
Implementation
1976 - Bérman and Initiation
McLaughlin Implementation
’ Incorporation
1976 Mann Adoption
Near term behavioral change
Continuation

Dissemination-diffusion




1) the individual approach, 2) the small group approach, -and 3) the

Systems approach.

The Individual.and'Small Group Approach

This approach assumes that organizational change can be brought
about by changing individual organizational members or small groups
within the organization, Its foundations are in psychological and
socialfpsychological research, and it draws heavily from studies of
innovation in'agriculture, rural sociology, and medicine (™ -1dridge
and Deal; 1975, 25). Attitudes tOWard innovation are seen ‘wing
largely from unique personal characteristics‘and personality Téu
but also as being heavily influenced by the values of an indivif1313;
peer éroup (Havelock, 1971 4:36-37). Rogers (1962 307) has ident Tietv
the factors that are present before the introduction of an innovation
as "antecedents'". He views these antecedents as two-dimensional One
dlmension is the individual's own identity; that is,this own feeling of
security, his values, his_social-status and sofon. The second dimension
1s the person's perception of the‘situation; this would include his own
and his group s norms pertainin? to innovation, and his perceptions of
the characteristics of the groups of which he is a member. - It is |
suggestedfthat these indiyidual_attitudes need to be changed, though
in conjunction with'changes;in organizational structure, in order for
. successful change to occur. If organizational structures and.relation-
ships are not altered, the rehabilitated individual may find himself

outside of the organization because he has been rehabilitated (Baldridge '

and Deal, 1975, 16).

~In his book Diffusion of Innovations, Rogers (1962) has



developed a caLeﬁoqization schemeAOutlining individuals' personal
characteristics based on the rate at which they adopt innovation. The
categories he has developed are: the innovators, the early adopters,
the early majofity, the late aajority; and .the laggards. Fo; exahple,
he reportsfihat'innoVégors'ronstitute approximatély two and one hélf
péf cenf of any'populétion and that they are young, from wealthy back-
grounds, cosmopolitan in ouélook, opinion leaders, and‘diveréent
thinkers. Moreover, authoritv‘figUrgs w%thin the organization appear
to be crucial in introduéiné Ehénge, esbecially strugtural change
(Miles, 1964, 641).‘ Miles further reports that group supporf of
individual innoyators iafnot important, but what ;s important is the

makeup of the group. Schein (1970) suggests that innovations are found

more frequently in groups tﬁat favor change,_provide a supportive,

‘trusting interpersonél atmosphere, and tolerate diversity. This seems -

to point out that change brocésses should be cqncerned with altering

both the forces within the individual and the forces in the -organization

-

and group situation surroundiné the individualf_

‘Kétz and Kahn (1966, 392-432) have outlirieq eight methods that -
can be used to bring about individual or smail group change. Many of
the methods are'basédxon péychotherapy.. The methods outlined are:

direct use of information, skills training, counselling and therapy;

peer groups influence, sensitivity training, group therapy within

organizations, feedback on organizational functioning, and direct

structural or systematic alterations. Each method is aimed at one of

0

.several specific targets, which inclﬁde: the individual personality,

the,interpersonal relationships between‘membé:s of peer groups, the

norms 6£ peer groups, the interpersonal felationships between members
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of an organizational family, the structure of a-‘role, the role relation-
ships of some segments of organizational s;ace,'and the structure of
the total organization as the target.

Gallaher_(l969, 41—44; has ;AUMErated some of the variables
that influenée an individual's adoption orE%ejection of an innovation.
He suggests that individuais w&ll more readily accept,innovatiqns that
they understand and perceive as relevant. He also notes that individuals
more readily agcepglneQ ideas if they have a hand ih their planning.
Gallaher stresses that aufhority is a crucial variable and that |
individuals cpnsider the kind of Quthéfigy'to which innovations are
tied. ‘There are also resistances t0'chgﬁge that are inheggnt in éne's
personality; Watson (1967, 12-18) .has identiffied these as: .homeostésis,
habit; priﬁacy, selective perception and re;ention, dependence, illusion
of impotence,vsupefego;‘self—distrust, and insecurity and regression.
Homeostasis refers to the stabilizing forces within an indivi@gél;
habit suggests that an individual Vili continue‘to respond.%ﬁ his
accustomed way unless the situatioﬁ changes noticeably; pfighcyryefers
to the finding that the Qay.an/individﬁal first successfully cope; wifh
a sitﬁation sets .an unusually persistent pattern; selective perception
and retention suggests thaf once an attitude.has been established, a
person tespénds‘within_thé framework of'his‘e;tablished‘outlook;
dépendence fefefs‘to tﬁe péoplelgn individuai relies‘onland.;ho have
gsome influence in shaping his behaviof; illusion of impotence describesr
the attitude held by some people tﬁaﬁgthef are helpless victims of v
circumst;pces beyond'thei; controlé supérego is one of the péwerful-
agehts se?ving tradition; self-distrust is those for;es condemning and

‘ repressing_impulses that do not correspond witg establiéhed n6rms; and
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finally, insecurity and regression is the tendency to seek security in

the past.

Katz and Kahn (1966, 390) suggest that individual change has
little impact bﬁ effecting organizational change. Moreover, they
contend that long lasting organizational change can be .achieved only
through the manipulation of organizational variables .such as authority
structures, reward systems, technology, and environmental relations.
The irndividual and small groups approach seems to neglect the finding
that producing change or implemeufing innovations in sbhooié involves
changing one or more parts of a complex system., It is necessary to note
that the individual and small group approach tO'effecting change 1is
necessary to -and does not compete with, but is. compatible with and
complementary to a systems approach to changé (Béldridge and Deal,
1975, 26). Three reasons why an individual or small groups perspecti?e
on change has been challenged are:

First, this perspective seems fo have héd a major, if not over-
riding influence on administrative approaches to innovation and
change in schools. Second, . . . we are not convinced that
changing individuals or the norms of small groups results in
systematic change. Third, the individualistic tradition may
not offer many fruitful directions for school administrators.
(Baldridge and Deal, 1975, 26) :

The limitations of the individual and small groups approach in

effecting organizatibnal change have influenced the development of a

different approaqh—-the,systems approach.

¥

The Systems Approach

- This approéch has its foundation in systems theory and is based
on the'aSSumption that thé school is a social gystem.. Sergiovanni and

‘Carver (1973) describe a social sysatem as two or more . persons interactiﬁg
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with the purpose of achleving agreed upon goals. When applying this

“description to a school district situation, they state that ". . . all

members of a school o;ganization are working to achievé the goals of
the school distiict." (Serglovanni and Carver,,;973, 177) They
furfhe£ devéiOp the characterisﬁics of a social system——a schdol——as
follows: l)Ait consists of individuals, 2) there is interaction between
and among individuals, and 3) interaction is not randomly directed, but
i1s directed at the achievement of goals.
Though there are two typés of soclal systems, open and closed,
schoois are commonly classified as open systems (Owens, 1970, 52).
Miles has ,defined an open system as: ' %
" A bounded collectioh df interdependent parts, devoted to the

accomplishment of some goal, with the parts maintained in a

steady state in relation to each other and the environment by

means of 1) the standard modes of operation and 2) feedback

from the environment about the consequences of systems actions.
(Miles, 1964, 13)

Abbott (1975, 176) views the school as an open sysﬁémvbecause it is in
a continuous series of transactions with its supporting environmenq. \.
He’fufther.suggests that all social systems can be viewed as subaystems

of some broader suprasystem, and thét in order for the school to perform‘

its functions and maintain {tself within its environment, it receives

'inputs from the environment in the form of personnel and material

resources, it utilizes these inputs as sources of energy, and from this

'utilizationlbrocess produces outputs'in the form of certain types of

trained capacities in its clients.
According to Katz and Kahn (1966, 39-48), organizations are

comprised offfive different subsystems, each with a set of specialized

functions. Moreover, these subsystems are bound together by a set of
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relationships. The function of the production subsystem is to perform
the goal-directed tasks of the organization. The maintenance gyb—
éystem's function ;s to maintain the system in a steady state; that 1s,
it endeavors to mediate between the,tésk demands of the organization
and the human needs of i1ts members. The supportive subsystem is
responsible foi.obtaining'the necessary resource inputs from the
systém's environment and for obta;ning the necessary social support and
legitimization. The adaptive subsystem deals with organizational
change. Specifically, it is concernéd with the research, the planning,
and the development activities necessary to bring about modifications
in the organization. The management subsystem engages Iin the organized
activ;ties fér conttplling, coordinating, and directing the many sub-
éystems of the orgénization.

Ingram (1973) suggests that during times of rapid change,:the
adaptive subsystem and the management éubsystem take on key roles. The
functioning of the adaptive subsystem creates many anticipated and
unanticipated consequences. These consequences often strain relation-
ships within the organization and between ‘the organization and the
envirohmgnt. The man%gement subsystem's efforts are focused on
relieving these §trains so that the organization can operate effectiVeiy

and efficiently.

Not only are these five subsystems helpful -4n understanding and
planning for change; but so are the characteristics of én open system.
Griffiths outlines these characterisfics as follows:

1. Open systems tend to maintain themselves in steady states.
2, Open systems are self-regulating. ’

3. 'Open systems display equifinality.
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4. Open systems maintain their steady states, 'n part, through
the dynamic interplay of subsystems operati. as functional

processes.

5. Open systems maintain their steady states, in part, through
feedback processes. (Griffiths, 1964, 425)

Each of these characteristics of an open system does have implications
for the change process. o Instance, Griffiths (1964, 431) suggests
three reasons why change occur§ infrequently in organizations. First,
organizations maintain themselves 1in steady states. Second, change
calls for the es;ablishment of new relationships among components of
the system. Third, the organization is esgéblished by society or
éanctioned to accommodate rather specific purposes; thus, it exists in
a steédy state. |
Schools generally become aware of inmovative practices and of
the need to adopt these practices largely ar- a result of external
pressure. Owens states that "significant chénge in . . . schec - .7,
has seldom occurred as a result of the initiative of public school
educators.”" (Owens, 1970, 149) Katz and Kahn (1966, 446—448) found
that major changes in education can be attributed to both changing
inputs from the environment and internal system strain and imbalance.
Changing inputs may be in the form of changes in information or changes
in energic input. Internal strain and imbalance may take two forms:
‘%1) hbrizontal strain; that is, competition between different functional’
3ubsy§tems, and 2) vertical sfrain; that is, conflict between various

levels in the hierarchy of power, privilege, and reward. ﬁowever,
: )

according to Griffiths (1964, 435), the more functional the inter-
action between subsystems, the less change there will be in the

organization. This leads to the basic assumption underlying the
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the systems approach to organizational change--change engages .1li the
subsystems‘that together comprise the .complex educational organi:ation.
Moreover, each subsystem may be viewed as an impetus for change or as
the unit that is beinc changed; and any organizational change is likely
to involve more than une subsystem (Baldridge and -Deal, 1975, 10-14).
Before anv innovation can te implemented, it nust be developed.

According to Miles (1964, 635-639), there are five properties--cost,
technological factors, associated materials, implementation supports,
and innovation—system congruence-—of the innovation which affect its

adoption. The more costlv, in terms of money, time, and energy, an

/

~1nnovation is, the more slowly.it willAse\adopted. However, if the
innovation is divisible, this factor of cost may be less formidable.
Miles also suggests that technological innovations are easily adopted
and rejected. Factors influencing their adoption are feasibility,
ease of availability when desired, and convenience of use. Innovations
that have well designed and comprehensive associated materials will
also be more readily adopted. Miles furtherksuggests that an innova-
tion that is difficult to use or implement will be adopted more
readily if it has built;in supports. »Furtnermore, 1f the innovation'is
‘ incongruent with the potential accepting system, its adoption will be
retarded. Specifically, if the innovation threatens existing prac-
tices 1t 1s less likely to be adopted; and if the target system
perceives the innovation as not much different from what is presently
practiced, the adoption of the innovation is retarded.

Though organizations rarely attain a perfect state of equili-
brium, the numerous writers (Miles, 1964; Katz and Kahn, 1966; and

Jenkins, 1949). suggest that what 1s attained is a "dynamic equilibrium"



30

wherein major changes appear to be the exception rather:than the rule.
This dynamic equilibrium is mainly attributed to the dynamic nature of
the environment in whioh organizations exist. Moreover; Mort and
. Cornell (1949) reportrlhat changes 1in education proceed at a slow pace,
with_tne complete diffusion of a succeséful innovation taking approxi—
mately fifty years. Mort also reports thet the average school lags
twenty-five years behind the best practice and that typically a long
time elapses before the inQ1ght into a need 1is responded to by the
‘development of a new idea that can be successfully edopted. Gr iffiths
states that ". . . sysoems respond to continuously increasing stress
first by a lag in response, then by an over-compensatory response. . . .
(Griffiths, 1964, 433) More recently, Gotkin and Goldstedn (1964)
report that diffusion rates in education have shoftened since the time
of Mort's studies, but that it is still‘a slow process. Griffiths
(1964, 434) suggests that the degree and duration of change seems to be
directly proportional to the intensity of the pressute from the supra-
system. | |

When agriculture is compared with the public schools in terms
of the opeed with which new knowledge and techniques are put into wide-
'spreéd use, it is,seen to adopt innovations with far less lag than do
.public schools (Owens, 1970, 145) It is important to note that in
agriculture the adopter of change is usually an individual-—the |
farmer; however, in education the adopoer is an organization--the
school. .Carloon (1965, 4-7) has eleborated on three reasons‘why change-
inieducation is slow. First, there is the abSence of a change agent.

He suggests that education should have an institutionalized change

agent position similér to that of the county extension agent found in
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agriculture. Second, there is a weak knéwlédge base upon which educa-
tional innovations are developed., Carlson reports that it is rare
that educational innovations are based on or substantiated by solid
research. Third, there is the domestication of pﬁblic schools to
consider. As a doméstic service organization,.the school cannot
select 1its clients, nor do the clients_have a significant choice in
the services the school will offer. Moreover, sqhools are not coﬁ—
pelled to attend to all of the ordinary neéds of an organizatioﬁ, singe
their existence is guaranteed. Consequently, these characteristics
restrict both the neea for change and the interest in change in schools.
Owens (1970, 146-147) further éuggests that there is little incehtive
: fér échools to adopt new ways; that 1s, there is virtually no profit
from being an innovator, and although it is easy to ascertain how much
a new edﬁcational practice will cost, it is difficult to assess the - S
extent of the reéulté. |

Gross et al. (1971, 23) report that historical and unplénned
forces play an important part in setting the stage for and givihg
impetué to planned change.v'They also report that a past history or
prevailing climate of change may contribute to future successful change.
Miles (1964, 11-12) also suggests .that planned change ié'deeply affected
by the state of .the system in whiéh it takes place. He further suggests
that to facilitate chapge, a primary target should be the improyement
of the organization's health; that is, the school system's abilify to
fupction effectivély én& to develop and grow into a more fully function-

ing system. Miles (1969, 22-26) goés on to suggest that there are

certain properties of educational systems that predispose them to ill

health, thus retarding their development and growth and, more important,
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their innovativeness. The properties he describes are: goal ambiguity,

input variability, role performance invisibility, low interdependence,
la,-professional control problems, and low technological'1nvestment.
There are various methods of intervening in the system to initiate
internal change processes and improve organizational health (Miles,
1969, 28-31). They are: team training, survey feedback, role work-
shops, target setting and spnpottive'activities; organizational diag-
.nosis and problem-solving, and organizational expetiment. Underlying
all these approaches are certain similarities. All the approaches
utilize self—study, they have a relational emphasis, they cause an
increase in data flow, norms are the target of change, they utilize a
temporary system approach,land they include the presence of semi-
detached consultants. ‘

Baldridge (1975, 172-173) after reviewing past studies of
innovation attempts, suggests that there are numerous'factora vhich .
‘affect the adoption of an innovation. He refers to the size of the
organization as a factor in that persons within the organization can
generate a "demand structure" t? facilitate innovation. An organiaa—
tion also needs enough problem-aolving capacity and enough specializedkh}
experts to promoté innovation. Furthermore, innovations must be.
'structurally, politically, and financially supported within the organi—
zationAif‘they‘are to be successful. Finally, environmental variability
is a ecritical factor"that is, the target organization must make it—
self vulnerable by, opening channels of communication and influence to
its environment. Other studies have found that school districts more

likely to adopt innovations are those that are wealthy, are large ’
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(Havelock, 1973), and have change-oriented superintendents and prin-
cipals (Carlson, 1965).

According to Buchanan (1967, 18-22), resistance to innovation
in a social system takes on a variety of forms. Tirst, members of the
organization'conform.to norms. These norns make it possible for members

of the organization to work together, and because tney are shared by
many membets, thewﬁzte difficult to change. The second form of
resistance——systematic and cultural coherence;—has its base in the
Gestalt principle, which ‘suggests that components take on. .characteris-
tics because of their—relationships within the whole. This implies
that it is difficult to change one component without affecting others;
moreover, innovation may help one componerit of the school or school
system, yet hinder or cause'serious damage to another component. The
most obvious 30urce of resistance is vested interests. lnnovations
may be perceived by individuals, groups, and organizations as a threat
to their economic status or prestige. Fourth, anthropologists have
observed that within any'culture there are some activities that are
easily changed and others that are highly resistant to cnange. For
example, technology is teceptive to new ideas, whereas great resietance
is encountered when alteration of norals or etnics is attempted.
Finally, there is the rejection of outsiders, especially significant
when one coneiders that the major impetus for change comes from outside
the organization (Griffiths, 1964, 432), A major problem in introducing
change 1s to secure enough local. participation so that the change

- attempt will not be as vulnetable~as a contact change. With respect to

the'organization's,structure; Griffiths (1964, 434) suggests that the -



‘more'hierarchial the structure of the organization, the less is the
possibility of‘change, and that when change in the organization does
occur; it will tend to occur f;om the top down, not from the bottom up.

Gross et al. (1971, 25~26),- in their review of literature.on
planned organizational change, report that there are numerous wyiters
who stress that participgtion of subordinates is important because:

1) participation leads to higher staff morale, and high staff
morale is necessary for successful implementation. . .3 2) par-
ticipation leads t0‘greater‘commitment, and a high degree of
commitment is required for affecting change. . 5 3) participa-
tion leads to greater clarity about innovation, and clarity is
necessary for implementation . . .; 4) . . . participation will
reduce initial resistance and  thereby facilitate successful
implementation * + «; and 5) subordinates will tend to resist
any innovation that they are expected to implement if it ig
inftiated solely by their_superordinates‘ (Gross et al., 1971,
26) : : _ .

- Miles (1964, 642~643) suggests'thggyggw Structures are necessary
An déaling with innovation. The characteristics of these new structures
are that they by-pass vested interests, provide protection for the
develdpﬁent'and pilot Eestiﬁg of innovations, aid the gi0up in focusing
on the work at hand, and provide isolation that will free the group
working on.;nnovation from tﬁe norms of the target system. Miles
further sﬁggests that temporary systems have all the previousiy men-
tioned characteristics Plus the additional advantage of not having
permanent status to threaten the exiéting target system. Additional
characteristics of temporary systems that facilitate innovation are
that ﬁhey:
increase creativify, iﬁvolvement, and work leyel because
of the time limitation; enable easier recruitment of appropriate
persons; have a minimum 6f bureaucratic restrictions, and minimal
managerial requirements; deal with special-purpose shott—run‘
problems expeditiously; cause pronounced attitude, relationship,

and action changes on the part of their members; and provide ‘
increased social validation for particular innovations. (Miles,

1964, 643). '
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Miles (1964, 40-43) best summarizes the areas that must be

dealt with in the study of planned change in educatioh{ He develops,
for the study of educational innovation, an agenda that comprises seven
areas: 1) the'special characteristics of educational syetems, 2) the
underlying chafacteristics of.the innovation, 3) the prior states of
the system, 4) the process during change, 5) the.characteristics of
‘the innovativ-~ person or éroup, 6)‘the fate of innovations; that is
what determines their fate, and 7) reasons for changes iﬁ‘innovatioﬂ

rates.
: Yl

, -

Strategies for Implementing Planned Change

A review of literature on planned change is not ‘complete with-
out a section on strategiles thet can be utilized to bring about the
adoption of an innovation. Of what importance is_strategy? Havelock
suggests:

- 'Strategy' is a key aspect of this new cogicept of innovation
because it is now becoming recognized that change will only
lead to real progress if it is brought about in an orderly
sequence of goal-setting, planning, and systematic execution.
(Havelock, 1973, 153)

Various writers have elaborated on the underlying‘characteris—
tics of change strategies and the consideretions that must be made when
~ choosing a strategy. Chin and Benne (1969, 33) suggest that all
strategies utilize the applicatidn of knowledge as an instrument for
modifying patterns and institutions of practice. This knowledge may

take the form of either "thing technology" or "people technology".
Thing technology refers to knowledge of the non-human environmeﬁt, such

ag technologies based upon new knowledge of electronies, wﬁich prdduce‘

new methods of communication. People technology is based upon behavioral
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knowledge, used for dealingjeffectivelf with the human aopects of
deliberate change. Knowledgevabout participative learning and about
attitudé changes maf be classified as people technology.

According to Miles (1964, 648-649), there are certain charac-
tetistics of change strategy that make for effective change. Fi;st,
comprehensivo attention must be given to all stages of the adoption
process. Second, there must be creation of new structures, especilally
by systems outside the client system. Third, there must be a con-
gruence with prevalent ideology in the client system, such as beliefs
» about the imﬁortance of autonoﬁy._ Foutth, there must be reduction of
pressures on relevant decision—oakers,‘and finally, there must be the
.use of coalitions or iinkage between existing{stroctures and new
structures. More important, Mileé stateé:

. . . it seems that the most theoretically powerful strategier

are likely to be those designed to produce "meta-changes'' -~
_ second~order changes that will lead to further changes. (Mile.

.1964 648)
Moreover, Baldridge<ahd Deal (1975, 14) Suggest that the strategy
utilized should reflect what is changing and what is being changed.
‘ Havelock (1973) outlineo sevgn.general conoiderations thot
should be a part of any étrategy-bﬁilding. They are: |

1. ‘The change. agent should evaluate his own style and
Skills L4 . - v.

2. The change agent should consider the type of relationship
which he has with his client system. . . .

3. . The special characteristics of the client systém always
have to be weighed carefully in choosing a,strategy, R

4, The characteristics of the 1nnovation itself also should
be analyzed carefully on a number of dimensioms. . . .

- 5, Similar questions should be.askeq_of>the medium. . . .

o
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{

6. A change strategy should be adapted to the specific
situational factors of time, place, and circumstances. . .

7. The change agent should make a thorough accounting of
resources to which he and his client have access, internal

and external, human, material, and informational. .
(Havelock, 1973, 153-154)

According to Bushnell (1971, 15), a change strategy requires: 1) the
involvement of those likely to be affected by the innovation and a
sharing of responsibility for its implementation, 2) a clear and precise
understandlng of the participant's role, 3) the building of a climate
for change, 4) tralned staff, 5) the necessary resources and materials,

: A ‘
6) objectives and procedures, 7) a well developed plan for monitoring

the lnnovation's progress, 8) feedback, and finally 9) modification of
the adopted procedureru

There is a'considerable bulk of literature dealing explicitly
‘with strategies of ipnnovation in‘education. Havelock (1970, Appendix A,
3-10) has categorlzed some forty~four change strategies employed by
experienced change agents.  Leavitt (1970) suggests there are three
general strategles of organizational change--structure, technology, and
people. Structural approaches 1ntroduce change through new, formal
guldelines and procedures, such as the organizational chart, budget
nethods, and rules and regulations. Technological approaches'emphasize '
rearrangements in work flow, as achieved through new physical layouts,
- work methods, job’descriptions and work standards. People approaches.
Vhstress alterations in attitudes, motivation, and behavioral skill; which
are acconplished throngh such techniques as new training<programs,
selection procedures, and performance appréi@gl schemes.

Chin and Benne (1969) have classified change strategies as

emplrical rational, normative—reeducative, and power coercive. “Of
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fundamental importance to all of these strategies is the availability,
application, and utilization>of felevant knowledge about things and
people.

| The empirical-rational approach is based on the assumptions
that man is rational, with this rationality being accepted and under-
stood by all men; and that once exposed to a change that can be
rationally justified and that will serve the self-interests of an
individual or group, that 1ﬂdividual or group will adopt thé proposed
change. Chin and Benﬁe have enuherated various strategies within this
orientation. Firgt, there 1s basic resgarch and.dissemination of
knowledge. This strategy has been particularly effective in the
‘diffusion of technological innovations. The strategy depeﬂds on-
general education to diffuse the results of research to the client.
Second, there 1s personnel selection and.replacement. These gtrategies
are employed when it is necessary'to piace the right person in thé
right position if knowledge is to be optimally applied and if/rationally
based changeé~afe tovbe‘diffuged.’ Third, there ig the use of systems
anéiYsts. -fhis strategy utilizes staff specialists'in organizational
behavior in order to apply knowledge directly related to "hvman tech=
nqlogy" in effecting planned chaﬁge. F&urth is the straieg§ ofylinkage
systems, which bridge the gap between the work of basic and applied’ ‘
researchers and professional practitioners. Fifth is utopian'thinkiné,
which involves the development of -a potential image of the-futﬁre;ﬁhat
is convincing and rationélly persuasive t; men in the present. Sixth

s

is clarification of language. Through this approach it is hbbed man

will be able to clarify his perceptions, communicate more adequately,
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and reason more effectively. This enables a realistic common basis»for
action and changing to be laid. |
NormatiQe—reeddcative strategies assume that man 1is inherently

active and seeks stimuli and satisfaction of his néeds; and that m;n'S'
intelligence and ac?ions are seen to be‘derived from influences qf the
larger society of which he is a member. Moreo;er, chénges involve the
man and his ehvironmen;,,with particular reférence to the normative
struc;ures and orientations(that constitute and define his>re1a£ionship
_to the envirénment. There are two sub-groups in this category. First
there is. the improvement of the préblem—solving capabilities of a
;system; that 1s, the structures and processes that are developed to
deal ﬁith.a variety of sociotechnical problems. The range of inter-
'Yentions used by qutside'change agenL in implementing tﬁié orientation
to change ére comﬁonly referred to as organizational deveiopmént tech-
f;iqueé ’ Sécohd is the fostering of personal growth. Thisvstraﬁegy

views the person as the basic unit of social organizations, and

focuses on planhed change through the release of human potential by

[

'activating his creative responses.
Finally, there is the po&er—cogrcive approach tblaffectiﬂg
change. Power, not invthe sense of influence'of one éeréon upan
énother or of one group upon andther; but in the sense of economic
and/or p&litical ﬁower,'can be effectively applied in creating change,-
Within this category fall'strategiés of non-violence, which may i;clude
the division of the opposition thfdugh moral coercioﬁ combined with
ecoggmic»const:ainté, as in the case of Gandhi's réfusal to buy salt.

It 1s also pbssible to use political ihstitdtions to achiewve change.

- Specifically, institutions may be empowered to design, introduce, and
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enforce changes; however, all that is done is to bring the force of

legitimacy behind some envis#oned change. Finally, change can be

aéconplished‘through the recomposition and manipulation of power elites,
Havelock (1973) has conveniently’grouped strategies inteo three

categories, which are probplem-solving, social interaction, and research,

development, and diffusion.

The primary assumption underlying the problem-solving orienta-
tion 1s .that innovation is part of avproblem—solning process that goes
on in the client system. It 1is usually vgewed as a cyeie of activities
beginning with a need felt'by tne'client, which is translated into a
~ problem statenent and diagnosie. Once the problem statement is for-
mulated, it is necessary to conduct é search for and retrieval of |
ideas and infermation.'vThis material can.be‘used in formulating or
selecting the innovation. Finally, the innovation must be adopted,

tried out, "and evaluated with respect to its effectiveness in satisfy~

ing the original need.
~ This pr em~80lving orientation hasg given rise to various
stratggies of change. Havelock (1973) outlines them as:

1. System self~renewal. . « « In essence this strategy
proposes that school systems can develop an atmosphere
favorable to innovation and an internal problem~-solving
capacity through collaboration with an inside-outside team
which gives training in various 'process' skills. . . .

2. Action Research. In this approach, university social
scientists can ‘collaborate with school personnel in -
diagnosis and evaluation of existing problems, utilizing
research methods to collect and systematically analyze data
on the system. . . . - :

3. Collaborative Action Inquiry. This strategy. . . goes
well beyond 'action research' in the extent to which 1it.
builds a team relationship between outside expert and
inside school staff. . . ..



Human Relatlons Laboratory . . . These 'laboratory'
strategles . . . stress the development of great  open-
ness and Interpersonal competence as the prerequ. tes of
both effective problem-solving and meaningful innovation
by Individuals and systems. . . .

Consultation . . . is used as a . . . technique of
helping a client system to define its own helping role
and to work through its own problems by means of
reflection and authentic feedback. . . .

Sharing of Practice Innovations . . . (are) elaborate
strategles by which teachers can share new classroom
teaching practices with each other. . . . (Havelock, 1973,
157-158)

The social Interaction orientation views the innovation as

something relativély fixed and concrete. It places emphasis on the

pattems by which innovations diffuse through a social system.

\Important to this strategy is the aséumption that individuals belong

to a network of social relations that play a major role in the adoption

of new ideas. This orientation relies heavily on the natural process

of diffusion, but Havelock has identified four "duasi—strategies";

1.

2.

Natural Diffusion . . . suggests that innovation will
diffuse through a natural and inevitable process. . . .

Natural Communication Network Utilization. . . . Such a‘
strategy would Include identification of opinion leadership
and circles of influence within the social system, and
channeling of information to such key points. . . .

Network Building. . . . These systems use informal
contact by agents or salesman, enlisting of natural
opinion leaders as "demonstrators", and group meetings
of various sorts.as integral parts of an innovation

diffusion program. . . .

Multiple Medla Approaches. . . . A successful program
would involve the phasing of different media approaches
to synchronize with progressive stages of user involve-
ment. . . . (Havelock, 1973, 160)

The research, development, and diffusion orientation 1s guided

IS

by five basic assumptions. It assumes that there is a rational
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sequence in the development and‘application of an innovation. There
has to be a division and coordination of labor to perallel this
rational sequence of development and application. There is a passive
but rational consumer who will adopt the innovation if it is offered
to him under‘certain conditions. Finaliy, there 18 a high initial
development cost prior to any dissemination activity. Strategies
identified within this orientation are:

1. Development of High-Performance Products. Most authors
see RD and D as a process whereby ideas and tentative
models of innovations can be evaluated and systematically
reshaped and packaged in a form that insures benefit to
users and eases diffusion and adoption. In this process
most of the adoption and translation problems of the user
are anticipated and adjusted for. . .

2. Information System Building . . .‘(is) the design and
creation of information systems which tdke into account
the many known barriers and translation problems that
separate researchers and developers from potentlal users.

" 3. Engineered Diffusion Projects and Programs . . . (have) -
certain common elements: e.g. (1) careful advance planning,
(2) indovative packaging, (3) careful identificationm,
selection, and preparation of the target audience, (4) multi-
media presentations . . ., (5) some sort of active user
involvement, (6) -systemic follow-up, and (7) experimental
evaluation and documentation. . . .

4. Experimental Social Innovation . . . 18 a method whereby
:inndvative socal science projects can be designed as field
experiments which include many of laboratory experimentation
so as to insure valid and readily interpretable results. . . .

5. Administered and Legislated Change. .One presumption . . .

in RD and D stragegies is that -the resulting-high-performance
- product can be reasonably and legitimately diffused through
legislative or administrative fiat. . . .

6. Fait Accompli + o o+ The change agent may opt for immediate
installation without comnsultation or the building of advance
awareness. The presumption’. . . is that the actual benefits
from use of the innovation is so great.and so apparent after
trial that the long-term good of the user will be served. . . .

7.. "Systems Analysis" Approaches to Innovation . . . begins with
the careful construction of an optimum but detailed ideal’
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model of the problem area. Comparison of this ideal
model with current operational reality highlights
various shortcomings and focal points for change
efforts. . . . (Havelock, 1973, 162-163)

Tﬁe ;hfee major approaches to change--Leavitt's, Chin and

§Benne's, and Havelock's-—outlined in this review are similar in that

3 Ehey all agree that organizational change may be brought about by a

structural approéch, a technological approach, and a human approach,
though each Qrgter used different terms to denote these approaches;
The strategigs do differ .in their.aésumptions about the nature of man,
thé systems in Qﬁich he participates,‘and the processes through which
changes can be affgctéd.

A Model of a Systems Approach
to Problem-Solving \

A problem-solving model was selected to be tested in this

study. Spécifically, Miller's "Model of a Systems Approach to Problem—

Solving" was adopted as the model to be tested.

Rationale for Sélecting a Problem-Solving Model ) .

It has been pointed‘out'fhat education has had limited success
in ad@pging.to its environment and successfully implementing iﬁnova—
tions. Baldridge (19755,»aftér an extensive review of innovative
'atfempts, suggests dn approach that would facllitate the successful
adaptation of an organization ;o ité environment and;incréase its
éffectiveness.w He stateé that:what,is needed is the ". . .'cFeatihg
of organiz;tions with built-in capacities for assessing theilr nee
tud  v~ating viable alternatives." (Baldridge, 1975, 173) 1In other

,

w== ' ' 18 suggested that organizatiohs should focus attention on their -
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problem-solving capacity and perhaps create formal structures to
. +

facilitate this process if they are to become more effective and better
adapt to thelr rapidly changing environment. Moreover, Baldridge‘and
Deal (1975, 18) suggest that 1f an innovative attempt is to be success-
ful, it must be effecfive in solving a diagnosed problem in the
organization. It therefore appears that the process of problem-
solving may lead to mére guccessful change. attempts. |

| More specifically, Miller's "Model of a Systems Approach to
Problem-Solving" was selec;ed on the bgsis of four qriteria: 1)'since
a Bchool.may be viewed as a system it is appropriate to utilize a
systemszapproach when analyzing the process of’change, 2) the model.
was developed with a focus on policy formulation and ﬁolicy implementé—
tion; that is, it is somewhaf oriented to deal with the change procesé,
3) the model makes rather clear and specific demands in terms of
ordefing events andvactivities, and 4) 1t has not, as yet, been

adequately tested.

An Outline of Mille ''s Model

Miller identifies niné stégeé that are inherent in the problem-
sol&ing process. Speéifically, they are? 1) ngelpp an awareness of
change and/or a need fof change, 2) Establish new and/or redefine
existing gogls, 3) Identify and definevproblems and change contexts,

4) Selecf and analyée a priority proElem and its change contexg,

5) Derive performénce requirements forrpfoslem resolution, 6) Select
and/or geﬁerate alfernative solution methods and stratégies, 7) Test
anqvverify feasibility.and‘praéticality of sol@tion methods and. |

strategies, 8) Select and implement priority solution method aﬁd



strategy, and 9) Evaluate performance effectiveness of solution method

and strategy.

~Miller's "Model of a Systems Approach to Problem-Solving" is

presented in Figure 1. In discussing this model Miller delineates

the following steps:

1.

10.

The assessment and justification of needs in terms of
validity criteria leads to the structuring of new and/or
redefinition of existing goals.

The definition of goals stimulates poiicy formulatien and
the resulting policy decisions establish performance require-
ments which are assigned to management.

Management must analyze performance requi~ements in order
that it can define a complete array of performance
specifications which can be used to explain the performance

~requirements.

The specifications.are classified and categorized according
to levels of organization and a hierarchy of performance
objectives can be defined in measurable terms.

. v : . .
Performance objectives are the fundamental basis of plans--
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each plan outlines a course of action and details appropriateA

management controls.A \
o

~

Plans must be verified in terms of performance context and
the action sequence (strategy) which has been developed

to accomplish the objective.

A sfrategy which has been validated through feedback and
control i3 a reliable management procedure for the achieve-
ment of objectives.

' The establishment of a management procedure facilitates the

achievement of performance consistency in spite of the
internal and external constaints on performa.. =.

The resulting performance can be evaluatec to d2termine
the. effectiveness of performance in terms cf »rev-.ously
specified criteria and specificatioms. -

The achievement of desired levels of performance proficiency
produces change. Such change will produce new needs, which,
when justified, will stimulate the formulation of new goals,
and the cyclic phenomenon will continue. (Miller, 1969, 36)
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Figure 1: A Model of a Systems Approach to Problem-Solving
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Summary

" This chapter dealsbwifh literatufe pertaining to the process
of change. The chapter provides the conceptual framework -and the
review of reléted iiterature_for this study. The conceptual framewﬁrk
does nop focgs oﬁ a specific;éoncept with respect to the process of
change, but is based upon a mﬁltiplicity of ideas and approaches.
Specifically,'concepts that deal Qith planned organizational change
are pfeéenfed; that is, change that 1s a consequence of conscious,’
deliberate e%forts to improve the operation of a system are dealt with.

It 1is evidént that there are no valid, tested, scientific

principles of chaﬁge. However, stimulating and managiﬁg changé could

be less intuitive if knowle&ée based on éocial sclence research and the

experience of practicing change agents were applied. In order to
““understand the change process in educational organizations three things

are needed: 1) a comprehensive orgahizatibnal perspeétive; that is,

an understanding of cfucial organizational sﬁbsystems involved in

innovétion, 2)-a familiariﬁy of strategies that canvbe used to cause
.and support educat;onal innovations, and 3) a‘familiarity with the

dynamics of éducational chang;. | |

' As a process, planned change can be,delinéated according to
a quﬁber of phaées; howeQer, depending on the writér's orientation to
change, the phases vary.’ In summary form, the wri;ers and tﬁe phases
of planned change theywidentify are preseﬁted in Table 1. MoreoYer,
there are also.Qarious approaches to"descfibing qhangé. Speéificallﬁ,,
these are the individual and small grouplapproach and the systems

+ approach. The individual and small group approach 1is based on the
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éssuﬁption that organizational change can be brought about by changing
individual érganizational members or small groups within tpe organiza-
tion. The systems approach héslits foundation in systems theory and
. 18 based on the assumption that the school is a soéial system; more-
over, it 1s an open_sécial system. It. has beeﬁ suggésted that the
individual and small group approach to effecting change is necessary
and does not compete with, but is compatible with’and complementary
to a sysﬁems approach ;o chang-.

Writers have also elaborated on numerous strategies which
can be utilized to bring about the adoption of an innovétion. These
strategies may be classified as either structural étra;egies, techno—'
logical strategies, or human strategies. It was suégested that all
these strategies utilize the application of knowledge as an instrument
for effecting change. Hoﬁever, strategies do differ in their assump-
tions about the nature of man, the systems in which he pagéicipétes;

/",;and tﬁe processés through which change is affected.
| 4 A problem-solviﬁé model was selected as the model 10 be
" tested. Specifically; Milleq's "Model of a Systeﬁs Approach to
Problem-Solving" was‘adopted to be tested on the basis of four
criferia: 1) it 1is appropriate E§ utilize a systems approach ﬁhen
.analyzing the process of chgnge, 2) the model is somewhat oriented to-
deal with the éhange process, 3) the model makes racher clear and

. specific demands in terms of ordefing events and activities, and -

4) the model has not, as yet, been adequately testéd.

~N S
- o~
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CHAPTER 3
METHODOLOGY

Statement of the Problem

The central problem that the study dealt with was - ;
To what extent does Miller's ""Model of a Systems Appfoach to Problem-
Solving" facilitate an understanding of the processes involved in a

planned chénge; namely, the reorganization of the extra-curricular

'sports program in an Edmonton School?

More specifically, the applicability of the nine steps in

+

Miller's problem-solving model were tested through the investigation
of the followihg questions:

1. Was there an awareneés and need for change evident with

respect to the extra-curricular sports program?

2. Were existing goals redefined and/or new goals established
by both the physical education department and the school's

administration?

3. Were problems inherent in the extra-curricular sports
‘ }

. program identified and defined?
4. Were problems categorized according to some predetermined
criteria and one problem along with its change context °

selected and analyzed?

5. Were performance requirements established to enable problem

1 regolution?

6. Were alternative solutions and strategles generated and/or

selected?

49



50

\ ,
7. Were solutions and strategles tested to verify feasibility and

practicality?

8. Was a priority solution and strategy selected?

[&]

9. Was the performance effectiveness of the solution.and strategy

evaluated throughout the change process?

The Case Study Method

The case study method comprised the central strategy for

investigating the problem.

Definition and use of the Case Study Method
The case study method of interpféting socilal phenomenon is one
of the oldest in the social sciences. In defining a case stuq?, Good .

states that it:

- « . consists of the data relating to some phase of the life
history of the unit or relating to the entire life process,
whether the unit is an individual, a family, a social group, .

an institution, or a community. (Good, 1942, 161)

; Gee (1950) reports that it was LePlay who was first to
systematically apply the case study method in his study of family
budgets in the years between 1829 and 1884. The use of the case study
method began even earLier than this. Young states that:

The earliest application of the case méthod to social research

were the historians' descriptive ‘accounts of peoples and nations

followed later by detalled studies of smaller groups, factions

and individuals. (Young, 1951, 265) ‘ .

The decision on what research framework to use rests with the
individual researcher, When choosing the“résearch framework, Olsen

states that "the more unique an, event the greater the demand for a case.
B : : : . s

approach." He further states that "the case method is praétically



mandatory for the student interested in process rather than product."

(Olsen, 1949, 329-332) 1In this regard it is apparent that the case

study method is exploratory in nature.

The Case Study Method and the Study of Educational Change

With respect to educational change Sarason points out:

. + . we simply do not have adequate descriptive data on the
ways in which change is conceived, formulated, and executed
within a school system. Obviously, there are many different
ways in which it comes about with differing degrees of success
and failure, but it has hardly been studied.

.(Sarason, 1971, 20)
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It seems well established that the case study technique has had little

. ¢
use in attempts to learn more about planned educational change.

Maslow suggests that in most innovative projects: .

We wind up with a retrospective story of the program, the faith,
the confident expectations, but with inadequate accounts of just
what was done, how, and when, and just what happened and didn't

happen as a result. (Maslow; 1965, 13)

Havelock and his associates stress the importance, the value, and the

‘need for case studies of innovations.
their major works they stress the point that causes need to be

‘described. thoroughly enough to be useful to future researchers.

also state:that they:

In the introduction to one_of

Théy

» + . Were disappointed to find so few case studies. Of the
thousands of dissemination and utilization events that take
place every year, it is unsettling to find so few documented
in such a way that others could learn from them. This deficiency
in the literature was one of the factors that thwarted our efforts
- to code, analyze, and compare utilization processes across studiea

and fields. (Havelock et al., 1971, 17)

Advantages of the Case Study Methbd

In noting the advahtages of the case study, Blau states that

"case studies . . . have the major advantage of lending themselves to

v
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interlocking various research procedures." 1le sees that social process
can be examined directly in a case study and concepts or exploratory

~. '
hypotheses can be tested immedfately. Blau views the case study method
as one ". L . which provides. the relisbility of different research
techniques." (Blau, 1955, 4-6)

Many of the case studies that have been written on planned

changes in educatin EAgRe been written with.the purpose of advancing

the knowledge off; :tjal change, and to serve a practical
b 4

>

function to thgs-V

99

& G . Fs
kth the responsibility for managing change

in education.1VY‘ 774 87ﬁa Wilson further suggests a number of

csrefully writtenicasesicouLd serve as raw data in studies dealing with
many cases of eduoﬂtional change. Jones (1969) was able to study
planned organizational change by utilizirb content analysis onﬂnearly
two hundred cases. In fact,»Pfiffer states that Jones ". . . has used
case-studies to provide the.raw data for analysis. - » . This aspect
alone makes the writing of cases a new and morefdseful acadqﬂic

i/

pursuit.” (Jones, 1969, xix)

‘Selection'of the Case

It was decided that an effective procedurebfor conducting the
investigation would be a case study of an innovation attempt in a
singie school. This type of research is very demanding of the
researcher in terms of time and energy; _‘herefore, it was decided that
if possible, the study should be restricted to a single school within
.the City of Edmonton. ‘

The researcher decided to limit himself if possible, to the
field of physical education since his background is in this area.

1
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During October of 1976 separate meetdings were held with the Supervisors
of Physical Education for both the Edmonton Separate School Board and
the Edmonton PubliF School Board. . The result of these meetings was
a discussion of an innovative attempt at an Edmonton High School and
a spgéestion to contact the Physical Education Deparﬁment Head for
further information. | /
.Early in November a‘meeting was held with the. Physical Education

; .
Dgpa:tment Head of O'Leary School. During this meeting the Department
Head outlined thé innovation and the researcher outlined‘his proposed
study. The innovationvpresented an ideal subjoct for study for the
following reasons: 1) fhe research cpuld be restricted.to one medium—l
sized school of 1600 students, 2) the innovation was apparently new
and therefore posed none of the problems that tend to influence
.borrowed innovations, 3) thg school was located wi;h;n close'proximitj
‘to the researcher's residenoe,-and 4) prospects of gaining permission

a

to conduct the study seemed favorable.

Data Collection and Analysis

°o

From the first week of November 1976, the researcher visited
O'Leary every Friday. During the weekly visits, which continued until

mid-January, -the researcher utilized three data-gathering techniques.

Data-gathering,Tecﬁnigpes '

| The first technique used to gather data was the informal
obseroation of teachers and students. The chief purpose of this
.technique was to gain an early impression of the impact of the innova-

tion on the various groups of system members. Second, there were
| ) .
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informal discussions with menbers of the school's administration, -
teaching ataff, and student body. Whenever the chance arose, the
researcher talked with individuals-and groups in.the school. The
purpose of these discussions was, first of all, to establish a degree
of rapport with members of the schooi and- secondly, to discover some
of the general»orientationu toward the innovation. The emphasis during
this phase of data collection was on gaining as broad a picture of the
school and 1ts operation as possinle in a short amount of time. Finaily,
-from mid-November to January the researcher was engaged in a document
search of the school's Physical Education Departnent files. Freedom
to searcn any'of'the files was obtained fro; the Department Head. The
purposefof this technique was to obtain any material that would be of
use .in writing the case of the innovative attempt. |
Beginning in mid-January another datanathering technique was
employed For three consecutive weeks, the researcher conducted formal:
interviews with members of the school's administration, teaching staff,
and student’government. bThe primary purpose of these formal interviews"
-wasg to acquire data relevant to the teStipg of the conceptual model.
A secondary purpose was to gather further information pertaining to
the writing of the case. |

The Interview Schedule. An interview schedule was used because

it seemed to offer many of the advantages of both the unstructured
interview and the questionnaire. An interview schedule should havel
sufficient structure to elicit a comparable set of responses from each
staff member, and yet §§ free enough to allow the diacussion to follow

lines of’ individual interest. A questionnaire form might have'provided
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some of the information required. However, this alﬁernative was
rejected on the grounds that it would have imposed An undesirable

- degree of "closure" on the research proceés. |

"The researcher deviéed‘an interview schedule based on the

| conceptual model to be teéted. The interview schedule is included as
Appendix A. The researcher did test the interview schedule and his
iﬁterviewing technique by conducﬁing pilotvinterviews with various
Professors in the Department of Educational Administration, and various
doctoral students in ﬁhe educational administration program, Modifica—

tions were made to both the interview schedule and the interviewer's:

technique.

Selectipg«the Interviewees. Dﬁe to the large nuﬁbgr of staff
of O'Leary-fsé;;nty-seven teachers and four administratofs-—and the
limited time Av#ilable to.the researcher, only thirty staff members
' were interviewed. Three staff members were pré~se1ecced to be inter-
‘viewed. \Th;yiﬁere the Principal, the Physical Education Department
Head, and théjsfaff_advisor~to the Students' Union. The Principal
and Deéa;tmeﬂt Head wére pre—selectgd because ;hey were felt to be key
members of the innovative attempt, whereas the staff advisor to the
Students' Unioh‘wés selected becapse it was felt she had .onsiderable
inéight into the students' p;rceptionS'ofthe change attempt. Thé
other twentyfseﬁen staff members were randomly selected bi’utilizing
the table of random numbers.. A staff 1list excluding the names of the
pre-selected staff ﬁemﬁers and staff membﬁfsdwho had joined ;he O'Leary
staff since June'3l;»1976;”wés used in the selection procedures.

Arranging and_ConductingﬁInterviews. The staff to'be

. o . T
interviewed were contacted by the principal and informeds _t%at'a

> [
. 23
~
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meeting would be held with the researcher, at which time they would
obtain further information. During this meetiné each person was gilven
a two-page handout. This included a brief outline of the study and a
briefvoutiine of the’interview siaedule. The researcher stressed that
this was not an evaluative study and that anonymity was insured. All
“people-voluntarily agreed to be interviewed, with the interview to be 5
recorded on tape. Also dhring this meeting the staff were asked.to
compiete and return a one-page questionnaire dealing with demographic
data.
Interviews were all arranged on an individual basis and were
scheduled during the intervieweeis spare periods. Interviews began
_one week after the'initial meeting. They were conducted each day over;
‘a two and one half week oeriod. Following the completion of staff e
interviews, it was.decided:to interview *"e Pr-sident of the Students'
Union and the Sports‘Representative to the Students'-Union. Thege two
students were interviewed according to ti=> same interview schdlyle as
© . . the staff were.  The purpose of'interviewing these two students ‘was to
‘etermine if it would be worthwhile to gather data with respect to the @ 5
| students' perception of the innovative attempt. These two students» |
- were selected because they were.elected by the students as represen—
tatives of the student body, and were involved in the developmen:/is
the innovation. The perceptions of‘these‘two students did not vary
’greatly from those communicated by the staff‘ therefore, the researcher
: w'tqm@ecided not to deve10p a student questionnaire, or interviev‘other

’ ,students;' The study was thereby limited to the perceptions of the

PR
w* staff whg were intervieWPd. e ;¢;<.,

£/ i . : , .
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.
Analysis of the Data

Data were first analyzed with respect to developing a written
cagse of the innovative attempt and second, it were analyzed with

reference to testing Miller's '"Model of a Systems Approach to Problem—
- : y

e

Solving."

Developing the Written Case. Data that were annlyzed to

develop the case of the innovative attempt were obtainec ‘.om three
sources. They wer& informal discussions with members of the school's
administration. teaéhing<$taff, and student bod?; a document search
of the FLhOOl'S physical education files and formal interviews with

LI Ty \

thirty of the school 8 staff Before the case could be written the

'tape recordings of the formal interviews were transcribed by the

}l.
researcher: . Once this was completed, data that were relevant to the

writing of.the case was grouped under the headings of 1) Setting,

2) Conz’nt :E:Fhe change, 3) DeveIopment of the innovation, 4) Implemen—‘
tation of the innovation, ‘and 5) Evaluation of the innovation. ﬁasedw
on these headings the'case ﬁas written. After the writing of the case
was completed it was given to the Physical Education Department Head

of 0! Leary. He was reqh.gted to read the case and make note of any-

iy

thing which wns'coneidered to'be bias or non—factual.J Following thié,

corrections were made in the developed.case; ~.

L

Testing Miller's Model. Data ghat ‘Were used to test Miller's

"Model of a Systemg_Approach’to Problem-Solving" was obtained from

the formal interviews of thirty staff members of 0O Leary. These

) : B

interviews were recorded and then transcribed by the researcher. Once
tranecribed, the data were c gorized according to the nine sections

of the interview schedule. These nine sections parallel the nine
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problems enumerated in a previous section of this chapter. The

sections éf the interview schedule are: .1)‘Awareness of agd/or need

for change, 2) Establishment of new and/or redefinition of existing‘
goals, 3) Idéntification and définitioh of problems, 4) Selection and
analysis of a priority probif 5) Dc: .vation of performance objectives,

6) Selection and/or generation of 1ternative solutions, 7) Testing K

M
W\

_ L
aad verification of solution. Selection and implementation of g+ .
. x N
»
solution, and 9) Evaluation of performance effectiveness. In gach'of

" these sections responses whéch were similar were then grouped.

Summary

This study deals with the problem.of degermining'to what extent
Miller's '"Model sf'a Systéms Approach to Ptoblem—-Solving" facilifatgs
ar nderstanding q% the,proéess involved 1n a planned cHange; ‘The
model will be teszzﬁ by applying it to a specific case study of an

1innovative attempt in an Edmonton School. The case study method was. -

~ chosen because of its impdrtance, its need, and its valué in the study

of educational innovation.
f

| Data used to test Miller'é”ﬂodel of éyéystems_Appfoach to .
Problem—Solving" were obtained from formal interviews. ApAiﬁierview
scheéule,‘developed from the.conceptualimodel to 539tested,lwas.u§ed
in these_inter@iews. The inpé;views were recorded, thé'tapes traﬁs-
cribed,vand the data categorized according to the nine problemé to be
studied. Finally, data Qithin éach category were gtouped according
to similarity‘og responses. : ‘ .

Data used to develop the case were obtained from: 1) dis-

cussions with the school's administration, teaching staff, -and student
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body, 2) a document search of the school's physical education files,
and 3) formal interviews with some of the school's staff. The .
developed case was then given to the Physical Education Department.
Head who checked it for accuracy and biases. The case éhat was

developed of the innovative attempt 1s presented in the next chapter,



CHAPTER 4
THE CASE

Introduction

The case outlined in this chapter is an attempt to present a
-comprehensive descript&bn of an innovative attempt at O'Leary School.

This innovative attempt is ongoing; that is, it is in its trial stage
TR

. L ‘z_’\-'y' \'.u‘:,.! .
and no decision has yet been made ‘de' to its permanent adoption or

rejectibn. The case 1is based on data colleéted from: 1) discussions

with the sch&ol's administrati&e staff, teaching staff, and student
body, 2) a document search of éhe school's physical eduéapion files,v
and 3).forma1 interviews with some of the school's staff. Much of the
information pertaining tb the strﬁcture of the intramural prégfaﬁrwas_

gainedvfrpm the Intramural Handbook, while discussions and interviews

] : . ]

were helpful in outlining the processes involved in developing and

)

implementing the changes. : . ‘, 5.
Individuals' names which appear in the case have been changed

from those of the real-life characters.

e ‘\ i The Setting

Bl
-

O'Leaty-High School is a senior cbmposite high échool in the .

. “
Edmonton‘Séparate School District. The school serves the residentially -

-

S

developed northe&?%érn edge of the city. When the School Board zoned
. e "2 . ) * . :
thigwaregv*n 1973, it ?gca@g known as the Northeast Area School

- Division, and was inhabiféd~maiﬂly by blue-collar workers. Prior to the

amy
LA

. c " - 60
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establishment of this school divisién, 0'l.eary had been under the direct

supervision of the Edmonton Separate School District Superintendent.
After zoning, O'Leary came under the direction of an Area Superintendent,

who, in turn,was responsible to the District Superintendent.

Historical bevelopment of O0'Leary

0'Leary began operation on September 1, 1960, as 0'Leary Girls'
School and O'Leary Boys' School. Fach school had its own principal and
six teachers, with the Boys' School bccupying the main floor and the
Girls' School utilizing the second flonr.' Only'the gymnasium was
commonly used. Total enrollment at this time was approximately four
‘hundred students. By 1964 the number of teachers had risen to eighteen
on each school's staff. This was also the year a six-room addition
. was opened. The following year, 1965, the 0'Leary Indoor Swimming Pool
was completedvfor use. .On September 1,11966, the twovschools were |

incorporated, with the Girls School adm‘nistration unit moving down-~-

stairs and integrating with the Boys' 3cp801 administration. This was
_ @ .
. also a year of expansion. Theie were now fifty-four teachers on staff
and physical expansiop includedAthe opening of the business education
wing, the Science wing which included the library, the music area, the
merehandiaing room, and two extra classrdoms. fhe park area adjoining
the school waS'develeped to include a track, a football field, two
aoccer‘fieldé,‘and an indoer akating rink. On September 1,v19§9,_thé
team-teaching room, library wing, small gymnaaium,_andkconference room
were completed for use. By this time the staff had grown to include |

seventy-three teachers and four administrative staff. During 1972 the

drama room was enlarged, aicafeteria opened, a language laboratory
»



completed, and two extra classrooms added. As of September 1, 1976,
approximately sixteen hundred students were enrolled at O'Leary;yith
a staff of seventy-seven teaches, three vice-principals and a prin-

cipal.

O'Leary's Physical Education Facilities

Since the school opened in 1960, the physical education

62

facilities has also expanded. By 1976 they included a main gymnasium,

a small gymnasium, a team-teaching room, a welght~training room, a
quarter-mile oval track, a football field; two soccer fields, and
Y
tennis courts.
These facilities are extremely well equipped Equipment per-

taining to a variety of major sports and many minor sports such as

1
golf lacrosse, football, gymnastics wrestling, weight lifting,

badminton and skin diving are available at O‘leary. 0'Leary had

" recelved rwo major pieces of equipment through an Edmonton Parks and
3Recreation grant that had been made available to all city echools. In
1975, the school received a universal gym for tneir weight-training
room, and in 1976 received two Bwing—0ut‘paddle ballvwalls for their’/
main gymnasium. O'Leary also has a written agreement with the City
Department of Recreation for the use of both the O Leary Indoor
kSwimming Pool, which was connected to the school via an underground
passageway, and the 0'Leary Indoor Arena, which was just behind the
school itself, This agreement - allowed 0'Leary first priority use of
vboth facilities at no cost. The only stipulation was that Ehe

familities had to be booked during ‘the month of June for the following

school year.
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Context of the Change

The O'Leary Physical Education Department had offered an
extra;curricular sports prograh‘consisting of both an interschool] and
an intramural program since the Boys' and Girls' Schools were
integra;ed in 1966. 'Since their inception, both programs had
inckeased in scope. The iﬁterschool program had always been given
top priority by the phvsical‘education department ﬁith~respect to
finances, facility scheduling, and theltime and effort expended by
involved staff members.

In order to gain a functional understanding of the changes
bade, and of the innovation that‘was implemented at O'Leary during
the 1976—77‘school term, it is neeeseary to reflect upon the extra-

curricular sports program as 1t existed prior to the 1976-77 school

term.

The 1975-76 Extra-curricular Sports Program

" 0f the two components of'the extra-curricular sporta program,
. . A
v ,“
consideration will first be given to the interschool sports program

J

and then to the intramural sports program.

The Interschool Sports Program. This sports'program was

organized for those students with above average athletic ability, and

>placed a strong emphasis on the competitive aspect of sport. This
program provided.for teams from various sdhools to compete against one
another, with the oltimate goal being to Qin the city chempionship.

As previously mentioned, a high priority hedAbeen placed on this
program and it constituted the bulk of the extra-eurricular sports

program,
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The interschool program had been comprised of two levels; a
junior level and a senior level. The junior interschool pfogram had
not been as extensive in‘terms of league play as had been the senior
league. The junior teams had functioned as a feeder system for thé
senior tgams and had been largely comprised of grade ten and eleven
students. It had been felt that after a year of interschoo; competitibn

at this level they would have a better chance of "making" the senior

team. Coaches for both the junior and senior teams had been either

5]

physical education,teéchers or interested staff members ;f 0'Leary.

Girls'junior teams that had operated during the 1975-76 school
term included volleyball, basketball and‘cpeerlgaders. Boys' junior
teams that had operated at this time were basketball, footbgll, N
sdccer,'and volleyball. Senior girls' teams that operated durir :he
1975-76 school term included flag footbaLl, basketball, volleyball, |
and cheerleaders. Moreover, senior boys' teams that operated Veré
football, basketball, soccer, wrestling aﬁd weightlifting. Senio;
‘feams on which both boys and gir1s participaﬁed in were track and
fieidjand swimming. |

- ' : Wy

It ia-essential to note that there had been a very spall
fpercentége of the total student body participating in the interscﬁool
program, ~This was becaﬁsé the program;had not been organizéd with
,' mass pafticipatiqn as an objective; mofeover, many. of tﬁe_athletically-
gifted éthleteg ﬁad participated on two or more interschool teamé.

This had further reduced the number of different students who had

participated in this program.

The Intramural Sports Prograh. This program had been comprised
. -

of organized activities and unstructured free ply activities. Activities
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were operated within the confines of the school and were open to all

members of O'Leary. Stress had been placed on participation and enjoy-
ment, regardless of athletic ability. The philosophy of the intra-
- mural program, as stated in the intramural handbook, had been:

Intramurals form the basis of all recreational activities.
All students and teachers of O'Leary High should have the
opportunity to participate in an activity of their choice.
Intramurals, the recreational phase of applied physical
education, should provide this opportunity. Intramurals
should then be a pleasing combination of the elements of
physical education and the modern concept of recreation.
(Intramural Handbook, 1975)

Also outlined in this handbook were the purposes and objec—~
tives of the intramural program. The purposes had focused on three
é:éas: 1) to provide students with the dpportﬁnity tofpartiéipate in
recreational activities that were not ﬁighly competiti%e, 2) to enablg
students to choose and direct the types of activities they desired, and
3) to provide a flexible iﬁtréﬁgral program. Thé”objéctives of the
iEtramural program had been:

1. To further social contact between student and student,
and student and teacher.

2. To develop student igdividuality_and emotional maturity.

3. To accommodate students with activities during their
“leilsure time now and in future years.

4. The development of cit..enship through the experiences
of individual leadership and group cooperation, -
(Intramural. Handbdok, 1975) '

After 1971, an Intramural Board had organized, coqrdinated
and operated the intramural prograﬁﬂ A physical education teacher had
always been d1r;ctor‘of‘thislboard, with other members from the
;studenthbody. Specifically, there were ‘the elected‘Sports Convenor

from the §£udenﬁ§2§ﬂhion who had acted as Board Chairman, a male and

/
¢ .
-

t4 . ’ oy
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a female representative from eéch grade, a representative from the
school paper, énd a student Becretary. All memﬁera had been actively
involved in the actual operation of the intramural program, For
example, the student board hembers had scheduled the acﬁiyities had
dispensed the necessary/eqpipment to pgrticipants, had acquired
referees, and'had conducted a large number of other tasks and‘functions.
The ﬁiréctbr of Intramurals, a physical education teacher, had been
responsible for fhe program and had been given two‘periodé in every
eight periods free to effectively manage the int;amural progran., ,Otherl

teachers had been involved in the program as supervisors. All staff

0}

were given the opportunity to register Qoluntarily for supervision,

’

S

they were toqgupervise. Supervision had been rotated among tHose

]

teachers registered for it, with each supervisor assigned duty approxi—

and once registered, they had been expéctev t Trespect the t

mately two days in four. These teachers had recelved .one extra sparé
period péf day as compensation for the time spent supervising. Mr.
Thompson, the Intramural Diréctor;-gften had to cancel intrémurals or
supervise them himself because'supérvisors hagyfailed to appear for
their assigned dpty. >Thié had been a major problem from the fime thétv
staff had béen utilized for intramural supe;vision.

The‘;ntramural program had "begun du;iug the second week of
September and had operated until the middle of May. The program had
oniy.functioned during nooh hOuf and had made ugse of the.main gymmasium,
tLe swimming pool; ané the tfack; Free-play, an activit§ where
students signed out eéuipment they wished to utilize and theﬁ pursued
, désired_éctivities with that equipment, had been one of the major

activities of the program,. Other more gtructured activities had been
: ) o R SRS -

v
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co-ed volleyball, boys' volleybali, girls' volleyball, be, .’ éhinney,
girls' shinney, co-ed badminton, swimming, and track and field.

There had been no direct financial sﬁpport for the intramural
program from either the physical education department or the school's
adminigtration. A proposal for financial support had been submitted}
to fhe Studentg' Union at the conciusion of each year in order to
finance ﬁhe next yeaf's program. This funding had amounted to $150
per year. This nbne& had been used to purchase awards for the out-
standing male and the 0utétanding femalg pa;tiéipants, and a... 'a for
the championship teams of each iﬁtramural activity. These awards Fad
Been presented at a special ceremony near the end . @ne.

Summary. It is eyvident that in previous years and during the
1975-76’sch001 tefm there had beee/én apparent e phasis 6n the inter-
school'program at-O'Leary; This_prog;am had beeg successfﬁl in that .
0'Leary captured many championqhips both at the-junior'and'seniof level.
The iﬁtramdral—program had taken a "back seat" to the inté;;chool'
program in that it had técei?gd no finéncial.support frqm the scﬁboi,
it had 1little dedicated staff involvement, and it had‘umiged use of
physical‘facilities because their use had been dominatéd by the inter-
school program. | .

Changes were being planned in both the interschool and intra-

mural components:of the extra-curricular sporté program. These changes

" were to be implemented in the 1976-77 school term.

The 1976-77 Extra—curricular Sports Program

There had been definite changes in the interschool program.

and the int:amural program of previous yéars. Attention will first
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focus on the interschool program and then on the intramural program

offered during the 1976~77 school term.

The Inéérschool Sports Program.- Emphasis on the interschool

program by the stafﬁ of O'E ry, especially the physica™> ¢ . ation

staff, had been reduced. Spetifically: 1) interschool i ‘. no
longer had priority use of flacilities, that is the: .d to co-ordinate
‘their use of facilities with the intramural program, 2) all junior
iuterscuool teams had been eliminaked, 3)’all non-viable senior sports
had been’ eliminated that is, senior \sports where no coach could be
found and for which there was little student interest were eliminated,
4) money previously made available fov/3 lor teams had now been made
available for the intramural program, and 5) physical education staff,
ﬁ%ﬁﬂmerous other school staff and the administration of the school had
shifted their focus of ‘attentlon and concern from the interschool
program to the intramural program.

Those interschool sports thatbwere offered. during 1976-77
include only the senior sports teams of glrls' basketball, girls
volleyball, boys' football, boys basketball boys wrestling, boys'
weightlifting,«treck and field, and swimming.

The Intramural Sports Program. The intramural program had

also undergone extenoive changes. - Iu fact, one may consider th§§ an
entirely new intramuralyprogram had been developed and implemented.
Ttis program placed emphaais on the involvement of all school per—
sonnel, the enjoyment of participation and the development,of :
physical,fitnesa.‘ This emphasis wasg reflected by the philosophy and

objectives of the new program. The philosophy was:

]
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We believe that 0'Leary must supply a system of organized
activities that is structured to meet the physical, emotional
and social requirer :nts of the majority of its students and
staff. (Intramural Handbook, 1976)

The objectives were:

1. . . . that the students and staff of O'Leary learn to

become participants rather than spectators.

«

2. . . . that each individual must be presented challenges .
that are equal to his physical and mental capabilities.

3. . . . that the intramural system‘will give us greater
- opportunities to correlate the competitive and social
values of our students.

4. . . . to improve theftotal fitness level of the people
of 0'Leary as well as to relate greater personal interest
in self fitness. ‘

5. '. . . to give the membersof O'Leary a knowledge and-
experience of activities that they can continue to take
part in beyond their high school years. (Intramural
Handbook, 1976) L.

Tﬂis intramural program also had a new structure. ‘M:; Dolan,
who haa gé;n én staff at O'Leary as a physical education teacher for 0
three years, became the ﬁew Intramural Di;ectot. Mf. Dolép'was o
.reaponsible for the entire-prograﬁ, and he had rec -ved the‘righ; to
make:qll final decisions regarding the program. iue previous Intra—
mural E;afd had been dissolved. A student had stiil been-élec;ed to
'ﬁhe Stqdents' Union in the position of Sports Coﬁyénorfeyan though
there was no role for fhiélpersén within the’ng;;intramural'prﬁgram's
structure. In place of the Intrémural Board, two separate bodies had
been conceived. One body was the inttamural sfaff, w?ich>wab comprised -
of the physical educatioﬁlétgff. This group of peﬁple;provided feed-
back ﬁo the Intramural Director on the program, and aésistedﬁih solvin

problems and concerns that were brought to the attention of the Intra-

mural Director. Secondly, a select group of grade twelve students had

-

A
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been organized into a epecial Physical Education 30 class for the

o o,

Tﬁgpurpose of operating the intramural program. These students were also

the major ruling body in making decisiond regarding the program.

- ' o
The Intramural Director had received four spare periods in

every eight periods—-an increase of two from-that of the previous

year——to work on the intramural program. :Additional supervisors had L
been required for the program as organized‘activities were being
offered three times's_daye—prior to school commenéing in the morning,A

at noon, and-after school. The program also utilized mofe facilities,
o

specifically, the main gymnasium, the small gymnasium, the team—- -
» teaching room, the weight-lifting room, the swimming pool, the ice

Erena, the school's outdoor- sporting facilities, and numerous
Lf s 1 -
‘ commercial facilities. As a result'of this*increase in the number and

frequency of facilities used and the -times the prog w.  offered the

'number of staff supervisors was increased from the . requirement
Tal v .

i, of six to the 1976~77 requirement of twenty—two supe;vigors

one span% period in every eight periods as compensaflon for ‘tR

a0
[

but"their duty had also increasedwfrom’that of " two days_out of'four,

to that of three days out ofﬁteﬂﬁg. e,

) The program of activfties\bffered had been greatly expanded

1

R

=

and had become more diversiffgz from. that of the previous year 8
program. ’ All activities were now structured that is, free plsi o
activities had been eliminated and each aotivity operated for a pre-
B determined time span with a championship seam or individual being
. \ . : . '
‘"declared at the con usionfof-each actisity. ‘Activities operated :
AN A .

continuously, with perhaps.a one daysbreak between activities. In

order to fully appr ciate the depth of this new program the following
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is a 1ist of activities that were offered: o
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Singles racquetball, boys, girls Basketball

Doubles racquetbaii, boys; girls Free throw contest
Gymnastics . Basketball; 21 contest
nn}
e Co-ed football Continental handball
'Flagqﬁqq%ball ' ) ) 3-legged volleyball
. DU - % :
Golf My r ' . 3-legged basketball"
& ’
¢ _ Indoor bR1l hockey; boys, girls - Tennis B
 Jggeing club | Track and field
T v ‘ o
ﬁtli’fting club ) . Skiing :
Exercise club o o . 'Curling . ‘
~ : N ‘ “:&% - \1 ’
. 3-on-3 baskethall . ) Indoor socger S
< Swimgingf" - L Rof%%r skatfng )
Dy - . f/
% =
Car rally P Y Canoe.ma&es‘
. - Y W R ﬁ"" )
& PR Cross—country skiing o Rowboat racés o
. : e . . A o
' S o ¥ rgkati : o '
) , gure-skating , - ] e
’ d ;;3 C\

A house and point system were an integral part of this program.

<8
LA - P
]

W <3
Each student And staff member of Q Leaf§}ﬂ5d been randomly~placed;into
\.' . ’ .
oge af four hOusesL i) the Red Hous gl/the White‘ﬁouse 3) the Blue

b s

HOuse or 4) the Yellow.House. In order to participate R activities J
XﬂJ ' o "
'staff and students had to organize and register teams for each activity.

The membership of teams was only constant for one activity* that is the
) membership of teams and number of teams varied for»each activity.l
‘Students were- free to develop teams thh students from any house or
grade level.‘ The ppint eystem was 1ntegrated withlthe house’system.-
Tyb types Pk pointe were awarded. First, there_weredagrticipat}on

\
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)points. Ihesé'were_points awarded_to each Iindividual and to his

respective house,r.Two pointsa were awarded‘to hoth the individual

—

and his/her house ‘for each activity they participated In. Second,

.there were achievement points. This was dne point;that was awarded

o .
to each individual and his representative house for each championship

team he/she vas a member of, Points were accumulated to derive the

Overall Male Participant and the Overall Female Participant. PointsA

were also accumulated to;gerive the Overall Championship House; ' ;

Specially designed certificatzs were: pr esented at the conclusion of

each activity to alI members of the ghgmpionship team. At the con-~
s

clus.ion of the year, as part of th@m&%hmf banquet, ‘trophies

L;A

were presented to thé Overall Female Particip!nt, the Overall Male
\*p . e

A
A

v}

,Participant and the Championship House..

S " In* order to Operate this new\Brogram additional finances had

-~
Sy A

been rgguired Funds had becOme available éhrough two,gvenue§§

"v'

1) those funds that H&d:been used to support the- junior interschool
4

4 .
. teams “Were made availégle to the. intramural program, and 2) the student“:

. athletic fee had been in@reased from two dollars to two dollars and

fifty cents with the additional fifty X

¥

. -i;-;
-per student directed at

fun 'ing the &amural program. No further unds had been required

from the Students Union to help finance the program.' W » ‘; _ 3
> - . . .

Summarz. It seems.evident thatwemphasis had shifted from the'
interschool program to the intrgmural program in an attempt to involve

more of the students and staff in enjoyable, fitness-related, carry-

over activities. 'This shift in emphasis resulted in the elimination :

of all junior interschool teams, the elimination of one senior inter-

=

\school team; and the development of a highly structured organized and
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program - loped into an integral pa“f*lq

extensive intramural program. - e

The Extra-curricular Equalization Program

In 19-9, the administration of o' Leary developed a type of

extra—curri\ lar equalization program 5_4_ ts staff members. This

4 ) st e
‘the internal structure ‘of

the schc and played a major‘role in the”extra-curricular sports
. g @

program. _For this reason it will be briefly outlined.

. This extra-curricular equalization program is complex and only

the areas of major importance1w111 be discussed. O0'Leary operated on

a four-day cycle with six periods per day. Each teacher had originally .

been scheduled to have only one spare period in every.eight periods.

. asY

Staff members cOuLé}acquire an additional sp ‘e period by becoming

&

involved in one of the many extna-curriculdr activities offered. Thgp .

administration decided which extra-curricular activities warranted an

w

additional free period for involved staff A‘list of extra-curricular

activities:which Btaff could select to become involved in was'compifed
by_;he administratign. Itsis important to note that Jot all“extra~- -

. ‘ - - ) { \) "‘
curricular activities were listed. Only thoae activities that,staff

would receive an additional‘spare period in conpensation for their ¢

involvement wereglfstéd. This list was presedfed to the staff at a

-general meeting sometime during May or June of each year. ‘At this time

3

all 5 ff~me%sers were requested to ragister for invOlvement in one

,aétivity for the;following'achool term. Activities ranged from internal

~

staff aubstitutions, to various types of supervisién Fver since this

4 '

. program 8 conception, both the coaching bf an interschool team, either

Y

junior or senior, and tHe supervision of intramurals had been offered
- ; @ - H

; *:13
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as an activity that warranted an additional free period.

Development of the Innovation

With the development‘of,both interschool and intramural sports
programs in schools, the relative importance‘and emphasis each should
carry in the cducation of youth has been the topic of many discussions.
ASApreviously.mentioned, ever since O'Leary had offered an extra-
curricular sports program, con;isting of hoth interschool athletics
and intiimurals, a strong emphasis had been placed on the interschool_

P

program.

Awareness of a Need faor Change

’

Informal discussions focusing on the emphasis placed on inter-

x

interschool pro ram had en a onaoccurrence when staff got
8 o 2

-

v -
together. Discussions on these two ard&s becqge more frequent when

© Mr. Howard became Physical Education DEpartment Head in 1971 Mr.

-
Howard was from a country where all extra-curricwlar sports were under

the umbrella of the intramural'prograh; in this program mass partici~
“

jpation, physical fitness, enjoyment, and carry—over activities were

‘wN »

stressed. Although no concrete changes were planned an awareness of
deficiencies in the O'Leary extra—cunricular prqﬁram'became apparent
‘to those.staff members associ;led with it. '

Mr. Howard left O"Leary in 1973 and was replaced by Mr.
McCardie. Mr. McCardie believed that both an intramural and an inter-
schpah/pnggthm were a necessary facet ofu 'Leary s operations, but he |

-did feel that~ the intramural program c0u1d be improved. The program
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was improved somewhat, but no extensive changes were made. .In 1975,
Mr./McCardie departed from O'Leary in order to take up a position of
vice-principal at another school. Mrs. Niven then assumed the post of

Physical Education Department Head. Again no imajor changes were made

in the extra-curricular spggts program. In the middle of 1975, Mr.

- : -k
‘Jenkens, who had been a physical education teacher under 'all three 6¥

these department heads, took over from Mrs. Niven. Mr. Jenkens' out-

¥

going personality and genuine interest in students appeatred* to he
transmitted to the rest of the physical,education staff. His staff
took on a new outlook with respect to the physical education progran.
They became deeplygvoncerned with th; ;hysical fitness of both - staff
and students, and were continually encouraging everyone to partake in
some recreational pursuit. |

<

_There did not seem to be one major

factor, but rather a combination of intggpﬂlﬁted factors, that led to

-

the major changes in the intramural and interschool programs. ' Some of

b 3

these factars were: 1) an increasec societal awareness and concern for

‘physical fitness, 2) a decrease in student interest and participation

in the interschool program, 3) general 8 aff concern with regar& to the

‘ . time and energy that involvement in extrs—c rricular activities deganded

2 .\
of them, 4) an increasing difficulty in ‘acquir g‘coaches ﬁor inter—

) school teams, 5) an increasing number of staff and students arriving

at the school at 7:00 a.m. to engage 1n unstructured physical activity,

__,,

and 6) the speakers, activities .and materials that were presented . .
?uring Fitness Week at O Leary. This comhination of factors led the -

& e “

ughysical edﬁcation staff and. other interested scaff to informally

/
discuss and question the priority and emphasis placed on interschool
' s S > - , N
K a -
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athletics. It was not uncommon for discussions on this subject to
take place in the staff room and at informal staff’gatherings..'Miss

Newman, a physical education te —her, and Mr. Corwin, a vice~principal

7

of 0'Leary--but a past phys. a. ed: it-on teacher--were both deeply
. concerned with the %hen operatinyg vxtra—curricular nrogram. They both
 agreed that interschool athletics should be eliminated and an all-

encompassing intramural program that stressed participation regardless
M J 4,( . -{*,:

of aﬁﬁlity, enjoyment, physical fitness, and carry-over’ activities

‘ should be developed.u Thoseustaff,*including the pringipal, that were

RO ¥ s X . . A 4

"associated ‘with or interested in the exxra-curricular ‘program were well

Sk

. -, B T N . . o, 3 ) N n,. : G i .
ayare of the informal evaluation of the extrawcurriculum program that "
oy - " . . . N [ . I I .

I | .
R . I3

bechrring. - ‘ " e
G . - o - ot

valuation of ‘the Extra—curricular Sportqurograﬂ I . i

«_ . .. N »

" Due to the many concerns expressed about the extra-curricular

program, Mr. Jenkins decided ta place the evaluation of the extra-

curricular program on the agenda of*a ‘physical education,department

)'a,/

meeting. This meeting‘nas‘held sometime in Februarygef 1976.' Atf&i

- sthe initial meeting Mr Jenkens outlined thatiihe purpose of placingj

" this item on their agenda was to enagle the physical education‘staff
to improre the extra—curricular\nrogram. Two meetings_were deyoted t$\>
this tonic.. During these}meetings the physical education'staff dis-
cussedkthe role of intramurals and interschool athletics, what type of . T,
students should ‘the exéra—curricular program be focused on, the issue |
of ﬁasslparticipation vs. the development of.the elite athlete, and

. the money, facilities, and time and energy of staff that were being,

monopolized by a small number ‘of students. Thecresult of these two

.
- -
- >
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meetings was a consensus among the physical education staff that thei.

intramural program sHuld be expanded and reorganized with much more
9.
emphasis placed on involving all students and staff in the program.

This concept of expanding and reorganiziné the intramural

‘ program was not a new one. Mr. Jenkens had‘iﬁ{ormally discussed the

idea with Miss Miles, the principal of 0'Leary, on numerous occasions
since he had become Department Head. Though Mr. Jenkens did receive
positive feedback from Miss Miles, who happened to be a past physical

education teacher herself;rno}action was taken.

[ ]

Development of a Committee'

After the physical education st‘ff had reached a con sensus

that ‘a new intramural prog;hm was needed Mr. Jenkens had a meeting

with Miss Miles.

L . . . ST . .
action on this need and striEe a committee to further‘examine the

77

extra-curricular sports program and to develop a new intramural -

N

‘1program. There are‘two distinctl\Nﬁifferent perceptions held by the

¢

two individuals involved in, this meeting as to how this decision was

reached. Mr. Jenkens states that .he presented a brief outline of what

the physical education staff had discusygd and the conclusion they had _

arrived at. He then requested permission;from Miss Miles to strike a
“ . ."'“

commitcee ag&ttake action on the decision made by'the physical educa-

rd

" tion staff. Miss Miles suggests that Mr. Jenkens had discussed the

7

many deficiencies of the éxtra-curricular sports program and the

decision the physical- education staff had arrived at with her. She

also suggested to Mr. Jenkens that henorganize s,committee to take

action on the decision made by the physical education staff,

s
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Composition of the Committee. During the early part of March
53

1976, Miss Newman circulated a paper to all staff members requesting

“their signature if they were interested in becoming involved in develop~

ing a new intramural progran.‘ Staff that were interested were called

to the first meeting which was held in %éf-March of 1976. This initial
committee of seventeen members was comp%ised of all the physical |
education teachers, a number of interscnnol coaches who were not .
members 6f the physical education staff, and a number of stafriwho ‘;§§§
were interested in_the'extra:purricuiar program including Mr. Cogwin

who was both a representative of the administration and an -interested

Function and Structure of the Committee. During this initial

‘meeting Mr. Jenkens outlined to the committee members that the physical

education staff had agreed to alter the existing extra-curricular
program by expanding and reorganizing the intramuralzérogram. In other
words, to develop an entirely new intramural program where the finances,

the facilities, «nd the’time and energy of staff would become focused

on.the entire student body. Mr. Jenkens also stressed that the com-

' mittee was struck with the purpose of.imptoving.the'entrn-cnrricuiér :

sports program that was currently in operation, The commitfee :ided

_ to hold meetings once a week, during lunch hour, in the school's’

conference room. If was suggested by a mnmber-ofathe co tee and
_ , _ ok S N

agreed upon by the remaining committee to invite the Studehts' Union
- It : 1

>

Sports Convenor to attend all meetings of the commi;teeﬂés an observer

: both to keerp thevstunenés-informed as to the committee's nrogress and’

~ -

to a~t as a student representative.

The c,ommitree was never formally ;;ructured, vvithi,mnch of 1its o '

. - LW

! . . J ¢
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qork being done in an open, informal-discussihn type format. There

o ﬁg:” no committee chairman elected or agendéﬂ%bﬁepared for meetings.

Mr. Jenkens acted as an informal leader, but was not an obvious leader

to all members of the committee.

March 1976 to April 1976 o

During the next few‘meetings the decision that Mr. Jenkens had
Presented to.the committee_was discussed. Again the issues and concerns
that the’physicalAeducation‘staff had brought up at their depurtment

.jneeting were discussed with all committee members agreeing with thé

© o original decision proposed by the physical education staff. " Dis-
cussion then shifted to focus on‘the general. philosophy of the schogl
and the role that the intramura;\(’]‘\7 program a%he interschool program
played in this philosophy, ”.£:£k‘£ : _ﬁyﬁ‘ A

©« A Philosophy and Set of iﬁtives. The committee acknowledged

R

the need for developing a philosophy and a set of objectiVes for thg
intramural program which was consistent with the general ph11030phy of
the school. Though the philosophy and objectives developed by the
_ committee‘have been outlined in a previous section of this chapter, it .
is in orﬂer to again state the developed phi@bsoph?;§3
We belleve that o' Leary must supply a system of organized
activities that is structured to meet thée physical, emotional,

and social requirements of the majority of/igs .studefits and
staff. (Intramural Handbook 1976) ’

ﬁ_ © Mr. Jenkens, on behalf of the committee, presented. the print&d
Fom )
' @
philosophy and set of&pbjectives to Miss Miles and the other members
’
of the administrative team, With the help of Mr Corwin, the printed
. . A

material was elaborated on and a progresa report of:the committee s

’

-
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work also given. The administrative team reacted positively to this

presentation and requested‘Mr; Jenkens to inform the committee to
continue its work with this phiioaophy and set of objectives as guide-

lines for their future efforts.

Securing an Intramural Director. With the acceptance-of the

> .
pr  ram's philosophies and objectives by the administration, discussion

then focused on the position of Intramural Director. All members .

-

agreed that the program, once developed, would require a tremendousb
amount of time and effort on the part of the'intramu;aLVDirector in

order to enhance its success. It wasvagreed that Mre Jenkens would

-

approach Miss Miles with- the idea of the Intramuralun’rector teaching

N

only four in ewvery eight periods anc% utilizing the _!:‘”ingining four.
_ periods to work on the intramu;![ ;rogram. The ide& 4;3%25 ggdqby
Miss Miles. Mr. Jenkens then approached Mr. Thompson wf%h ‘the 1dea
of hie-remaining as Intramural Director. Mr. Thompson declined this

offer. Mr. Doian because of his seniority in the physical € ation

staff was next offered the position of Intramural Director.,7Mr.
Dolan accepted and the news was presented to the committee at its'next'
meeting. - - i} R N . I

. -
* ) g

Rele of the Interschool.Program. DuringWWhe next %Fw committee

meetings held in April, the committee disousse:ythe role of the dnter-

-

school program. Two guest speakers spoke to, the committee during these
B \ . . . . . . . .
' meetings. A member of Jasper Place High School outlined their intra-

-

mural program and why they had eliminated Junior interschool teams.
A unive:sity student,lwho'had just}completed his student teacﬁing at
g O'ieary§ spoke to the committee odtlining the major concepts of intra~’

I

'_murai programé'existing in Jepaq.' As a result of these discussions



and presentations a secondery'diSCUasion evolved which dealt with the

apparent conflict between the intramural and the interschool program.

Some members argu t the two programs were in conflict, while

— 4

others argued that they were compatible and not in conflict. Discussion
_then- focused on what would be done with the interschool program. The
committee could be divided into three groups with respect to dealing

with this issue: 1 members‘who wanted to eliminate the entire inter-

o N

school program, 2) members who were open to new ideas but believed the

. interschool program was an imbortaﬁt part of the extra-curricular

program and 3)- member s who were undecided as to what to do with the
A i‘{o

interschool program.

During the discussion of this issue fouéﬁalternatives were ,MIJ

- generated.” They.wére: 1) to eliminate all interschool,teams, 2) to
=] . ;

eliminate all non-uiahle interschook,teams; that is, afi'juniof’and
senior teams for which there were no coaches or there was 1ittle‘

student interest, 3) to ‘eliminate only the junior interschool teams, -
<&

and 4) to eliminate all junior interschool teams with the exception'

of the junior football team.’ Each of these alternatives was tested .

against the accepted.philoSophy and set&of objectives that the

committee had developed. They were then examined with respect to the
X - - S R ) ) . -
finances, facllities, and staff time and emergy available both to
N - . . i : q . ° i
operate an expanded intré%nral program and to &parate some form of

-

interschool prdgram as represented by each alternative. The result of
these examinations and discussions was a decision to offer some form

_of interschool pvogram though greatly reduced from that presently

‘J¢
being offered._ Subsequent to this decision the committee invited a

o >
> w

S ) ) . . oo .
“ . N t . o . - N
. ) . \ s
: . , . . .

.
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number of students, all of whom were Interschool athletes, to the next
meeting of the committee. At this meeting they were informed of what
ﬁhe comnittee had developed thus far and also that the interschool
program would be definitely cut back to some extent.- The etudents'
reaction waslnegative to this. SOme students “even threatened to
transfer to anothef school if interschool tesms Qefe eliminated.é

Vote on Junior Intens‘!bol Teams. Following this meeting with

3

"

1the studenns‘ the committee again debated the four alternatives..,The

.'.“3coﬁmittee members agreed to eliminate-all non-viable senidr interschool
. Q)uteams, but were divided on what .was. to be done with junior teams. Two
iﬁ@“ poaitions were evident with respect to junior teams. l!he first was to -

a . S
eliminate all Junior teams, and the 'second was to_eliminate all -qufiior

gElth the'exception of junior foothall;‘ It was agreed to’vote on

the idBue) of whether or not the junior football team wo 4 be eliminated

along with t@ restz of the junio}# int.erschool teams. After much
b
!

discussion by various. members of the committee a vote was taken.

*

Before the vote was taken, it was noted that thirteen committee

members were present and two were absent, The vote was taken by a

" -

show of hands, mith'ogf member abstaining from veting. The resulgiwae
.a tie vote. Shortly after the Qote the abstaining committee member
decided to cast his vote. This resulted in the tie being hroken, with -.
a4one vote margin'in favot of dropping all Junior interschool teams
including junior football.U This deciéion’had:a visible effect on
those members——all football coaches—-who felt that junior football -
»should«not be eliminated These membera were. noticeably upset with
the result of the vote. A time for the next meetlng was then agreed

PR
upon and the meeting was adjourned. , S

)
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Summarz. To this point 4n the'committee's efforts the follow—
Ty ) v

ing decisions:had been made:. First, the committee agreed to develop a
nee and extensive intramural program. Second, the philosophy and set
of objectives were formulated for the new program. Third, this
philosophy and set of objectives were presented to the administration,
who accepted them. Fourth it was.decided to place more emphasis on
this program by first eliminating all non—viable senior interschool
teams, and second eliminating all Junior interschool teams. Finally,

. Mr. Dolan, a phyéicanggucation staff member, had voluntsgred to

Y

) Y r

become the DirectY%“of Intramurals for this new program, ,
. ,* ‘

’
e .
s

" May 1976 to June 1976

Pl R
B y K
N 1

Suhsequent meetings during the months of May and June dealt

¥ -

“with establishing a structure for -and development of the intramural
=)

program, Committee meetings from this point were held twice a week

~

D'nntil;the end of June. It is important to note that at these meetings ‘
4 .

following the vote there was a definite change in committee'membership.
There were no additions to the committee ' but some members. had dropped

\& -out. Those members who did dot return to further comm!tteefmeetingsnv
\
were all from the group who had voted to elimimgte jdnior football.

ot This acgfﬁn seemed to create an ‘even greater ill—feeling among :
: : s A
' those members who had voted to retain junior football. This ill- a0

1 v

feeling never completely disappeared -but did decrease to a&.extent as :

time‘progressed ‘and the committee engaged in the task bf developing the

L '4

intramural program. B ' ~

-

In developing the program the committee first déﬁided to have

Mr Dolan as its formal Chairman since he was to be the Intramural
: T ‘\\ . . © -

o . o vk
— "‘\;



Director of the new program. Under Mr. Dolan's guldance, during the
two final months of the 1975-76 school term, the committee developed
the intramural program in fOur\areas. They were: 1) operating times
for the program, 2) financilal structure for the program, 3) supervision
of the program, and 4) activities that would be offered in the program.

The Intramural's Operating Times. The committee first dis-

cussed the 1issue of opera;ing times. cne aspect of this discussion

was the number of staff and students &rriving at 7:00 a.m. every
mdfning to enéage in some form of.physical activity. The outcome of
this diséussion was an agreement to operate the program five days a
week; in>the morning (7:05 té 7:45), at noon (11:05 to 11:45), and

\ after school (3:05 to 3:45). DiscuSsioﬁ then shifted to wPen the
program should begin. It was decided that the second week of September
was a good target date to strive for.

The Intramural's Financial Structure. Members agreed that the

cost éf this program would be high5 Mr. Corwin assured the committee
that the funds that would have been used to finance the junior inter-
school program would be made available to the intramural program., It
was doubted that this élone would provide sufficient funding,
egpecially with the large amouqt of money that would be required to
’purchase necessary racquetball equipment. A proposal was made to
increase the student athlefic fee by fifty cents in order to provide
additional %unding. The proposal was accepted and Mr. Jenkens{
presented the'proposai to Miss Miles. It ;as gccepted by Miss Miles

and was scheduled for th . .1lowing school term.

Subervision of Intramurals. It was obvious that due to the

size of the program, a great number of staff superviso uld be
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needed. Specifically, twenty~two supervisors were required. Discussion
the; focused on the important role that supervisors would play in the
.succeés or failure of the program. Mr. Thompson, who was then the
Intramural Director, stressed that éﬁpervisors must be responsible and
must not be allowed :o shirk “their duties. It was agreed to let Mr.
Jenkens approach Miss Miles wigﬁ/?hﬁ proposal of having twenty-two

|

staff members involved in 3up¢§yi§§on of the program and of each

ervisor receiving one exféa free period. T- s prors. was accepted

by Misp Miles, who informed Mr. Jenkens that - . .1d be
selecting the extra—curfiﬁular activities they . - become
involved \{n the follQ&iﬁg year at the next staff meeting. Before this

staff meeting the committee developed a list of written expectations
that stressed the important role of supervisors in the intramural
program,

The committee was given permission to briefly outline the
intramuralvprogram and the role of supervisors in this p}ogram before
staff were asked :o register for extra-curricular activities. Mr.
Kemp, a physi-~1 education teacher, was the member of the committee
who presented this material at the staff meetiﬁgfs During this presenﬁa—
tion the importance of staff involvement in the program was stressed.
‘Attention was drawn to the point that if the staff were enfhusiastic
and involved in the program, so would the students be. When the list
" of expectations for supervisors was outlined, it was emphasiéed that
participation inlthe activity to be super;ised was a éood method of
supervision. Following this presentation the meeting was open to |

.

discussion., Very little discussion took plage.‘gﬁsé Miles then
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explained the time equalization program and the staff completed the
necessary forms. Later in the week these forms werc compiled. A total
of eighteen staff members had registered for intramural supervision.

|
" In order to fulfill the compleméyé.of twenty-two supervisors, Miss
Miles made a note of staff who’ﬁad not registe}ed for any extra-
curricular duty. She approached them individua%ly, mentioning that
there were not enough supervisors for the intramural program and
que “izc them as to whether they woula like to help out in that capacity.
Once twenty-two supervisors were found the list was passed on to the
committee.

Intramural Activities. All members felt that the figft

activity offered in the program was of greaﬁ importance. /g;(activity
which was novel and would stimuléte.enthusiasm and interest in the entire
student body and staff was the critéria ugsed to select the initial
‘activity; After much discussion, racquetball was selected as the first
activity of the program. Brainstorming was utilized to develop a
furtﬁer list of ;étivities.

Once the four aspects of the program had been developed, Mr.
Dolaﬂ reported back to the committee once a week during the month of
June. It was during these last few meetings that the concept of
developing a hpuée and}point systeﬁ was suggested-by Mr. Dolan. Both
of these concepts were apprdved by the committee and enéouragement was

given to Mr. Dolan to further develop these ideas. With the help of

Mr. Corwin, Mr. Dolan also selected the students who would comprise the

Va

-

Physical Education 30 class which would operate the intramural program. - A

; ' : '
Summary. During the last week of June the‘gommittee he}d its
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last meeting of the 1975-76 school term. By this time the committee
had developed, to varying exeents, all the major aspects of the program.
Supereisors had been securec, finances had been established, times had
been scheduled for the prosram's operation and a list of activifies to
be offered had been developed. At this last meeting it was agreed that
Mr. Dolan would fugther develor the program during the summer months

’

in order to have it-fully opergticnal by‘the second week of September.

s

July 1976 to August 1976

§y the first of September Mr. Doian had developed a fully
operational intramural program, He had developed a house system, a
point system, and a detailed schedule of activities including what
activity would be offered, -when it would be offered, end for hoyvlbng
it would be offered. He also had developed scoring'and attenda:ce
forms. The program was fpllf opera'tional except for one aspect; that
qf supervision. Mr. Dolan had refrained from organizing a sueervision

schedule because of staff turnover and because he had not known at

which of the three times each gupervisor wished to supervise.

September 1976

During the first‘week of September, Miss Miles replaced those
teachers who had registered g;% supefvision‘the previous Qchoolﬁyear,
but had terminated their stay at O'Leary during the summer with new
teachers to'O'Leary. 6nce thig had_been completed the total number of
super§iao:e was again twenty-two. Mr.'Dolan called a meeting of all
1ntramura1vsupervisors'aﬁ the end of the first week of September. At

this meeting the supervisors were again presented with the printed

expectations. Superviabrs were reminded to contact Mr. Dolan if they °
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were unable to supervise when scheduled to, so that he could make

arrangements for a replacement. Two points were emphasized by Mr.

~Dolan: 1) the success or failure of this program was to a large extent

determined by the supervisors themselves and 2) supervisors shou.d
become actively involved in the activity that they were supervising.
It was noted that each supervisor would be required to supervise three
days in every four. After reviewing the times of day and facilities
that requiréd supervisién,'supervisors selected the time and facility
they‘wished to be schedu%ed for. With this completed, the intramural
'program became operat{féii;. - |

| Duriné the fitst'week‘of September Mr. ﬁolan met with his
Physical Education 36 class. This was the pre-selected class of grade

twelve students who would actually operate thevintramurgl.program.

" Mr. Dolan .outlined the developed program, including the students’

£

duties and responsibilities. The'Phyéical Education 30 ‘class used the
first twb ﬁeeks of September to develop information on :he program.
This information was displayed throughout the school to inform the
students of the intramural program and its operation.

The intramural program began formal’operation on Monday of the
third week-oflSeptember withjthe fifat.activity being singlesbracquet-

ball.

LY .
<=

Implementation of the Innovation

The implementatidn or diffusion of the program can be catégﬁrized
vin;o two time periods: 1) diffusion that occurred during the 1975-76 «
school terﬁ and 2) diffusion that oécurréd since Septgnbef of 1976. By
diffusion, it is meant setivities which were directed atA;reating an

i

A

~
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awareness and acceptance of the new intramural program.

Implementation During,the 1975-76 School Term

One of the first thihgs the committee did was to inform the
students bfesently attending O'Leary that changes were being planned
for next yearfs éxtré—curricular program. L First, the Students' Union
Sports Convenor was asked to be a member of Fhe committee in order to
keep the students informed as to the progress of the committee. Second,

'a number of students were selected and invited to a meeting of the
committee. At this meéting they were informed of what the committee
had developeg and were asked to react to it. There was no formal
presentation during the 1975-76 school term of the changes that were
to be gade in the extra-curricular sports pfogram. Studeﬁts did learn
informally that changes were béing plaﬁned, but were not aware of the
 details.

With respect to the feeder schools~—those juniof ﬁigh schoois
whose graduates attend O'iéary-—thére was a formal presentation made
to the grade nine students. During ;he month of June, memBers_of the
Students' Union went to each of the feeder schools. Mf. Dolan had
provided them with a brief 6ut11ne of ‘the program and requested them

. to pass this information on to the junior high students in their
bresentation. It is necessary to note that at this time the program
had not been fully déveloped and only a brief outline could be presented
by the Students' Union. It was mentioned that O'Leary would no longer
offer junior interschool teams, but that there would be an expanded
intramural program, |

ad previously been menéioned that the staff was form#lly

—~
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presented with the initial framework of the program at a staff meeting
in May. Many of the staff were aware, through informal discussions
with committee members, that changes were being planned for the extra-

curricular program,

Implementation During fhe 1976-77 School Term

During the firét two weeks of September there was a strong
efﬁort made both to ;nform and to create an interest among staff and
students about the new prng m. This was done in numerous yéys.
First, the Physical Education 30 class produced numerous posters
describing the program and emphasizing that it was developed for all
students to participate in and enjoy regardless of athletic ability.
Second, Mr. Dolan preéented, to'as many classes as he céuld during
Block one, a slide and tape show‘depicting some of the activities that
would be offered in the new program. He also explained the operation
of the program and stressed it was for all students. Third, the school
newﬁﬁLpér agreed to support the intramural program by giving it
extensive publicity. Fourth, Miss Miles incorporated a section,
briefly describiné the new intramural program, into the newsletter sent
to all parents at the beginning of each year. It‘had originally been
planned to make use of thé morning announcements on the scﬁool's inter-
com system t; further advertise the program. This was not possible,
however, because the administratioﬁ had decided to eliminate'general
‘announcements for this yeaf because of numerous teachef complaints.

By éhe end of the secong~week‘of Septembe;. the student body
was generally aware of the new pr&gram. Its actual oper;tion began on

Monday of the third week of September, with singles racquetball.



91

Students accepted the new program and very.little diacusaion was heard
among students regarding the elimination of junior teams. Grade ten
students seemed to be most(enthusiastic about the program.

-éince the intramural”prog:am had begun operation in September
there had been two noticeable changes. First, the early morning
program was altered from a structured scheduled activitp tb an open-—
time where participants may choose the activity they wish to engage in,
—,This was altered because staff were requesting the”opporﬁgnity to come
~.in early and engage in activities which they enjoyed. The demand was
for both jogging and racquetball Students also supported this
.request. Second some of the aupervisors requested of Miss Miles that
they be giveqﬁpermisaion to drop their supervision of the intramural
program and\engage in_another type of extra~curricular activity. This

LY

was granted by Miss Miles. '

Evaluation of the Innovation

Although evaluation of the progran had been discussed ianune
19&6 by the committee, there had.been no plana made. to evaluate the
_ program other than taking a look at’it.near the end of its'first year
of operation. It is fair to say that everyone in contact with the
program had made some type of informal evaluation of it. Mr. Dolan
has developed statistics on the program with the help of his-Physical
Education 30 class. These statistics include: the number of partici-
pants that are participating in each time slot, the total number of
participants, the total number of different students participating, and

a breakdown of the total number of different participants by grade and

sex. These statistics have been produced once, and are representative
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of the program up to January 3, 1977. The statistics were typed and
coples were placed 1n each staff member's mail box, on the bulletin

board, and on the students' intramuyral bulletin board.

-,

Summagz

.The case describes an innovative attempt in an Fdmonton High
School; namely, O'Leary School. The innovative attempt constitutes
the reorganization oflthe extra-curricular sports program at‘O'Leary.
Specifically, this reorganization includes the elimination of all nen—
viable senior sports teams-éene in number-~the elimination of all
Junior sports teams--seven in number--and the development of an
extensive 1ntramuralhprogram. I

AA number of interrelated factors which led to this ihno;ative
atte;pt were outlined, These include: 1) an inereased societal
awarenese and eencern for physical fitness, 2) a decrease in stydent
interest and participation in the intefschoblzprogram, 3) general staff
conce;; with regard to the time and energy that involvement in extra-
eurricular activities demanded of them, 4) an increasing difficulty in
acquiring coaches for interschool teams, S; an increasing number of
staff and students arriving at school at 7:00 a.m. to engage in
unstructured physical activity, and 6) the speakers, activities, and
materials that were presented during Fitness Week at é'Leary.

.The innovative attempt was the result of work done by a _ \p)
comm{ttee comprised of the school's physical education staff, a number
of'Tnterschoolvcoaches vhb were not members of the physieal educafion‘

steff, and a number of staff who were'concerned‘with the school's extra-

curricular gports program. The committee was informally structured
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and all membershib was véluntary. Mee* ings begaﬂ'in late-March, 1576

and continued through to the end of June, 1976. By this timeé-the

framework for the innovative atteméf was developed. The Intramural

Director formalized the finalidétails during the summér‘mqnthé.‘ :
E W

Students were aware of the committee and the changes they

: oA

e S
were planning during the months of May and June;,l&? gowéver, the

N .

LN

actual changes were not made until Sgptembeﬂgflg76. Atfémpts were made .
Ct N
- ! Tl ;\' f\\, N
to gain acceptance of the changes fram: 1) studggﬁé attending O'leary,
. : N My _
2) grade nine students that would be attendingKO'Leary, and 3) teaching

etaff of O'Leary.
No plans were made to evaluate the changes made, other than
taking a look at it after its first year of opefation. Howe&er, the

Intramural Director has produced dttendance statistics with fespect

to the new intramural progfam{ ‘ '\>'

' .



CHAPTFR 5
"ANALYSIS OF THE CASE

This chaptér contains an analysis of data that were collected
¥

from formal interviews with thirty staff members of O'Leary. Of these
thirty staff members‘interviewed; thirfeen weré members of thé com—
mittee that developgd the innovative attempt, three were members of the
échool's administration, of which one member was also on the committee,
and fifteen were not directly associated with the innovative attémpt.

" A mOre comﬁrehensive breakdown of the staff interviewed is included

as. Appendix B.

The purpose of the interview schedule utilized in_these'inter-

R

views was to gather data on the process of planning and implementing
the changes in the extra-curricular sports program. Miiler's "Model
of a Systems Approach to Problem-Solving" was used as avframework for
the interview schedule. The data are presented according tovthe'niné
sections of the interview schedule which parailgl the nine speéific
problems enumerated in the previéﬁs chapter; Specifically, the inter-
view gathered data conrerning the following areas: lj'Awareness of
and/or need for ct age, T).Establishment of pew‘andyor redefini;ion of
existing goals, 3) ldentification and definition of problems,
4) Selection and analysis of a priority problem, 5) Derivation of
performance requirements, 6) Selection and/or generatioﬁ.of alternative
solutions, 7) Testing and verification of solutions, 8)‘Se1ection‘and

implementation of a priority solution, and 9) Evaluation of performance

effectiveness,

94 ‘
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Awareness of and/or Need for Change

«

In this section data are outlined pertinent to the problem—-
7
Was there an awareness and need for change evident with respect to the
éxtra—curricular‘sports program? 1In order to gather data. questions

were developed dealing with both a general and specific awareness of

and/or need for change.

General Awareness

The basic3suestion addressed to interviewees with respect to
general awareness 8~—""During the 1975—76 school term what major changes
~ did you feel were needed in the extra-curricular sports program?" .

Seventeen per cent of the staff interviewed reported that they
were not involved in the extrajcurricular program and therefore, were
not aware of any changes that were needed Ten per cent responded that
they were happy with the operations of both the intramural and the
"interschool program and the remaining eighty per cent interviewed
' suggested that changes should bé made in the extra-curricular program.

Of the twenty-four pPeople that constituted this eighty per cent,
one person questionéd the value’EI’E?fering any extra-curricular sports
program. This individual's belief was tha’t; the aschool should be
offering an aca&emic program and should not be involved in sports.
Generally, the other twenty-three people felt that the éxtra-cﬁrricula;
progfam could be improved upon. More specifically, five people .. ‘
commentedlthat the program placed too much emphasis on competition,
theréby limiting the number of pafticipdnts. Eleven People felt the '
program should involve more people. I was suggested that there ue?e
too many spectators aﬁd not enough participants, tyat -7f; 1involvement

£
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A

FS \

in carry-over activities regardl ss of skil levnilwaﬂ needed, and thoo
not enough was being done to piomote mas inve ‘ement in the xtra-
curr! ular program. For m:ar;lple, one person :ugges~ed rhat more |
involvement was n;eded by, those staff who could p;neraLe student ihﬁeresf
in carry-over activities. Moreover, four staff reported that<phe‘intra;
mural program was poorly orggnizcd. These peopie'pginted out that
what was needed was a better organired and expgnded intramyral.program
.which would make use of all facilities. ‘ -
With respect to the interschool program, sixty—sevén per cent
of the ihterviéwees were unhappy with 1ts operations. Thesé:pQOpie
suggested that tﬁe emphasis should-Se ;aken off the 1ﬁ§erschool prdgraﬁl
and‘placedbon the intramural proéfam. Some of thé responses were-—:
"The intefschdol program i8 duplicating efforts of the Eommuﬁity;"

"The interschool program restricts the number of pavtiéipants." "Too

much money, .time and effort of staff, and facilities are being spert

YRRER

on a small number of elite athletes.'" '"The gym is Eeing used by too

2

small a group of people;" L

Y

Specific Awareness SRR .o A'

The basic question addréssed to interyiéwees with respect to

4
[N

specific awareness was—'"During the final months of the 1975-76 scﬁooll

term were you aware that the physical education staff héd focused
attention on a need for change in the extra-curricular sports program?"

’

All the staff members interviewed were aware that the physical
education staff had focused attention on a need for change in the
extra-curricular program. They all reported that the'physfcal educa-~

tion staff were concerned with implementing changes that would improve

Lo
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the currently operafing extra-curricular program. FEither directly or
indirectly, all interviewees suggested that any change attempts would
be focused on procuring mass participation in the extra—égrriCular
program. However, two persons further commented that the physical
education staff were also concerned with the time they were having to
spend on coaching in addition’to their regular teaching duties; there-

fore, they wanted to inltiate changes that would leBSﬁ? their extra-

curricular load.

Sixty-three per cent of the staff interviewed, reposied that
the& consideréd that this concern for change initially began with the
physical education stéff and then spread to interescéd staff. Thirty
per cent suggested that it began with some members of thevphysical
education staff, but not all, and then spread to other interested
staff. Three per cent éommentea that this need for change was a system-
wide concern and that all physical education teéchers in the city were e
aware that changéé were necessary. '

More specifically, the four members of the physical‘education
staff interviewed, reported that their awareness of this cdnéern'for'
éhange-—némely, the issue of mass participation versus the devélopment
of the elite athlete--~has been 6ngding éince fheyvbegan teaching at
O'Leéry.” Fifty-- o pérégnt of the staff intefviewed, noted that
they became aware of t is-concern for changé)through informal conver-
sations with eit '~ me:.pers of the physical education -~ f prligter;
‘school coaches.- Mc¢ ver, thirty pér cent of the staff interviewed
pointed>out that theyg became awgre only after the formal proposal éf
the‘inteqqed changéé[yas presented at.a general staff meeting in May.

Three per cent reported that they had become aware as a result of
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informal conversations with students.

Interviewees also identified some of the caﬁsative factors
which they felt promulgated this concern about a need for change: Thirty
per cent identified the arrival of both staff and students at 7:00 a.m.
as a céusative factor; twenty-seven per cent cited Fitness Week as a
factor which "skyrocketea" awareness; thirteen per cent suggested the
problem of securing staff members to coach intqrschodl teams; thirteen
per cent identified media coverage dealing withlparticipation and
physical fifness; teh per ceﬁt noted the concern physical education
teachers were expressing about.the amount of time they were expected
to voluntarily devote to the extra-curricular program; and finélly,
three per cent suggested‘that céaches were dissatisfied with the time
they spent on éoaching and that c;aches' wives were upset over the

- 1imited time their husbands spent at home.

Summari.

_Eighty—three per cent of the staff interviewed expressed their'
personaliperceptions of changes that were needed in the extra-—
curricular program. Three per ceht felt the extra-curricular sporté
program should be eliminated, Qhereas, eighty per cent suggested that‘
the progrém should be improved upon. ~Seventeen pér cent of'the thirty
people inte:viewed_had no contacg with the extra—cufficular program
and felt thgy éogld'not commé;t on changes fhat were needed.

Every staff member interviewed was aware tﬁaf the physical
education staff had idéntified a need -for change in the ex;ra-curriédlar
program. They all specified that this need for chaﬁge'focﬁsed on'the

improvement of the extra-curricular program by implementing changes
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that would facilitate the involvement of all students in the extra-
curricular program. However, perceptions varied among interviewees
g '

ag to what brought about this need for change, when the need for

cﬁange became evident, and who was initially concerned with this need

for change.

Egtablishment of New and/or
Redefinition of Existing Goals

This skction deals with data pertinent to thewﬁbqblem——Were
existing goals redefined and/or new goals established by both the
physical education department and the school's administtration? In
order to gathef data, questions were deyeloped dealing with both the

goals of the physical education department and the school.

Goals of the Physical Education Department

The basic question addressed to each staff member interviewed
waeF—"With respect to the extra-curricular sports program did you
perceive that the goals or objectives of the physical educatioq
department had been alteree?"'

Of those staff intervieved, sixty perfcent did not know of any
goals or objectives of the pﬁysical education deﬁartment that hgd been
changed. Three per eent suggested that there were no changes, while
thirty-seven per eent reported that the goals and objectives ﬁaé

ltered sdmewhat. These thirty-seven per cent suggested there was a
ealignment of goals; that is, a greater emphasis was being placed on
he physical fitness of studenta and priorities were being shifted
from the interschool program to‘the intramural program. Specifically,

it was suggested that the intramural progfam would receive priority use
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of facilities and funds, that junior interschool teams would be
eliminated, and that emphagis would be placed on mass participationl
enjoyment, and carry-over activities rather than on competition.

These thirty-geven per cent who indicated that the goals and
objectives had altered, reported that this had taken alace during the
months of May and June 1976, but were>to go into effect in September
1976. When questioned as to who was instrumental in”having the

emphases ard priorities placed on goals and objectives shifted, these

thirty—seven per cent communicated various perceptions. Among these

were Mr. Jenkfns, who was the physical education‘department head; Mr.
Corwin, who wab a vice-principal of o' Leary, and Mr. Dolan, who was
the new Intramqral Director. All of these individuals were members of
the committee. \Xgu Jenkins was mentioned most often—-five times;—and
Mr. Jenkins in combination with ﬁr. Corwin and Mr. Doiaa an aqual_
number of times--two. Three people could not identify one person or
combination of people, but suggested changesvin goals and objectives

were a result of the committee's efforts.

Goals -of the School

’

The basic question addressed tovthose‘people who were inter-
viewed was—-"With respect to the extra-curricular sporta program did
you perceive that the goals or objectives of the school had been
altered?" -
Forty~three per cent af the staff interviewed reported. that

they did not know of any gbals-or objectives of the school that had

altered. Three per cent communicated that no changes were made, while

fifty-three per cent suggested that the school's administration had
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definitely shifted emphasis from the interschool program to the intra-
mural program and the objective of masa participatién. For example,

it was cited that the student athletic fee had been raised fifty cents
with this additional money to be .uged by the intramural program. Also,
the number of supervisors allocated to the intramural program was
increased and Mr. Dolan was granted half time off in order to perform
his duties as Intramural Director.

These sixteen people who comprise the gifty—three per cent who
were aware of altered school goals were either members of thé committee
or the school's administration. They all reported that these éhanges
in the emphasis placed upon school goals and objectives were made in.
MAy and Junev1976,‘but were ‘to go Into effect in Septegber 1976. Three
of these sixfeen people perceived Mr. Jenkins as instrumental in
causing this shift of emphasis, two viewed Mr. Jenkins and Mr. Corwin,
two viewed Mf. Jgn£1n8 and Mr. Dolan; and two viewed Mr. Corwin and
~Mr. Dolan. | |
jSummari
) .with reapecﬁ to the goals and objectives of the physical
education department, sixty per cenﬁ did not know of any changes that
had been made,vthree per cent perceived they h;d not altered, and
vthirty—séven per cent.euggested that changes had occurred, Ihose
| changés that were percei?ed were: 1) priorities had been shifted from
the interschool program to the intramural program and 2) a greater
emphasis.was plaégd on the goal of phyéical fitness. Perceptions
varied as to who Qae ins;rumental in having these changes made.

With respect .to the school's goals and objectives, forty-three
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per cent did nof know of any changes that had bEQﬂ made, three per cent
perceived they had not altered, and fifty—thrﬂe Def cent suggested

that a greater emphasis was placed‘on the 1ncfﬂhuf31 program and mass
participation. Again perceptions varied as tZ “hy wag Intrtupmental in

having these changee made.

Identification and Definition i Prablems

< Outlined in this section are data percvinlng to the problem~~
were problems 1inherent in the extra-eurriculgﬂ strte prograny identi-
fied and defined? 1In order to gather data relevﬁht to this problem
Interviewees were addressed with the followiyg q“Q9t10ﬁ~~"Wﬁ&t
problems were identified and defined and how /% thys done?"
Forty—seven per cent of the interviewe/ did not know 1if
problems had been identified and defined In ﬁre3ehtin8 thQSe Problems,
the researcher has grouped those problems that Qppear directly related,
Both the defined problem and the per cent of ﬁ%terieres who reported
_them are presented in Table 2. )
The identification and definition of gh 25t problems resulted
from informal discussiona, according to' the fifcy\three ber cent who
were aware of identified and defined problems, The wafority of these
fifty-three per cent reported fhat it was infonfal discyssions among
committee members, whereas seven per cent eugge/ted Rhat only the
physical education staff were involved in identf Yihg and defiping
problems, and three per cent suggested that thon Btaff attending a
teacher inservice meeting dealing with the entjf Xt ra~curricylar

“‘\-ie2£2§£§E_ZEfe involved initially and then they pmﬁsﬁq the problems on

to the committee dealing specifically with the &ftbﬁfcurficular sports
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Table 2 Identified and Defined Problems
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Per Cent of

Problem
Interviewees
What 1s the role of intramurals and interschool
athletics? ' ' . 10
Can we accommodate both intramurals and inter- .
school athletics? 10
If one program has to be emphasized--re time and
energy of staff, facilities, and finances——which _
one do we emphasize? _ 23
What do we -want to change and how do we éhange 1t? 3
How do we reorganize the excra-cu;;zzh{ar‘prbgtam 80
as to improve it? ’ ‘ : 13
How can we involve more people in the extra-
curricular sports program? - , o 33
. //'
How can better use be made'ofﬂtina~§gg_$ggr§y
of staff, facilities, and money such that all students .
will benefit? ' 43
Can intramurals'replace interschool athlefics and will
it be worthwhile? : 7
Do interschool athletics have to be eliminated in o
crder to have a good intramural program? 3
Whic. “aterschool sports should be eliminated? 7
Sho+?< ‘unior interschool teams be eliminated? 3
Is o™ . 1e88 good? 3
= - How can t ® W of'thbse staff that b&Eh teach
7

and coach .z . a7
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program.

Sumharz

] Of the thirty staff interviewed, forty-seven per cent did not
know of ény pfoblems that had been identified and defined, whereas
fifty-three per‘cent>elaborated on what problems were defined, who was
involved in defining them, and ﬁhat process was used to define them.
Emphasis‘appeared to focus on four general pfoblems: 1) What is the
role of intramurals and interschool athletics? 2) ﬁow can.thé extra-
cﬁrr;cular proéram be reoﬁkanizfd so as to imprqve 1t? 3) Can intra-
murals reblace i{nterschool athletics and wil} it be worthwhile?

'4) Fin&lly, how can the WOrkioadvof those.staff fhat both teach and
coach be lessgned? Interviewees reported. that these problems were

'

identified and defined through the process of informal discussions’

,but various perceptions were reported as to who was involved in these

informal discussions.

Selectiﬁn and Anaiysis of a Priority Problem

In this section, data areanalyzéd pértaining to the problem—
‘Were problems categofized according to some'predetermineé criteria and
one problem along with its change context selected to be analyzed? In
order to ga;her data relevant to this problem interviewegs were asked
thesfdllowing question—"What process was used to gselect a problem to
" be dealt with and what was this selected problem?” |
Seven per cent of the thirty staff interviewed did not know
if a sﬁecific prpbiem had beenvseleéted to be deait‘with. The'otbqr
ninetyrﬁhree per cent of the intérvieﬁees reported that a priority |

problen had been selected to be dealt with. However, there were

c
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varying perceptions as to what this problem was. The various priority
/

problems reported, along with the per cent of interviewees who reported

L

them are presented in Table 3.

With respect to the process used to categorize and select a
,ptiorify problem, fifty per cent reported that this ﬁas done thréugh
informal discussion, whereas the other fifty per cent claimed that they
did not know how a priority problem was selected. Furthermore, there

were varying perceptions as to who was involved selecting a priority

problem. Forty-seven per cent of the intervie “that all

members of the committee were involved, twenty-— r cent com-
municaied that the physical education staff h;d initially selected the
problem to be dealt with and presented it to theVCOmmitteé, who had in
turn re-analyzed all identified problemg and agreed to deal with the
problem selected by the physical education staff. Three per éent
suggested only the physical education staff were involved, another
three per cent gommented_that physical education départment'headsvand
physical edﬁcatioﬁ,;eaqhers throughout the city were involved, and
'finally, twenty per cent did not know who was. involved.
Interviewees were also queriéd with respect to the importance
they associated with the problem selected to be dealt with. Fifty per
cent appeared to bé‘highly committed to’initiating changes that would
alleviate the‘identified problem, whereas forty—;even_per cent appeared
to feel the problém'was important and should be dealt with. These
forcy~seven‘pér cent didvnot appear to be aé highly,cdmmitted to

initiating change as the aforementioned group. One person responded,

"If they say it is a problem that must be dealt with, then it must be."
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Table 3 Selection of a Priority Problem
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Priority Probleﬁ

Per Cent of
Interviewees

How can we better utilize the time and energy of staff,

facilities, and money 8o as to provide opportunities
for all students to participate in the extra-
curricular gports program? :

What can be done to improve the extra-curricular
sports program?

How can the extra-curricular program be reorganized
such that all students can benefit from it?

Can intramura;s replace interschool athletics and
still be worthwhile? '

How can the emphasis be taken off competition?

J

.50

13

10

10

10
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Summary

of th;se people interviewed the fifty per cent who were aware
of the'process used to select a priority problem, repofted that
‘selection was done through informal discussion. However, the ninety-
" three percent who reported a broblem was selected, had various per-
céptions as to what the selected problem was, and Qho was invélved in’
selecting it. The priérity problem most often reported was--How can
we better utilize the ti;e and energy of staff,,facilitiee, and money
80 as to provide opportunities for all students to participage in the
extra-curricular sports program?> The majbrity of inﬁerviewees
‘suggested.that it was the committee who made thg final decision as to
what majbr problem would be dealt with. ‘Witﬁ respect to tﬁe importance
that intervi;wees gssociated‘Vith the priority problem selected, every-

one suggested that the problem was important, however, people‘did

associate‘varying degrees of importance to it.’

Derivation of Performance Requirements

- Analysis presented in this séctibn deals éith data ﬁgrtaininé
to the problem——Were perfofmance requirements established to enable
problem reéolution? In order to gather data. relevant to this,problém
interviewees were quefied wifh respect to the following question--
"What objectives were established in order.to aid‘ianolving the prob-
lem?" | | | )

Respéndents can be grouped into tﬁree categories: 1) those
whb did notﬂknow‘of any objectives, 2) those who were aware that a

written philosophy and set of objectives hdd been foridlated, and

" 3) those vho were not aware of the written philopophy and set of
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objectives, but could identify some éstablished objectives. Twentv-.
three per cent ;f‘the interviewees were not aware of tﬁe formulation
of any objectives, whereas fifty per cent were aware that a written
philosophy and objectives had been formulated. The fifteen people who
cémprised this fifty per cent identified the main objective as being
"to increase the participation of both staff and students in the extra-
curricular sports prugram.” Five of these fifteeﬁ people identified
a secondary objective as "tbvprbvide a more varied program'that would
place an emphasis on carry-over activitiés, éﬁjoyment, and fitness."
Twenty-seven per cent were not aware of a written philosophy an& set
of objecfives, but were aware of formulated objectives. All eight
péopleiwho comfrised this twenty-seven per cent identified mass parti-
cipation in the extra-curricular programvas a primé objective. Of
these éighf, five people also identified that an objective was to
decrease the emphasis onrgompetitiong while in‘turn placing more
emphaéis on carry-over activities, enjoyment, and fitness. . One person
BuggestedAth;t an objective was "to decrease the time. and ehergy
lcommitﬁent of physical education staff.d

Thitty-three per cent of the thirty people interviewed wére not
awére of.who was involved in &eriving petformance objectives, whereas
sixty-seven pérvcent reported that it was the committee that had

formﬁlated»them.'

Summary
The primary objective that those people who were interviewed
identified, focused on the devalopment qf mass participation in the

extra-curricular sports program. Sixty~seven per cent of those who
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members during informal discuaaion sessions. Ten per cent of the
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were interviewed identified the committee as being responsible for the
formulation of performance objectives, whereas the otner interviewees
did not know who was responsible. Furthermore, not all people were
aware that a written philosophy and set of objectivea had been
formulated by the committee. Specifically,.twenty—three per cent vere
not aware that objectives had been established, fifty per cent were
aware of’the written objectives, and twenty-seven per cent were aware
of some objectives, but not that they had'neen formally documented.

Selection and/or Generation
of Alternative Solutions

This section deals with data pertaining to the problem—~Were
alternative solutions and strategies generated and/or selected?

Although a number of questions were developed 1in order to gather data

relevant to this problem, the basic question which was addressed to

those people interviewed was—-"What - sort of attempt was made to
generate alternative solutions?"

Of the thirty people interviev:u fifty per cent were not
aware of any attempt to generate alte - :ive solutions and fifty per
cent were aware that alternatives had been generated. Specifically,

®
theése people reported that alternatives were generated by committee

interviewees mentioned that presentations by guest speakere from Jasper

'Place High School and the university helped in generating alternative

solutiOna. Moreover, twenty-three per cent reported that the physical
education staff had engaged in reading material pertaining to extra-

curricular sports programs which led to the generation of some
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alternatives. These alternativesg which were reported as being

generated and the per cent of people who reported them are presented

in Table 4.

Summary

Fifty per cent of the thirty people interviewed reported that
‘alternatives wgré generated by conmittee members through informal
discussions. Information sources which were used to hélp in geng;ati%g
altérnativea were: 1) literature dealing with ‘extra-curricular sports
programs, 2) the‘ideas presented by a guest speaker from Jasper Place
High School, and 3) the ideas presented By'a guest speaker attending
the University of Alberta. The alternatives that were reported foguéed

on eliminating various aspects of the interschool sports .program.

Testing and Verification of Solutions

Presented in this section is data pertaining‘to the problem—
We~= solutions aﬂd‘strategieé tested to verify feasibility and'pracé
ticality? With respéct to this pfoblem dgta weqagathered By addressing
interviewees with the following question——"What process was used to
test alternatives with respect to their feasibility aﬁd_praéi}cality?"

Respondents caﬁ be grouped into the followiig Eategories:

1) those who were not aware of any testing——seventeen per cent of the
interviéveesl 2) those who suggeéted-thur all of the generated alter-
'nagives were informal;y tested—forty-three per cent'of the inter-
viewees,.;nd 3) fhose who reported fhat only the final proposal was

tested——forty per cent of the interviewees. With respect to the 8

second group-—those who suggested that all the generated alternatives

-
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Table 4 Generated Alternative Solutions

Per cent of

Alternatives Interviewees
:Eliminate ail interschool teams. : ‘ 217
Eliminate all junior interschool teams. 20
Eliminate all non-viable interschool teams. : 17

Eliminate all junior interschool teams
except junior football. ' 17

Develop an intramural program that would encompass
the interschool program; that is, eliminate the
interschool program and develop a three-tier intra-

mural program. 7
Eliﬁinate all junior teams, but only those non-

viable senior teams. : 3

Obtain outside coaching for the interscﬁool program. 3
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were tested--various methods were reported as being sed to informally

test alternatives. These methods include: 1) testing for congruency
with respect.to the established philosophy and set of objectives, '
2) feedback from students invited to attend a committee meeting,
3) reflecting on the present extra—curricular program, 4) feedback
from the Students’ Union Sports Convener, and 5) testing with respect
to the human and material resources available for the extra-curricular
program., |

The third category consisted of those people who reported
that only the final proposal was tested. Specificaily, they suggested
that the final proposal was presented at a general staff meeting in
May. At this time the staff were requestedbto react to the proposal;
that is, whether the staff felt the proposal wags feasible and practical,
especially with respect to. the supervisors who would be required for
the intramural program. It was also reported that tne actual testing
of the innovative attempt would be based on its operation during the
1976-77 school term.

Summarz
{

'0f the thirty people interviewed, seventeen per cent reported/
that they were not aware of any'testing:of alternative solutions, forty-
three per cent claimed that all of the alternatives sere tested by
various informal means, and forty per.cent reported that onl tze final
proposal for change was tested by presenting it to the staff at a staff
meeting and requesting feedback. No formal means of testing alter-

native solutions were reported.by interviewees.
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Selection and Implementation
of a Priority Solution

The problem dealt with in this section is--Was a priority
'solution and strategy selected? In order to gather data relevant to
. this problem, questions were developed dealing with: 1) the selection

of a solution and 2) thé implementation of the solution.

« |

Selection of a Solution

The basic question addressed to those intefviewed'was-—"What
solution was selected to be implemented?" _ o
Ninety-three per cent of the thirt: p:ople interviewed were
- aware that a solution had been seiected to be implemented. This
ninety~three per cent all Fg?orted that one aspect of the solution
was the expansion of tﬁe igz;amurgl progrém; héwever; there were
varying perceptions of the second aspect of the éolution which dealﬁ
with the interschool program. With_réspect to ﬁhis second;aspect of
the solution, perceptions that were feported afe'presented in‘Table 5.
With respect.to tﬁe first aspect of the sdlﬁtion—-the
'expénsion of the intramursl program--various percéﬁtions were com-
municated as to what,procesé was used to select this solution. Forty-
‘three éer cent of the thirty pepple interviewed did hot know how or
who was involved in arriving at this solution. Thirty-seven per cent
. reported that this solution was récommendéd by the physic;l education
staff when the committee was first formed. After much diséussion
coﬁmittee members formed’a'consensus on this solution. Thirteen per’t

cent pointed out that committee members, through informal discussions,

had all agreed to expand the intramural progr&m. Thtee pef cent
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Table 5 Selected Solution dealing with the

Interschool Program
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Solution

Per Cent of

, Interviewees

&
Eliminate all junior interschool teams. 37
Eliminate gsome interschool teams. 33
Eliminate all Junior interschool teams and all
non-viable senior interschool teams. 7
Eliminate all non-viable senior interschool teams. 3
) <
Eliminate all interschool teams. 3
Eliminate 511 non-viable interschool teams, both v

3

junior and senior.
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suggested that the original idea of expanding the intramural program

was formulated by the committee, but that the physical education staff
!

made the final decision.

With respect to the second aspect of the solution which dealt
with the interschool program, forty-three per cent of the interviewees
were not aware of how or wholwas involved in selecting a solution. The
remaining fifty-seven per’cent communicated various perceptiona. of
the seventeen people who comprised this fifty-seven per cent, eieven

‘.
people reported that a formal vote was held, 'with only members of‘the

¥

committee- paritking in the vote, whereas three people suggested tﬁat

the selection 'was made through informal discussions by committee

members during their meetings. ‘Three people reported that the

. 4
selection of a solution, with respect to theiinterschool program, had
been made completely by the physical education staff and then

presented to the committee.

-

Implementation of'the Solution -

The bas“c question addressed to those interviewed was——"How :
'was the solution implemented?" |

Responsea in this area deal with two time periods-—implemen-
tation that occurred ~during the 1975-76 school term and implementation
'that ‘occurred during the 1976-77 school‘term. Implementation that
*occurred during the 1975-76 achool term can be further broken down into
implementation dealing vith O'Leary School and 1mp1ementation dealing

with the junior high feeder schools to O‘Leary.

1975-76 School Term. With respect‘to the staff and students

of O'Leary,¥implementation activities that'intervieuees identified are
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presented in Table 6. A number of interviewees also reported that
during the 1975-76 .school term attempts were made to inform the junior
high schools whose students would attend O0'Leary of the innovative
attempt being developed. Specifically, it was reported by seventeen
per cent that both members of 0'Leary's Students' Union, and the Intra-
mural Director for the new intramural program, had visited the junior
high schools ana explained the new entra-curricular program to all the
grade nine students. Furthermore, ten per cent,reported that within
the student handbook;-which 1s distributed to all grade nine junior
high students who will attend O'Leary, there was a section which
describedithe new ektra-cnrricular program. iMoreover, seven per cent
reported. that during the grade nine atudents'vorientation visit to

" O'Leary, a number of the physicalAeducatiqn.staff outlined-the new
extra—-curricular program to them. | :

1976-77 School Term. Implementation activities that occurred

during the 1976-77 school term as reported by those staff who were
interviewed are presented in Table 7. The majority of these activities

appear to focus on publiciiing’the new intramural program, although

some activities do focus on structural support for the program.

Factors Affecting the Innovation 8 Implementation

| With respect to the implementation of the innovation, data were
gathered dealing with three factors affecting the implementation of the
innovation. These factors are the barriers to the innovative attempt,

the facilitators to the innovative attempt, and the deficiencies in the

innovative attempt.
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Table 6 Implementation Activities during
the 1975-76 School Term

: Per Cent of
Activity Interviewees

Presentation to staff of the proposed innovative

attempt. : 93
. . o~

Selection of Supervisorg‘for the intramural

program," N , ‘ 80

Informal feedback to students of the committee's
work. 43

Administration's agreement to give.the Intramural
Director half time off to operate the program. o 43

Presentation of a slide and tape show on the new
intramural program to many of the school's
classes. ‘ : . . 23

Physical eaucation staff created an interest in the
new intramural program by informally discussing it
with other staff members. 10

A gﬁest speaker from the YMCA addressed the staff
- at a staff meeting on the subject of physical .
fitness. ’ 3




Table 7 Implementation Activities duiiie

the 1976~77 School Term
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Activity

Per Cent of
interviewees

Bulletin board displays outlining the new
intramural program and the results of intra-
mural activities.

Presentation of the developed innovative attempt
at a school staff meeting early in September.

Commenéement of the first intramural activity
of racquetball during the second week'of
September. K

Administration's granting the Intramural Director
half time off in order to operate the program,

Final selection and timetabling ofvsuperviéors
for the intramur 1 program.,

Providing a description of the new intramural v
program in' a newsletter which was sent to parents
in September. .

Presentation of a slide and tape show on the new
intramural program to some classes. '

Publishing of articles in the school newspaper
which dealt with the intramural program.

"Reéuesting of staff members to inform students of
the intramural program and stress participation in
it. '

Enrolling of students in a special phyeiéai'educgtion
class which was to directly work with the Intramural

Director.

Institution of a fifty cent raise in the athletic fee to

help fund the intramural program.

Publicizing the new'intramuralvprogram over the‘
school's public address system. -

- 77

63
57
53
40
40

13

13
13

13

13
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Barriers. " In order to gather data relevant to this factor

interviewees were asked the following question-—"What did you perceive
as barriers to this qhaﬁge?"

0f the tgi:fz,ﬁ#hff members interviewed, thirteen per cent
reported that tﬁey were aware of no barriers to this change, whefeas
.the remaining eighty-seven per cent reported a variety‘of barriers.
Barriers thaﬁ were identified can bé grouped into four catégofies:
1) those dealing with the committéé, 2) those dealing with the staff

of O'Leary, 3) those dealing with the students of O'Learv and

0/4) those dealing with other schools in the system'and the .. -al

office.

Permeating all aspects of this change atteﬁpt were tw. barz]ers;
’Theylare: 1) there is a tradition of bhaving bOthvjuniér:and senio.
interschool teams and'2),many people were not cqmmitéed to the

changes made. The specific barriers that were identified are presented

.

. in Table 8.

‘Facilitators. The question that was addressed to intervieyees-

was—""What did fou perceive as fécilitators to this change?"

Of the thirty staff who were interviewéd, only threé per cent
Qere,unﬁﬁare of any actidné'qr persons who may.havé enhanced the
developmentvand adoption of' the planned ehénges‘inbthe éxtra—curficular '

’sports'progfam. Hoﬁéver,mthe remaining staff who" were interviéved,
repofted a variety of facilitators. Ofdfhese facilitators the
cooperation and sﬁppdrt éf.the school's administr;tion Vﬁs réported
most frequently-Séventy-seveh per. cent of the interviewees repofte&

this.  Specificallf, people reported that this cooperation and support’



Table 8 Barriers to the Innovative Attempt
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Category

Barriers

Per Cent ef
Interviewees

‘The
Committee

Students

The
Staff

It was an internalized tradition of both staff
and students, including committee members,
that emphasis should be on the interschool
program, not on the intramural.program,

During the initial committee meetings,
members felt threatened by the central office
and parents. Much of thig tension was.
relieved once the committee gained the
support of the school principal.

The majority of the members of the committee
said these changes were a terrific idea, but
they never internalized the changes.

People on the committee often changed their
minds dramatically; that is, one day a member
would argue for an idea, and the next meeting
would argue against the same idea.

" Students' negative attitudes toward the

changes being planned and made.’

Student apathy; that 1s, students who did not
care what changes were made in the extra-

- curricular program.

Students with high athletic ability were
dominating playing time on intramural
teams, ,

Students who were not involved in the 1utra-
mural program.

Students who did not understand the changes
that were planned and implemented .

Staff apathy; that is, staff who were
indifferent to this change and who were
not involved in . the 1ntramural program.

Supervisors who were upset with the amount

of time they had to supervise.

.13

53

13

13

10

10

20

17
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Category

' Per Cent of
Barriers . Interviewvees

&

K

Other Schools
and the
Central
Office

Staff who were upset with the Intra-

mural Director receiving half time off

when they were just as busy and they had ]

no time off. 13

Staff who felt there was too much |
emphasis on sports and not enough
emphasis on academics. — . ' 10

Staff who did want- to. coach interschool
teams. _ 7

Staff who were not aware of or who did not
understand the changes thaafwere planned
and implemented. : '

, : N

Staff who resisted any form of change. 7

Supervisors who were not ptesent for
scheduled duty. . . , 7

g

Schools that undermined the changes by

communicating that changes were a result
of the physical education staff attempting

‘to eliminate their coaching responsibilities. v '3

Complaints from junior high feeder schools 1‘\
pertaining to the fact that there were no

“Junior interschool teams and they felt there

should be. ‘ v . -3

Questions from both the central office and.
other high school principals as to why and

for what purpose changes were made. : 3

SR
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took the form of the adﬁinistration's receptivity to change, granting
of the Intramural Director haif time off, securing the required number
6f-supervisors'for the intramural program, making funds available fof
the intramural ptogram, agreeing to schedule a number of selected
StuAenta for a speciai physical education class which would operate
the intramural progtgm, and eneouragingrthe committee which was
developing the changes.

Other facilitators that were identified can be categorized
into four groups. These groups include the facilitators that.deAI
with: 1),the coﬁmittee, 2) the staff of 0'Leary, 3) the students of
O0'Leary, and 4)‘the inﬁovetion itself. The specific facilitators.

that were reported for each group are presented‘in Table 9.

—Deficiencies. Those staff who were interviewea were addressed
with the following question—'"What eid }ou'perceive as deficiencies in
‘thia'chaﬁge attempt?" |

Of the tﬁirtyvataff interQiewed,;seven per cent were aware. of
no deficienciee in any aspects of the change attempt. " The responses
“of the ninety-three per cent who did perceive deficiencies dealt with
various aspects of the innovative attempt. These aspects include:

1) the committee, 2) the development pf the innovetion,'3) the 1nno§a7
. tion itself, 4) the impleeentatien of the innovation, and 5) the
evaluation of the innovation attempt. The specific deficienties

included in each 6f these categories are presented in Table. 10,

Summary
* Of the thirty people 1htervieued, ninety—three per cent

reported that a solution had been selected, while seven per cent did
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, Per Cent of
. Category Facilitators Interviewees
The The comnmittees' enthusiasm and hard work.
Committee Mr. Jenkins, Mr. Corwin, Mr. Dolan, and _
Miss Newman were mentioned specifically. 37
The energetic and forward-looking . :
qualities of the physical education staff. 17
The detailed planning and organization
done by the committee. 17
~ The strong and highly respected people
who comprised the comnittee. 10
The link created between the administration
and the committee by Mr. Corwin being a :
member of the committee. L 10
The The involvement and enthusiasm of staff
Staff involved in the intramural program. 40
The positive feedback from staff about
the changes made. Q 10
The changes that were instituted made .
Ssense to the staff, 7
The The students’' enthusiasm for and
Students participation in the intramural program, 53
The diligent work and enthusiasm of the -
members of the special P.E. 30 class which
"help operate the intramural program, : 13
The increased awareness and concern for
physical fitness by students, especially
after Fitness Week at 0'Leary. ‘10
The publicity that was given to the
intramural program by the photography
club and students' newspaper. ' 7



/
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Cxay

Per Cent of

Category Facilitators Intervievees
The The opportunity was given to all people
'Innovation’ to participate. - 23
' The intramural program consisted of both (
individual and carry-ever activities. 20
) Participation in the intramural program
was an enjoyable experience. 20°
The excellent job done by the Intramural
Director. ' 10
The intramural program was composed of a
wide variety of activities many of which
were novel, ‘ ' 7
The activity of racquetball. 7
The Department of Parks and,Recreatibn
7

provided sports equipment‘to the school.




Table 10 Deficienciles in the Change Attempt

125

Category

Deficiencies

Per Cent of
Interviewees

The )
Committee

Development

of the
Innovation

. The
Innovation

Some members dropped off the committee
“odte it was decided to eliminate all
junior interschool teams.

Some membcrs ofithe committee were on the
committee with the sole purpose of seeing
that interschool sports were eliminated.

The committee did not have a formalized
gstructure or formalized procedures for -
its operation.

The committee did not carry through with
the development of the intramural program.
It was left up to the Intramural Director
to do during the summer.

Not enough information was provided on
what Iintramurals should be.

Students had little input into the

development of the innovation.

The plans that were made for coaches to
give instructional workshops as part of
the intramural program never occurred.

There was poor coordination between the
intramural program and the interschool
swimming program,

There were not enough supervisors for. the
intramural program.

Not enough attention was given to
developing spirit within the inttamural
houses. .

a0

The changes that have been made have

eliminated too much of the competitive ////

aspect.

20

10
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Table 10 (Cont'd)

Category

y—

Per Cent of

Deficiencies
, nterviewees

. Implementation
of the
Innovation
&

BRvaluation
~of the
Innovation

The intramural program does not place
enough emphasis on the development of
—2gponsible students. , .3

Not enough staff are involved in the
intramural program. 3

The intramural program does not appear
to be reaching those non-athletic students

' it was designed to involve. , -3

The intramural program does not provide
for skill instruction and development. . 3

There was not enough emphasis placed on

informing both staff and students—-

especilally the grade ten students——of

the changes being made and the reasons ‘

for them. L 23

There was not enough emphasis placed on

.selling the intramural program to both

staff and students. . 17

Publicity announcements were not allowed

over the school's public address system

during the first few months of the 1976-77

school term. _ , , 10~

Some staff did not appreciate being told

. to become involved in the intramural ‘
program, . 10

' There. was not enough emphasis on changing ‘

persons' attitudes with respect to the
tradition of having both junior and
senior interschool teams. : 7

There was not enough of a continuing
emphasis on participation by all,
regardless of athletic ability. 3

There was no evaluation done with regard
to the committee process and the decisions

the committee was making. 3
- SN oo ‘




127

. not know of a solution that had been selected. The ninety-three per
cent who reported agsolution had been selected all repbrted that it had .
been decided to expand the-intraqgral program. Furthermore, they
reported that changes were also to be made in the interschool program.
However, interviewees reported a variety of changes which they per~-
celved had been’decided upon. There were also varioﬁa perceptions
communicated pertaining‘to who was involved and how they éere involved
in deciding what changes would be implemented. |

The implementation of thé planned change was grouped iﬂtoitwa
time periods: 1) the 1975-76 school term and 2) the 1976-77 school
term. Again a great variety of perceptions of implementation activities
were identified for each time'period. For the 1975-76 school term the
most fréquently reported implementation activitigs were the presenta--
tion to thé statf of the proposed iﬂndvative attempt and the‘selection
of supervis;rs for the intramural program. éor'the 1976~77 school
term the most frequently reported implementation activities include
bullétin‘board displays outlining the new intramural program and
results Qflintramural éctivities, the presentation of the developed_

. innovation at a staffvmeéting éarly in September, and the commencing
of the first iﬁttamural~activity;

The interviewees' perceptions of barriers and facilitators to
the innovative attempt and their perceptions éf the deficiencies 1n—
the innovative atteﬁpt‘were also preéented. Thirteen per cent of those
interviewed reported they had no knowledge of any barriets, whereas
eighty-aeven.per cent repqrted a variety of bérrigrs which appetred'to
deal with four areas: 1) the committee, 2) the staff, 3) the students,'

and 4) the central office and other schools. Only three per cent were
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not aware of anything which facilitated this change attempt., Those’
facilitators, which the remaining ninety-seven per cent identified,
appeared to group into the five areas: 1) the adminisiration, 2) the
committee, 3) the staff, 4) the students, and 5) the innovation itself.
Deficiéndieé which were reported ﬁere also varied and numerous, with
seven per cent unable to 1deﬁtify any deficiencies in the innoQative
attempt. Deficiencies appeared to deal.with vérious aspects of the
innovative attempt, These aspecté aie: 1) the committee,?Z) the
development.of the innovatibn, 3) the innovation, 4) the implementation

of the innovation, and 5) the evaluation of the innovative attempt.

Evaluation of Performance Effectiveness

The problem to be dealt with in this section is—Has the
performaﬁce effectiveness of the solution and strategy evaluated
throughout the éhange précéss?’ In order to gather data relé§ant to
thia‘problem, questions were develéped dealing with both the develop-
ment of plans to evaluate ghe innovation's effectiveness and changes

which have been associated with this innovative attempt.

Evaluation Plans

Intefviewees were addressedqwich the question—"What plans were
formul#ted to evaluate the effectivéness of the changes that were made?"

' Thirty per cent of the peépie in;eiviewed were not aware of any
plans to ev&luate, 6r of any actual evaluation, of the intrahural-
program, rSevgnty per cent reported that the only type of formal
‘evaluation was the collegtion of frequency,statisticé‘on parficipgtiqgw_¢

in the intramural program. Furthérmote, seven members of the committee

©
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reported that no formal plans had been developed to evaluate the
changes, but it had been agreed to look at the extra—cu;ticular
program after its first year of'operation. The Intramural Director
reported that plans were made to evaluate the intramural program's
effectiveness. Specifically, it'was'suggeated that a written report
w?uld ge submitted on gach.of the intramural activities. One staff
mémber was to be“responsible for one report on one activity; however,
ghis Qas never done. Moredver, it was suggegted by four people that .
informal evaluation was occurring whenever staff became involved in a

4

discussion of.the changes that have been made.

Associated Changeg

The basic questi;n addressed to interviewees wa;--"What chahgeé
do you feel haye resulted from this new éxtra-curricular sports -
program?' | |

| A.nﬁmber,of change; were reported as.being associated with the

implementation of the innovation.' The most frequently reported'changé—¥
ninety per cent of interviewees reported this—-is that a greater number
of staff and students, includiﬁg those staff and studgntsvﬁho have .
never before ﬁarticipated in the‘extra-éutriculaf‘program, are now

. ) (a3
iactively involved in the intpamural program. Table 11 presents a ﬁ:?g
‘detailed outiine of the associated changéa whiéh intervieweéé'reported;

Those staff who wefe_interviewed, freely co@municatéd their
perceptions of the effectiveness of the cﬁénges that had been

instituted. Nineﬁy-three per cent repoftéd that the expansion of the
intramural progres was a‘"tergific improﬁemeut", while seven per cent

suggested that this new intramural program/was no better or worse than
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Table 11 Changes.Resulting from Innovative Attempt-

Changes

Per Cent of

student body more quickly.

Interviewees
There is greater interest and enthusiasm for this
- intramural program.’ 40
"There 18 a greater awareness and concern for
physical fitness by both staff and student. 37
Some of the barriers existing between teachers and
‘students have been overcome for those that '
participate in the intramural program. 13
Students have become more irresponsible, and an
atmosphere of complacency has been created. 10
The school is much busier, especially at 7:00 a.m.- 10
Some teachers have become frustrated because they are
unaware of the details of the new intramural program,
especially with respect to the house system, 7
Some teachers have become upset with the amount of -
intramural supervision they must engage in. 3
o' Leary is no 1onger a major force in interschool
athletics. : 3
, !
The physical education staff and other teachers who
~are coaches have less of a workload. 3
-Grade 10 students.became a functioaal part of the - -
3
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the previous one. Thirteen per cent reported that they were unhappy

“¥ith the elimination of Junior interschool teams, whereas the other

intervieveea approved of this change.

Summary

_The_Intramural Director reported that plans were made to
evaluate the intramuralvprogram, but they had not been carried out.
Seventy per cent of interviewees--twenty-eight people~~reported that
the only type of formal evaluation which had been done was a frequency
count of participants. Tt was alao suggested by seven of these,
twenty-one ‘people, that informal evaluation was being done by all
people involved in the extra-curricular program. Thirty per cent. were
not aware of any evaluation plans or procedures. |

People also communicated various perceptions as to changes
which vere associated with the innova;ive attempt. - Ninety per cent
reported that the most significant change was that a greater number of
staff and students, including those staff and atudents who had never
before participated in the extra—curricular program, were now partici--
pating.in the-intramural program. Moreover, ‘the majority of staff - |

communicated that these changes had resulted in .an extra—curricular

. program which better meets the needs of the students of 0'Leary.

Summary
This chapter has dealt with data thatwere.collected from o

formal interviews of thirty staff menbers of 0 Leary. The purpose of

the interview schedule used in these interviews was to gather data op

the process of change through the framework of Miller's "Model of a
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Systems Approach to Problem—S_olving".' Data l‘ere collected pertaining
t§ all nine stﬁtes of this model.

When questioned with respect‘to the firgt stage—-AwarenéEs of
and/or peed'for change-4eighty-threelper cent of the intérviewees
‘expressed numerous personal perceptions of changes that were needed
in the extra-curricular sports program, whereas geventeen per cent
felt they rould not éomment on needed changes Secause they were never
in contact with the prograﬁ.

Ih'dealing with the‘sécond stage—Fstablishment of new and/or
redefiﬁition‘of existing goalsféthittyeéeven per centlof the inter-
viewees r;ported that the goais_and oﬁjectives of thé phyeical educa~
tion depﬁrtﬁent‘ﬁad unde;gone changes and fifty per‘éént,commented that
the goals‘and_objectives.of the-échobl had‘undergone changes. Thgse
changes iﬁclﬁded the reordering of‘goals and objectives; that i;, the
priorities placed on goals and objectives'were éhifted.

| With respect to the third s;aée-;Idénfification gnd,deéinition'
of prpblems-—fiftyfthtee per ceﬁt of the interviewees elaborated on -
the problems defingd, who was“involved in defining them, and Qh#t
process was used to define them, whereéas forty-sevgn per'cent‘were not
aware of the 1dentification and definition of problems. |

" For the fourfh stage——Selection and analysis of a priority
problem—ninety-three per cent of those interviewed-twéﬁty-eight\u
peopled-iﬁdicated that a problem had been selected,.though there were °
various perceptions as to what this probiem was. ?ifteen*ofvthese
tyentj-éight peoplelreporged that this selection was made through>the'
procese of informal d;scus;ion, but various perceptions were reported

with respect to who was involved in selecting the problem to be dealt with.

- \
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éuestions dealing with the fifth stage--Derivation of perfor-
mance objectives—-showéd that twenty—three.per cent of the interviewees
wé;e,not aware Sf the formulation of any performance objectives; fifey
per cent were aware that a written philosophy and a set of objecfiﬁesl
“had been formulated, and twenty-seven pérvcent were not aware of a
written philosdphy and set of objectives, but were aﬁare that objectives
had been formulated,

In regard to tﬁe sixth stage—-sélection a;d/ér gengratidn of
valtérnative solutibns-;fiftf per‘cenf of those interviewed‘reported
that alternatives Wefe éenera;ed'by comnittee members through informal
discussion. Ihebaltetnatives rebprted by this fifty per cent appeared'
to focus on eliminating vafibus_aépects of the interschool sports
pfogram.

Of significance to the seveﬁthrsté§é-Teéting and verif ‘on
of solutions—-was that éeventeen pér cent of the interviewees voad
‘that testing of solutions had occurred. When questioned about the - -
eighth stage-—Selection.and impleméntation of a soiution—-ninety-

- three per cent of those interviewed claimed that it had been decided
to expand the intramural program, but reported various @ecisioﬁs as to
’what gépects-of the interschool program would be'elimiﬁated.; This
ninety4threé per cent‘aléo,elaborated on how the solhtion was
implemented. Moreover, over eighty-fhree pér_cént comnuniégted what -
they percéivedvas barriers and facilitators to this change attenpt and

- _ 0
deficiencies of the change attempt. ' .

With resﬁect to the final stage--Evaluation of performancé

effectiveness~—thirty per cent of those interviewed were not aware of

Q
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any evaluation of the program, vhereas seventy. per cent.reported that
statistics on participation were kept. Furthermore,ﬂthe majority of
interviewees comrunicated that the implemented changes have resulted
in an extra-curricular sports program which better meets the needs of

O'Leary's students.



CHAPTER 6

SUMMARY, CONCLUSIONS, AND IMPLICATIONS

Summary

The purpoée of this study was to test the usefulngss gf a
conceptual model--Miller's "Model of a Systems Approach to Problem—
Solving'-~to faéilitate an understanding of the process of planned
change. Specifically, the general problem studied was:

To what extent does Miller's "Model of a Systeﬁs

Approach to Problem-Solving" facilitate an understanding

of the processes involved in a planned change; namely,

the reorganization of the extra-curricular sports

program in an Edmonton Separate School?
More specifically, the applicability of the nine steps of Miller's
problem—solving model were testgd: 1) Awareness of and/or Need for .
Change, 2) ﬁstablishment 6f4New and/or Redéfinition of‘Exiétiﬂg Goals,
3) Identification and Définifion of Problems, 4) Selection and.
Analysis of a Priority-Problem, 5)-Derivation of-qufbrmance Require- -
ments, 6) Selection and/or Generation of Alternative Solutions,
7) Testing and Verification of Solutions, 8) Selection and Implemen- d
tation of a Priority Solution and 9) Evaluation of Pérformance e
Effectiveneas.

Hiller;s,model,wasitgetéd by applying it to a case study of
an innovative at’tempt-t,he reorganivzati:onv of the ext‘rd—curricu]:ar‘
sports proéram‘at O!Leary School, 1Imn order to develop an accurate

account of this specific innovation attempt data were obtained from:

1) discyssions with the school's administrative staff, teaching ataff

135
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and student bod&, 2) A document search of ;ﬁe~school's physical
eduéation files, and 3) formal interviews with thirty of the school's
staff. . : ' ) ~

in order to test Milier's "Model of a Systems Approach to
Problem-Solving", an interview schedule was developed based on the
nine steps inherent in Miller's model. This schedule was used in
interviewipg thirty of the séhool's staff. These inferviews were
’ taped, transcribed, categorized according to the @ine ptoblems to. be
studied; aﬁd'figally data within each category weregfouped'abcérding
- to similariéf of responses. |

In attempfing to summarize the data collected frpm’thege‘
-formal interviews, two 1e§e1é have begn selected. At the first levél,. )
: thé’data 18 summarized in a.globél way. Th#t is, a’frequency graph 1is
develbped to illuscra;e how many interviewees were aware of the process
6f change progrégsing through each of_the.nige atagesfdf Milier's
problem—-solving model, Thié graph ;e presented in Figure 2. The ;

" vertical axis cdhtains the number of interviewees, while thecﬁbrizontal

axis cbntgina the nine stages of Miller's "Model of a.Systems Approéch
‘ , D .

,toéﬁ;oblem-Solving".

At the second leVel, specific data is summarized according to

the nine sﬁecific problems that were studied. Some of‘the data are

-~

presented in Figure 2.

(4

Problem 1 S o
| ™as there an awareness and need for change evident with

respect to the extra-curricular sporté program?" All of the thirty

staff interviewed were aware~that the physiéal,educition staff had

~
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-

identified a specific need for change in the extra-curricular program.
Moreover, each person reported that this need for chan: focused on the
improvemeﬁt of the e¥tta-curricular sports program by 1mp1enen?ing
cﬁanges that would facilitaté‘the involvement of all students in the
program, Eighty per cent of tﬁe incerﬁiewees either directly or
indirectly, stated that this identification of a need for change was
brougﬁﬁ about by an increasing awareneﬁs and concern for physical
fitness. Sixty-seven pef cent teborted that they becaﬁe aware of this
need for changé throﬁgh informal discussions with members of the
physical education staff and interschool coaches, while thirty per
cent noted that they became aware only after thé formal proposal of
intended changes was presented at a qtaff meeting in May 1976. 'Three

per cent became aware as a result of informal discussions with students.

Problem 2 |

"Were existing go#ls redefined and/or new goals established by
both the physical education é;éartment énd the school's administration?"
Fofty per cent of the thirty peoﬁle intérvieued were iware-that goals
v and objectives of the physical education department had altered some-
what, while forty-three per cent ueie aware that goals and objectives
of the school had und;rgone changes. Interviewees did not believe
at{ new goals had Seen, established, but rather that emphasis placed
e goals qnd'objecfiveu of th§ extra-qutricu%ar‘ptogrl- had
'ahifted.v Specifically, these people teported that: 1) priorities
were ahiftéd”fro- the interschool. program to the intramural program
‘and that 2) a greater emphasis vas pncq on the objective of develop-

ing physically fit students. Various Qr-bcrl of thawgéllittae‘i.r.

A)



LY

., criteria and was oﬁé problem, aiong witﬁ its change context, selected

. were aware that a problem had been_seiected to be dealt with. The
* problem feported'by fifty per cent of thqae,intexviewed was——""How can

- better use be made of the time and energy of staff, facilities, and .
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perceived as beilng instrumental in having these goals and objectives

realigned; however, there was a consensus that alterations were planned

in May and June of 1976, but did not go into effect until September 1976.

" Problem 3

"Were problems inherent in thé extra—curriculag sports program.
identified and defined?" Fifty-three per cent of the thirty staff who
were interviewed were aware that probiems had been identified and.
defined with respect to the extra-curricular sports prograﬁ. .Those
problems which were reported appeared to focus on four generalyareas:
1) defining thé role of the interschool and intramural programs,

2) improving the e*tra—curricular program by réorg#niziug if, 3):re—
placing the interschool program with- an zxpanded intramural proéram,
and 4) lessening the worquéd of thosge stgff who both teach and coach.
All fifty~three per cent coﬁmepted that.problems were identified and

defined through informal discussions. However, there are varying

perceptions as to who was involved in this ﬁrocess. The majority of

these fifty-three per cent noted that the identification and definition

of problems resulted from the efforts of all me s of the committee.

" i

Problem 4

’

"Were problems categorized according to some predetermined

i

and‘analyzed7". Ninety-three per cent of the thirty people 1interviewed

o

&

financgq‘so as to providé opportunities fof all students to participate"
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in the extra-curricular sports program?" Furthermore, fifty per cent
were aware of how a priority problem was selected. of this fifty per
cent, ninetf-four per cent reported that ultimately it was the com-
mittee's choice, while six per cent commented that physicalueducation
teachers throughout the city were involved in the selection process,
However, al] fifty per cent agreed that the selection.process was beaed

entirely on informal discussions.

-

Problem 5
"Vere performance requirements established to enable problem
resolution?" Seventy-seven per cent of the thirty people interriewed
were.aware that performance requirements were establiened. Fifty per
cent clnimed that a written.philoeophy and set of objectives were
formulated by the committee and were used as performance requirementa,
while twenty-seven per cent noted that performance objectives had been
veetabliehed, but' not that they had been documented. All seventy-
seven per cent suggested the primary objective which‘wns.developed;"
focused on developing maes participation in the extra-curricular Bports

program.

Prﬁtlem 6 _

"Were alternative solutions and strategies generat d/or
_selected?" Of the _thirty people interviewed fifty per ce:j\ﬁﬁ’
aware that alternatives had been generated. These fifty per cent noted
that alternativea were generated by committee members through i~ ” vmal
diacua;iona. Hbreover, they agreed that two outside resources w;ie

utilized tovhelp generate alternatives} These were® 1) literature

raaling with intramural sports programs and 2) gueqt.Iecturere'uho‘

45:—;1;
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outlined various intramural programs. Though the specific alternat .es
y _
reported by these interviewees varied, they were all concerned with

eliminating various aspects of the interschool sports progrdm.o

Problem 7

"Were solutions and etrategiee tested‘to verify feasibility
and practicality?" Eighty-three per éent of the thirty people inter-
‘vieaed were aware that solutions were tested. Though no formal means
of testing vere reported, fortp-three per cent communicated that all of
the generated solutions were tested inforqally, while forty per centv
commented that only the final proposai for change was tested by

presenting it at a staff meeting.

Problem 8 _ )
"Was a priority solution and etretegy selected?“ ‘Of the =~ .
| thirty people interviewed, ninety-three per cent were aware that a |
solution had been selected and implemented. All ninety—three per cent
reported that it had been decided to expand the intramural program,

while ninety per cent of respondents further commented about various |
espects of the interschool program which would be eliminated;

the people who reported that a aolution had been selected only forty—

six per cent were able to comment on how this selection,hed been B
made. Furthermore, theee forty-six per cent were able to describe how :
the innovation was i-plemented. They reported ‘that inplenentation |
occurred during both the 1975—76 and the 1976—77 school terms.
Implementation activities vhich were reported eppear to focue on:

;1) developing structural aupportn for the innovation, 2) creeting an

aﬁareneee of the innovetion, 3) educatins lteff and etudente about the .
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intramural program, and 4) creating an acceptance for the innovation.
Interviewees also identified various barriers to, and facilitatoré of,
this innovative atté@pt."ldentified barriers included four areas:

1) the committee, 2) the staff, 3) the students, and 4) the central
office and other schools. Reported facilitators included five areas:

' l) the édm{?istratioﬂ,,Z) the committee, 3) thg staff, 4) the students,
and.S) the.innovation itself. Deficienéies,'which intervieﬁees noted
in the innovative attemipt, included five areas:. i) the committee,

2) the development of the innovation, 3) the innovation itself, 4) the

implementgtion of the imnovation, and 5) the evaluation of the

innovative attempt.

Problem 9

"Was the performanceJeffectiveﬁess of the solution evaluated
throughout the cFange process?" Seventy per cent of thg interviewees
were aware of some form of evaluatidn;L These people coﬁmentéd thét the
‘only type of formal e§a1uation that has occurred was the keepihg of h
records regarding the frequency of participation of staff and students
in - the intramural program. Only the Intramﬁral Director reported that

formal plans to evaluate the innovative attempt were deyeloped, but

further commented that they had not been carried out.

Conclusions and Implicatious

The con;lusionsjan& impliéations discussed in this section are
/}baaed ugon the analfsis of a caaevstudy of an eduqatio;al innoﬁaﬁisﬁz
Miller;a "Model of‘a'Systems Approach‘to Prbblen-Solving"lvas used as
" an analytical model, | |

T
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The Relevance of Miller's Model to the
Process of Educational Change

The major problem which this study focused on was—-'"To what

- extent does Miller's 'Model of a Systems Approach to Problem-Solving'

facilitate an understanding of the processes invol#ed in a plannéd
change?"

Most of the literéture on educationél change.snggests that
there is8 a series of steps which a‘gystem,paases thrquh as it attempts
to iﬁtroduce an innovation. The first step in the problem—solving
process is normaliy creating‘aﬁ awareness of a problem or deficiency \\
in the operation of the system. That is, are the goals of the system ~
not being achieved, or are,thé.goals themselves ﬁo longer app;opriate
for the sygggm? Once thie'probiem'has beeh,identified, a solution is
searched f;}. Informétion which may be helpful in making .this decision
is gathered. The third'sfage consists of making a choice from among
the varioua alternatives. Finally, the innovation is introduced into
the system, and its éffectiveneas evglugted; The model developed bf
Miller has a somewhatAmore detailed serie; of sfagés: 1) Awareness of
and/or néed for change, 2) Establishment of new and/or redefinition of
eiistingAgoals,.3).Identification gnd definition of problenb, 4) Séiec-

tion.and analysiq of a priority problem, 5) Derivation of performaﬁce

requirements, 6) Selection and/or generation of alternativé"solutions,

7) Testing and verification of solutions, 8) Selection and implementa-

s

tion of a solution, and 9) Evaluation of performaﬁce effectiveness. -
The problem-solving model is so basic, and 8o frequentiy used

without. question, that the universality of its application is rarely

‘questidnedf ;HpﬁEVér, it was found that the innovative attempt-did not

s - i ) . -
— - . 5
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follow the exact sequence of stages suggesteé oy the model. The change
process did'progress through each stage of Miller's model; however, the
sequence of stages was different. Miller has developed a distinct
sequence through which the srages in his model should proceed. It is
important to note that this sequence developed by Miller was not evident
in the innovative attempt studied. More specifically, the sequence of’
stages which was inHerent in the innovative attempt studied, along with
the sequence of stages of Miller's problem—solving'model are presented
in Table 12. |

Folloving rhe first stage of Miller's model--Awareness of ond/or
Need for Change#-the nhysical education staff jumped to a solution.
Specifioally, théy.became avare thatvthe extra-curricular sports program
was not megting‘the needs of the majority of students and almost )
imMediately concluded that an expanded intramural program was‘needed.
-The-idea- of expanding the intramural program did not come about as a
result of an organized search for a solution to a well articulated
problem. The idea of an expanded intramural program first attracted :
vthe attention of the physical education staff because ‘it seemed to
of fer all stndents; regardless of athletic ability, the opportunity to
.participate in firness related carry—over activities. This problem
was not something new; rather, -it was a longstanding concern of the
system for which no oné had yet been seribusly seeking a solution.
The committee was then formed to further develop this solution.

Toward the end of developing and implementing the solution, the
innovative process did progress-through'the remaining steps outlined.by
Miller's modelr_ Specifically, after the jump to a solution had océurred

the comnittee concerned itself with the problems of how to better
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, T Table 12 A ComparisWthe Stages k& _,,//
* of Planned Charge o

Stages of Miller's Model Sequence Inherent Sequence Inherent
, : in Miller's Model in the Innovative
Attempt

Awareness of and/or need for
change . 1 _ 1

Establishment of new and/or v - .
redefinition of existing goals 2 )

Identification and definition -
of problems : 3 o 3

Selection and analysis of a
priority problem ’ 4 : 4

Derivation of performance
requirements 5 . ' 5

Selection and/or generation of- . ‘
alternative solutions 6 7

Testing and verification of

solutions . ) 7‘ 8

*Selection of a-éqlutioh‘ - : : - 8 : 2

? *Iﬁplemen;atioﬁ of a se}ution ; 9 - 9
Evaluatio# of pgrformanée ) - . |

effectiveness ‘ . 10 10

*¥In order to facilitate the comparison of\;he stages of pianned change;
Miller's eighth stage — Selection and Implementation of a Solution --
has been broken down into two stages. ‘ B



\\//

which was selected to be implemented; attention focused on both the
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utilize human and material resources, while the implementation aspect
focgﬂed on what changes would heve_to be made in the 1hterechool progfam
aﬁ/e consequence of developiﬁg and instituting an expanded intramural )
program. Moreover, perceptidns of the priority problem that was selected
to be dealt with; were generally stated problems which easily encompassed
both of the aforementioned aspects. With resﬁectbto‘berformaﬁce
requirements, this stage appeared to focus entirely on the development
bf'the solution._ That 18, a written philosophy and set of objectives
were formulated for the intramural program. These were to guide the
committee in its efforts to develop an expanded inttamural program.

When reporting generated alternatives, interviewees focused only on

one aspect of implementation, specifically, they focused on changes

that would have to be made in the interschool program so as to

- accommodate an expanded intramural program. It appeared that people

were more cencetned withvthe conéequencedyof implementing’ an expanded
intremurel program to the,interechool program, fhan with the actual
implementation of the intramural program; When reporting the soluﬁion
. . N
intramu:al program and the interschool program, Though not directly
repbrted by ipterviewees, it may be euggested'that tﬁé decision to
eliminate the jﬁnior inte;school sporﬁs program eou;d'be coneidered as
a structural suﬁport for the 1mp1eeentation of.ghe intfamufal program,

This decision would result in additional funds, facilities and staff

- being available for the intramural pfogram. Moreover, it was felt this

would hopefuily add to the successful adoption of thevprogram.'
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The committee appeared to be primarily concerned with develop~
ing the fnnovation. Much time and effort were expended on planning the
framework and specific details of the intramural program. Moreover,
some interviewees commented that’ the amount of planning that went into
the development of the intramural program produced such a well

organized program that it facilitated its own adoption. Furthermore,

there were no major deficiencies, and very few minor deficiencies

reported with respect to the intramural sports program, However, this
was not the case with the implementation of the planned changes. It 1is
evident that there was little attempt, if any, to formulate a plan or
adopt a sﬁpé;e;;\ggr the implementation of the developed changes. The
" problem of winning the support of all significant grOups in the school
for a potentially contrqversial innovation did not appear\‘o be directly
dealt with. ferhapa it was felt that the innovation would sell itself
once the significant groups became familiar with the intended changes
\\di'the rationele for them. However, it does not appear that e
s§;tematic attempt was-made to educate concerned parties with respect
to the rationale and intent of the planned innovatiOn. This is not to»
v‘say that attempts were not made, for they were. What 1is suggested
is that persons attempted to create an acceptance for and justify the
changes on an individual basis, but with a lack of coordinated effort
- and congruency.
Little attention was given to planning for the evaluation of

the performance effectiveness of the innovation. Only the Intramural

. Director reported that he had formulated a plan for evaluating the

.
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intramural program; howeve;, he reported that<}he'plan hgd not beenv
carried out, This suggests that‘when An innovation is developed for a
specific situation, primary emphasis is placed on its development with
littl; attention given to its implementation énd evaluation.

Althsdgh the innovative attempt did not progress through the
seduence of stages outlined by Miller, the model does appear to be
appropriate for andlyzing the process of changé.i Moreover, it éould be
utilized as a framework to guide administratofs in planning‘change.
Specifically, by proceeding throﬁgh each of the stagesrinhefent in
Miller's model the planning and implemenéation'of innovations Qould
become more sjstemafic and perhaps resuit in an increase# acceptance

]

of innovations in educati&nal systems.

Propositions that have been derived include: i

1. Inherent in a chaﬁge attémpt are both v;siblé and invisible
change agents. That is, there are individuals who caﬁ Be easily
identified as being involved in the change process, and there are
individuals who are active énd4iﬁVolved in instituting innovations,
but are not highiy'visibie.

2. Inherent in the change. process are differépt change agents
who function at varioua levelsbof the-ayétem. For instance, in the
innovative at;embt studied the principal acted as a changg agent in
providingAstructural suppbrt for the innév;tion whereas the physical
"educatioi.x sta'f,f_ nembers acted as change agents in “"selling” the
innovation to both fellbw staff membefa and students éf 0'Leary. -

3. When an in#ovation is déveloped for a specific situation’
vprimary’euphasis is 6ften‘p1acea on its devélopnﬁﬁt, with little atten-

tion given to its implementation and evaluation.
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4. . The process of change often proceeds from an awareness of
a need for change to the selection of a solution, that is, a "problem

to solution jump" is often inherent in the change process.

Implications for Future-Relearch

Based upon the conclusions'reported in the previous section,

the following suggestions for future research are made:

-;jjﬂpn:eded which focus on the applicability of

- /needed &hieh test various models by applying
‘them to actual innova%ive -attempts in order to facilitate a more
comprehensive understanding of the innovative process.

3. Studies are needed which fo.us on the stages which ﬁlanned
change progé?sses thfough. The baéic phaseé which seem to be inﬁereﬁ;
'in the innovative attempt appe;red to be: a) Awareness of and/or need
for change, b) Generation of a solution, c¢) Dé@f%fpment o‘ithe solution,
d) Implepentatioq of the solution, gﬁd e) Evaluation of the solution's
effecﬁiyenesa.

4. Studies are needed which focus on the transitioq from an

\\\_Fwareness of and/or identificatiﬁn of a need fof change to'the
generation of a solution. | |

5. Studies nr? needed which focus on the development of the
innovation itself. . |

6. Studies are needed which focus on the 1-p1en-nt;tion of

the innovatiom. ' . o .

Tade
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7. Studies are needed which focus on the evaluation of the

innovation's effectiveness.

Implications for Educational Administration ,

Several of the cenclusions and implicationa of this study are
“important to practicing educational administrators. However, the
‘findinés of‘the study are by no means conclusive and until they have
been verified, the implications must remain tentative. These include

the following: : ' ' ; ' .4

‘ : g
1. When planning change, administrators shOuld utilize an

appropriate framework to guide and facilitate their planning efforts.

2. Miller L "Modei of a Systems Approach ‘to Problem—Solving
would be an appropriate framework for adminiatrators to use as a guide
wvhen planning for change.

3. Administrators should guard against the "problem to
solution leap”. /
4., Administrators should systematically plan for the’
development, the implementation, and the evaluation of the innovation.

5. Administrators should place at least as much emphasis on
planning the implementatiqn of,the innovation and the evaluation-of,
the innovation's effectiveness as they do on developing the innoaation;

6. Aﬁministrators shonld evaluate both theiperformanee
effectiveness of the {nnovation and the process by which change took_“

P’y
place.

- Q.



*

BIBLIOGRAPHY

151



Ly

152
BIBLIOGRAPHY

Abbott, M.G. "The School as Social System: Indicators for Change.
In J. Baldridge and T. Deal (ed.), Managing Change in Educa-
tional Organizations. Berkeley: McCutchan Publishing
Corporation, 1975.

Argyris, C. Intervention Theory and Method, A Behavioral Science
- View. Reading, Mass.: Addison-Wesley Publishing Co., 1969.

Asher, J.W. Educational Research and Evaluation Methods. Boston:
Little, Brown and Company, Inc., 1976. . :

Baldridge, J.V. "Organizational Imnovation: Individual, Structural,
and Environmental Impacts.”"” In J. Baldridge and T. Deal (ed.),
Managing Change in Bducational Organizations. Berkeley.
McCutchan Publishing Corporation, 1975. o

Baldridge, J.V. and T. Deal. Managing Change In Educational
Organizations. Berkeley: McCutchan Publishing Corporationm,

1975.

Barnard, C@y;fhe Functions of the Fxecutive. Cambridge, Mass.:
Barvard University Press, 1938.

Bennis, W.C.L Organizational Development,'Its Nature, Origins,. and
Prospects. Reading, Mass.: Addison-Wesley Publishing Co.,
1969. . : - ) _

Bennis, W G. "Theory and Method in Applying Behavioral Science
to Planned Organizational Change."” In W. Bennis, K. Benne,
and'R. Chin (ed.), The Planning of Change. New York: Holt,
Rinehart and Winston, Inc., 1969. :

Berman, P., and M. McLaughlin. "Iﬁplementation of Edﬁcational
Innovation." Educational Forum, Vol. 40, March 1976,
ppP. 344-370.

Blanzy, J.J. "A Change System for Education.” Educa®ional
Technology, Vol. 14, April 1974, pp. 45-47.

Blau, P.M. .The Qynﬁnita of Bureaucracy. Chicago: The University
Press, 1955. ‘ o

Buchanan, P.C. "Tbe Concept of Organiz ional Development, or Self-
- Renewal, As A Form of Planned Change." 1In G. wntson'(ed.),
Concepts for Social Change. Wdlhington, D.C.: National

g Laboratories, . .

‘A
¥

5
" .



o

/ Grose; N

153

Al

Bushnell, D.S. "A Systematic Strateg, for School Renewal." In D.
Bushnell and D. Rappaport (ed.), Planned Change in Education.
New York: Harcourt Brace Jovanovich, ‘Inc., 1971.

Carlson, R.0. Adoption of Educational Innovatioms. University of
Oregon: The Center for the Advanced Study of Educational
Administration, 1965.

Chin, R. and K.D. Benne. "Gefffral Strategies for Effecting Changes in

Human Systems."” In W. Bennis, K. Benne, and R. Chin (ed.),
The Planning of Change. New York: Holt, Rinehart and Winston,

Inc., 1969.

Deal, T., J. Meyer, and W. Scott. "Organizational Inflwences on
Educatiorial Innovation." 1In J. Baldridge and T. Deal (ed.), -
Managing Change in Educational Organizations. Berkeley: ‘
McCutchan Publishing Corporation, 1975. ) »

[t
a

‘Dwyer; M.S. "Mhstering’Change in Education Getting Started Assessing

Readiness for, Change." Educational Technology, Vol. 16,
September 1973 pPp. 52-56.

Gallaher, A.. "Directed Change in Formal Organizations: The School
System." In O. Carlson et al., Change Processes in the Public
Schools. University of Oregon: The Center for the Acvanced
Study of Educatjional Administration, 1969. i

" Gee, Wilson. Sociel Science Researc Metlods., New York: ~Appleton-

Century-Crofts, Inc., 1950.

Good, C.V. "The Sequence of Steps irn Case %tudy and Case Study Work."
Educational Research Bulletin, 7ol. 21, September 19§2, pp. 161-
171, ., S

Getkin, L. and L. Goldstein.‘“"Programed Instruction in the Schools:
Innovation and Innovator." In M.B. Miles (ed.), Innovation ims. .
Education. | Columbia University, New York: Teachers College'
Press, 1964 ' : : '

~ Griffiths, D.S. ”Administrative Theory and Change." 1In M.B. Miles

(ed.), Innovation in Education. €olumbia University, New'York:
Teachers College Press, 1964. ‘ .

Griffiths, D.E. "The Elementary School Principal and Change in the
“School System." Theory into Practice, Vol. 2, December 1963,

po. 278-284. - ) - N ‘Q‘
s Jo Giacquinta, and M. Bernstein.- I lementin Or anizational

Innovations. New York: Basic Books Inc., 1971.

51
Pt }t




L ~ ' A
Harvey, D.,F. and D.R. Brown. An Experiential Approach to

Organizational Development. Englewood Cliffs: Prenticc-iall,
Inc., 1976.

Havelock, R.G. A Guide to Ipnovation in Educatidn. The University
of Michigan: Institute for Social Research, 1970:

Havelock, R.G. The Change Agent's Guide to Innovation in Education.
Englewood Cliffg: FEducational Technology Publication, 1973.

Havelock, R.G., A. Guskin, M. Frohmen, M. Havelock, M. Hill, and
J. Huber. Planning for Innovation Through Dissemination and
Utilization of Knowledge. Institute for Socia. Research,
University of Michigan: Center for Research -~ Utilization of v
Scientific Knowledge, 1971.

Heathers, G. ”Planned Educational Change&g In Search of a Research
Tradition.’ Viewpoints, Vol. 50, May 1974, pp. 9—14.

‘Hoﬁéa, K. "Pathwayqﬁand Pitfalls in Introducing Change." National
Apsociation of Secondary School Principals Bulletin, Vol. 60,
April 1976, pp. 43—51 '

Hull . L.‘(g;;gi)lling Innovations Via. Inservice Education." Theory
5into‘Prac ce, Vol. 14, February 1975, pPp. 43-48.
fhgraﬁ, E.J. "Adapcive Funcfions and Skills in Educational Systems."

The University of Alberta, Edmonton: A paper presented to the
‘Alberta Principals' Leadership Course, 1973.

Jenkins, D. "Sécial Engineering in Educational Change: An Outline
of Method." Progressive Education: Vol. 26, May 1949, ™
] pp. 193-1970 ) . . .

Jenkins, D.H. "Force Field Analysis Applied to a School Situation."
In W. Benn‘:, K. Benne, and R.  Chin (ed.), The Planning of
Change. Nev ork: Holt, Rinehart, and Winston, 1961.

UJonés, G.N. Planned Organizational Change: A Study in Change‘
Dynamics. New York: Praeger, 1969.

-

154

Katz, D., and R. Kahnh. Social Psychology of Organizations. New York: .

Wiley and Sons, 1966. . L.«

. j ' EJ g :
Leavitt, H.J. "Applied, Organizatioﬁ Change in Industry: Structural,

Technical and Human Approaches."" In Dalton, G., and P.

Lawrence,.__ggnizational Change and Development. Homewood,
-I11inois: ,'Richard D. Irwin,.  Inc., 1970. o

i
1y

J"i}:




155

Lewin, K. "Quasi-Stationary Social Equilibria and the Problem of
Permanent Change." 1In W. Bennis, K. Benne, and R. Chin (ed.),
The Planning of Change. New York: Holt, Rinehart and Winston,
Inc., 1961. :

Lippitt, R., J. Watson, and B. Westley. The Dynamics of Planned Change.
New York: Harcourt, Brace and World, Inc., 1958. ’

Mackenzie, G.N. "Curricular Chanee: Participants, Power, and

Processes." In M .. fles (ed. ), Innovation in Education.
Columbia University, New York: Teéachers College Press, 1964&
v T e
v, “
Mann, D. "Making Chang :n." Teachers College Record, Vol, 17y
February 1976, pp. ...-315. - , Nd!:%;

.

Maslow, A.H. '"Observing and Reporting Educational Experiments. !

Humanist: Vol. 3, January-February, 1965.

Miles, M.B. "Educational Innovation: The Nature of the Problem."
. In M.B. Miles (ed.), Innovation ih Education. Columbia
University, New York: Teachers College Press, 1964.

Miles, M.B. "Innovation in Education: Some Generalizatioms." In o /
M.B. Miles (ed.), Innovation in Edutation. Columbia
University, New York: Teachers College Press, 1964.

Miles, M.B. '"Planned Change and Organizational Health: Figure dnd
Ground.{? In 0. Carlson et al. Change Process in the Public
Schools. ? University of Oregon: The Center for the Advahced "
Study of Educational Administration,}1969 ) e 9

e

Milier, D.P. "Policy Formulation and Policy Implementation in an -
Educational System.”" 1In R. Kraft (ed.), Strategies of
Educational Planning. Florida State University. Educational
- Systems Development Center, 1969.

" rt, P.R. "Studies in Educational Inndn‘tion from the Institute of
Administrative Research:. An Overview." 1In M.B. Miles (ed.),
Immovation in Education. Columbia University, Bew'York:

o Teachers College Press, 1964. - o

’ \\_}).
0'Leary School: . Intramural Handbook. Edmonton. 1975, o

0'Leary School. Intramural Handbook. Edmonton. 1976

hlad

Olsen, W.C. "General Hethods° Case Study." In The Scientific
) Movement in Educatiom. Thirty—seventh Yearbook of the National
Society for the Study of Education, Part II, Bloomington,
Illinois' Public School Publishing Co., 1949. ¢

Owens, R. Organizatfonsl Behavior in Schools. Englewoodlcliffo:
PrenticArHall Inc., 1970.




156

Prebble, T.K. The Jordan Plan: A Case Study in Educational Change.
npublished Ph.D. Thesis, The University of Alberta, Edmonton,
975 _

Rogers, E.M. Diffusion of Innovations. New York: The Free Press,

1962,

Rogers, E.M., and F. Shoemaker. Communication of Innovations. New
York: The Free Press, 1971.

Sarason, S.B. The Culture of the School and the Problem of Change.
Boston: Allyn and Bacon, 1971.

Schein, E.H. Organizational Psychology. Englewood Cliffs, New .
Jersey: Prentice-Hall, Inc., 1970.

Sergiovanni, T., and F. Carver. The Rew School Executive: A Theory
of Administration. New York: Harper and Row, Publishers, Inc-.,
1973. ) ' ’

Sieber, S.D. "Trends in Utilization Research: Knowledge Utilization."
ViewpoInts,” Vol. 50, May 1974, pp. 61-81. . ‘

Sybouts, W. "Change by Objectives." The Clearing House, Vbl 48
October 1973, pp. 62-72,

Toffler;, A. Future Shock.v New York: ?Random Houee, Inc.,’1970..l

. Tuckman, B.W; Conducting Educational Research.. New York: Harcourt ’
Brace Jovonovich, Inc., 1972 :

Watson, G. "Resistance to Change." In G. Whtson;jed ), Concepts for
. Social Change. Washington, D.C.: National Training
Laboratories, 1967. Y g

Wilson, J.A. 4"The€se of tase Studies in Diffusion Research."
Viewpoints: ol. 50, May 1974,'pp. 83-106

Young, P.V. Scientific Social Survezs ggg Researc . New York' '
Prentice-Hall TInec., 1951. o

AN



APPENDIX A~
STAFF INTERVIEW SCHEDULE .
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STAFF INTERVIEW SCHEDULE

PART I DEMOGRAPHIC DATA

1'

5.

6.

Name:

“Surname . First Name '

Spécific position held dﬁring the 1975-76 school term, i.e. math

teacher, english teacher, vice-principal, etc.

Specific position held during the 1976-77 school term.j‘

Including this yeaf,‘héw many years have you worked at O'Leary?

Prior to the 1976-77 school term, had you been associated with the

extra-curricular sports program?
YES . 4 NO

oo

=
¥

If yes, a) in what capacity in tgﬁﬁintramural program?

b) in what Eébgéity in the interschool program?
/ . .
y, . .

Are you presently (1976-77 school term) associated with the extra-

curricular. sport? program? ;
YES NO | &

If yes, a) in what capacity in the intramural program?

, T —~ , . ,
‘b) in what capacity in the interschool program?
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STAFF INTERVIEW SCHEDULE

PART II  ANALYSIS OF THE CASE’

- : ,
', Stage One——Awareness of and/c ' Need for Change

With respect to the extra-curricular sports program offered
during the 1975-76 school term:

1. What major changes did you feel were needed?

2. During the final months of the 1975-76 school term were
you aware that the physical education staff had focused .
attention on a need for change in the extra-curricular
sports program?

a) If so, would you please elaborate on this need for
change and how you became aware of it.

b) If not, when did you become aware that attentiég had
‘ focused on a need for change and would you please

elaborate on this need for change and how you
became aware of 1t?

Stete Two-Establishmeht;bfﬁﬁew‘ahd/or:Reqefinition'of Existing Goals
Once attention had focesed on a need for change:

1. Did you perceive that the goals or objectives of the
physical education department with respect to the extra-
curricular program had undergone changes?

a) If 80, would you please elaborate o# how they were

altered when they were altered, and who was instrumental
in having them altered

- 2. Did you perceive that the goals, objectives; or policies of
the school with -respect to the extra-curricular program
had undergone changes?

a) If so, would you please elaborate 6n how they were
. altered, when they were altered, and who wasofﬁstrumental

 in having them altered. -

Stage Three—Identification and Definition of Problema

“With respect to the extra-curricular sports program and the
*avareness of a need fof change:
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1. What problems were identified and defined and how this was done?

Stage Four—Selection and Analysis of a Priority Problem
Once problems were ‘identified and defined:

1. What process was used to select a problem to be dealt with
and what was this selected problem?

#» How important do you feel the selected problem to be dealt
with was? :

Stage Five--Derivation of Performance Objectives
Once a problem was selected to be -dealt with:

'1. What objectives were established in order to aid in aolving
the problem?

2, 'How were these objectives establishedf

- Stage Six--Selection and/or Genmeration of Alternative Solutions

Once a problem was selected to be dealt with and objectives
selected to aid in solving it:

1. What sort of attempt was made to generate alternative
solutions? - ' '

2. What alternatives were generated? ' : by

. . . »
Sgage Seven--Testing and Verification of Solutions

Once alternatives were_geserated:

1. What process was uaed to test alternatives with respect to
their feasibility and practicality? :
Stage Eiggt-—Selection.and Implementstion of a Solution
* Once alternatives were generated and tested:
1. What solution»was selected to be implemented?
''2. ‘What process was used to select this solﬁtioﬁi

3. How was the solution implemented?

e, -
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4, What did you perceive as barriers to this change éttempt?
5. What did you perceive as facilitators to this change attempt?

6. What did you perceive as deficiencies in this change éttempt?

Stage Nine—Evaluation of Performance Effectivéness

1. What plans were formulated to evaluate the effectiveness of
the changes that were made?

2. What changes have resulted from this'new extra—-curricular
sports program?
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'DEMOGRAPHIC DATA
ON INTERV{EWEES
'
. o ‘Years at Association with
Interviewee Position 0'Leary Innovative Attempt
1 ~ Social Studies and 11 None
Itallan Teacher
2 Physical Education 6 Committee Member;
* Teacher Intramural Par-
‘ ticipant;
Intramural Super-—
visor;

Interschool Coach.

3 - , English. Teacher 4 Intramural Super-
‘ : visor :
T . :
o4 Assistant Principal 3 . Committee Member;

Intramural Super-

&
\
5> Automotive Teacher 6 None
6 - - Sclence Teacher -9 Committee Member ;
: ‘ : " Intramural Super-
visor.
7 . Assistant Principal 10 Intramural Par-
- - ticipant
8 Drama Teacher - “ 7 None
9 Mathematics Teacher .9 | - None
10 Beauty Culture Teacher 5 . "~ None
11 Mathematics and 5 Committee Member;b
* Business Education : Intramural Super-
Teacher . ' visor.
12 Assistant Principal 7 * None
13 ' English and Pontoon = 6 - None -
Teacher . : ' : ) :
14  English Teacher 2 " Intramural Super-

visor for 3 months.

e - P
. T - ub»"
PR © T By

T
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Interviewee

Position

Years at
0'Leary

Association with
Innovative Attempt

0

15°

16

17

18

20

21

22

23

24

Guidance Counsellor

Mathematicé Teacher

English Teacher

Principal

Physical Education
Teacher

N

English and'Religion
Teachet'

Religion Teacher

" Science Teacher

Food Science Teacher.

Guidance Counsellor

4

17

10

11

Committee Member;
Intramural Super-
vigor; o
Intramural Par-
ticipant;
Interschool Coach.

Intramural Super
visor; . :

Intramural Par-
ticipant.

Commirtee Member;

Intramural Par- -
ricipant; '

Tuterschool Coach.

Principal Overseer

Committee Member;
Intramural Super-
visor; ’
Intramural Par-
ticipant.’ ‘

Committee Member;
Intramural Super-
visor; . .
Intramural Par-
ticipant.

Nene
Committee Member; -

Intramural’ Super-
visor;

‘Intramural Par-

‘ticipant.

Interschool Coach

- Committee Member;

Intramural .Super-
visor;

Intramural Par-
ticipant.
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Interviewee

Pogition

Years at
0'Leary

Assoclation with
Innovative Attempt

25

26

27

28

<29

30

Mathematics Teacher

Physical Education
Teacher .

.Sociél Studies Teacher

and, Student Activities
Department Head

Mathematics Teacher

French Teacher

Physical Education

v‘Teacher

13

Committee Member;

Intramural Par-
~icipant;
Interschool Coach.

Committee Member;
Intramural Director;
Intramural Par-
ticipant;
Interschool Coach.

" Interschool Coach

Intramural Supef—

" visor

Interschool Coach
Committee Member;
Intramural Super-
visor;
Intramural Par-
ticipant;
Interschool Coach.




