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Background

The Watson School of Education (WSE), a department within the University of North Carolina, Wilmington is the third largest producer of traditionally prepared teachers in the state (NCDPI  2005).

The WSE has formed a Diversity Committee to explore the level of diversity communicated within the curriculum. WSE is supported by 107 faculty, 1100 students, and 4 educational departments. Complying with a Diversity Committee request, a team of four graduate students designed and implemented an extensive TNA analyses and evaluation document. 


Significant results of the analyses are as follows: 30 (90.9%) faculty felt it is important to incorporate diversity into their teaching; 29 (87.9%) faculty felt diversity is important to preparing teachers to teach diverse learners; 24 (72.7%) faculty are interested in finding out more about implementing diversity in their curriculum; 25 (75.8%) faculty did not want to attend a diversity presentation, seminar or workshop; 144 (69.5%) students reported the WSE had prepared them to work with diverse populations; 184 (88.9%) students reported their professors had indicated valuing diversity was important to becoming an effective teacher.


Significant faculty suggestions for implementing diversity into the curriculum are as 
follows: 

· There should be an academic expectation that all faculties address diversity (as determined by the WSE) and clearly have it as part of their course objectives…..

· Please provide pragmatic and practical examples for inclusion into classroom methods and delivery.

· Often overhear professors/administration are not concerned with students and what happens to them. Maybe changing students’ perception will help.

· Culture awareness and culture sensitivity, workshop; artifacts display from different cultures and countries; International day activity in WSE atrium.

Proposed Solutions

Based on the previously recorded results, the following possible solutions are recommended and will be the foundation for change management to help support the WSE improvement goals:
1. Define the term diversity as pertains to the WSE
2. Define expectations for diversity in the WSE curriculum

3. Determine deadlines for incorporating diversity into curriculum
Identifying the Stakeholders


The Chancellor of UNCW is very supportive of diversity study and has adopted diversity standards and goals for the university since 2003. The Dean of WSE serves as chairman of the Diversity Committee of WSE and answers to the Chancellor of the University. Her role is very significant as she has the power to support or veto change. It is most important to recognize the Dean has approved efforts to survey faculty and students to reveal information concerning diversity. The Diversity Committee is comprised of 13 members supporting the Dean’s commitment to diversity knowledge within curriculum. Before reading the results of how change could have a positive effect on curriculum, there were recorded mixed feelings from the107 WSE faculty members. Only 33 faculty members responded to diversity issue surveys hand-delivered to individual UNCW mail boxes. The low return rate of faculty surveys limits the significance of the TNA analyses, but the pro and con faculty information still needs to be referenced by the committee as representing major stakeholders. 

The students are interested stakeholders, and though the students will be graduating, their survey input is important to defining diversity expectations within curriculum. The community is also a stakeholder. The social community is affected by major issues, changes, goals or expectations from the WSE and could possible be a vehicle for change. Among many other attributes, community members are comprised of individuals representing leadership through educational board participation, or voting parental concerns. Before a change is implemented, the stakeholders are responding positively and negatively.


For the purposes of this paper, the Instructional Designer is the change agent. The change agent will identify the resisters, the early and late adopters and become a promoter of new ideas leading to solutions. The following graphic is an adaptation from Everett Rogers 'diffusion of innovations' theory.  
Potential Resistance Existing in the Organization
The Innovation Adoption Curve 
[image: image1.png]


Analyses of open-ended survey questions indicated the following issues of resistance to: “having more workshops; having to participate in meetings of no personal interest; over-use of the word/topic diversity; unclear expectations; because of no set of clear standards”.
Before change, there is a greater percentage of Later Adopters than Early Adopters, and a noteworthy number of Resistors. Based on Rogers’ theory, the innovators are those individuals desiring a change and have stepped forward to initiate action. The Early Adopters are the opinion leaders, willing to try out new ideas, but very carefully. The Early Majority are careful but accepting of change more readily than the average. The Late Majority are skeptic and will only use new ideas when the majority has adopted the new innovation. The Laggards are traditionally people very critical towards new ideas and will only accept an innovation if the new idea has become a tradition. 

It is very important to follow step by step the stones as referenced in (Appendix F). The steps are in two parts. Part one is where the opinion leader seeks outside information regarding the value of diversity being incorporated into the curriculum, and the second step is where the opinion leaders takes the outside information and passes the knowledge to other stakeholders by word of mouth or demonstration. Fortunately, the Earlier Adopters have the support of the major stakeholders. The major stake holders are the University Chancellor, the Dean of WSE and a committee of thirteen serving on the Diversity committee board under the direction of the Dean. 
Change Management Strategies –– Timeline
Gaining Deeper and Wider Acceptance of Stakeholders: (Appendix A)
	Strategy
	Timeline

	Gaining stakeholders acceptance 
	April 18, 2007



The following 6 phases will introduce adopters to the importance of each stage and the details of the acceptance and adoption steps. It is noteworthy to remember not to skip any of the stages.

Awareness: 

Stakeholders must be aware of what is trying to be accomplished. The April 18th meeting of the Diversity Committee and the Change Agent is a response to a request made by the Dean of WSE for attendance. An invitation is extended to all faculty following survey suggestions to be allowed to attend decision altering meetings. The meeting will be designed to make preparations to finalize a dictionary definition of diversity and to select a committee of five to determine expectations the WSE will set for diversity applications within the curriculum. The meeting will be announced in the university newsletter as to time, location, and purpose. There is to be a brief paragraph in the newsletter and the Dean’s letter describing the purpose and proposed outcome of the April 18 meeting. (Appendix H for details)

The change agent’s responsibility is to ascertain there will be a meeting April 18 and at the meeting the following agenda will happen: First, copies of the results of the TNA surveys and open-ended questions will be given to each stakeholder for review; The change agent will verbally highlight those issues carrying more than 50% request for action. By presenting a mental picture of the results, the change agent will now present faculty and student suggestions exposing the need for change. It is up to the change agent to present a clear, positive and motivating summary of the survey information. 
Interest:

The second phase towards acceptance is gathering positive and negative information from the individuals in attendance. The change agent will also share positive and negative comments from the survey results in case a member might not have been able to attend the meeting. The sharing of positive and negative comments will also be addressed in the newsletter and hopefully stimulate attendance. The April 18 meeting is a time to encourage questions to actively involve faculty to search for more information. The change agent will have outside information available from other universities seeking to solve the identical subject matter. (Appendix I). Seeking information from other sources will promote group discussions. It is important the change agent place a positive adopter in each resister group for knowledge growth and balance. By mixing the personalities, everyone will be allowed the opportunity to air their doubts while being given the knowledge to re-mold decisions towards a positive return.

The change agent must be sensitive to early adopters and perhaps some risk taking on the adaptors part. The agent must have prior knowledge as to any adverse situations a faculty member might experience by voting to be an early adopter. The agent must be prepared to support the risk and offer positive alternative measures.

Evaluation:

During the phase of evaluation, the change agent must provide information to enable the faculty to envision the innovation applied to their own situation. The agent must virtually take the faculty to their class setting, allow time for the faculty to mentally picture their students, their daily activities, and their urgency for performance, and then ask the faculty member to provide suggestions as to how they envision diversity being presented in their environment.
By including this phase the faculty is going through a behavioral trial, a mental before-trial evaluation of their own classroom implementing the innovation. The agent asking for “what are you envisioning in your personal classroom” provides crucial information as to whether the faculty member places a high value on the innovation or not. If not, the agent must then show how the areas in question from the faculty members can be satisfied; how might the innovations fit the criteria of their specific setting? Then, re-visualize the classroom with the faculty member. Ask the faculty member, ‘have the additional suggestions of using diversity knowledge techniques in a different context helped to elevate your personal need for change? 

Trial: 

With school coming to a close for the Spring session 2007, it will be difficult to introduce change, but ‘trial’ is an important phase and must now be skipped. The change agent must do the following considerations to keep the mid-line resisters progressing towards adopters. The change agent must provide workshops, where faculty can easily access diversity “spur-of-the-moment” books, literature, films, speakers, videos, field trip opportunities. Within each provision there needs to be readily accessible materials and job aids for how to use the materials. There needs to be access to consultant materials providing virtual access to ‘already adopted diversity programs’. The agent needs to provide continual encouragement and help the faculty evaluate their own experiences. The agent needs to use those experiences to build a data bank or successes for future use by themselves, their students, their peers. Through recording of experiences, faculty will begin to realize the value of adoption; especially the recordings of perhaps a negative experience. All faculties must quickly turn around a negative experience in their classroom, and by doing so, the positive value becomes a realization towards adoption.
Adoption: 

	Strategy
	Timeline

	Meeting to adopt or adapt the definition UNCW already has of diversity
	Definition: April 18 – April 18
Expectations: April 18 – April 22
Chancellor approval: April 23
Trialability/Observability: May 21 – May24


[image: image5.png]Adoption of
the Innovati

Later Adopters

Time





Once the mental picture and the facts are presented to those in attendance, the spokesperson for the Diversity Committee will assign or ask for volunteers to lead a committee of five immediately after the April 18 agenda to determine the definition of diversity to be used as the WSE definition. There will be a prior agreement to accept the definition the committee of five decides to implement. The definition is to be submitted to the Dean who will subsequently submit for approval to the Chancellor and return the signed approval no later than Monday, April 23, 2007. Committee members are to be given a $400 stipend for participation and continuing education credits.


During the April 18 meeting there are to be thirteen individuals selected to determine the expectations for diversity within curriculum. Each individual will be responsible for one expectation. Each individual is to study the survey analyses from the students and the faculty before making a decision. Because of the massive responsibilities and work load of the faculty, a matching stipend of $400 and continuing education credit will be honored. There is to be a meeting on the 10th of May to submit each of the suggested expectations. The expectations are to be typed and presented to the WSE Dean who will forward the diversity issue expectations to the Chancellor’s office for review and approval and integration by July 17, 2007.

Adoption does not come easily for the resister. There is still some skepticism and uneasiness when leaving the security of teaching in the same manner for many years and now being asked to adopt another change (refer to faculty suggestions, page 3). It is significant to note the adoption is taking place and a schedule has been submitted. However, the change agent must be keen to the needs of the faculty and interruptions a change will cause. The agent must be prepared to provide further training and encouragement helping to adjust to a new situation. The agent must prove the back-up support is there and should be used. The agent must provide solutions for problems, especially the unexpected obstacles. Faculty is used to the ‘unexpected’ as previously discussed, but it is different when an event occurs with no warning, as opposed to an event happening when you have voted to make a change, and the event is a direct result of the change. Now the faculty must weigh the results of the adoption-trial. Long-term adoption will rest on the knowledgeable decisions of the change agent. Did the agent handle the situation to satisfaction? Did the agent take into consideration at all times the impact of the adoption on the faculty member? Is the agent listening to and recording the grievances as well as the positive aspects of the adoption. Did the agent clearly state the purpose over and over and the positive impact adoption could have on the WSE and subsequently the staff?
Integration:
	Strategy
	Timeline

	Expectations approval by Dean and Chancellor
	Implementation: July 17, 2007
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Brief follow-up questionnaires should be designed to help the faculty, not burden faculty with more work. Great progress has been made to comply with national expectations for colleges and universities regarding the implementation of diversity within curriculum (page 3). IT interns need to be assigned to design brief questionnaires of open ended material and to help faculty with in-class implementation as to usefulness and frequency of use. 
The Diversity Committee needs to assign a liaison individual to work with the IT intern to determine if faculties are diffusing the innovation within a day-to-day agenda. The compilation of diffusion information from the faculty needs to be presented to the Diversity Committee for assessment immediately following each semester break.
Strategies for Preventing Failure and Planning for the Amiss:
I. Understanding the Need: Preliminary Ground Work

The change agent must encourage the adoption of all six phases previously discussed. It is most important to not skip any step within each phase. It is equally important to not change the order of the steps or try to move to the next step before acquiring sufficient information or commitment to try the new innovation.

Although it has been suggested in the four elements of innovation not to rush the innovation decision making, there must be consideration for expedience. There needs to be an immediate adoption or adaptation for the terminology of the word diversity already set in place by the University. In order to proceed with further evaluations and the implementation of expectations from the WSE regarding diversity within each curriculum, the term diversity must lay the groundwork for uniformly. Because of coming to agreement on a dictionary term the change agent felt the time-frame of one afternoon, comprised of a group of 5 Diversity Committee volunteers, or appointed, was pragmatic. 


The identical date of April 18 was the beginning of making decisions for the WSE expectations. The committee is in agreement one month is plenty of time to respect individual differences in adoption rates and awareness of materials, and to come to agreement for expectations. It is important to note, one vital feature that so far has not been addressed, is the importance to not provide help before it is needed. In fact, by allowing the committee or the faculty to ask for the change agent’s advice or understanding of the innovation encourages open discussions and a feeling of ‘ownership’ by the faculty or committee. However, there must always be the verbal commitment for the innovation, as the positive influence will spread from person to person.

A change agent must do their homework before presenting an innovation to any committee. Recognizing the D-A-E-T-E-I-M formula (Diagnosis, Awareness, Evaluation–before-trial, Trial, Evaluation-after-trial, Installation, and Maintenance) the change agent must consider the following groundwork before presenting: Get to know as much about the Diversity Committee as possible; learn who heads the committee and who the spokesperson is for the committee; uncover how much each stakeholder might know about the positive aspects of the proposed innovation; as a change agent have knowledge of other universities having implemented the diversity proposal and be prepared to share the ‘pitfalls’ as well as the advantages if questioned; be eager to support the actual behavior of a ‘trial-run’(no faculty wants to be left alone when making a decision); be prepared to discuss ‘after-trial’ experiences and discourage ‘fear-of-failure’; explain the understanding of the ‘threat, or loss of security’ when changing teaching procedures; provide detailed information relating to the implementation, how much time should the implementation require; how much time before results are apparent; how much support will there be during and after trial time; prepare suggestions for keeping the innovation on-going automatically and successfully.

II. Understanding the Adopters: Preliminary Ground Work
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 (Appendix B) explains the roles of the three adopters; the Innovators, the Resisters, the Leaders and the WSE Community. 
The change agent must recognize the chain of reaction as presented in (Appendix F Stones). It is important for the change agent to understand all the stakeholders and place the stakeholders in one of the three categories, Innovator, Resister, or Leader. The Innovators have some knowledge of how the innovation will work and the degree to which they represent the Diversity Committee as a whole. The innovators have a direct influence on the Leaders and the Resisters. The Resisters opinions need to be heard and analyzed and positive statements of diverse knowledge formulated to offset any negativity. Comments from Resisters must be recognized early, as the input from a Resister can influence the rest of the undecided system if not constructively altered. The Leaders are the ‘gatekeepers’ for the Innovators and the Resisters, consequently, in the early stages of diagnosis, the change agent must uncover the relationship between the Leaders and the Innovators and the Resisters. Very close analyses of the open ended student and faculty surveys allowed categorization of Innovator, Resister, Leader, and Community (Appendix C).

Within the WSE community the risk-takers are those Innovators who have a great deal of outside knowledge and can share sources of information. The Innovators are influenced by change agents because as a norm the Innovator is receptive to new ideas and will support the Diversity Committee decisions to incorporate diversity issues within the curriculum. The Resisters on the other hand do now seek outside knowledge and as a change agent it is important to find out the Resisters barriers and start building a knowledgeable defense to support the innovation. Resisters can slow the adoption of a new proposal and therefore it is vitally important to provide as much information as quickly, as accurately, and as familiar to the Resisters environment as possible. Leaders are the opinion leaders and are the key to the acceptance of any change. Leaders are influential people, the Chancellor, the Dean, the Advisory committee, the Diversity Committee; leaders are not usually the first to try out a new innovation as their position allows them to watch, evaluate risks and then decide.
III. Understanding and Gaining Group Acceptance: Forces; Preliminary Ground Work 

Charting knowledge of the surveyed individuals as found in (Appendix C), it is expedient to make a diagnostic analysis of the Forces favoring the innovation and the Forces opposing the innovation. The most important items within the open-ended survey conveyed Forces favoring the innovating were though adjectives of ‘values, behaviors, shared circumstances and common need’.  Forces opposing the innovation were blatant objections to even discussing the opportunity of change. Forces which could go either way, favoring or opposing, involved beliefs, and how thoughts are approached.

The following categories placed the stakeholders as forces favoring the innovation: The Chancellor as Leader, the Dean as Leader, the Diversity Committee as Innovator and Leader, the Faculty as Innovator and Resister, the Students as Innovators and Resisters and the Community as Innovators and Resisters. Therefore, Forces opposing the innovation, which needs to be studied and analyzed before the change, are some of the Faculty and the social Community.

IV: Stepping Stones to Gain Group Acceptance: Preliminary Ground; Change Agent

A schematic to understand the four major stones is found in (Appendix F). A scientific way for the change agent to diffuse an innovation is to realize outside information must reach the opinion leaders. And, once the change agent is certain the information is positively embedded in the minds of the innovators, the innovators will convince the opinion leaders to adopt. The opinion leaders will then pass the information to the rest of the system. The change agent cannot ever assume the innovators or the leaders will carry out these two ‘stones’ and must therefore be equipped to do so him/herself. There are four ‘stones’ to gaining group acceptance. 

Stone one is the introduction of the innovation to a core group. The core group became the liaison appointed by the diversity committee who gathered the information from the change agent and presented the information back to the committee for further evaluation. 
Stone two is the change agent working with the Resisters. Resisters reported statements of negativity “we have had enough of this” but did not state why, or exactly what the “this” addressed. Therefore, the change agent must analyze and address all negative comments. Since the surveys were anonymous there will not be a face-to-face fact finding, but the change agent can do the following: in a brief “thank-you for your participation” newsletter make statements of refutable sound, well-reasoned answers to the Resister statements. The change agent must also go beyond the report and interject information from a hypothetical stand-point by demonstrating how the innovation will comply with already established values and standards. 

Stone three is where the change agent will now go after the attention of the Leaders. We previously discussed how the Leaders are the key people favoring or opposing an innovation. The Leaders are waiting and evaluating and observing before making a decision. It is time in Stone three to allow the Leaders to listen to and ask question regarding opposing content from the Resisters. If the change agent has done his/her job the answers to the negative statements will have already been addressed and the Leaders will have scientific knowledge from the change agent as to how to respond to the Resisters.

Stone four allows the Leaders to bring the innovation to the rest of the system. But first, the change agent must get the Leaders to commit publicly to supporting and endorsing the innovation. A letter from the WSE Dean signed by the Chancellor includes a statement of implementation to begin Fall 2007. The Leaders are responsible for transferring the ownership of the accepted innovation to committees for the purpose of making communication decisions.
V. Communication: Choosing the Medium


(Appendix E) provides guidelines for communicating a new innovation. An innovation is the improvement of an existing or perhaps non-existing issue. In order to effectively communicate for the purpose of adoption, the change agent must first consider the people who need to be reached, the Innovators, the Resisters, and the Leaders (IRL). Consideration involves thinking of what kinds of media the IRL are accustomed to and what kinds of media will they respond to. The change agent spoke with the liaison and a PowerPoint presentation was suggested for April 18 Diversity Committee meeting. The Leaders will be given a printed copy of the entire TNA and answers to Resister statements will be embedded within the presentation. The same material will be reviewed three different ways, the PowerPoint, the printed material, the open-discussion following the presentation.

The demonstration will consider only those facts as pertinent to implementation of the innovation and each fact will be addressed as a positive feature. The April 18 meeting will strengthen keeping with the already established values and standards helping to off-set feelings of doubt regarding the innovation. It is also important to give the adopters the feeling it is OK to say ‘yes’ or ‘no’ to the innovation, as long as the change agent has the opportunity to respond. The change agent recognizes ‘ownership’ is important to any decision making. Though survey answers were against workshops, the change agent is recommending workshops, in conjunction with a socialization period to respond to grievances in a relaxed manner while diagnosing the adoption of the innovation. (Appendix H)
VI. Re-Adaptation and Repetition

I like this part of the study. Everything is in place, the meeting of April 18 was constructive, the committees were formed and action began for adoption of the innovation. One team of five is diligently finding agreeable terms for the WSE meaning of diversity. Another team of five is working hard to put to motion the expectations of the term diversity for the WSE. Keep it going, keep it moving, and solidify the adoption by repeating the events. What has happened? Teams are formed, teams are compensated, and teams are working together with a deadline of the evening of the 18th for the term of diversity and May 10 for the expectations to be surrendered for approval by the Dean and the Chancellor. Implementation is expected July 17, 2007 in time for Fall classes.

Most importantly, the teams now have agreement of understanding for the term diversity and the expectations of diversity. It is time to establish periodic review and revisions, remembering to take time to ‘pat each team member on the back’ and think of tools, evaluation and maintenance tools. (Appendix D) provides suggestions for re-adaptation. Adoption of the innovation is eminent; there needs to be a scheduled time and place to invite complaints and provide for periodic review and revision. Some suggestions for revision might include: what is happening; what should have been done differently; what might be added; what might work better; how can the adoption remain open to all interested parties; what might be suggested to maintain ownership by all stakeholders. Some suggestions for review might include: keep the rewards visible; continue encouragement through approval of others who are implementing diversity regularly in their curriculum; assure on-going support; make time for the innovation to work, some faculty need more time to implement due to irregular hours and days of teaching; continue to repeat the value of keeping within the guidelines and the standards of the University; elect and reward two individuals to keep track of any miscommunication, or any breakdown within the implementation as errors have to be corrected quickly to avoid distrust of the innovation or spread of negative reactions. 
VII. Extending and Staying Flexible: Contingencies; Going Amiss


Flexibility, flexibility, shift gears up, down, reverse, but stay the course. One area of amiss is not having the meeting on the 18th of April. Another area of going amiss could be if the change agent was not diligent in uncovering the Resisters real concern for the negativity, knowing it is extremely difficult to ‘swing a Resister over’ after the fact. Therefore, review, be flexible to a Resisters time and needs; keep the Leaders informed of all strategies. The only other amiss at this point is if the deadlines are not enforced. Again, until an adoption is complete, the change agent does not rest. Help the Dean to prepare the necessary documents; help the Chancellor to keep the proposed schedule; (Appendix J summarizes the change management timeline).
VIII. Summary

The change agent has evaluated and analyzed to understand the Need as described by the WSE Diversity Committee regarding diversity statements within curriculum. Surveys, Observations, and one-to-one meetings were held to obtain data regarding: point of view, feelings, and extant information. The next step was to understand the adopters of the proposed innovation. In order to analyze the adopters, four ‘stones’ were utilized. Appendix B, C, and F detail the thought process of the change agent. Coming to a better understanding of the adopters, the change agent moved to group acceptance of the innovation. The acceptance is presented in a Meeting held April 18 wherein after a presentation of the results of the collected data, individuals were selected to make a decision as to a dictionary term for the word diversity to be adopted by WSE. There are several steps to achieving the adoption. Once the definition is determined, the Dean will approve and take to the Chancellor and the Chancellor will approve and integrate July 17, 2007, in time for the Fall semester. Likewise, at the April 18 meeting there is a request of 5 individuals to determine diversity expectation for WSE. The Dean will approve the expectations and take to the Chancellor and the Chancellor after approval will implement by July 17, 2007. 

The adoption followed a series of four intense days of trialability and observability, and discussions by small groups to determine if the results are as anticipated. Two main characteristics of the change agent, which keeps the committee on-task, are flexibility and preparing ahead of time positive answers to potential questions by the Resister. Follow-though and maintenance are very important issues and the change agent must maintain involvement until the adoption is in place for at least six months. Three proposed solutions were recommended to be a foundation to help support the WSE improvement goals. The proposed solutions read as follows: Define the term diversity as pertains to the WSE; Define expectations for diversity in the WSE curriculum; Determine deadlines for incorporating diversity into curriculum. The adoption is taking place and the plan is successful.
Appendix A: Gaining Deeper and Wider Acceptance
	1. Acceptance by the individual:


	2. Change agent adoption steps:


Time period (6 Phases) required to reach adoption
	Awareness
	· Newsletter

· Meetings

· Demonstrations

· Letter from Dean

	· Awareness messages

· Attention material

· Mental picture

· Rewarding techniques

· Alternatives

· Exposure to the need for change

· Availability of change alternatives

· Clear image

· Positive image

· Instill curiosity

· Motivate to seek more information

· Brief

· Interesting

· Easy to understand

· Rewarding



	Interest
	· Information gathering

· Positive Feelings

· Negative Feelings


	· Encourage questions for facts

· Be actively involved in search for information

· Seek information from other sources

· Promote group discussion

· Allow opportunity to air doubts

· Mold positive attitudes

· Support individual risk taking

	Evaluation
	· Behavioral trial

· Mental before-trial evaluation of innovation

· Providing crucial  information

· Apply innovation to own situation

· Decide if the innovation effort is worth trying

· Sift through the alternatives

· Make selection based on criteria

· Make a test application with mental simulation


	· Provide information to enable faculty to envision the innovation applied to their own situation
· Provide innovation in faculty environment (own classroom)

	Trial
	· Use innovation on a temporary basis

· Use innovation on probationary basis


	· Workshops
· Materials

· Guides

· Consultants

· Provide maximum support 

· Provide encouragement

· Help faculty to evaluate their own experience

· Point out value of innovation as relates directly to the faculty



	Adoption
	· Weigh the results of trial

· Accept based on post-trial evaluation

· Reject based on post-trial evaluation


	· Be prepared to provide further training and encouragement
· Help the adjustment to a new situation

· Provide solutions for problems and unexpected obstacles



	Integration
	· Making the innovation routine

· Integration into the day-to-day working life of the teacher


	· Practice sessions
· Newsletter reminders

· Brief follow-up questionnaires

· Frequency of use

· Usefulness of new innovation




Appendix B: Matching Change Agent Activities To Adoption Steps
	
	Innovators:
(a) know the degree of   understanding in using the innovation
(b) the extent to which they represent the Diversity Committee system as a whole

(c) the amount of direct influence which they can exert on other members

(d (d) extent of contact and influence with the leadership of the system


	Resisters
(a) spoken previously on the innovation
(b) spoken previously of objections

(c) identify early as a resister will have influence


	Leaders
(a) who are the formal leaders and gatekeepers for the innovation
(b) what is their attitude towards the innovators and the resisters

(c) what is their visibility
(d) what is their relationship to one another

(e) what is their ability to lead

	Community within WSE
	The risk-takers who read a lot and depend on outside sources for information
Receptive to influence by outside change agents

Do not have a great deal of direct power or influence. However, innovators will stand for a new idea and since this idea is sound they will be important.
	Find out what kind of barriers are most important
Find out what filters are used to maintain status quo

Resisters must be identified as they can slow down diverse innovations.

Resisters are important because they will resist intrusions from unfamiliar influences.

	Opinion leaders are the key to the growth of any movement.
Influential people held in high esteem.

Usually not the first to try out new ideas only because of maintaining their status. 

They watch the innovator to see if the idea works, they watch the social risks.


Appendix C: Gaining Group Acceptance
	· Use knowledge of the group to plan the strategy for gaining group acceptance.

· Go back and make a diagnostic analysis of the Diversity Committee system.

· Identify the forces for and against the innovation

· Address the following:

(a) what are the most important common things

Forces favoring the innovation

Forces opposing the innovation
Values

Beliefs

Modes of thought

Behavior

Shared circumstances

Common needs

Group objectives
X
X

X
X
X
X


X
X


X

(b) who are the most important key people
identified as: 

I = innovator

R = resister

L = leader
Forces favoring the innovation

Forces opposing the innovation
Chancellor L
Dean L
Diversity Committee I L
Faculty I R
Students I R
Community I R
X
X
X
X
X

X


X

X





Appendix D: How To Go Deeper: Solidifying Adoption
	Repetition
	Re-Adaptation

	(a) what has happened

(b) what should be done differently

(c) what might be added

(d) what might be smoothed out

(e) suggest what might be altered

(f) what might work better

(g) have a greater impact

(h) take less time

(g) take less energy

(h) make it theirs in ever sense: ownership,

internalization, assume responsibility for continuing


	(a) ease of innovation and integration

(b) continuing reward

        Make rewards visible and continue to be visible: e.g. reduced costs, saved time and labor, improved performance, continued encouragement, approval of others, others really care.

(c) practice and routine

        First try on integration will be awkward, accept the flaw and move on; begin to accept the innovation because it makes sense to the WSE and not because it satisfies outside requirements.

(d) assure on-going support

(e) structure integration

       Provisions must be made for people to have time to use the innovation. The innovation must fit within the existing structure. The willingness of the leaders to make room for the innovation is the index to the change.
(f) assure continuing Administrative and Political Support for: 

    Evaluation: 1. provide for periodic review and revision 2. Invite faculty to participate in the review 3. Invite complaints to be aired 4. Insist the resisters be heard with substantiated data 5. Recognize evaluation is time consuming but efficient and beneficial

    Maintenance: 1. Social innovations such as diversity topics incur breakdowns or miscommunication once implemented. There must be someone to show where the innovation went wrong and how to make it right. 2. Maintenance should be a built-in function provided by someone the change agent has trained for the function. 3. Errors have to be corrected quickly to avoid distrust and spread of negative reactions.

    Capability: 1. Acceptance of the innovation requires flexibility as diversity requirements will probably change. 2.  Flexibility allows for the freedom to discontinue the innovations should something better come along. 



Appendix E: Diffusion Strategies To Go Wider
	Communicate New Ideas
	(a) convey “facts” clearly and accurately
(b) diffusion of innovation begin with the acceptance of the idea by a few key members; 1. getting the right message across to the right people in the right way 2. word or mouth 3.  person to person 4. clusters who accept by “talking it up”



	Choosing the medium

· Choose a two-way medium
	1. Think of the people you want to reach

2. What kinds of media are they accustomed to

3. What kinds of media will they respond to

4. Plan for different stages of acceptance

5. Use different media for innovators

6. Use different media for resisters

7. Use different media for leaders

8. Build redundancy into the program

9. Never assume everyone gets the message the first time

10. Review the same material with different media

(a) do not be limited to one medium 1. written – oral (be brief, use only for awareness facts e.g., newsletter, inner-mailbox notices) 2. videos, films (use only in conjunction with group discussion as a prelude to group interaction stimulus) 3. demonstrations (take the potential adopter to settings where the innovation is already installed). Make certain the demonstration is exactly like the conditions needed for adopters innovation with positive features  4. person – person (the change agent must make personal contact with the leaders, opinion leaders, potential resisters, other key people) (the change agent meets with the potential adopter to (a) legitimize and reinforce the decision to try (b) to provide needed information and help in the trial (c) to applaud and reward the trial effort(. (restrict person to person to key people to avoid cost and additional time).  5. group discussion (a) feelings of safety and willingness to take risk (b) move others to a commitment to try the innovation (c) legitimize feelings of doubt about the innovation (d) those who favor the innovation will find others to favor the innovation (e) give adopters the feeling they can actually say “yes” or “no” (f) make diffusion of innovation enjoyable experience. (g) set a time and stick to it (h) schedule informative socializing especially for those who do not know each other (i) encourage questions 6. workshops (a) involve key stakeholders (b) diagnostic sessions (c) identify relevant resources (d) brainstorming and choosing alternative solutions (e) provide a protected environment for practicing new trials of the innovation (f) specify the subset of change goals to achieve per meeting 



Appendix F: Stepping Stones To Gain Group Acceptance
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	Stones
	Change Agent

	Stone 1


	(a) introduce the innovation to a core group for the group to demonstrate to others



	Stone 2
	(a) work with potential resisters

(b) demonstrate or show innovation does not violate established values

(c) demonstrate the compliance with established standards

(d) be scientific in approach

(e) have sound and well-reasoned answers for legitimate questions



	Stone 3
	(a) Bring the innovation to the attention of the leaders

(b) allow the leaders to observe demonstrations by the innovators

(c) allow leaders to sound out reactions of potential resisters



	Stone 4
	(a) allow leaders to lead the way to acceptance for the innovation

(b) get the leaders to publicly commit themselves

(c) get the leaders to organize into supporting and endorsing committees

(d) always be working on the “awareness and interest” of the leaders




Appendix G: Extend and Stay Flexible: Contingencies

	Internal Changes
	Review
	Re-assess
	Flexible and Schematic Schedule

	· Change the implementation strategy
	· Shift gears (up, down, reverse)
	· Re-adapt the innovation


Appendix H: The Plan: The Ideal Diffusion of Innovation Conference/ Workshop:
	Who should attend
	· Opinion leaders
· A cross section of prospective users (minimal)

	Where should it be held
	· Off-site meeting

	Publicity 
	· Before, during, after

	Materials
	· Background reading

· Notebooks

· Take-home items

	Session structure and sequencing
	· Informal mixing

	Session and conference/workshop design
	· Enjoyable
· Comments on reward value

· Leave all participants with some new learning of: ideas, problems, findings, solutions, skills

· Opinion leaders have to participate

· Self-training, self-practice

· Stimulate participants to initiate similar meetings for others after the workshop is over


Appendix I: Learning from Outside Sources
	University of Tennessee, Knoxville

From: Rider, Bob (brider@utk.edu)
Diversity Plan  

College of Education, Health, and Human Sciences 

Strategy/Tactics:

· …We have appointed three advisory boards to solicit feedback on our efforts to create and sustain a welcoming, supportive and inclusive college climate:  A Graduate Student Advisory Board, an Undergraduate Student Advisory Board, and a Faculty Quality Enhancement Advisory Board….

…Conduct a college-wide diversity workshop to clearly communicate the goals of the college’s Diversity Plan, and to increase awareness of our commitment to the University’s Quality Enhancement Plan….

…Strategy/Tactics:

· A task force with representatives from each academic department will be formed to plan, and deliver this college-wide workshop.

Date:

· This workshop will be held during the 2006 Spring Semester.

Responsible Party:

· Dean’s Office

· faculty

Benchmarks:

· The offering of programs that highlight the connection between our academic programs and the Chancellor’s Quality Enhancement Plan….

Goal Six:  Prepare graduate students to become teachers and researchers in a diverse world.




	UNC – Pembroke

Dr. Zoe W. Locklear, Dean of School of Education


	UNC- Charlotte

From: Stephenson-Green, Emily (easteph2@email.uncc.edu) 
I am the Assessment Coordinator for the College of Education.  Dr. Calhoun has asked me to respond to your questions about Diversity and UNC Charlotte College of Education.  I will start by sending you several pieces of historical information that may be of help you and will tell you a little about how diversity is assessed at the College of Education.  Please review the following and let me know if any of this is helpful.  If not, please let me know more specifically what you are looking for and I will try to accommodate your request.  

 

College of Education Commitment to Diversity Statement – this statement was approved by the faculty and appears on course syllabi 

 

Clinical Experience Evaluation Results  These were the results presented to NCATE in 2005.  They contain elements which address diversity.  

 

A sample of Clinical Experience Results 2006 – Are attached for your information.  We collect the data by semester and by undergraduate and Post Bac.  We break down the data by program now.  


College of Education Diversity Survey Form  - This was prepared in preparation for our NCATE visit

Diversity Survey Results – Summary for NCATE visit

 

Survey of Cooperating Teachers: School, Classroom, and Personal Characteristics  Prepared for NCATE to document the diversity of experiences for our candidates.  

 

In addition diversity is assessed within other assessment instruments for lesson plans, instructional units and the Student Teaching Assessment Rubric.  Copies of the rubrics are also available if you need them.  Each of the rubrics contains elements which gauge student attention to diversity.  I can send the rubrics and or the results if you need to see them.  

 

Lastly, in case it would be helpful to you the following link is from our NCATE 2005 Report which will describe the state of our diversity efforts at that time.  

 

http://education.uncc.edu/coe/ncate05/institutional_review/standards/Standard%20IV.pdf 
 

Please let me know if you need additional information.  

 

Emily




	FSU

Although there is not a direct syllabi diversity statement per syllabi FSU does offer a Diversity credited course. One might find the following link and information of interest.

http://www.disabilitycenter.fsu.edu/
What does it take to be a Diversity Educator:

· Be in good academic standing with the University (a minimum of a 2.5 cumulative GPA) 

· Have strong oral and written communications skills

· Exhibit a commitment to diversity 

· Display a willingness to learn more about topics and issues of diversity 

· Have a willingness to enhance presentation skills 

· Complete the Diversity Educator application online* 

Click here to request a presentation by the Diversity Educators.

[image: image3.png]Dwerszﬂ Educator Class

‘The “Preparing Diversity Educators” (HPC 3530) class established through the Office of
Mulficultural Student Development. “Preparing Diversity Educators” s a structured seminar
class in which students are able to increase their knowledge, awareness and skill. Students
receive three hours credit for the course.

In addition to in-class training, the Diversity Educators attend conferences and special
programs to stay abreast of current diversity topics and trends. They are commitied to
continually increasing their knowledge, aareness and understanding in regards to diversiy.




To see the syllabus for the Diversity Educator class, please click here.

The Diversity Educators will meet from 3:30 P.M. - 4:45 P.M. on 
Preparing Diversity Educators 

HPC 3530

Course Syllabus Fall 2006

Class Meets Each Friday 1 – 3:30 p. m.

Watauga River, 102 Plemmons Student Union

*On 10/27, we will meet in the Multicultural Center.

Tracey L. Wright, Instructor



Suzette Patterson, Instructor

219 Plemmons Student Union


219 Plemmons Student Union

Multicultural Student Development


Multicultural Student Development

262-6252 262-6252

wrighttl@appstate.edu



pattersnsl@appstate.edu



Appendix J: Change Management Timeline
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