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Abstract:
In 1994 the Commissioner of Education in the state of Alaska mandated the implementation of the
Alaska Quality Schools Initiative for all school districts. Using a telephone survey, superintendents in
thirty-two Alaskan rural school districts were interviewed about the progress of the Initiative’s
implementation in their districts. Specifically, the research focused on the relationship of the success of
implementation to the school districts’ culture, size, and the method of implementation.

Results of the study revealed that after five years only about half of the districts had successfully
implemented the mandated Initiative. In the larger districts, which for the most part reflected a secular
culture, adoption of a modified version of the Initiative proved to be a successful strategy. There
seemed to be no visible pattern for successful implementation in the smaller districts.

Attitudes of the superintendents toward the changes mandated by the Initiative varied in relation to the
success of their district’s implementation. However, it was felt by all that a lack of funding, little or no
support from the Alaska Department of Education, and short timelines for implementation all
constituted real and significant barriers to the success of their district’s implementation efforts. 



CHANGE STRATEGIES UTILIZED IN RURAL 

ALASKAN SCHOOLS WHEN 

IMPLEMENTING AN 

INNOVATION

by

Terry Dale Bentley

A d isse rta tion  subm itted in partia l fu lfillm e n t 
of the requirem ents fo r the degree

o f

Doctor of Education

MONTANA STATE UNIVERSITY 
Bozeman, Montana

July 2000



J > ^ «

APPROVAL

of a thesis subm itted by 

Terry Dale Bentley

T h is  th e s is  has been read by each m em ber o f  th e  th e s is  
com m ittee and has been found to be satisfactory regarding content, 
English usage, citations, b ib lographic style, and consistency, and is 
ready for subm ission to the College of Graduate Studies.

Dr. Duane M e llin g
(S ign a tu re ) Date

Approved f o r  th e  D epartm en t o f  Education

Date

Approved f o r  th e  C ollege o f  Graduate S tu d ie s

Dr. Bruce McLeod
(S ignatige) Date



111

STATEMENT OF PERMISSION TO USE

In p re se n tin g  th is  th e s is  in  p a r t ia l  f u l f i l lm e n t  o f  th e  

requirem ents fo r a doctoral degree at Montana State University- 

Bozem an1 I agree that the Library shall make it available to 

borrowers under rules of the Library. I further agree that copying of 

th is thesis is a llow able only for scho larly  purposes, consistent with 

“fa ir use” as prescribed in the U.S. Copyright Law. Requests for 

extensive copying or reproduction fo th is thesis should be referred 

to University M icrofilm s International, 300 North Zeeb Road, Ann 

Arbor, M ichigan 48106, to whom I have granted “the exclusive right 

to reproduce and districute my abstract in any form at in whole or in 

p a r t . ”



i v

TABLE OF CONTENTS

Page

L is t o f  Figures.............................................. .......................................... v i

L is t  o f  Tables.................................................... ..................................... v i i i

Abstract...................................................................................................... j x

1. INTRODUCTION..............................         I
T h e o re tic a l Basis............................................    5
S ta te m e n t o f  th e  Problem.................................................. . I 2
Purpose o f  th e  Study...................... .............................. ...........  I 3
Im p o rta nce  o f  th e  Study............. ................................... ........  1 5
Research Questions......................................... ........................... 1 8
Definitions...... .......................................... ..................................... . I  9
Limitations...... ..................... ..........................................................  21
Delimitations...................................        21

2. REVIEW.CF LITERATURE............................................................    23
E duca tiona l H is to ry  o f  Alaska..................... ......................... . 2 4
H is to ry  o f  E duca tiona l Change................................2 6
F id e lity  Perspective................................................    31
M utual Adaptation.....................................................    33
B a rr ie rs  to  Change........................................... ..................... .....  37

3. METHODOLOGY..:......... ......................... ....................:............ ..... ............ 41
D e s c rip tio n  o f  Population..... ...... ................... ......................... . 42
Data Collection......................         44
The Interview........ ...................................      45
The Survey Protocol................ ............................. ....................... 46
Data Analysis..............................................................................   48



page

A n a ly s is  o f  R e la tio n sh ip s  o f  Im p le m e n ta tio n  
S tra te g ie s  and C u ltu re  o f  Implementation......................  53

PRESENTATION AND ANALYSIS CF DATA  ............. ........ . 5 9
Results...........................     59
A n a ly s is  o f  Data fro m  th e  Interviews.......................... .....  6 0
S u p e rin te n d e n t’s A t t i tu d e  to w a rd  th e  In itia tive ..........  70
Denial.....................................................        72
Anger............. :................................................................................  73
Resignation.......................          79
Acceptance...................................:.................................................  85
Excitement.......................................................................................  91
S upe rin te nde n t R eactions to  th e  Four Major....................

Questions................ .........,..........!.......................................  9 8

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS...............  1 03
Sum m ary o f  Findings.......... ..................................................... 104
Conclusions........................................................ i.............. ........... 108

Sum m ary o f  Conclusions............................................. 1 17
R ecom endations f o r  F u rth e r Research..................... ........ 11 9
R ecom m endations f o r Action................................................  121

References..................   126

Appendices...............................................................................................  13 8
A ppend ix  A .................................................................................  139

Telephone Survey...............................................!.......... 140
A ppend ix  B............................................ ................................... . 1 45

A la s k a ’s Q u a lity  S choo ls  Initiative............ ............. 146



v i

LIST OF FIGURES

Figure  Page

1. T im e  and d i f f i c u l t y  in vo lve d  i n m aking v a r io u s  changes.,.......  9

2. F id e li ty  o r m u tu a l a d ap ta tion  continuum........................    50

3. Sacred o r  s e c u la r continuum.........................    50

4. U nsuccess fu l o r s u c c e s s fu l continuum..................   53

5. S u cce ss fu l im p le m e n ta tio n  m a tr ix  by ty p e  o f  C u ltu re  and
change model............................. ...............................................................  54

6. U nsuccess fu l im p le m e n ta tio n  m a tr ix  by ty p e  o f  c u ltu re  and
change model..............................................................................................  5 5

7. S u cce ss fu l im p le m e n ta tio n  m a tr ix  by s iz e  o f  schoo l
d is t r ic t  and change model.....................................................................  5 6

8. U nsuccess fu l im p le m e n ta tio n  m a tr ix  by  s iz e  o f  th e  d is t r ic t
and change model...............................................................................   5 7

9. F id e lity  o r  m u tu a l a d a p ta tio n  C ontinuum  o f  th e  A la ska
in i t ia t iv e  by s iz e  o f  schoo l district............................ .......................  61

I. 0. Sacred o r  s e c u la r  c u ltu re  con tinuu m  by s iz e  o f  sch o o l
district.....................      62

I I .  U nsuccess fu l o r  s u c c e s s fu l con tinuu m  by s iz e  o f  schoo l
district...... ..................... ............. .................. ............................ .....................64

12. S u cce ss fu l im p le m e n a ta tio n  m a tr ix  by ty p e  Of c u ltu re
ve rsu s  change model.................................. .............................................. 65

13. U nsu ccess fu l im p le m e n ta tio n  m a tr ix  by typ e  o f  c u ltu re



V l l

F igure  Page

ve rsu s  change model.................. ...............................................................6 6

14. S u cce ss fu l im p le m e n ta tio n  m a tr ix  by s iz e  o f  d is t r ic t  and
change model.......................... ........................... .......................................  6 7

15. U nsuccess fu l im p le m e n ta tio n  m a tr ix  s iz e  o f  schoo l
d is t r ic t  and change model....................................................................  69

16. S u p e rin te n d e n t re a c tio n s  by f id e l i t y  o r  m u tu a l adap ta tion .. 101

17. S upe rin te nde n t re a c tio n s  by sacred  o r  s e c u la r d is tr ic ts ...... 102

18. S u p e rin te n d e n t re a c tio n s  by un success fu l o r  s u c c e s s fu l
districts....................         103

19. S upe rin te nde n t re a c tio n s  by v e ry  s m a ll, s m a ll,  and la rge
districts................................. ....................... ...................................................104



V l l l

LIST OF TABLES

T ab le  Page

I .  P u b lic  schoo l d is t r ic t s  and e n ro llm e n t by
s iz e  o f  district.......................................................................  43



ABSTRACT

In 1 99 4  th e  C om m iss ione r o f  Education in  th e  s ta te  o f  A laska  
m andated the im plem entation of the A laska Quality Schools 
In itia tive fo r all school districts. Using a te lephone survey, 
superin tendents in th irty -tw o  A laskan rural school d is tric ts  were 
in terview ed about the progress of the In itia tive ’s im plem entation in 
the ir d istricts. Specifica lly, the . research focused on the 
re la tionship of the success of im plem entation to the school 
d is tric ts ’ culture, size, and the m ethod of im plem entation.

R esu lts  o f  th e  s tu d y  revea led  th a t  a f te r  f iv e  ye a rs  on ly  about 
half of the districts had successfu lly im plem ented the mandated 
In itia tive. In the larger d istricts, which fo r the m ost part reflected 
a secu lar culture, adoption of a m odified version o f the Initiative 
proved to be a successful strategy. There seemed to be no visible 
pattern fo r successfu l im plem entation in the sm a lle r districts.

A t t i tu d e s  o f  th e  su p e rin te n d e n ts  to w a rd  th e  changes mandated 
by the In itia tive varied in relation to the success of the ir d is tric t’s 
im plem entation. However, it was fe lt by all that a lack of funding, 
little or no support from the A laska Departm ent of Education, and 
short tim e lines fo r im plem entation all constitu ted real and 
s ign ifican t barrie rs to the success of the ir d is tr ic t’s 
im p le m en ta tio n  e ffo rts .
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CHAPTER ONE

INTRODUCTION

S ince  th e  f i r s t  v i l la g e  schoo ls  w e re  e s ta b lis h e d  i n th e  New 

England colonies in the seventeenth century, Am erican education has 

been inherently a political institution. The school is a visib le 

emblem of the com m unity and of partic ipa tory dem ocracy. It is no 

accident that when Americans vote, they usually do so at our 

neighborhood elem entary school. As a  political entity, the American 

school is therefore subject to and frequently  buffeted by the winds 

of political change. In no other country of the western world do 

citizens routine ly go to the polls to vote on in itia tives about the 

school. S tate leg isla tures annually vote, not merely on educational 

spending, but oh w hether to include, among other th ings, specific 

com ponents of history, reading m ethodology, or m athem atics in the 

school program (Lutz & Merz, 1992),

A s  p o l i t ic a l  e n t it ie s ,  schoo ls  a re  s u b je c t to  c o n s ta n t change,
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and A laskan schools are no more protected from the winds of 

political change than those of any other state. In 1994 the 

G overnor’s State Com m issioner of Education mandated change for 

A laskan School D istricts through the A laska Q uality Schools 

In itia tive (Referred to as the In itia tive). This was a po litica lly 

powered reform directed prim arily at rural A laskan schools. 

Legislators perceived rural schools to be more expensive and less 

e ffective than the ir urban counterparts (Holloway, 1996).

Change i s a to p ic  o f  enorm ous im p o rta n ce  t o e d u ca tio n a l 

leaders in A laska as well as the rest of the United States. A 

consensus has emerged in the educational research base that since 

change is inevitable, the educational leaders of a school district 

must system atica lly manage that change rather than let it occur 

incidentally. Through research and practice, educators have 

identified and explored many types and philosophies of change and 

the best ways to successfully im plem ent it (Cuban, 1992; Deal, 

1990; DiNataIe, 1994; Foley, 1994 & McKenzie, 1985). One of the 

most popular methods of change, or reform, is fo r a d istrict to
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identify a particu la r practice or program which has been validated in 

another d is tric t and to im plem ent tha t innovation (Hall & Hord,

1987).

The p r im a ry  q u es tion  f o r a  schoo l d is t r ic t ’ s le a d e rsh ip  seeking 

to achieve reform or change through the im plem entation of an 

existing practice is w hether to adopt fa ith fu lly  and exactly  all the 

key elem ents of the innovation or to thoughtfu lly adapt only some 

elem ents of the innovation. Fullan and Pomfret (1977) call fa ithful 

adoption “fide lity  adoption” and adaptation adoption “mutual 

adaptation” . The choice whether to use the fide lity  adoption or the 

mutual adaptation approach faces each school leader.

E duca tiona l re sea rche rs  have a lso  noted th a t  one o f  th e  key 

variab les in predicting the success of a school reform effort is not 

only the selection of the external program to be introduced into the 

school, but the prevailing internal school culture or clim ate. 

Researchers studying th is variable have identified two facets of 

school culture - secular, which em braces change, and sacred, which 

re s is ts  change (lannacoccone & Lu tz , 1970).



4

11 has been suggested by Iannacoccone and Lu tz  (1 970 ), 

tha t these variables, the school culture (secular/sacred) and the 

type of change process selected (fide lity /m utua l adaptation), w ill 

im pact both the degree to which reforms are im plem ented and 

actually improving education (Hansen, 1985). Since most rural 

schools in A laska have responded to the political demand for reform 

by adopting or adapting existing programs, practices, and standards, 

the In itia tive provides a v irtua l laboratory to analyze the dynamics 

of change.

11 w a s  th e  in te n t  o f  th is  s tu d y  to  id e n t i fy  and d e sc rib e  

patterns of relationships among the types of change processes and 

the prevailing school cultures in the context o f recent educational 

reform in rural A laskan Schools. This study, which focused on the 

re la tionsh ip  of the tw o variab les (fide lity /m utua l adap ta tion  change 

and secu lar/sacred culture) to successfu l im plem entation of the 

A laska Q uality Schools Initiative, focused on the 37 rural school 

d is tric ts  of A laska. Inform ation was gathered from each d is tric t’s 

superintendent. It was anticipated that the analysis of the survey
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results would reveal fo r each d istric t what was generated by the 

Initia tive, how  the reform was managed, which type of culture 

existed, and the success of the reform. Of prim ary interest was the 

question o f which change management approach was related to a 

particu la r type of school culture.

The ba s is  f o r  th is  s tu d y  w as  th e  im p le m e n ta tio n  o f  th e  ten  

core content standards of the A laska Q uality Schools Initiative (see 

Appendix B). The A laska Quality Schools Initiative was to have been 

fu lly  im plem ented by the start of the 1999-2000 school year.

Theore tica l Basis

I t i s  c ru c ia l th a t  educa to rs  understand th e  p ro ce ss  o f  change. 

W henever new educational standards are developed, a solid 

understanding of the change process is necessary in order for 

meaningful and lasting change to occur (Osborne, 1993).

Dynamic organizations, such as schools, are constantly under public 

scrutiny and therefore subject to pressures for change from  sources
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outside of the school (Champlin, 1991). Although change is 

inevitable, desirable change is not always the result. W hile, 

desirable change may occur by chance, the likelihood of it occurring 

is increased if the change is planned (Griffith, 1979).

Change can be in co rp o ra te d  in to  th e  c u ltu re  o f  an o rgan iza tion . 

However, fo r fu ll incorporation to occur, the appropria te approach to 

im plem enting an innovation must be utilized. In th is study, two 

approaches to the change process were examined. These approaches 

are categorized by Fullan and Pomfret as: 1) fide lity adoption, and 2) 

m utual adaptation (1977).

The f id e l i t y  adop tion  m odel i s o fte n  asso c ia te d  w i th  a lin e a r  

approach to change that is directed at a defined organizational goal. 

Usually these goals are imposed from the top down. The fidelity 

approach requires tha t the innovation be adhered to as closely as 

possible. Im plem entation must fo llow  the original plan, and any 

varia tion is discouraged (Fullan, 1991; Hall & Hord, 1987; Snyder, 

Bolin & Zum walt, 1992).

In c o n tra s t ,  th e  m u tua l a d a p ta tio n  approach a llo w s  fo r
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m odification of the innovation by ind ividuals in the organization to 

adapt changes at a lower level during im plem entation (Fullan, 1991; 

Hall & Hord, 1987; Snyder, Bolin, & Zumwalt, 1992). Mutual 

adaptation provides the flex ib ility  to adapt to organ izationa l needs, 

supporting personal and growth w ithin an organization or school.

When a tte m p tin g  to  b rin g  abou t o rg a n iz a tio n a l le v e l planned 

change, some basic cornerstones must be built into the foundation of 

the change fo r success. According to Fullan (1991) these strategies 

fo r change should include: “an active in itiation and partic ipation, 

pressure and support, changes in behavior and beliefs, and the 

overrid ing problem of ownership” (p. 91).

By a p p ly ing  a sys te m s  v ie w  to  o rg a n iz a tio n a l change, 

in te rre la tionsh ips should be noted which will assist in planning for 

the change. Leaders within the organization should rem em ber that:

1. Change i s a p rocess, no t ah event;
2. Change is  accom p lished  by in d iv id u a ls ;
3. Change i s a h ig h ly  pe rsona l experience ;
4. Change in v o lv e s  deve lopm en ta l g ro w th ;
5. Change i s b e s t understood in  o p e ra tio n a l te rm s ; and,
6. The fo c u s  o f  f a c i l i t a t io n  shou ld  be on in d iv id u a ls ,

in n o va tio n s , and th e  c o n te x t (H a ll & Hord, 1984 ).
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A cco rd in g  to  Horsey and B lanchard  (1 9 8 8 ) th e re  a re  th re e  

elements to changing an organization: I )  use of personal o r 

organizational power, 2) behavior m odification, and 3) planning for 

and implementing a planned change. These authors examined change 

from more than just a behavioral perspective. Changes in behavior 

often result from applying new knowledge, which often leads to a 

change I n a tt itu d e .

O rg a n iza tio n a l s tru c tu re  and c u ltu re  can have a d ire c t  im p a c t 

on the nature of change. There is a growing awareness that the 

success of any organization is d irectly dependent upon its effective 

use of available human resources. Change and growth involve 

changing people at four d ifferent areas: 1) knowledge,

2) attitudes, 3) behavior, and 4) group or organizational behavior 

(Osborne, 1993). The relative d ifficu lty  involved in making each of 

the above areas of change from a voluntary perspective is 

illustra ted in Figure 1.
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(H igh)

A
Group Behavior

3
O

■cs
CU>
O>
C

(Low )

Ind iv idua l Behavior

A t t i tu d e s

(S h o rt) -s> (Long)

Tim e Involved

Figure 1. Time and difficu lty involved in making various changes. 
Hersey and Blanchard. (1988) M anagem ent of O rganizational 
B eha v io r. (5th ed.). Englewood Cliffs: Prentice Hall p.4.

Change i n in d iv id u a l know ledge te n d s  to  be th e  e a s ie s t to  

make. This may be accomplished in a variety of ways such as giving 

a person a book or an article to read, or having som eone learn 

something new through a workshop. When a change in attitude 

involves highly em otional issues, the change requires a longer time 

period and is more d ifficu lt to accom plish (Owens, 1991).

A f fe c t iv e  a t t itu d e s  d i f f e r  fro m  c o g n it iv e  know le dg e  i n th a t



people ’s em otions reflect e ither a positive or negative v iew  of the 

proposed change. Changes in individual behavior seem to be 

s ign ifican tly  more d ifficu lt and tim e consum ing than e ither 

knowledge or attitude. A person may change the ir knowledge base or 

attitudes by reading and watching others over a period of time. To 

actually learn a new behavior, a person must practice that which is 

to be learned and make the new course of action re levant to his/her 

own behavior (Mersey & Blanchard, 1988).

Change in  te a ch in g  p ra c tic e s  is  b roug h t about by in d iv id u a l 

teachers, not by institutions. Research by Joyce and Showers (1983) 

on teacher m otivation indicates it is the teacher who makes the 

difference. W ithout com m itted, educated teachers any instructional 

reform effort w ill be muted and short-lived. A lthough many worry 

about teachers ’ m otivation and w illingness to learn, teachers have 

been found to be able to w ithstand the discom fort involved in new 

learning and change (Joyce & Showers, 1983).

Even m ore d i f f i c u l t  than  a change i n in d iv id u a l be hav io r i s a 

change in group or organizational behavior, because it is at the



organizational level tha t customs, mores and trad itions are changed. 

Customs, mores, and traditions are steeped in attitudes of the 

individual, and those individual attitudes make up group norms. 

Groups tend to be self-re inforcing units and therefore, a person’s 

behavior as a m em ber of a group is more d ifficu lt to a lte r w ithout 

firs t m odifying the group norms (Owens, 1991).

The qu e s tio n  is  n o t w h e th e r scho o ls  w i l l  change, b u t how  and 

who will manage the change. In an attempt to keep a school viable 

and current, the issue is how to cope with the inevitable barrage of 

change that confronts the school daily. Effective leaders can no 

longer be content to let change occur at random; they must be able to 

control change through a system atic process. Change is constant, 

nothing remains the same from one moment to another, especially in 

schools which are steeped in societal politics. This is especially 

true in rural schools where the districts tend to be, as Iannaccone 

and Lutz (1970) have described, sacred societies, or those that tend 

to avoid change.

Sacred s o c ie t ie s  a re  tho se  w h ic h  a re  h ig h ly  re s is ta n t  to



change. The sacred com m unity may display sentim ents which are 

consis tent w ith a centra l characte ris tic  of avo id ing or resisting 

change (Lipham & Hoeh, 1974). The secular com m unity has the 

tendency to welcom e or seek change and expresses sentim ents 

consis tent w ith its m ajor characte ris tic  of pursuing new 

innovations (Lipham & Hoeh, 1974).

S tatem ent of the Prohlmm

T h a t scho o ls  a re  i n need o f  fu n d a m e n ta l change i s no longer 

debated by much of society (McNeil, 1988; Shanker, 1988 & Timar 

and Kirp, 1989). The A laska Quality Schools Initiative was mandated 

as a result of the changing dem ographics in A laskan com munities 

and of societal demands for educational improvem ent.

A p p ro p r ia te  s t ra te g ic  im p le m e n ta tio n  o f  a change process may 

mean the difference between a successful and unsuccessful 

innovation im plem entation. The problem  is that it is unknown what 

the re la tionsh ip  is between successfu l im plem entation stra teg ies



and dem ographic characteris tics in the school d istrict.

Purpose of the Study

The purpose o f  th is  s tu d y  w as  to  ana lyze  th e  im p le m e n ta tio n  

stra teg ies of the A laska Q uality Schools In itia tive in A laska ’s rural 

school d istricts. To accomplish this, the study focused on four 

areas of change. Which change process was being used when 

im plem enting the innovation? W hat was the d is tr ic t’s culture 

(secular or sacred) in regard to change? Was the innovation being 

successfu lly  im plem ented? Was there a discern ib le re lationship 

between the change process, culture of the district, size Of the 

district, and success of the im plem entation?

The Ti r s t  ta s k  w a s  to  d e te rm in e  w h a t change p rocesses  w e re  

be ing utilized in A laska ’s rural schools when im plem enting the 

Initiative. Twenty years of research about change processes in 

schools have provided a wealth of inform ation about these 

processes. However, it was unclear from the litera ture if rural
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schools respond best to the fide lity approach or to the mutual 

adaptation approach in order to accomplish the desired change 

(lannaccone & Lutz, 1970).

Second, th e  re se a rch e r needed to  d e te rm in e  i f  th e  success o f  

A laska ’s Q uality Schools In itia tive related to a specific  change 

process. Most school change studies focus on how adm inistrators 

(at the top) manage the change process implemented by teachers (at 

the bottom ).

T h ird , d id  th e  c h a ra c te r is t ic s  o f  each d is t r ic t  re la te  to  a 

sacred or secular culture? The successful im plem entation of an 

innovation in a sacred rural environm ent remained som ewhat of a 

dilem m a. Was it better to utilize a fide lity  approach in a sacred 

society or was it better to use mutual adaptation? The school 

leaders needed to know which process to select as they attempted to 

positively, im pact student outcom es (S teigelbauer, 1994).

The f in a l  p o in t in vo lve d  schoo l d is t r ic t  s ize . D id th e  s iz e  o f 

the student population relate to the d is tr ic t’s successfu l 

im plem entation of the A laska Quality Schools In itia tive? Was it



better to utilize a fide lity  or mutual adaptation approach to change 

w ith a large, sm all, or very small school district?

Importance of the Study

S tu d ie s  re la te d  to  change in  ru ra l A la ska  w e re  fe w  in  num ber 

and therefore were hard to relate to th is study. Most rural studies 

have been conducted in the lower forty-e ight states. The literature 

on rural schools focused on the choice between the fide lity  approach 

and the mutual adaptation approach (lannacoccone & Lutz, 1970). 

L ittle  re levant research was ava ilab le concerning: e ither the 

fide lity -m u tua l adapta tion  and the sacred-secu la r soc ie ties issues 

which were derived from  rural, or specifica lly  A laskan schools.

I f a d m in is tra to rs  w a n t change to  be s u c c e s s fu l, th e y  have to  

manage change. Successful im plem entation of any innovation 

requires not only , tha t organizational problem s be c learly  identified 

and appropria te solutions selected,r but tha t they be correctly 

introduced depending upon the school culture. Successful



innovations may be e ither fu lly  adopted (fidelity) or adapted (mutual 

adaptation) to meet the needs of the school. A successful innovation 

is one that has achieved the desired outcomes and becomes 

enculturated or imbedded into the practice of the school. It is

im portant tha t rural school adm in istra tors know which process to
.

use to  ach ieve  th e  b e s t re s u lts  (M ersey & B lanchard , 1988).

11 i s u n c le a r w h ic h  change process, th e  f id e l i t y  approach o r  

mutual adaptation approach, actually works best in A laska ’s rural 

school environm ent. The prevailing role of an educational 

adm inistrative leader in rural A laska has been one of an external 

benefactor providing services to an indigenous, largely Native, 

population. This is all the more com pelling because, much of the 

early education in rural A laska was sacred and was done by 

m issionaries, p riests, or nuns. Inherent w ithin th is  trad itiona l 

model is the h igh ly centralized process of command and control of 

educationa l program s, Adm in istrators are perceived as authority 

figures responsible fo r m aking changes and seeing tha t subordinates 

fo llow  through on the im plem entation of these changes (Barnhardt,

1 6
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1979);

In A la ska , th e  h ie ra rc h ic a l s t ru c tu re  has had th e  e f fe c t  o f  

stifling new innovations, except those that are introduced or blessed 

by o ffic ia lly  sanctioned adm inistra tors. It is possib le  tha t 

subord inates are accustom ed to im plem enting innovations through a 

fide lity  approach instead of allow ing fo r mutual adaptation. As a 

result, program  innovations which have introduced new variables or 

have posed a threat to established procedures have been 

successfully resisted (Earnhardt, 1979). The continued use of a 

fide lity  approach may reinforce the resistance to change that the 

adm in istra tor seeks to avoid in the firs t place. It is questionable if 

it is possible to im plem ent adaptive change in a sacred society at 

all. Yet, adaptive im plem entation is more likely to be successful. 

Therefore, it is im portant to know if a fide lity  approach or a mutual 

adaptation approach seems to be most related to success.

T h is  s tu d y  has focused  on th e  re s u lts  o f  us ing d i f fe r e n t  

approaches (m utual adaptation or fide lity) in A laska ’s rural schools 

or societies (secular or sacred). An adm inistrator needs to



understand the local educational setting in which the innovation is 

to be im plem ented. W ithout this understanding of the educational 

setting and the understanding of the innovation process, change will 

not be easily  im plem ented or institu tiona lized (Eastwood & Louis, 

1992).

Research Questions

T h is  s tu d y  focused  on: ana lyz ing  th e  im p le m e n ta tio n  o f  th e  

A laska Q ua lity  Schools In itia tive; identify ing  re la tionsh ips between 

change process, school culture, d is tric t size, and innovation 

success; and describing the personal response of superintendents to 

the demand fo r change posed by the Initiative. To explore these 

areas, several questions were posed.

1. W hich change process w as  used when im p le m e n tin g  th e  

in n o v a tio n ?

2. W hat w a s  th e  d is t r i c t ’ s c u ltu re  (s e c u la r o r  sacred ) i n 

regard to change?



3. Was th e  in n o va tio n  s u c c e s s fu lly  im p le m en ted ?

4. Was th e re  a d is c e rn ib le  re la t io n s h ip  be tw een  th e  change 

process, culture of the district, size of the d istric t and success of 

the  im p lem en ta tion?

D e fin it io n s

Rural district. A rural d istrict is a d istrict tha t is not on the 

highway or road system s of A laska (A ir o r marine travel is 

necessary to reach the school.), or does not have a student 

p o p u la tio n  oye r 3 ,5 0 0  (D ig e s t o f  E duca tiona l S ta t is t ic s ,  1997).

Change process. A change process is the strategy by which 

schools accom plish the ir goals more effective ly by replacing some 

structures, program s and/or practices w ith better ones (Fullan, 

1991).

Innovation. An innovation is any thought, behavior, or idea that 

is new because it is qualita tive ly d iffe ren t from the existing 

educational approach which is being used (Owens, 1991).
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Successful change. A successful change is one that has 

achieved the desired effects, and the results of which may be placed 

on a continuum  ranging from very desirable outcom es to very 

undesirable outcomes (Hanson, 1985; Kersey & Blanchard, 1988).

Successful innovation. A successful innovation is an 

innovation tha t has achieved its desired outcom es or im plem entation 

and the results may be placed on a continuum ranging from very 

desirable outcom es to very undesirable outcomes (Hanson, 1985; 

Kersey & Blanchard, 1988).

Sacred society. A sacred society is a school, school district, 

institu tion, or com m unity whose culture tends to be more highly 

resistant to or tends to avoid change (lannaccone & Lutz, 1970).

Secular society. A secular socie ty is a school, school district, 

institution, or com m unity whose culture tends to be more open to or 

seeks change (lannaccone & Lutz, 1970).

Fidelity approach to change. The fide lity approach is 

characterized by a high degree of adherence to the developer’s model 

that is expected from the school or teacher (Fullan, 1991).



Mutual adaptation approach. The mutual adaptation approach is 

the process by which schools can make adaptations or improvements 

to the developer’s innovation (Hail & Herd, 1987).

' 2 1

L im ita t io n s

1. The s tu d y  w a s  l im ite d  to  th e  d is t r ic t s  f ro m  ru ra l A laska  

tha t had a d is tric t s tudent population under th ree-thousand-five - 

hundred (3,500).

2. T h is  s tu d y  used on ly  ru ra l p u b lic  K - 1 2 d is t r ic t s  and no 

priva te school d is tric ts  were included.

3. D is t r ic ts  th a t  w e re  K -6 , K -8, K -1 0, o r  any c o n fig u ra tio n  

other than K-12 were not included.

D e lim ita t io n s

1. The da ta  c o lle c t io n  cove red  a pe riod  o f  t im e  fro m  February,

1999 to March, 1999.
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2. The re s u lts  o f  th e  s tu d y  r e f le c t  th e  b ias  o f  th e  persons w ho 

com pleted the survey.

3. The re s u lts  o f  th e  s tu d y  r e f l e c t  th e  b ias  o f  th e  re s e a rc h e r’s 

in terpretation of the answers of the survey.
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CHAPTER TWO

REVIEW OF LITERATURE

Education i s c o n s ta n tly  cop ing w i t h  change t h a t  o r ig in a te s  

from many sources. This investigation was concerned w ith change 

which is planned versus change which occurs as a result of po litica l 

forces or through the natural process of organizational evolution.

A ny change i s d i f f i c u l t  and re s is ta n c e  to  change is  n a tu ra l, 

occurring at both the personal and organizational level. This reality 

often im pacts school adm in istra tors attem pting to make changes 

w ith in rural schools. It is w ell-known that teachers often resist 

well thought out reasonable changes (Hall & Hord, 1987). Most 

adm inistra tors have been surprised when innovations tha t are near 

and dear to the ir core beliefs fail due to a lack of teacher support. 

Therefore, in order to understand the change process, adm inistrators 

need an understanding of the historical perspective of change. 

Knowledge of past change processes will help today’s



24

adm in istra tors m anage change innovations.

T h is  c h a p te r i s d iv id e d  in to  th e  fo l lo w in g  m a jo r  areas o f  

lite ra ture review: a) educational h istory of A laska, b) h istory of 

change, c) mutual adaptation, d) the fide lity  perspective, and e) 

barriers to change.

Educational H istory of Alaska

Form al educa tion  in  A la ska  began w i th  G regory SheMkov when 

he began teaching for the Russian colony in 1784 on Kodiak Island. 

The firs t recorded school was a Russian Orthodox school at Sitka in 

1805. The Am erican religious and educational m issionaries made a 

great educational effort to educate the A laskan population 

(Carpenter, 1978).

Congress passed th e  O rganic A c t  in  1884 , w h ic h  d ire c te d  th e  

Secretary of the Interior to provide education fo r all children in 

A laska w ithout regard to race. A lthough Congress appropriated 

monies fo r education, the funds were inadequate to accom plish the
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task of educating the children of A laska. It was therefore necessary 

fo r the D irector of Education, Sheldon Jackson, to appeal to various 

relig ious organizations to help in the educational process (Naske & 

S io tn ick, 1987).

The s ta te  w a s  d iv id e d  in to  areas by th e  church  o rg a n iz a tio n s  

fo r m issionary education - southeast A laska was fo r the 

Presbyterians, upper Bristol Bay and Kuskokwim area fo r the 

Moravians, Lower Yukon or Holy Cross area for the Roman Catholics, 

the A laskan Peninsula and A leutians fo r the Methodists, Cook Inlet 

and Prince W illiam  Sound fo r the Baptists, the Interior and North 

Slope fo r the Episcopalians, the Bering Sea and Bering Strait for the 

Congregationalists, the Norton Sound and Port C larence fo r the 

Swedish and Norwegian m issions (Carpenter, 1978).

In 19 12 , to w n s  supported  educa tion  f o r  n o n -N a tive s  and th e  

Bureau of Education operated schools fo r non-Natives. When Alaska 

becam e a territory, the te rrito ria l Ieg istature passed a law that all 

children would be educated (Naske & Siotnick, 1987),

In 1931 , th e  Bureau o f  Ind ian  A f fa i r s  to o k  ove r th e  op e ra tion
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of rural schools in A laska. The State of A laska opened several 

regional high schools for educating the high school students. The 

villages m issed having high school students in the ir com m unities 

and in 1972, the State of A laska was sued by Molly Hootch, a student 

from Emmonak, because she had to attend high school in Anchorage 

rather than in her hometown. In 1976, the State agreed with the 

plantiff and with the consent decree and constructed high schools in 

villages tha t had an elem entary school. In 1984, the Bureau of 

Indian A ffa irs turned over the education of A laska Natives to the 

State of A laska. Senate Bill 36, passed in the spring of 1999, has 

funded those K-12 schools with student populations of ten or more 

(Antonson & Hanable, 1985).

H istory of Educational Change

In A m e rica n  schoo ls , change has t r a d i t io n a l ly  been 

im plem ented through a process of natural diffusion. Natural 

diffusion is the process by which new ideas and practices are spread



in an unplanned way from school d is tric t to school d is tric t (Owens,

1991). The result is that schools adopt changes haphazardly or

adopt innovations very slowly. Innovations that are im plemented

through natural d iffusion often fail to produce the results that are

desired (Mort, 1958). Change takes about fifty years to be diffused

and accepted in school d istricts throughout the country.

Consequently, the average d istrict lags tw enty-five years behind the

accepted best practice of the tim es (Mort, 1958).

E duca tiona l change proceeds v e ry  s lo w ly .  A f t e r  an 
in v e n tio n  w h ic h  is  de s tined  to  spread th ro u g h o u t th e  
schoo l appears, f i f te e n  yea rs  ty p ic a l ly  e lapse b e fo re  i t 
i s found  i n th re e  p e rce n t o f  th e  schoo l s y s te m s ....A fte r 
p ra c tic e s  reach th e  th re e  p e rce n t p o in t o f  d if fu s io n , 
t h e i r  ra te  o f  spread acce le ra te s . An a d d it io n a l 2 0 
ye a rs  u s u a lly  s u f f ic e s  f o r  an a lm o s t co m p le te  
d if fu s io n  i n an area th e  s iz e  o f  an average s ta te . There 
a re  in d ic a tio n s  th a t  th e  ra te  o f  spread th ro u g h o u t th e  
nation is not much slower today.

The launch o f  S p u tn ik  I i n 1 9 5 7  a cce le ra te d  th e  deve lopm en t o f  

innovations during the 1960s. The sixties brought about new math 

and science curriculum s, ungraded schools, open classroom s, audio- 

lingual language laboratories, and program m ed instruction (Fullan, 

1991; G ibboney, 1991). According to Fullan (1991), the sixties were
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known as the adoption period because districts were preoccupied 

with how many innovations could be implemented. The more 

innovations, the be tte r the d is tric t and th is was how districts were 

judged as being successful.

D uring th e  s ix t ie s ,  new  ideas w e re  adopted w ith o u t  question  

and w ith little  or no thought to fo llow -through activ ities. The 

consequences of wholesale adoptions of innovations resulted in 

d issa tis faction  w ith any im provem ent pro ject and many 

im plem enta tion  e ffo rts  fa iled (Fullan, 1991).

In n o va tio n s  in  th e  la te  se ve n tie s  and e a r ly  e ig h t ie s  w e re  

starting to em erge w ith successful ideas including behaviora l 

ob jectives, m astery learning, accountability , and com petency based 

curricu lum  and testing (Gibboney, 1991). The eighties also 

culm inated the research based on effective schools and effective 

teaching that began in the seventies. W ithin the sam e tim e frame 

the Departm ent of Education released A Nation at Risk. (1983).

A Nation at Risk (1983) proposed changes that were assumed 

essentia l fo r education in today's com petitive world. These
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recom m endations called fo r tougher course work requirem ents, 

higher adm issions standards to universities, a longer school day, 

m erit pay fo r teachers, and more participation by parents in schools 

(Keedy, 1990).

D uring  t h e e ig h t ie s a l l  s ta te s  m ade changes i n t h e i r  schoo ls  as 

a result of A Nation at Risk (1983). - Chief among these changes were 

h igher standards fo r high school graduation, com petency testing fo r 

teachers, open enrollment, and magnet schools (Doyle, Cooper & 

Trachtm an, 1991).

D uring th e  e a r ly  n in e tie s , many s ta te s  and d is t r ic t s  tu rned  to  

m andatory so lu tions, and with a cris is m entality, schools quickly 

adopted solutions that were believed to address a specific  issue. 

Prim ary changes im plem ented during the nineties were site-based 

m anagem ent, teacher em powerm ent, co llabora tive w ork cultures, 

and strategic planning (Fullan, 1991). These changes came at a time 

when there was less funding for schools and a grea te r demand made 

fo r quality in education (Cuban, 1992)!

In p a s t decades, e f fo r ts  to  im p ro ve  schoo ls  cam e about p a r t ly



due to a wave of prosperity, im plem enting successful change will 

become harder in the future. The 1990s and beyond will be 

different; schools w ill have lim ited resources to deal: w ith more 

m andates from state level authorities. Excellence in schools can be 

attained in the future by using the positive focused approaches to 

change that occurred in the eighties and nineties (Doyle, Cooper & . 

T rach tm an , 1991).

The purpose o f  planned change is  to  he lp schoo l d is t r ic t s  

accom plish the ir stated m ission more effective ly by replacing some 

structures, program s, and/or practices w ith som ething better. 

Current approaches to change are dom inated by developing strategies 

and tactics to control the change process (Owens, 1991).

There  a re  num erous d e f in it io n  and m e th o d o lo g ica l p rob lem s 

involved w ith assessm ent of the success of the innovation being 

im plem ented. One direction fo r research about im plem entation 

processes tends to study the degree of im plem entation of the 

innovation according to the intended or planned use; th is  is called 

fide lity  of im plem entation. The second prim ary d irection for
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im plem entation is to exam ine how the innovation is m odified during 

the adaptation process; th is is called mutual adaptation (Fullan & 

Pom fret, 1977).

31

F ide lity  P erspective

The s tu d y  o f  th e  f id e l i t y  p e rs p e c tiv e  i n im p le m e n ta tio n  has 

focused on the degree of adherence to the original tenets of the 

innovation. By closely fo llow ing the innovation, the desired outcome 

of the change occurs. Innovations consist of a num ber of relatively 

well-designed com ponents called key elements, and should closely 

fo llow  rigorously developed and evaluated programs. Innovations are 

supposed to be im plem ented as closely as possible to  the original 

models. Doing otherw ise will lead to innovations tha t are less than . 

effective (Boruch & Gomez, 1977; Calsyn, Tornatzky & Dittmar,

1977).

A m ore m odera te  approach to  f id e l i t y  w as  ta ke n  by H a ll and 

Loucks (1978) who stated that adaptation is acceptable up to a
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point, beyond which the innovation loses its integrity. Therefore, 

the param eters of fide lity  are of crucia l im portance to the 

innovation being im plem ented.

There  a re  f iv e  s itu a t io n a l p a ra m e te rs  o f  change to  be 

considered when planning to im plem ent an innovation: (1) 

increm ental or m ajor change, (2) theore tica l or techno log ica l 

certa inty, (3) con flic t over goals and means, (4) institu tiona l 

structure, and (5) s tab ility  of environm ent. A re la tive ly  structured 

environm ent supports the fide lity  approach (Berman, 1980).

A d m in is t ra to rs  w ith in  th e  c e n tra l o f f ic e  le v e l o r  a t  th e  

building level often fail to acknowledge the needs of those who are 

being asked to implement the change in the classroom. Educators 

are taught to respond to the needs of students, but som ehow 

adm inistrators forget to respond to the needs of those required to 

im plem ent instructional change, the teachers (W hite, 1990),

Some o f  th e  b e n e fits  o f  th e  f id e l i t y  approach a re  th a t  i t 

works, saves money, and saves tim e with little exp loration 

(Berman, 1980). The problem s that can arise from  the fide lity
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approach are the lack of ownership by those who are implementing 

the change and the use of canned program s (McLaughlin, 1989).

Mutual Adaptation

In th e  m id -s e v e n tie s  resea rche rs  began to  do cum en t th a t  

educators, when im plem enting innovations, changed those 

innovations to fit the ir own situations. This is known as mutual 

adaptation, a process tha t allows com ponents of the innovation to 

adapt to the individual culture w ithin an organization (Loucks, 1983 

& M earal 1979).

The Rand s tu d y  group found th a t  fe d e ra l p o lic ie s  had a m a jo r 

role in encouraging local school d istricts to undertake projects tha t 

were genera lly congruent with federa l guidelines, but tha t adoption 

of a project consistent with federal goals did not ensure successful 

im plem entation. The Rand study further found that although 

successfu l im plem entation did not predict long-run continuation of 

the pro ject, e ffective innovation did prom ote mutual adaptation in



34

each institu tiona l setting. E ffective im plem entation of an 

innovation supported the process of adaptation through feedback, 

identifica tion and correction of m istakes, and bu ild ing support for 

the project. The Rand study group concluded that local choices about

how to put an innovation into practice have more sign ificance for

- ■ ' ,
change than the innovation itself (M cLaughlin, 1989).

Research has c a s t co n s ide rab le  doub t on th e  v a l id i t y  o f  th e  

fide lity  approach to im plem entation (Fullan & Pom fret, 1977). 

Fu llan ’s and Pom fret’s study concluded that any descrip tion  of the 

use of the innovation should take into account not only the 

characteristics of the organization, but the process by which the 

innovation is adapted and implemented. Researchers have cast doubt 

on the assum ption tha t the degree of effectiveness is often 

influenced by the degree of im plem entation (Fullan & Pomfret, 1977; 

Hall & Loucks, 1977).

A s th e  new  p rogram  i s im p lem en ted , th e  p a r t ic ip a n ts  begin to  

identify  d iffe ren t needs and therefore make m odifications to fit the 

needs identified w ith in the organization. Successful
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im plem entation of an innovation w ill not occur unless it is 

perceived as m eeting a specific need in the organization, identified 

during the adaptation of the innovation (W hite, 1990).

P roponents o f  th e  m u tu a l a d a p ta tio n  p rocess have s ta te d  th a t  

adopters of the innovation (teachers) have a greater understanding 

of the organizational clim ate and structure which re late to the use 

of the innovation than those who developed the change or those who 

require the change (Hall & Hord, 1987). The differing organizational 

context results in a need to incorporate the level and degree of 

teacher involvem ent in the change process:

1. F requent s t a f f  deve lopm en t o p p o r tu n it ie s  designed to  m eet 
th e  de ve lop m en ta l needs o f  th e  te a ch e rs  a re  seen as a 
su p p o rtin g  fa c to r  (Guskey, 1986).

2. The len g th  o f  te a ch in g  c a re e r i s n e g a tiv e ly  c o rre la te d  w ith  
s u c c e s s fu l im p le m e n ta tio n  and i s g e n e ra lly  seen as an 
o b s ta c le  to  th e  process (Berm an & M cLaughlin , 1978).

3. W h e n te a ch e rs  v ie w  th e  p r in c ip a l as s u p p o rtiv e  o f  an 
in n o va tio n , th e  le v e l o f  im p le m e n ta tio n  te n d s  to  increase  
(H a ll & Hord, 1987).

4. The a v a i la b i l i t y  and v a r ie ty  o f  in c e n tiv e s  encouraging 
p a r t ic ip a t io n  in  an in n o va tio n  a re  im p o r ta n t fa c to rs  i n 
d e te rm in in g  th e  le v e l o f  te a c h e r in v o lv e m e n t i n th e  change 
p rocess  (H a ll & Hord, 1987).



F id e li ty  o r  m u tu a l a d a p ta tio n  d i f f e r  to  th e  degree to  w h ich  th e  

im plem ented innovation is s im ila r to the innovation in its orig inal 

form and to the degree that participants effect the form ation of the 

adoption. It is possible that adoption would become routinized and 

survive because it was used with a high degree of fide lity. On the 

other hand, a program that is adapted would become routinized and 

survive because the teachers or change agents changed the 

innovation to fit the school culture (B lakely, 1983). The 

im plem entation of the innovation, w hether it be large or small, 

adapted partia lly o r adopted as a whole, is as im portant to the 

success of its outcom e as the organizational structure of the school 

(W hite, 1990).

O the r research  suggests  th a t  o rg a n iz a tio n a l s tru c tu re ,  c u ltu re , 

and political factors can have a  d irect impact on the nature and 

extent of change occurring within the school. The im portance of 

teacher partic ipa tion is a critica l e lem ent in the successfu l 

im plem entation of change. Adm inistrators should view  change as an 

ongoing process, not as a single event (White, 1990).
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Barriers to Change

S a c re d -s e c u la r concep ts  he lp us understand b a r r ie rs  to  change. 

It is predictable tha t conflic t w ill occur in pub lic  education because 

schools which are sacred societies impress upon the ir members 

certa in organ izationa l behaviors, and th is culture of trad ition  makes 

fo r a higher degree of resistance to change. A secular school is not 

likely to be as isolated or as resistant to change and tends to be 

more open w ithout the rigid barriers to change (Lutz & Merz, 1992).

S m a ll ru ra l A laskan  schoo ls  p rov ide  a n a tu ra l e n v iro n m e n t f o r  

sacred behaviors. Education litera lly was synonym ous with sacred 

societies in rural areas due to the early presence of m issionaries, 

priests, and nuns who started rural schools. Also, in rural Alaskan 

com m unities everyone knows nearly everyone else, of what they are 

capable, and not only what they are doing, but also the ir faults, 

needs, potential, and background (Earnhardt, 1979). This is not to 

say that all small schools are sacred or that large urban schools are 

secular (Lutz & Merz, 1992). The schools that tend to search for
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consensus, avoid conflict, or resist change are considered sacred 

(lannaccone & Lutz, 1970).

A s e c u la r s o c ie ty  i s l ik e ly  to  be le s s  is o la te d  tha n  a sacred 

society because a secular society is one in which resistance to 

change is at a m inimum. Secular societies are norm ally open to 

change, whereas sacred societies are com m unities tha t resist 

change and value tradition (Lutz & Merz, 1992).

C om m un itie s  e x is t  a long th e  s a c re d -s e c u la r con tinuu m ; th e y  

tend to be more one or the other, and more than likely the community 

w ill exh ib it some elem ents at both ends of the continuum  (Lutz & 

Merz, 1992). Successful introduction of Inriovatiohs may require 

d iffe ren t and som etim es opposite m ethods of im plem entation 

depending on w hether the com m unity is sacred or secular.

M ost schoo l re fo rm e rs  are f ru s t ra te d  as a re s u lt  o f  

o rgan izationa l s tructure, culture, and the politica l nature of 

com m unities. Most Am ericans still regard schools as successful 

according to Haberman (1994). The public wants to im prove the 

educational system  that it believes in, while most experts or
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reform ers want to change it in part or in to ta lity  (H aberm anj 1994).

D esp ite  th e  w idesp rea d  c a ll  f o r  e d u ca tio n a l re fo rm , th e  

litera ture on change states that change is d ifficu lt and resistance is 

natural (M argolis, 1991). There is a natural conflic t between 

trad itiona l views and reform in Am erican education. Parents want 

schools to be like they were in the past bu t know the ir children must 

be prepared fo r a d iffe rent future (M argolis, 1991).

A t t h e  b u ild in g  le v e l, s u c c e s s fu l change re q u ire s  th a t  th e  

adm in istra tors understand why teachers are resistant to change. 

Resistance is less likely to occur when teachers view  the change or 

innovation as meaningful to the ir lives. Margolis (1991) has urged 

that those desiring change should:

* N o t im pose s o lu t io n s  upon people.
^C o n ce n tra te  on b e lie fs  and p e rce p tio n s .
"E m phas ize  processes and open sys te m s  th in k in g .
"F o cus  on w h a t people th in k  is  im m e d ia te ly  im p o r ta n t 

and troub lesom e .
"E ncourage in n o va tio n  and change w ith  th e  p o te n t ia l to  

ach ieve  m u tu a lly  des ired  goals.
"E lim in a te  b a rr ie rs  to  re fo rm .

Keys to  ove rcom ing  b a rr ie rs  to  change are  unders tand ing  and 

responding to both the structural and personal factors causing



resistance. Open com m unication is invaluable in breaking the 

barriers to change. When implementing innovations the change agent 

must rem em ber that changing a teacher’s be lie f system  is a task 

tha t is fa r more com plicated, d ifficu lt, and tim e consum ing than 

leaders expect (Hanson, 1985). Therefore, being knowledgeable 

about change process may be both the best offense and the best 

defense that adm inistrators have in managing educational change.
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CHAPTER THREE

METHODOLOGY

The re v ie w  o f  th e  l i te r a tu r e  has suggested a d if fe re n c e  i n 

levels of resistance to change in sacred and secular societies. The 

purpose of this study was to discover and analyze the 

im plem entation of the A laska Q uality Schools In itia tive , to identify 

re la tionships between change processes, school cu lture, d istrict 

size, innovation success, and to describe the personal responses of 

superintendents to the demand for change posed by the Initiative.

The purpose w a s  de fined  by fo u r  research  ques tions . I . W hich 

change process was being used when implementing the innovation?

2. W hat is the d istric t's  culture (secular or sacred) in regard to 

change? 3. Was the innovation being successfully implemented?

4. Was there a discernible relationship between the change 

processes, cu ltu re of the district, size of the district, and success 

of the im plem enta tion?

The q u a li ta t iv e  na tu re  o f  th e  s tu d y  a llo w e d  th e  re se a rch e r to
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analyze how superintendents have responded to the demand for 

system ic change posed by the A laska Quality Schools Initiative, and 

to assess the success of the im plem entation, in relation to the local 

d is tric t’s culture and the change process employed.

Descrip tion of Population

The d e f in it io n  o f  a ru ra l schoo l d is t r ic t  i n A la s k a  i s based on 

its size and location. A rural d istrict is one that is located off of 

the State road system and has a population of less than 3,500 

students (D igest of Education S tatistics, 1997). W ith only a total of 

54 school d is tric ts  in the state of A laska, all rural d is tric ts  that 

met the above criteria were examined in th is study. This involved a 

tota l of 37 d istricts which were divided into three categories (very 

small, small, or large) a's described in Table I on the next page.
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Table 1. Public school d istricts and enrollm ent by size of district. 
D igest of Education S tatistics (1997).

Number of A laska School D istricts by O rganizational Category 

D is tr ic t s ize  Num ber of d is tric ts  Percent of total
1. v e ry  s m a ll 12 32%

I to  3 0 0  p u p ils
2. s m a ll 14 38%

301 to  7 0 0  p u p ils
3. la rg e  1 1 30%

701 to  3 ,5 0 0  p u p ils

T o ta l 3 7  100%

The tw e lv e  v e ry  s m a ll d is t r ic t s  averaged 1.8 in  c e n tra l o f f ic e  

personnel. The very small d is tric ts ’ personnel usually included the 

superintendent and a business manager. The fourteen small districts 

averaged 4.2 central office personnel which included a 

superintendent, business manager, special education d irector and a 

d irector of maintenance. The eleven large districts had an average 

of 8.1 personnel in the ir central o ffices with personnel titles 

ranging from  superin tendent, assistant superin tendent, d irector of 

curriculum , business m anager and other assorted positions. 

Secretaries and accounts payable personnel were not included in 

these personnel counts as these inform ation numbers were not
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availab le fo r all d istricts (O ffice of Data M anagem ent, 1997).

Data Oollection

Data abou t th e  im p le m e n ta tio n  o f  th e  In i t ia t iv e w a s  c o lle c te d  

from each of the superintendents through a telephone survey. Each 

question in the survey focused on only one concept and no item was 

included that did not relate to the objectives of th is study. Success 

of the research depended entirely on verbal com m unication; i.e., the 

clarity of the questions and the rapport tha t was established 

between the interview er and the superintendents. To inform the 

superintendents about the telephone survey and the questions to be 

asked, each superin tendent was contacted through an e-mail several 

weeks before the calls were made. This com m unication provided 

each superin tendent an opportunity to prepare fo r the interview.
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The In terv iew

A t  th e  o u ts e t o f  th e  in te rv ie w  th e  re se a rch e r t r ie d  to  s e t a 

businesslike tone using a moderate pace. The form at fo r each phone 

contact included the introduction as outlined by Salant and Dillman 

(1994 ):

1. th e  in te r v ie w e r ’ s name;
2. th e  purpose o f  th e  in te rv ie w ;
3. a s h o r t  d e s c r ip tio n  o f  th e  su rvey ; and,
4. a c o n s e rv a tiv e  t im e  e s tim a te  o f  how  long th e  in te rv ie w

w o u ld  take .

The in te rv ie w  p ro to c o l began w i th  s im p le  q u e s tio n s  and 

progressed to more com plex questions. There was a transition from 

one subject to the next throughout the interview. The interview was 

tape recorded for ease and accuracy in analyzing the data. If a 

superin tendent refused to be tape recorded, the researcher hand- 

w rote the responses.

S upe rin te nde n ts  w e re  in te rv ie w e d  rega rd ing  t h e i r  pe rcep tion  

of the effectiveness of the im plem entation of the In itia tive. Each 

superin tendent was also asked questions about the ir school’s culture
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(secular versus sacred) to establish in which socie ty or culture the 

superintendent was working. Questions about the process of 

im plem entation were asked to establish which approach (mutual 

adaptation versus fide lity) was being utilized. Inquiry was also 

made regarding success of the im plem entation.

The Survey Protocol

The su rve y  p ro to c o l w a s  developed f o r  th is  s tu d y  using 

in form ation developed from the review of lite ra ture. Specifica lly, 

litera ture in the areas of: (1) school cultures, sacred societies 

versus secular societies; (2) approach to change, mutual adaptation 

versus fide lity  approach to change; (3) the A laska Q uality Schools 

In itia tive; and (4) the effectiveness of im plem entation of the 

Initiative, provided the basis fo r the protocol. Twenty open ended 

questions designed to e lic it d iscussion from  the superin tendents 

w e re  developed.

The su rvey  p ro to c o l w as  p i lo t  te s te d  w i th  th re e  A laskan
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school d is tric t superintendents not included in th is study. The pilot 

study was conducted using a telephone survey protocol. The purpose 

of this pilot test was to check that the content and sequence of the 

questions were understandable and logical. The p ilo t subjects were 

asked to indicate when there was confusion or questions about the 

information being asked. Based on these three conversations, 

adjustm ents were made to the survey protocol.

A p a r t  o f  th e  p i lo t  t e s t  w as  to  ana lyze  th e  da ta  p rov ided  by th e  

three superintendents. The results of th is analysis were reviewed 

and verified by a form er superintendent. This same process was 

used in the analysis and interpretation of the data collected from 

the superin tendents involved in th is study.

Data Analysis

The te lephone  in te rv ie w s  w e re  conducted du ring  th e  m onths o f  

February and March, 1999. The analysis of the data came from 

responses to the interview questions. The open-ended questions
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produced lengthy com ments from the superintendents. Responses 

varied according to the specific  s ituation of the superintendent. 

C onsistency of defin ition was key to placing d istricts on the 

continuum  fo r the areas of type of socie ty (secular/sacred), 

im plem entation (m utual adap ta tion /fide lity  approach), and the 

degree of successfu l im plem entation.

A s e t o f  benchm ark w o rd s  a n d /o r  phrases, re la te d  to  th e  

defin itions of mutual adaptation and the .fide lity approach to change 

and sacred or secular societies were utilized to help identify the 

im plem entation strategy used and the type of society the school 

served. The benchm ark words and phrases were identified from 

various authors describing the change approaches. .The benchmark 

words or phrases used to reflect mutual adaptation strategies by the 

school d is tr ic t were: 

v a r ia t io n ,
p rocess w i th  a d ju s tm e n ts ,
n e g o tia tio n ,
f le x ib i l i t y ,
new  m ethodo logy,
m o d if ic a t io n s ,
lo c a l f i t ,  and
m a n ip u la tin g  (E lm ore, 1 978 ; Fu llen  & P o m fre t, 1 9 7 7 ; Fu llan,
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19 91 ; Fu llan  & M iles , 1 992 ; H a ll & Herd, 1987 ; Huberman & 
M iles , 1 9 84  & M ort, 1958).

Likewise, a set of benchm ark words or phrases that defined a

fide lity  approach were identified. These words and phrases were:

l i t t l e  o r no change, 
le a rn in g  new  behav io rs , 
im p le m e n te d  m odels, 
c re a te d  o u ts id e  o f  schoo l, 
o r ig in a l design, 
in tended  use, and
planned use (E lm ore, 1978 ; Fu llen  & P o m fre t, 1 9 7 7 ; Fu llan, 
19 91 ; Fu llan  & M iles , 1 992 ; H a ll & Hord, 198 7 ; Huberman & 
M iles , 1 9 84  & M ort, 1958).

P lacem en t o f  a d is t r ic t  on th e  f id e l i t y /m u tu a l  a d a p ta tio n  

continuum was based on the number of times the words and phrases 

were used by the superintendent during the interview. . A lso, the 

intensity and force of the superin tendent’s voice and inflections of 

words associated w ith the change approach, provided indication of 

the extent tha t the im plem entation stra tegy was used.

The degree o f  m u tu a l a d ap ta tion  f o r  a d is t r ic t  w a s  placed 

along a continuum  ranging from m inor adaptation to tota l adaptation. 

Those d istric ts  using a fide lity  approach to im plem enting A laska ’s 

Q uality Schools In itia tive were placed on the continuum  indicating
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no changes to very m inor changes in the innovation. In Figure 2, the 

continuum  used fo r ind icating each d is tr ic t’s im plem entation 

s tra tegy  is illus tra ted .

T o ta l M inor T o ta l

< 5 ----------------------------------------------------------------------------------  ------------- --------------------- r - --------------------------------------------------£ >

Figure 2. Fidelity or mutual adaptation continuum.

A con tinuu m  w a s  used t o in d ic a te  w h e re  th e  d i s t r i c t  w as i n 

relationship to sacred versus secular societies (See Figure 3). The 

sacred societies were placed on the fa r left of the continuum , while 

secular socie ties were placed along the continuum  from  left to 

r ig h t.

Figure 3. Sacred or secular continuum.

< 3 --------------------------------------------------------------------------------------------------- --------------------------------  —

The p la cem e n t on th e  m odel w a s  d e te rm ined  by us ing
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benchm ark words or phrases for sacred and secular societies. The 

words or phrases used to identify a sacred society were: 

c losed ,
c lo se d -m in d e d ,
s ta b le ,
avo id  c o n f l ic t ,  
no r is k  ta k in g ,
re s is ta n c e  to  s ta te  assessm en t p rogram s, 
consensus d e c is io n  m aking, 
re je c t io n  o f  p ro d u c t m easures, 
lo s s  o f  lo c a l c o n tro l,  
o ld  w a ys  are  b e tte r , and
re s is ta n c e  to  th e  change o f  te a c h e r e va lu a tio n  fo rm s (G e tz e ls , 
L ipham  & C am pbell, 1968 ; Iannacconne & Lu tz , 19 70 ;
Lipham  & Hoeh, 1 974 ; Lu tz  & Merz, 1992).

Secular societies were identified by the superin tendents use of the

fo llow ing words or phrases when describing the com m unities in

which they worked:

c o n f l ic t ,
a cce ss ib le ,
open,
re fo rm ,
open-m inded,
high p ressure ,
c o n s ta n t f lu x ,
e m o tio n a l n e u tra lity ,
u p - to -d a te  i s p rize d ,
m odern i s b e tte r ;  and
p o s it iv e  to w a rd  change (G e tze ls , Lipham  & C am pbe ll, 1968; 
Iannacconne & Lu tz , 1970 ; Lipham  & Hoeh, 19 74 ; Lu tz  &

I
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M erz1 1992).

A n a ly s is  o f  th e  use o f  th e  w o rd s  and phrases i n th e se  tw o  l is t s  

resulted in the identification of the secular versus sacred nature of 

the school d is tr ic t’s com m unities. Once identified, the  d istricts 

were classified as sacred or secular. Secular societies range from 

accepting some changes to accepting every change, while a sacred 

society was resistant to any change or adaptation.

When d e te rm in in g  s u c c e s s fu l ve rsu s  unsuccess fu l 

im plem entation of the A laska Q uality Schools In itia tive, a 

continuum was used to indicate the degree of success in the 

d is tr ic t’s im plem entation. Unsuccessfu l im p lem enta tion  was 

reflected on the extrem e left of the design while successful 

im plem entation was indicated on the right of the continuum  (See 

Figure 4). The placement, unsuccessful versus successful 

im plem entation on the continuum, was determ ined by having the 

superin tendents rate the ir d is tric t’s success from one to ten with 

one being unsuccessful and ten being successful.
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-3*--------------------------------------------- ------------------------ £»
U nsuccess fu l S uccess fu l 

Figure 4. Unsuccessful or successful continuum.

The success o f  im p le m e n ta tio n  o f  th e  A la ska  Q u a lity  Schools

Initia tive by a d istrict was indicated by degrees of success. For

this study, a successful innovation was one that met one of the two

fo llow ing criteria ; the innovation had achieved the desired outcomes

or becom e enculturated or imbedded into the practice of the school.

A d is tric t tha t had accom plished less than half of im plem entation of

the In itia tive was categorized as unsuccessful.

Analysis of Relationships of Im plem entation S tratogios and O iiltnm

to Success of Im plem entation

To analyze the relationship of the degree of success in 

im plem entation to the im plem entation strategy, size of the school
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district, and nature of the school’s society, a series of matrices 

were developed. ■ Specifically, fo r successful im plem entations a 2 X 

2 m atrix was created identifying the num ber of d istricts using a 

fide lity  approach and mutual adaptation by the type of culture (See 

Figure 5). A s im ilar m atrix was developed for d istricts with an 

unsuccessful im plem entation effort (See Figure 6).

S uccess fu l

F id e lity  ‘M utual Adaptation

Sacred

S ecu la r

F id e lity  Mutual Adaptation

Figure 5. Successful im plem entation m atrix by type of culture arid 
change model.

23
3
O
o
o
Q.
£
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O
o
o
CL

U nsuccessfu l

F id e lity  Mutual Adaptation

Sacred

S ecu la r

F id e lity  Mutual Adaptation

Change Model

Figure 6. Unsuccessful im plem entation matrix by type of culture and 
change model.

The re la t io n s h ip  o f  th e  degree o f  success o f  im p le m e n ta tio n  to  

the im plem entation strategy, size of the school d is tric t, and nature 

of the schools culture, fo r successful im plem entation was analyzed. 

Specifica lly, fo r successful im plem entations a 2 X 3 m atrix was 

created identify ing the num ber of d is tric ts  using a fide lity  approach

and mutual adaptation approach by the size of the school district
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(See Figure 7). A sim ilar matrix was developed fo r d is tric ts  with 

unsuccessful im plem entation effort (See Figure 8).

S uccess fu l

o
' C

V)

Q

O
O
S
CO
CDx:

o
CD
N

CO

Large

S m a ll

V e ry
S m a ll

F id e lity  M utual Adaptation

F id e lity  Mutual Adaptation

Figure 7. Successful im plem entation m atrix by size of school 
d istrict and change model.
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U nsuccessfu l

_  Large
O
W
Q

O
O

w  S m a ll
<u_c

4—"

O
d)
N
In

V e ry
S m a ll

F id e lity  Mutual Adapta tion

Change Model

F id e lity .  Mutual Adapta tion

Figure 8. Unsuccessful im plem entation matrix by size of school 
d istrict and change model.

W ith  p e rm iss io n , audio tap es  w e re  used du ring  th e  in te rv ie w s . 

The recordings were transcribed, verbatim . The open-ended nature of 

the questions allowed the researcher to analyze not only specific 

word responses to questions, but also to evaluate the
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superin tendent’s a ttitudes and fee lings tow ard the In itia tive. The 

researcher listened to the ta p e s . and reviewed the transcrip ts 

looking fo r factors such as tone of voice, word choice, 

conversational em phasis, and exam ples of actions taken to 

implement the change. Based on the text and audio tapes, a 

continuum was developed that provided a measure of the 

superin tenden t’s a ttitude about the im plem entation of the Initiative.

C a te go ries  o f  responses developed re a d ily  f ro m  com m ents  and 

tone of conversation from the superintendents. The superin tendents’ 

responses were placed on a continuum of denial, anger, resignation, 

acceptance, and excitem ent about the Initiative. The attitude of the 

superintendent was placed on the continuum and com pared to the 

success, culture, and im plem entation stra tegy of the ir d istricts. 

Matrices were developed in the same way as those previously 

described and re flected the re lationship of the superin tendents ’ 

a ttitude  tow ard the In itia tive and its successfu l im plem entation 

strategy, and culture of the school d istrict.
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CHAPTER FOUR

RESULTS

The purpose o f  th is  s tu d y  w a s  to  ana lyze  im p le m e n ta tio n  

stra teg ies of the A laska Q uality Schools In itia tive in A laska ’s rural 

school d istricts. The purpose was subdivided into fou r major 

research questions: 1. Which change process was being used when 

im plem enting the innovation? 2. W hat is the d is tr ic t’s culture 

(secular or sacred) in regard to change? 3. Was the innovation being 

successfu lly  im plem ented? 4. W as there a d iscern ib le relationship 

between the change processes, culture of the district, size of the 

d is tric t and success of the im plem entation?

The q u a li ta t iv e  na tu re  o f  th e  s tu d y  a llo w e d  th e  re se a rch e r to  

analyze how superintendents responded to the demand fo r system ic 

change posed by the A laska Quality Schools Initiative, and to assess 

w hether success of th is in itia tive varied based on d is tric t cu lture, 

the change process, and size of the district.
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To a n s w e r to  th e se  ques tions , a com prehens ive  te lephone  

survey was conducted of rural A laskan d is tric t superin tendents that 

fa ll w ith in the defin ition of rural A laskan school d is tric ts  (D igest 

of Educational S tatistics, 1997). A protocol was developed to 

structure the interview  and the interviews were tape recorded. In 

addition, in te rv iew er took notes during the interview .

Analysis of Data from  the Interviews

O f th e  3 7  su p e rin te n d e n ts  w ho  had an o p p o r tu n ity  to  be 

included in th is study, 32 were actually interviewed. Of the five 

superintendents who were not interviewed, one refused to be 

interviewed, and the other four were unavailable when calls were 

placed. This researcher attempted to contact each superintendent on 

ten different days and at least two to three times each day. The 

d istric ts  of the five superin tendents who were not interviewed in 

th is study included two very small d istricts, one sm all d istrict, and

two large districts. Of the 32 superintendents who were
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interviewed, only one refused to be tape recorded. Two of the 

in terviewed superin tendents were new to the state of A laska, five 

had been superintendents in another d istrict the previous year, and 

the other 25 superintendents held the same position the previous 

year.

O f th e  32  d is t r ic t s  w h ic h  w e re  s tu d ie d , 1 5 “ a d a p te d ” th e  

A laska Q uality Schools Initiative. Of these 15 d istricts; five were 

large, six were small, and four were very small. Of the 17 districts 

which “adopted” the A laska Q uality Schools In itia tive, four were 

large, six were small, and seven were very small (See Figure 9).

17 15
d is t r ic t s  d is t r ic t s

Fidelity M utual A daptation
Districts Districts

la rg e  = 44% la rg e  = 56%
s m a ll = 50% s m a ll = 50%
v e ry  
s m a ll = 64%

V e ry  
s m a ll = 36%

Figure 9. Fidelity or mutual adaptation continuum of the A laska 

in itia tive  by size of school d istrict.
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R e su lts  fro m  th e  te lephone  su rve y  in d ic a te d  th a t  1 6 school 

d istricts were secu la r and 16 were sacred. The 16 secular d istricts 

were represented by seven large districts, five sm all d istricts and 

fou r very small d istricts. The 16 sacred districts consisted of two 

large d istricts, seven sm all d istricts, and seven very sm all d istricts 

(see Figure 10).

16 16 
d is t r ic t s  d is t r ic t s

Sacred Secular
D istricts D istricts

la rg e  = 22% la rg e  = 78%
s m a ll = 58% s m a ll = 42%
v e ry v e ry
s m a ll = 64% s m a ll = 36%

Figure 10. Sacred or secular culture continuum by size of school 
d is t r ic t s .

Success ve rsus  la c k  o f  success w a s  de rived  fro m  th e  

inform ation which the superintendents gave during the survey. This 

was based on a rating scale from one to ten with ten being the 

highest. The researcher’s assessm ent as to w hether the d istric t
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was successful or unsuccessful was also, in part, based on the 

superin tendent’s em phasis of voice when responding to  the question 

regarding the success of im plem entation of the A laska Quality 

School In itia tive. The defin ition of success is tha t the desired 

outcomes or effects have been achieved (Hanson, 1985; Hersey & 

Blanchard, 1988). This researcher used five as the dividing line 

between success and lack of success, as well as the em phasis the 

superintendent placed on the number when being interviewed. Three 

superin tendents stated they were successful at the rating of five in 

the im plem entation of the In itia tive. All three school d istricts 

were classified as being unsuccessful. The reason fo r this 

c lass ifica tion  was re lated to the d istric ts  not ach ieving the desired 

outcom es or effects.

Seventeen schoo l d is t r ic t s  w e re  id e n t if ie d  as be ing su cce ss fu l 

in the ir im plem entation of A laska Q uality Schools In itia tive. Seven 

of these w ere large districts, five small d istricts, and five very 

small d istricts. There were 15 unsuccessful school d istricts, of 

which two were large d istric ts , seven were small d is tric ts , and six
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were very sm all d istricts. These unsuccessful d is tric ts  were in the 

beginning stages of im plem entation of the A laska Q uality Schools 

In itia tive. The d is tr ic ts ’ superin tendents defined them selves as 

unsuccessful since the A laska Q uality Schools In itia tive should have 

been implemented prior to this study. In Figure 11, a breakdown of 

successfu l versus unsuccessful d is tric ts  by size of school district, 

is presented.

15 17
d is t r ic t s  d is t r ic t s

--------- --— ---------------- -------------£>
Successful 

D istricts
la rg e  = 78%
s m a ll = 42%
v e ry
s m a ll = 45%

Figure 11. Unsuccessful and successful continuum by size of school 
d is t r ic t .

A 2 X 2  m a tr ix  w a s  used to  show  th e  re la t io n s h ip  o r  e f fe c t  

between change models used, type of school d istrict culture, and 

successful or unsuccessful im plem entation of the In itia tive. The

Unsuccessful
Districts

la rg e  = 22%
s m a ll = 58%
v e ry
s m a ll = 55%
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data re flected in the fo llow ing m atrices reflect, the data presented 

in Figures 9, 10, and 11.

Seventeen d is t r ic t s  w e re  s u c c e s s fu l i n im p le m e n ta tio n  o f 

A laska Q uality Schools In itia tive w ith 11 of the d is tric ts  using a 

mutual adaptation strategy (See Figure 12). Ten d istricts were 

secular and seven were sacred. The greatest success in 

im plem entation was found when a mutual adaptation strategy was 

used in a secular society The other three com binations were 

approxim ate ly equal, w ith two to fou r d istricts represented in each

S u cce ss fu l

F id e lity  M utual Adapta tion

S ecu la r

Sacred

F id e lity  Mutual A dapta tion  

Change Model

Successful implementation matrix by type, of culture
versus change model.

2 C
O

4

CO

ce ll,

CD

3
"5
O

CD
CL

Figure 12.
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F ifte e n  d is t r ic t s  w e re  un success fu l in  im p le m e n tin g  th e  

. A laska Quality Schools Initiative (See Figure 13). Seven of these 

were sacred districts and used the fide lity  change model. Two 

sacred districts that used the mutual adaptation change model. Of 

the six secu lar socie ty d istricts tha t w ere unsuccessfu l, four 

. d istricts used the fide lity  approach to change and tw o d istrict used 

a mutual adaptation approach.

U nsuccessfu l

F id e lity  Mutual Adapta tion

2 S ecu la r
3 
3
O
o
CD
Q.
H Sacred

F id e lity  Mutual A daptation
(

Change Model

Figure 13. Unsuccessful implementation matrix by type of culture
versus change model.

4 2

7 2
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A 2 X 3 m a tr ix  (See F igure  1 4) r e f le c ts  th e  re la t io n s h ip s  

between size of the d istrict and change model utilized fo r the 17 

successfu l d is tric ts  tha t im plem ented the A laska Q ua lity  Schools 

In itia tive innovation. These data are illustrated in Figures 9, 11, 

and Table 1.

S uccess fu l

F id e lity  Mutual Adaptation

2 5

1 4

3 2

F id e lity  Mutual Adaptation

O Large

CO
b

O
O

-C
O
CO S m a ll

O

N
CO V e ry

S m a ll

Change Model

Figure 14. Successful im plem entation m atrix by size of d istrict and 
change model.

In F igure  14, th e  d is t r ib u t io n  o f  th e  s u c c e s s fu l im p le m e n ta tio n
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of the A laska Q uality Schools In itia tive is presented, ind icating the 

re la tionship between the size of d istrict, change model utilized and 

success of im plem entation. Seventeen districts were successful in 

im plem enting in the A laska Q uality Schools Initiative. Seven large 

school d is tric ts  were successful, w ith two of these d istric ts  used 

the fide lity  approach to change, whereas the other five large 

districts used a mutual adaptation approach to change. Five small 

d is tric ts  successfu lly  im plem ented the A laska Q ua lity  Schools 

In itia tive. Of these, one small d is tric t used the fide lity  approach 

and four used the mutual adaptation approach. Five very small 

d istricts w ere successful in im plem enting the innovation. Three 

d istricts used the fide lity  approach, whereas two d is tric ts  used the 

mutual adaptation approach to change.

U nsuccess fu l im p le m e n ta tio n  o f  th e  A la ska  Q u a lity  Schools 

In itia tive was found in 15 districts (See Figure 15). Two large 

districts were unsuccessful using the fide lity  approach to change, 

whereas no large d istrict was unsuccessful in using the mutual 

adaptation approach. Seven small d istricts were unsuccessful, with
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five using the fide lity  model of change and two using the mutual 

adaptation model. Six very small d istricts were unsuccessful in 

im plem enting the A laska Q uality Schools In itia tive; fou r were 

unsuccessful using the fide lity  approach, and two were unsuccessful 

using the mutual adaptation approach to change.

U nsuccessfu l

F id e lity  M utual A daptation

u  Large
4—'CO
b

O
0
1  S m a ll

O
CD

w  V e ry
S m a ll

F id e lity  M utual Adaptation

Change Model

Figure 15. Unsuccessful implementation matrix by size of school
district and change model.
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Q uestions 3 and 4 o f  th e  te lephone  p ro to c o l (See A ppend ix  A ) 

addressed the d is tr ic t’s im plem entation plan or s tra tegy fo r the 

A laska  Q uality Schools In itia tive innovation. No very small d istrict 

shared a w ritten im plem entation plan, w hile  only th ree  written 

plans by large districts where shared w ith th is researcher.

S upe rin tenden t’s A ttitude Tow ard the In itia tive

A

I n a d d it io n  to  e l ic i t in g  in fo rm a tio n  f o r  th is  s tu d y ’s fo u r  m a jo r  

research questions, the superin tendent interviews y ie lded a wealth 

of rich data on how superintendents responded persona lly  to the 

S ta te ’s demand fo r system ic reform In the ir school d istricts. These 

com m ents occurred spontaneously as part of the structured 

interview , w ith the researcher a llow ing the respondent latitude in 

bringing forward feelings relevant to the topic. As noted above, 

in terview s were transcribed to fac ilita te  the analysis. The 

researcher listened to the tapes and read the transcrip ts with an eye 

fo r tone of voice, word choice, conversational em phasis, and
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exam ples of actions taken to im plem ent the change as indicators of 

the superin tendents ’ personal response to the Q uality Schools 

Initiative. Such an analysis informs this study because of the 

critica l role superin tendents play in im plem enting change in the ir 

d istricts. Regulations such as the Q uality Schools In itia tive are put 

in place by people, and the feelings that key leaders, such as 

superin tendents, experience in response to the situation influence 

the outcome.

For purposes o f  a n a ly s is , responden ts  w e re  c a te g o riz e d  on a 

continuum  according to the ir dom inant fee lings. Categories included 

fee lings of denial, anger, resignation, acceptance, or excitem ent 

about the Initiative. Categories of responses developed readily and 

were an elaboration on the change theory cited by several 

superintendents, one of whom described the follow ing paradigm. "You 

know change theory as well as I do. There is always a group that 

resists, a group that is eager, and a group that needs tim e." The 

firs t part of th is analysis w ill e laborate on these categories, and 

the second part w ill relate these categories to the fou r major
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research questions. Comments from two superin tendents were not 

included in this analysis as they were not taped. One superintendent 

refused to be tape recorded, and in conducting the interview  with a 

second superintendent the tape was not started.

D en ia l

One su p e rin te n d e n t appeared to  be i n de n ia l th a t  h is  d is t r ic t  

had to respond to the Quality Schools In itia tive w ith meaningful, 

system ic changes. Coming from a very small d is tric t tha t is 

arguably the most isolated in the State, he stated "we really haven’t 

done much" in response to the Initiative. Instead, the superintendent 

described a d istrict tha t was focused on internal problem s such as 

"negotiations and other stuff and (we) haven’t focused on those type 

of things, and even our Board hasn’t set goals for the last few 

years." Asked about the changes he had made or planned to make, he 

responded, "I don’t know that we will take any drastic steps. Let me 

take that back, I th ink the immediacy of the benchm ark and the
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qualifying exams are probably . . . going to force awareness and then 

change." A ttem pting to jus tify  the d is tric t's  lack of action, he 

stated, "I th ink there is some good to waiting in a sense that we 

don’t have to  reinvent the wheel, we can just take those things . . .  I 

th ink w e ’re doing OK, I don’t th ink tha t w e ’ll be le ft out in the cold." 

This researcher believed that the superin tendent shed insight on his 

m otivation in a concluding statement, 'TH be glad when I retire next 

year." A lthough this superintendent may have taken some 

pre lim inary steps, such as form ing a teacher-dom inated curriculum  

com m ittee and assisting his Board in adopting the Standards as 

w ritten, no specific  progress was reported on im plem entation.

T h is  d is t r ic t  appeared to  be among th e  le a s t advanced in  th e  

State in im plem entation of the Q uality Schools In itia tive as a result 

of the superintendent’s denial of the need to take action. Based on 

the superin tendent’s remarks, th is researcher be lieved that 

substan tive im plem entation would be left fo r the superin tendent 

hired a fte r the incum bent’s retirem ent, po ten tia lly  p lacing the 

school d is tric t at risk of being fa r behind other d is tric ts  in the.
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State in im plem entation of the In itia tive.

Anger

A nge r abou t th e  Q u a lity  S choo ls In i t ia t iv e  w a s  th e  

predom inant focus of four superintendents. A lthough members of 

th is group had taken some steps to im plem ent the Initiative, they 

peppered nearly every response with negative remarks about the 

mandated change. Three of the four superintendents characterized 

the In itia tive as being counterproductive to previous, local efforts 

at school reform that were perceived to be superior to the Initiative.
c

Describ ing his fee lings, a superin tendent from a sm all d istrict 

stated, "we were, one of the extrem ely frustrated d istric ts  because 

we were developing d istrict standards way before Departm ent of 

Education got on the stick, and so I feel . . . now we are having to 

drop all that work and adopt State standards. W e’re not real happy 

w ith that." Speaking from the v iew point of a d is tric t challenged 

w ith s ign ifican t cross-cu ltu ra l issues, a superin tendent from  a very
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sm all d is tric t com m ented that the teacher evaluation tool "met the 

d istric t’s needs more appropriately before we made the - changes . . . 

now the instrum ent is very specific to state standards, but it 

doesn’t have a whole lot to do with people ’s ability to get along in 

the com m unity." A superin tendent from  a large d istric t also voiced 

anger about the im pact of the revised teacher evaluation tool, "well, 

we went back to a checklist evaluation fo r tenured teachers instead 

of doing som ething tha t was really directed toward professional 

developm ent." A fourth superintendent, who characterized her 

com m unity as being progressive and w illing to make changes to 

support education, found that the Q uality Schools In itia tive "has not 

. . . caused people here to get real excited because" it was not 

addressing the com m unity ’s "biggest problem, tha t w e ’re at 212 

percent capacity in a school building . . . and people are concerned 

about fire  safety."

The s u p e rin te n d e n ts ’ anger extended to  th e  m ore  g lo b a l issue  

of the S tate ’s right to impose change upon the district. A 

superin tendent from a small d is tric t sum m arized his fee lings by
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saying, "To be real frank, I th ink that everybody thinks that we are 

just getting layer upon layer of bureaucracy imposed on us and 

losing local contro l . . . there is a very real danger of actually 

harming our educational product through increased bureaucracy." A 

superin tendent from a very small d is tric t questioned the 

effectiveness of such a highly structured change im posed from 

outside the district, saying "I don’t th ink tha t th ings w ork when they 

are shoved down people’s throats." Challenging the essence of the 

Q uality Schools In itia tive, a superin tendent from a large d istrict 

stated, T m  not sure that it’s going to have the effect tha t some 

would like it to have, which is im provem ent in the schools that need 

to improve the most. I’m not sure there is enough meat to it. It’s a 

lot of PR."

Too much change im posed a t  once, coupled w i th  in a b i l i t y  to  

m obilize support from  key groups of stakeholders, especia lly 

com m unity members, was a theme repeated again and again. 

Com m enting on m istakes his d istrict had made w ith im plem entation, 

a superin tendent from a small school d istrict remarked, "...there are



77

so many changes com ing down so quickly that nobody wants anything 

to do with them anymore just because it’s so overwhelm ing." 

Describ ing his inab ility  to m obilize support from  the teaching staff, 

a superin tendent from a small d is tric t reported, "for the QSI, there 

has probably been . . . reticence." A superintendent from a very small 

d is tric t recounted several months of efforts to ga ther com m unity 

com m ent form s fo r use in the evaluation process w ith discouraging 

results, "when I look at the am ount of tim e and effort tha t I put into 

that . . .  I got just very, very low response." Using a m etaphor to 

describe th is  situation, a fourth superin tendent from  a large d istrict 

com mented that "....it’s a little like squeezing an e lephant into a pop 

bottle. Change . . .  in a school district? Most people don’t use those 

two words in the same sentence . . ."

F ee lings o f  be ing ove rw he lm ed  w ith  change p a ire d  w i th  a 

sense of lack of support in its im plem entation were reflected in the 

lack of success these superintendents reported. Three of the four 

superin tendents rated the ir d istricts as being unsuccessfu l in 

im plem enting the Q uality Schools In itia tive. The re la tionship
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between not supporting the change and not being able to implement 

it was apparent when one superin tendent from a sm all d istrict 

acknowledged, "I can’t say that I have had a very good experience 

im plem enting changes that are not needed." Two of the four 

superin tendents acknow ledged the ir e fforts were lim ited because 

they saw little value in the Initiative. Accord ing to a 

superin tendent from  a small district, “ ...we feel like we had an 

intact program, and to some extent we have had to d isrupt it to meet 

the requirements. I can’t be a real cheerleader about needing to 

jum p through more hoops." A second superintendent from a large 

d istrict, who rated his d is tric t as successful, stated tha t he was 

dealing w ith the Initiative by making as few changes as possible, 

"...we’re going to do whatever they tell us we have to do to stay in 

compliance, and then w e’re going to try and not have a negative 

im pact on our d istrict in any way."

Concerns about la c k  o f  fu n d in g  to  su p p o rt th e  Q u a lity  Schools 

In itia tive  a ffected tw o superin tendents from  sm all d is tric ts  in th is  

category. The im plications of being asked to im plem ent system ic
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change on a reduced budget were the focus of the ir comments, with 

one superin tendent summing it up by saying, "philosophically, I am 

opposed to the ‘do more with less’ message, which is what I feel 

that I am getting." Going further, a second superintendent despaired 

of being able to im plem ent the In itia tive in th is context, saying 

"...this plan is being put on us . . . financia lly we can’t meet (it) 

anyw ay."

In con c lu s io n , th is  re se a rch e r found  a re la t io n s h ip  be tw een th e  

anger and frustration expressed by this group of superintendents and 

the extent and effectiveness of actions they were taking to 

im plem ent the Initiative. Even though the ir fee lings ranged from 

cynicism  to despair, they were s im ila r in the ir inab ility  to let go of 

anger as a predom inant mood and replace it with concrete, positive 

steps to move the In itia tive forw ard in the ir d istrict.
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R esignation

T w e lv e  su p e rin te n d e n ts  w e re  ca te g o rize d  as be ing "res igned" 

to im plem entation of the Quality Schools Initiative. As a group, 

the ir predom inant mood could be characterized by lack of 

enthusiasm . A lthough several superintendents m entioned the 

potentia l fo r positive  ou tcom es in the ir d is tric t from  the In itia tive, 

they com bined these remarks with negative com m ents about the 

change. This m ixture of feelings caused this researcher to place 

them in an interm ediate category between superin tendents whose 

predom inant mood was anger and superintendents who experienced 

increasing ly positive fee lings toward the change.

For in s ta n ce , a s u p e rin te n d e n t fro m  a v e ry  s m a ll d is t r ic t  found 

some benefits to the program because "...we are all on the same page 

now as fa r as working toward standards across the district" but 

went on to say "that it has hurt our kids . . . because the teachers are 

out of the classroom often to get th is tra ining. I feel it would have 

been more successful had we done it the other way around— have 

teachers tra ined before we had to plug this thing in." Another
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superin tendent from  a very small d is tric t expressed a s im ilar 

m ixture of support and critic ism , "I feel tha t it is a worthy 

in itiative, but I do feel that our state has gone about it in the wrong 

way with not starting with our younger kids and working up, rather 

than jus t starting with the 9th graders and expecting m iracles . .

The the m e  o f  concern  about th e  w a y  th e  S ta te  w a s  approaching 

the In itia tive was replayed by seven of the twelve superintendents.

"I th ink tha t in the whole state of A laska, w e ’ve got the cart before 

the horse," a superin tendent from a very small d is tric t re iterated 

critic ism s about project sequence. Focusing on the tools that 

superin tendents had to im plem ent the Initia tive, a superin tendent 

from a small district found that "DOE should take more of a 

leadership role in some issues that would solve a lot of problems, 

and I’ll use the one example being there are not adequate regulations 

written fo r H.B. 465." In this superin tendent’s experience, an 

absence of adequate regulations fo r the mandated teacher evaluation 

(H.B. 465) had led to teacher union arbitration and law suits when 

arb itra tion fa iled. Finally, looking at the future of the  Initiative, a
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superin tendent from a very small d is tric t questioned how it could be 

susta ined in the face of po litica l realities, "...w ith G overnor 

Knowles’ term about to end, and w e’ll get a new governor in the next 

few years, I th ink there will be a question in the state of how this 

kind of massive change can be sustained."

F ru s tra t io n  w i th  fu n d in g  f o r  th e  In i t ia t iv e  w a s  echoed by f iv e  

of the twelve superintendents in th is category. Their concerns were 

sim ilar to those expressed by superintendents whose predom inant 

mood was anger. Portraying a school system under constant 

financia l stress, a superin tendent from a small d is tr ic t described 

how difficu lt it was "...to keep morale and standards high when every 

year you ta lk  about cutting." The relationship between funding and 

quality surfaced again when a superin tendent from  a small d istrict 

commented, "...you can ’t cut funding to schools and expect 

performance to go up." Perhaps a superintendent from  a large 

district summed up the dilemma best when he recounted how he 

explained the situation to his Board, "I keep telling the board, we 

have the best education we can afford, not the best education we
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know how to deliver."

The m ixed  s u p p o rt f o r  th e  In i t ia t iv e  expressed by th is  group o f  

superin tendents was exem plified by the fact tha t only fou r of 

tw elve had w ritten im plem entation plans fo r the In itia tive .

A lthough most superintendents voiced a general idea of the direction 

in which they were heading, they had not com m itted the project to 

paper, established action steps, or targeted com pletion dates. 

C haracteriz ing th is approach, a superin tendent from  a small d istrict 

commented, "...we have a plan in term s Of we want to get all of our 

content standards rewritten just as quickly as possible . . . but we 

d idn’t put any dates to that because we find that if they are not 

realistic, then we jus t can’t work up to them ." Superintendents 

whose districts had a written plan tended to describe it as "brief" or 

integrated with the five -ye a r plan . . . (which) actually does state 

‘A laska Content S tandards.’ " A large district whose plan included 

"objectives fo r students, objectives fo r professional standards . . .  a 

tim eline fo r the next year and a half," reported tha t is was 

developed w ith funding from a grant.
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Lack o f  c o m m u n ity  in v o lv e m e n t i n th e  Q u a lity  S choo ls  

In itia tive was another common concern expressed by 

superin tendents in th is category. E ight of tw elve superin tendents 

described d ifficu ltie s  ob ta in ing  pa rtic ipa tion  from  com m unity 

members as evidenced by low attendance at planning meetings and a 

low return rate fo r teacher evaluation form s. Typical remarks from 

superin tendents representing d is tric ts  of all s izes included, 

"...community, involvem ent— it has not been the best" . . . "getting 

more com m unity members and parents involved has been a real 

problem fo r us" . . . "very low input from community m em bers” . . . "as 

fa r as the com m unity (partic ipation), very little ." Of the four 

superin tendents who described a process fo r obtain ing com m unity 

involvem ent, three pointed to system s that were in place prior to 

the Initiative. Even among these superintendents, com m unity 

involvem ent was found to be a mixed blessing. A superin tendent 

from a small d istrict reported the process led to delays. "When you 

involve the public like we do, it can be yea r-long  just to get a 

certain goal approved that maybe before you could have handled just
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as quick and got there much quicker . . Talking about working with 

a com m unity that had a long history of debate on school issues, a 

superin tendent from  a large d is tric t c ited the d ifficu lty  of assuring 

tha t diverse groups were included, "...som etim es, we w eren ’t as 

careful as we should have been to make sure that various points of 

view in the com m unity were represented."

A c c o u n ta b ili ty  f o r  th e  ou tcom es produced by th e  d is t r ic t s  w as  

not always seen as positive. Fear of being blamed fo r students’ 

perform ance on the exit exam was voiced by a superintendent from a 

small d is tric t because "...it w ill come down to ind ividual school 

d is tric ts  being at fau lt when we start experiencing student fa ilure .

. . I see it as some hard times for schools . . .  not only funding wise 

but accountability  w ise." Taking the problem one step further, a 

superin tendent from  a very small d is tric t predicted tha t because of 

the "high school graduation assessment, it’s only jus t begun when it 

comes to law suits." However, four superintendents expressed 

support fo r the Initiative voicing remarks Such as "...we do have to 

be accountable for teaching and student learning," and we have to
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"take this whole assessm ent business seriously, and begin doing a 

better job . .
\

In con c lus ion , th is  re se a rch e r found  a re la t io n s h ip  be tw een th e  

mixed fee lings these superintendents voiced about the Quality 

Schools Initiative and the uneven nature and results of the actions

they were taking to im plem ent the program. A full half of the

:
superin tendents reported the ir d is tric ts  were unsuccessfu l in 

im plem enting the change.

A cceptance

S ix  s u p e rin te n d e n ts  w e re  c a te g o rize d  as be ing "acce p tin g " o f  

the Quality Schools Initiative. The predom inant mood of members of 

th is  category was positive toward the innovation as characterized 

by the ir description of benefits from the change, the ir elaboration 

on actions taken to im plem ent program s in support of it, and their 

positive statem ents regarding com m unity invo lvem ent and local 

support fo r the In itia tive. Despite th is  more op tim is tic  attitude,
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they balanced the ir remarks with concerns about funding, the 

tim e line fo r im plem entation, and lack of support from  the State 

Departm ent of Education.

P o s it iv e  com m en ts  fro m  su p e rin te n d e n ts  re f le c te d  th e  va lue  

of a change that promoted standardization. A superin tendent from a 

small d is tric t reported that his schools had never had "a clearly 

articu lated or aligned curriculum  . . . th is was the firs t system ic 

curricu lar change that w e ’ve had in recorded history (in the district)

. . . and the Quality Schools Initiative gave us the impetus to do so."

A superin tendent from  a large d is tric t com m ented tha t the Initia tive 

allowed his staff to "focus on few er things. I th ink it’s going to pull 

us together (because) w e’re going to be . . . focused on the same 

outcom es." Echoing these thoughts, a superintendent from a very 

small d is tric t found that "teachers have always fo llow ed the 

curriculum , but now (they are) . . . more attuned to it. I th ink tha t’s 

a pos itive ."

Perhaps w h a td is t in g u is h e d  t h i s  ca te g o ry  o f  su p e rin te n d e n ts  

the most from those classified as resigned to the change was the
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depth and breadth of the ir descriptions regarding actions they had 

taken to im plem ent the Initiative, as well as the innovative nature 

of many of those activities. This observation was noted fo r all six 

d istricts in the category, including the one out of six whose 

superin tendent rated im plem entation in the d is tric t as unsuccessful. 

Examples of innovative activities undertaken to support the change 

included: (a) an educational sum mit with more than 80 people 

involved, including com m unity leaders and parents; '(b) workshops 

fo r parent advisory com m ittees to develop the ir skill level; (c) an 

early release schedule fo r students tha t allowed fo r developm ent of 

standards w ithin the existing budget; and (d) a literacy program that 

included an em phasis on outreach to fam ilies with children age birth 

up to five years old. In addition to these innovations, all districts 

described typ ica l efforts, such as tra in ing  fo r s taff and curriculum  

c o m m itte e s .

U n like  m em bers o f  p rev ious  c a te g o rie s , a m a jo r i ty  o f  

superin tendents in th is group, four, pra ised the invo lvem ent of the ir 

com m unities, and three enthused about the support they fe lt from
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teachers and the community. The educational sum m it held in a very 

sm all d is tric t was described as creating "trem endous com m unity 

involvem ent . . Training for parent advisory com m ittees held in a 

sm all d is tric t provided the opportun ity fo r "suggestions fo r 18 to 20 

really solid items that we were able to load onto the (school 

im provem ent) m atrix." A superin tendent from a large d istrict 

reported tha t "representatives of each one of the elem ents of the 

com m unities have been working on our teams." The superintendent 

from a very small d istrict who used early release to develop 

standards reported "a real united front when this decision was made 

that th is was good fo r kids and that therefore we were going to 

make it happen with the very lim ited resources tha t we have." In 

every instance, superintendents created a venue fo r com m unity 

partic ipation tha t drew residents into the change process in a 

m eaningfu l way.

A lth o u g h  th e  p redo m ina n t mood o f  su p e rin te n d e n ts  i n th is  

category was positive, an undercurrent of d iscontent w ith support 

from the Departm ent of Education, concerns about funding, and the



tim e line fo r im plem entation remained. Reiterating concerns heard 

before, a superin tendent from a sm all d istrict reported tha t "the 

biggest problem  we have, there is no real help coming out of DOE in 

term s of sending in a SWAT team or something to deal with this for 

the small schools. The big schools, they got more pocket change 

than God’s got apples." Understanding what needed to be 

accom plished, another recurrent theme, was cited as a problem by a 

superin tendent from a very small district, "once again, we are told 

to do these things. They’re not operationalized, they ’re not 

exp la ined w ell."

Lack o f  fu n d in g  d re w  com m ents  fro m  th re e  su p e rin te n d e n ts  

who re iterated fee lings expressed by members of previous 

categories. The common thread among all these remarks was concern 

about "unfunded mandates." A superintendent from a very small 

d is tric t com m ented, " it ’s the S ta te ’s responsib ility  to  fund 

education. If we have a requirem ent that we rem ediate these kids, 

you have to be telling us where the money is coming from ," and from 

another superin tendent in a very small d istrict, 'Tm  very frustrated

9 0
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about the fact tha t financing has not at all fo llowed,"

A lth o u g h  th is  group o f  su p e rin te n d e n ts  expressed g re a te r  

support fo r the Initia tive than other groups, only tw o of six had 

w ritten im plem entation plans. However, two more w ere actively 

working on developing plans, one with support from a grant, and 

those w ithou t w ritten plans described efforts tha t included action 

steps and tim elines. For example, a superintendent from  a small 

d is tric t w ithout a plan reported, "we have a curriculum  plan that 

calls fo r curriculum  review of two m ajor top ics each year, then in 

the o ff-ye a r to do authentic assessm ent and evaluation and tweak it 

as we go along." A second superintendent from a very small district 

reported that "we know where we want to be at the end of four 

years, but because we are so dollar poor, and dependent upon the 

resources of our personnel, and whatever grants we can raise, we 

have target goals w e ’re working on, but not dates . . .  we hit a real 

target th is year to develop what was going to be in our portfolio."

D esp ite  th e  presence o f  p lans, w r i t t e n  and u n w r it te n , 

superin tendents from this group voiced concerns about the tim eline
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fo r im plem entation. Two superin tendents reported tha t the greatest 

m istake they made w ith im plem entation was trying to move too fast 

in order to accom m odate the S tate’s timeline. For example, a 

superin tendent from a very small d istrict reported, "...we tried to do 

too much too soon with too little funding. Made people tired."

Voicing the same concerns, a superin tendent from a small d istrict 

stated "the impact here has just been overwhelm ing and massive and 

if I had it to do over again, I’d thumb my noise and say ‘you guys just 

wait your turn, w e ’ll take it one at a time, and it’s going to take us 

five tim es as long to do what you ’re doing, or if you want to shove it 

down our throats, come on in and just do it, you know, but give us a 

hand, give us the m oney.’ I suppose the smart thing to do would have 

been not to jum p into this wholeheartedly."

In con c lus ion , th is  re se a rch e r found  th a t  th e re  w a s  a 

re la tionship between the more accepting attitude these

superin tendents displayed and the positive  steps they were taking to

> . . .

im plem ent the program. Five of six of these superintendents rated

the ir d is tric ts  as being successful in im plem enting the In itia tive.
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Despite th is approach, these superin tendents reported sign ificant 

barriers to  successfu l im plem entation, such as funding, tigh t 

tim elines, and lack of substantia l support from the State.

E xc ite m e n t

Seven s u p e rin te n d e n ts  w e re  ca te g o rize d  as be ing "e xc ite d " 

about the Q uality Schools In itia tive. Their p redom inant attitude 

toward the innovation was very positive, making them  sim ilar to the 

group of superintendents categorized as "accepting" of the change. 

Moving further along the. continuum, members of th is group 

d istingu ished them selves by em phasizing the benefits o f strategic 

planning, com m unity and board involvement, and the value, of a

form al im plem entation plan while vo ic ing few er com pla in ts about
: . ' v

factors such as funding, the tim eline, and support from  the 

Departm ent of Education. Also, two had successfully engaged the 

Departm ent of Education in helping them implement the change.

F ive o f  seven su p e rin te n d e n ts  re p o rte d  th a t  t h e i r  d is t r ic t s  had



conducted stra teg ic p lanning tha t led to s ign ifican t system ic 

change. For example, a superintendent from a large d istrict reported 

using a "model for strategic planning . . .  we came up with our 

d istrict goals and strategies . . . then we went to each of our 15 

sites and held a s ite -based strategic planning session. All of the 

sites now have the ir own school im provem ent plan." Describing the 

results of the stra teg ic planning process, a superin tendent from a 

very small d is tric t reported "...w e’ve done so much dram atic reform. 

It’s not been piecemeal. We didn’t th ink that we could just change 

instructiona l s tra teg ies, or jus t teacher eva luation, or jus t 

assessm ent strategies, or just Board policy. We fe lt like we had to ■ 

do whole thing. Otherwise, we were trying to run the Indy 500 in a 

Model A Ford." A superintendent from a large d istrict enthused about 

stra teg ic planning, saying "Of the strategic plan tha t we adopted in 

1994 . . .  95 percent or more of what we said . . . has been done. It’s 

been amazing to watch. I’m an absolute advocate of strategic 

planning . . . "

C om m un ity  in v o lv e m e n t w a s  a key in g re d ie n t i n th e  s tra te g ic
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planning process. Getting input from the w idest array of 

stakeholders was the aim of two superintendents (very small and 

large districts) who chose the A laska Onward to Excellence process 

because it "really pushes com munity involvem ent . . . everybody in 

the com m unity— students, staff, com m unity members, parents, and 

everybody. There are some of our villages that have had huge 

turnouts at our m eetings." Another superin tendent from  a large 

d istrict focused on involving "...every single parent. W e did an overall 

generic (plan), then we sent it out to schools, (where it was) 

modified after meeting with parents and teachers . . .  so we have had 

a trem endous am ount of public partic ipation." The superintendent of 

a large d istric t whose initial p lanning process took place six years 

ago reported that "more than half of the people involved with the 

annual review (of our plan) are com m unity members."

Four o f  th e  f iv e  su p e rin te n d e n ts  re p o rte d  th a t  s t ra te g ic  

p lanning efforts began w ith the ir arrival in the d is tric t at the 

charge of the Board. In three instances, strategic planning began 

well before the Quality Schools In itia tive program was announced,
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and in . all five cases support from the Board was integral. S trategic 

p lanning was in itiated in response to problem s w ith educational 

outcom es in the district. For example, a superintendent from a very 

small d istrict reported that "...when I came on board, the Board said 

‘we don’t know what is wrong, but when our kids leave these schools 

they ’re not being successful in college, they ’re not being successful 

in transition ing into the world of work. Something has got to be 

d iffe ren t.’ So, based on tha t we started to identify w hat was not 

working, and better ways to do it." A superintendent in a large 

d istric t echoed these com m ents, "I th ink the d is tric t was ripe for 

(change). They had gone through a period of several years of very 

fla t plateau . ; . the Board was concerned about it, the communities 

were concerned, our graduates were going nowhere." A second 

superin tendent from a large d istrict reported that "...the Board hired 

me because they liked the idea of strategic planning and they knew 

that I knew how to do that . . .  we had crises coming out of our ears 

and the Board chair said strategic planning was im portant before the 

mill closed . . . now it’s essential." As noted above, support from the
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Board was cited as a key ingredient to the success of innovations in 

the district. Adding to the comments above, a superintendent from a 

large d istrict noted that he attributed his success in m aking changes

to "to to ta l 100 percent vis ionary quality Board."

)

U n like  p rev iou s  groups, s ix  o f  seven su p e rin te n d e n ts  in  th is  

category reported that they had an im plem entation plan fo r the 

Initiative, and the seventh superin tendent noted tha t he was working 

on one. Another distinction between this group and previous ones 

was the use of consultants to help with im plem entation; the ir 

presence was thought critical to success.

Three s u p e rin te n d e n ts  vo iced  s tro n g  su p p o rt f o r  a c c o u n ta b ility  

fo r educational outcom es, while at the same tim e reflecting on the 

resistance com ing from other superintendents in the state. Noted a 

superin tendent from  a large district, "I believe in accountability, 

and I’m glad that it’s here. I th ink that we should not resist it, we 

should come on board because it w ill improve the educational 

system of the state." Comparing education to other sectors that 

m easure quality, a superin tendent from  a small d is tric t stated "I
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know there are some superintendents tha t are resistant to it, but 

I’m not. To me, standards make sense. We have them fo r everything 

else." Summing up the feelings of this group, a superintendent from 

a large d is tric t stated “tha t th is is the best thing tha t ever 

happened to us. It’s our opportunity to save ourselves."

U n like  p rev iou s  groups, su p e rin te n d e n ts  in  t h is  ca te g o ry  vo iced  

few  com plaints. Only one superin tendent (from a large district) 

talked about funding, saying simply, "I wish that I had been funded 

better." A second superin tendent (large d istrict) re iterated 

com plaints heard from  other superin tendents about the qualifying 

exam. "I th ink that it’s setting up kids fo r fa ilure. I th ink that the 

effort to not prepare schools, not being able to te ll them  what was 

going to be tested on the benchmark tests and the graduation test is 

basically saying ‘we don’t want you to know what is on the test, and 

w e’ll see how many of your kids fa il.’ " Concerns about timeline 

came up only once from a superintendent in a large d istric t, "...when 

I look at everything that (my staff) are trying to do all at once . . .  I 

feel they are a bit overwhelmed because they are trying to do so
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much so quickly . .

In con c lu s io n , th is  re se a rch e r found th a t  th e re  w a s  a 

re la tionship between the excitem ent about the Q uality Schools 

In itia tive experienced by superin tendents in th is category and 

com prehensive, planned approach they were taking to its 

im plem entation. Five of seven superintendents rated them selves as 

successful in im plem enting the In itia tive. Of the tw o unsuccessful 

superintendents, both were in the process of im plem enting steps to 

move the d istrict forward. There was a relative absence of focus on 

barriers to successful im plem entation. Instead, m em bers of th is  

group discussed com m unity involvem ent and school reform 

accom plishm ents w ith pride, focusing on the value of accountability

in the educational system.



Superintendent Reactions and the Four Major RmRAArnh Qufistinns

S u p e rin te n d e n t re a c tio n s  to  th e  Q u a lity  S choo ls  In i t ia t iv e  

were plotted on continuum s sim ilar to those used to analyze the four 

m ajor research questions. Of the 32 districts interviewed, 30 are 

included in th is analysis based on the ava ilab ility  of transcrip ts and 

tape recorded conversations.

R esu lts  fro m  th e  a n a ly s is  o f  s u p e r in te n d e n ts ’ re a c tio n s  to  th e  

Q uality  Schools In itia tive dem onstrated tha t am ong the 15 fide lity  

approach d istricts, reactions were as fo llows: de n ia l-o ne  

superin tendent, a n g e r-tw o  superin tendents, re s ig na tion -e igh t 

superin tendents, accep tance -tw o  superin tendents, and exc item en t- 

two superin tendents. Among the 15 mutual adaptation districts, 

superin tendents ’ reactions were as fo llows: de n ia l-ze ro  

superin tendent, a n g e r-tw o  superin tendents, re s ig n a tio n -fo u r 

superin tendents, accep tance -fou r superin tendents, and exc item en t- 

five superin tendents(See Figure 16).
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15
d is t r ic t s

15
d is t r ic t s

F id e li ty  D is t r ic ts  M utua l A d a p ta tio n  D is t r ic ts
denial -  1 00%  (1 ) denial = 0% ( 0 )
anger= 50%  ( 2 )  anger= 50%  ( 2 )
resignation = 66.6%  ( 8 ) resignation = 33.3%  ( 4 )
acceptance = 33.3%  ( 2 ) acceptance = 66.6%  ( 4 )
excitement = 29%  ( 2 ) excitement = 71 % ( 5 )

Figure 16. Superintendent reactions by fide lity  or mutual 
ad ap ta tion .

ResuKs fro m  th e  a n a ly s is  o f  s u p e r in te n d e n ts ’ re a c tio n  to  th e  

Q uality Schools In itia tive dem onstrated tha t among the 14 sacred 

d is tric ts  reactions w ere as fo llows: de n ia l-o ne  superin tendent, 

a n g e r-th re e  superin tendents, re s ig n a tio n -s ix  superin tendents, 

acce p tance -fou r superin tendents, and exc item en t-ze ro  

superin tendents. Among the 16 secular d istricts reactions were as 

fo llows: d e n ia l-n o  superintendent, anger-one  superin tendent, 

re s ig n a tio n -s ix  superin tendents, acce p ta nce -tw o  superin tendents, 

and exc item ent-seven superintendents (See Figure 17).
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14
d is t r ic t s

16
d is t r ic t s

<3-

Sacred D is t r ic ts  
denial = 1 00%  (1 ) 
anger = 7 5 % ( 3 ) 
resignation = 50%  ( 6 ) 
acceptance = 66.6%  ( 4 ) 
excitement = 0 % ( 0 )

S ecu la r D is t r ic ts
denial = 0% ( 0 ) 
anger = 2 5 % (1 ) 
resignation = 5 0 % ( 6 ) 
acceptance = 33.3%  ( 2 ) 
excitement = 1 0 0 % ( 7 )

F igure  17. S upe rin te nde n t re a c tio n s  by sacred  o r  s e c u la r  d is t r ic ts .

R esu lts  fro m  th e  a n a ly s is  o f  s u p e r in te n d e n ts ’ re a c tio n  to  th e  
Q uality Schools In itia tive dem onstrated tha t among the 13 
unsuccessfu l d is tric ts , superin tenden ts ’ reactions w ere as fo llows: 
d e n ia l-o ne  superin tendent, anger-th ree  superin tendents, res igna tion - 
six superin tendents, acceptance-one superintendent, and 
exc item en t-tw o  superin tendents. Am ong the 17 successfu l d istricts 
superin tendents ’ reactions were as fo llows: de n ia l-n o  
superin tendent, an ge r-on e  superin tendent, re s ig na tion -s ix  
superin tendents, accep tance -five  superin tendents, and exc item en t- 
five superin tendents (See Figure 18).
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17
d is t r ic t s

13
d is t r ic t s

U nsuccess fu l D is t r ic ts  
denial = 1 00%  (1 ) 
anger = 75%  ( 3 ) 
resignation = 50%  ( 6 )

. acceptance = 1 7 % (1 ) 
excitment = 2 9 % ( 2 )

S ucce ss fu l D is t r ic ts  
denial = 0% ( 0 ) 
anger = 25%  (1 ) 
resignation = 50%  ( 6 ) 
acceptance = 8 3 % ( 5 ) 
excitement = 71 % ( 5 )

Figure 18. Superintendent reactions by unsuccessful or successful 
d is t r ic t s .

R esu lts  fro m  th e  a n a ly s is  o f  s u p e r in te n d e n ts ’ re a c tio n  to  th e  

Q uality Schools In itia tive dem onstrated tha t among the 11 very 

sm all d is tric ts , superin tendents ’ reactions were as fo llow s: d e n ia l- 

one superin tendent, anger-one  superintendent, res igna tion -fou r 

superin tendents, accep tance-th ree  superin tendents, and exc item en t- 

one superin tendents. Among the 12 small d istricts superin tendents’ 

reactions were as fo llows: den ia l-no  superintendent, anger-tw o  

superin tendents, re s ig n a tio n -s ix  superin tendents, accep tance -tw o  

superintendents, and exc item ent-one superintendent. Among the 

nine large d istric ts  superin tendents ’ reactions were as fo llows: 

den ia l-no  superin tendent, anger-1 superin tendent, res ignation-2
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superin tendents, acceptance-1 superin tendent, and excitem ent-5 

superintendents (See Figure 19).

11
d is t r ic t s

12
d is t r ic t s d is t r ic t s

V e ry  S m a ll D is t r ic ts  
denial = 1 00%  ( 1 ) 
anger = 25%  (1 ) 
resignation = 33.3% (4) 
acceptance = 50% (3) 
excitement = 1 4 % (1 )

S m a ll D is t r ic ts  
denial = 0% ( 0 ) 
anger = 5 0 % ( 2 ) 
resignation = 50% (6) 
acceptance = 33.3% (2) 

excitement = 1 4% (1 )

£> •

Large D is t r ic ts  
denial = 0 % ( 0 ) 
anger= 25%  ( I.) 

resignation = 16.6% (2) 
acceptance = 16.6% (I) 

excitement = 7 2 % ( 5 )

Figure 19. Superintendent reactions by very small, small, and large 
d is t r ic t s .

In th e  n e x t cha p te r, th e  re s u lts  a re  sum m arized  and 

conclusions developed. The chapter ends with recom m endations for 

further research and recom m endations to the State of A laska.
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CHAPTER FIVE

SUMMARY, CONCLUSIONS AND RECOMMENDATIONS

The purpose o f  th is  s tu d y  w as  to  ana lyze  th e  im p le m e n ta tio n  

stra teg ies of the A laska Q uality Schools In itia tive in rural Alaskan 

school d istricts. The purpose was subdivided into fou r major 

research questions. 1. Which change process was being used when 

im plem enting the innovation? 2. W hat is the d is tr ic t’s culture 

(secular or sacred) in regard to change? 3. Was the innovation being 

successfu lly im plem ented? 4. W as there a d iscern ib le relationship 

between the change processes, culture of the district, size of the 

d istric t, and success of the im plem entation?

The q u a li ta t iv e  na tu re  o f  th e  s tu d y  a llo w e d  th e  re se a rch e r to  

analyze how superintendents have responded to the demand for 

system ic change posed by the A laska Quality Schools Initiative, and 

to assess w hether the success of th is in itia tive varied in relation to 

d is tric t cu ltu re , the change process, and the size of the district.
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Summ ary of Findings \

Im p le m e n ta tio n  o f  th e  A la ska  Q u a lity  School In i t ia t iv e  in  32  

rural A laskan school d istricts was the focus of th is study. Of those 

32 districts, 15 used a mutual adaptation approach to change and 17 

used the fide lity  approach. Among the latter, fou r were large 

d istricts, six were sm all d istricts, and seven were very small 

d istricts. Of the districts which used a mutual adaptation approach 

to change, five were large, six were small, and four were very small.

S ix teen  o f  th e  32  d is t r ic t s  w e re  c la s s if ie d  as sacred  

d istric ts , w ith two large d istricts, seven small d is tric ts , and seven 

very sm all d istricts. The 16 d istricts c lassified as secu lar included 

seven la rge d istricts, five small d is tric ts , and fou r very small 

d is t r ic t s .

O f th e  32  d is t r ic t s ,  1 7 w e re  s u c c e s s fu l and 1 5 w e re  

unsuccessful in im plem enting the A laska Q uality Schools In itiative. 

Am ong the successful d istricts, seven were large, five were small, 

and five were very small. Of the 15 unsuccessful d istricts, two
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were large, seven were small, and six were very small. The 

unsuccessful d istricts were in the beginning stage of 

im plem entation of the A laska Q uality Schools In itia tive.

O f th e  1 7 s u c c e s s fu l d is t r ic t s ,  1 0 d is t r ic t s  w e re  id e n t if ie d  as 

secular and seven were identified as sacred and six of these 

districts used the fide lity  approach to change and 11 used the 

mutual adaptation approach. There were 15 unsuccessful d istricts. 

Six of these were secular; four used the fide lity approach, and two 

used the mutual adaptation approach. The rem aining nine districts 

(unsuccessful) were sacred; seven used the fide lity  approach, 

whereas two used the mutual adaptation approach to change.

I t i s  appa ren t th a t  a re la t io n s h ip  e x is ts  be tw een  th e  s ize  o f 

the d istrict and the change model used when analyzed in relation to 

the success of the im plem entation. Of the 17 successful districts, 

seven w ere large d istricts. Two of these districts used the fide lity  

approach to change, and the other five used the mutual adaptation 

approach. Among the five successful small d istricts, one district 

used the fide lity  approach and four d istricts used the mutual
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adaptation approach to change. There were five very small districts, 

three of which used the fide lity approach and two used a mutual 

ad ap ta tion .

The tw o  la rg e  un success fu l d is t r ic t s  used th e  f id e l i t y  

approach to change. Seven small d istricts were unsuccessful, with 

five d is tric ts  u tiliz ing  the fide lity  approach, and tw o utiliz ing the 

mutual adaptation approach. Of the six unsuccessful very small 

d istricts, fou r used the fide lity  approach and two used the mutual 

adaptation approach to change.

Taped in te rv ie w s  and t ra n s c r ip ts  fro m  th e  in te rv ie w s  o f  30  o f  

the 32 superin tendents were studied to assess the superin tendents’ 

predom inant reactions to the demand fo r system ic change created by 

the A laska Q uality Schools Initiative. Of those 30 superintendents, 

one was categorized as being in denial regarding the change, four 

were angry, 12 were resigned, six were accepting, and seven, 

excited about the change.

Am ong th e  su p e rin te n d e n ts  w hose d is t r ic t s  used th e  f id e l i t y  

approach to change, one superintendent was in denial regarding the
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change, two were angry, eight were resigned, two w ere accepting, 

and two were excited about the change. For those districts that 

used the mutual adaptation approach to change, no superintendents 

were categorized as being in denial, two were angry, fou r were 

resigned, four were accepting, and five were excited about the 

change.

For su p e rin te n d e n ts  w hose d is t r ic t s  w e re  sacred  s o c ie tie s , 

one was in denial regarding the change, three were angry, six were 

resigned, four were accepting, and none were excited about the 

change. Am ong the superintendents whose districts were secular 

societies, none were categorized as being in. denial, one was angry, 

six were resigned, two were accepting, and seven were excited 

about the change.

In d is t r ic t s  th a t  w e re  un success fu l i n im p le m e n tin g  th e  

change, one superintendent was in denial regarding the change, three 

were angry, six were resigned, one was accepting, and two were 

excited about the change. Among the superintendents whose 

districts were successful in im plem enting the  change, none were
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categorized as being in denial; one was angry, six were resigned, 

five were accepting, and five were excited about the change.

Am ong th e  su p e rin te n d e n ts  w hose d is t r ic t s  w e re  v e ry  s m a ll, 

one was in denial regarding the change, one was angry, four were 

resigned, three were accepting, and one was excited about the 

change. In d is tric ts  tha t were small, no superin tendents were 

categorized as being In denial, two were angry, six were resigned, 

two were accepting, and one was excited about the change. Among 

the superintendents, whose districts were large, none were 

categorized as being in denial, one was angry, two were resigned, 

one was accepting, and five excited about the change.

C onclus ions

The A la ska  Q u a lity  Schools In i t ia t iv e  w as a p o l i t ic a l ly  

m otivated reform from the Office of the Com m issioner of Education 

that started in 1994 with the Content S tandards fo r S tudents. Each 

rural A laskan school d istrict had to accept the standards or develop



the ir own set of standards which incorporated the S ta te ’s standards 

The A laskan rural school districts were given a choice in how to 

proceed with the Content Standards: they could adopt the standards 

verbatim  (fide lity  approach), or make s ign ifican t adaptations 

(mutual adaptations approach). One issue which the Com m issioner 

of Education did consider was the im portance of the culture of the 

school districts, i.e. sacred or secular societies. An understanding 

of these two types of cultures is critica l to successfu lly  

enculturating change brought about by an innovation into an 

o rg a n iza tio n .

Was th e re  a p a tte rn  o f  th e  success o f  im p le m e n ta tio n  o f 

A laska ’s Q uality Schools Initiative as related to the sacred versus 

secular na ture of the d istrict and the mode of im plem entation, 

fide lity  versus mutual adaptation? To answer the above question a 

breakdown of the central research question into ind ividual 

com ponents form ed the ancillary research questions.

Was th e re  a p a tte rn  i n th e  success o f  th e  im p le m e n ta tio n  in  

secular or sacred cultures? School d istricts in secu lar cultures had



the best success when a mutual adaptation approach was used. The 

conclusion to be drawn from this is tha t secu lar d is tric ts  using the 

mutual adaptation approach to innovation have a greater chance of 

success than do secular d istricts using the fide lity  approach to 

change. Sacred districts had a roughly equal chance of success using 

e ither fide lity  or mutual adaptation approach to change.

Do th e  sacred  s o c ie t ie s  show  a p a tte rn  i n w h ic h  th e y  are m ore 

likely to change if the fide lity  approach is used or if the mutual 

adaptation approach is used? The mutual adaptation approach to 

change offers a greater chance of success for sacred societies than 

does the fide lity  approach to change. The reason that the fidelity 

approach to change is ineffective was characterized by a 

superin tendent who described the process as having very little 

com m unity invo lvem ent and very little  support from teachers who 

needed to be convinced that this was not just another passing fad. 

Neither sacred nor secular cultures using the fide lity  approach were 

very successfu l.
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Did s e c u la r s o c ie t ie s  show  a p a tte rn  i n w h ic h  change w as m ore 

likely to be successful if the mutual adaptation approach was used 

or if the fide lity  approach was used? This researcher concluded 

secular d istricts using the mutual adaptation approach to change 

have a greater chance of success than when using the fidelity 

approach to change.

I s a la rg e  d is t r ic t  m ore o r  le s s  l ik e ly  to  change s u c c e s s fu lly  

using a fide lity or a mutual adaptation approach to change? Large 

districts were more successful using a mutual adaptation approach 

to change but when these districts used the fide lity  approach, they 

had a greater chance of failure.

The s m a ll d is t r ic t s  w h ic h  used m u tu a l a d a p ta tio n  achieved 

successful im plem entation more than the small d is tric ts  which used 

the fide lity  approach to change. The small d istricts which used 

fide lity approach to change were more ap t to be unsuccessful than 

successful in im plem enting change.

Im p le m e n ta tio n  o f  th e  f id e l i t y  approach to  change produced th e  

greatest num ber of fa ilu res in very small d istricts. Therefore, this
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researcher concluded that even though the fide lity  approach to 

change is the most successful strategy fo r innovation in these 

situations, it also has the greatest fa ilu re  rate. M anagem ent of 

change in very small d istricts may be more d ifficu lt than in other 

d istricts because of the com plexity of a superin tendent’s job. As 

one small school superintendent stated, “change is like squeezing an 

elephant into a. pop bottle in th is d is tric t.”

A re  la rg e  d is t r ic t s  m ore l ik e ly  to  be s e c u la r in  t h e i r  approach 

to change? The larger the district, the more secular they become, 

and conversely, the sm alle r the district, the more sacred they were 

likely to be. Sm aller d is tric ts  were more likely to use the fide lity 

approach while larger d istricts used a mutual adaptation approach to 

change. Therefore, th is researcher concluded that the larger the 

district, the more secular it becomes and the more apt it was to use 

a mutual adaptation approach to change. The converse also holds 

true in th is study. The sm aller the district, the more sacred the 

d istrict becomes and the more apt it was to use the fide lity  

approach to change. Therefore, th is  researcher concluded that the
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la rger the d istric t was, the more successful it was like ly to be 

im plem enting the A laska Q uality Schools In itia tive w hile  small 

d is tric ts  w ere a little  less successfu l, and very sm all d istricts 

were, fo r the m ost part, unsuccessful.

Was th e re  a p a tte rn  o f  re la t io n s h ip s  be tw een sacred  and 

secu lar d is tric ts , fide lity  and mutual adaptation change strategies, 

and. the success of im plem entation? The results of th is study point 

to a pattern of large districts being secular, choosing the mutual 

adaptation approach to Change, and implementing change 

successfu lly. Another pattern was tha t very sm all d is tric ts  were 

sacred, choose the fide lity approach to change, and often failed to 

successfu lly  im plem ent the innovation. Further, sm all d istricts 

tend to be more sacred than secular and are more likely to use the 

fide lity  approach to change.

W hat a t t itu d e s  to w a rd  change w e re  p redo m ina te  among 

superin tendents? The attitudes disp layed by superin tendents from 

negative to positive formed a be ll-shaped  curve, skewed toward a 

positive response to the change. The Conclusion to be drawn; is that
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only a m inority of superintendents d isp layed a predom inantly 

negative attitude toward the mandate fo r change, and that a 

m ajority were either resigned to the need fo r change or exhibited a 

positive  a ttitude  tow ard it.

I s th e re  a p a tte rn  i n A laskan  ru ra l schoo l d is t r ic t  

superin tendents ’ a ttitudes toward change and the fac to rs  fide lity  or 

mutual adaptation approach to change, secular or sacred culture, 

success or lack of success in im plem entation, and the size of 

d is tric ts?  S uperin tendents d isp lay ing positive a ttitudes  toward 

change (acceptance, excitement) were more likely to choose a 

mutual adaptation approach than a fide lity approach. The conclusion 

to be drawn is tha t there is a relationship between the mutual 

adaptation approach, which differs from the fide lity  approach in the 

"degree tha t partic ipants affect the form ation of the adoption," and 

the positive a ttitudes disp layed by superin tendents choosing that 

approach. Conversely, this researcher concluded that there is a 

re la tionship between the fide lity  approach to change in which 

innovations are adopted, not adapted, and feelings of resignation
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(m ixture of positive and negative feelings) about the change.

In A laskan  ru ra l schoo l d is t r ic t s  w i th  s e c u la r s o c ie t ie s , 

superin tendents d isp layed positive a ttitudes tow ard the change 

more often than those working in d is tric ts  with sacred societies. 

S uperin tendents w orking in d is tric ts  w ith sacred soc ie ties 

displayed negative attitudes toward the change more often than 

those w orking in d is tric ts  with secular societies. Th is indicates 

tha t there is a re lationship between the factors in a secular society 

tha t make it less resistant to change and the more positive 

a ttitudes disp layed by superin tendents working in tha t environm ent 

who are faced with the need for system ic change. Conversely, it 

appears tha t a re lationship existed between the forces in a sacred 

socie ty tha t resist change and the negative attitudes toward change 

disp layed by superin tendents working in that environm ent.

S upe rin te n d e n ts  w ho  ra ted  th e i r  d is t r ic t s  as s u c c e s s fu l i n 

im plem enting the change displayed positive attitudes toward the 

change more often than those who rated the ir d istricts as being 

unsuccessful. The la tter group rated the ir d istricts as unsuccessful
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in im plem enting the change and disp layed negative attitudes toward 

the change more often than in the form er group. The conclusion to 

be drawn is tha t there is a relationship between the 

superin tenden t’s predom inant a ttitude tow ard the change, e ither 

positive or negative, and the degree of success of the change.

S upe rin te n d e n ts  res igned to  th e  change w e re  d raw n  p r im a r i ly  

from very small and small d istricts. This leads to the conclusion 

that there is a re lationship between the conditions in both very 

small and small d istricts and the predom inant attitude of 

superin tendents in those districts. This attitude is one of mixed 

em otions toward the change.

A re  th e re  c o n s is te n t them es t h a t  cam e f o r w a r d  du ring  th e  

interviews that should be considered when designing a statew ide 

change of such magnitude? The issues of adequate funding, support 

from the Departm ent of Education, and the tim eline fo r 

im plem enting the Quality Schools In itia tive came up again and again 

during the superin tendent interviews. The absence of support from 

the Departm ent of Education was another prom inent them e,
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especia lly in term s of helping the sm allest and m ost vulnerable 

schools. Specific  concerns included unclear regulations, lack o f 

explanation or guidance on how to im plem ent non-operationatized 

mandates and lack of connection to existing program s that were 

deemed superio r to the Initiative. Several superin tendents indicated 

they were unw illing to com m it to any particu lar ta rge t dates 

because of the difficu lty of meeting them. The question these 

find ings raise was w hether superin tendents, especia lly  those in very 

sm all and small d istricts, w ill be able to marshal the resources, 

determ ination, and creativ ity  to overcom e these ba rrie rs  on behalf 

of the ir students and com m unities,
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Sum m ary of Conclu.sions

The fo l lo w in g  l i s t  p rov ides  a con c ise  sum m ary  o f  th e  s tu d y

conc lus ions .

°  Secular d istricts were more successful when they used mutual 

ad ap ta tion .

°  Sacred districts did not change or adapt easily, if at all.

°  The larger the district, the more successful it may be, by using 

the mutual adaptation approach to im plem entation.

°  Mutual adaptation was a more successful approach to change than 

the fide lity  approach to im plem entation,

°  The larger a d istrict, the more secular it’s cu ltu re , and,

conversely, the sm aller the district, the more sacred it’s culture.

°  Only a m inority of superintendents displayed a predom inantly 

negative attitude toward the mandate fo r change, and a majority 

were either resigned to the need fo r change or exhibited a 

positive  a ttitude  tow ard it.

°  There was a relationship between the mutual adaptation approach 

and the positive attitudes displayed by superin tendents choosing
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tha t approach.

°  There was a re lationship between the fide lity approach to change 

and feelings of resignation about the change.

°  There was a relationship between a secular socie ty and positive 

attitudes among superintendents faced with the need fo r 

system ic change.

°  There was a relationship between a sacred society and negative 

attitudes toward change among superin tendents w orking in that 

env ironm en t.

°  There was a relationship, between the superin tendents ’ 

predom inant a ttitude toward the change, e ither pos itive  or 

negative, and the success of the change.

°  There was a re lationship between very small and sm all districts 

and feelings of being resigned to the change on the part of the 

sup e rin tend en ts .

°  There was a re lationship between large districts and the 

extrem ely positive a ttitudes of superin tendents in those

d is t r ic t s .
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Funding, lack of support from the Departm ent of Education, and 

. the tim eline im posed fo r the change all constituted real and 

s ign ifican t barriers to  the success of im plem entation.

.

Recom m endations fo r Further Resoarch

Due to  th e  n a rro w  t im e  fra m e  o f  th is  s tud y , fu r th e r  s tud y  

needs to be conducted to understand the full impact of A laska’s 

Q uality School In itia tive. The A laska Q uality School In itia tive is 

jus t starting to result in changes in the S tate ’s educational system. 

A laska will start to feel the full im pact of there changes in the next 

two to three years. Legislative action to reduce school funding 

while at the same tim e dem anding im plem entation of the Initiative 

has put a stress on the im plementation process as well in rural 

schools and com m unities.

F u rth e r i t  is  recom m ended th a t  research  be conducted  on th e  

im pact of change processes when state laws, regulations, and rules 

require the im plem entation of new programs and expectations. In
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Alaska, d istricts had to com ply or run the risk of being taken over by 

the A laska ’s Departm ent of Education.

The lo s s  o f  lo c a l c o n tro l I s a n o th e r issue  ra ise d  by m andated 

programs that needs to be studied. As one large d istrict 

superin tendent stated, “the State Departm ent of Education needs to 

stand up and be counted. They need to work with the most fragile 

and least capable districts ,by bu ild ing bridges to them  w ith teams 

and m oney.” Another small rural d is tric t superin tendent voiced 

concern that this top down change comes from our present 

leadership, the Comm issioner and the Governor. W hat happens when 

they leave office?

A m a jo r  them e runn ing th rough  m o s t s u p e r in te n d e n ts ’ 

responses was a concern for adequate funding to meet the Alaska 

Q uality Schools Initiative. They voiced concern tha t th is  reform is 

about teaching, and that the State Departm ent of Education has to 

take the leadership role in making sure that the A laska Quality 

School In itia tive works fo r all d istricts. This research needs to be 

repeated on an ongoing basis until all schools have com pleted the
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im p lem enta tion  process.

Recom m endations fo r Action

The f i r s t  a c tio n  recom m endation  i s th a t  A la s k a ’s S ta te  

Departm ent of Education help move the districts to action within a 

tim efram e that protects student outcom es on the high school 

qualify ing exam s w hile  preserving the d is tr ic t’s local contro l of 

e lem entary and secondary education.

A second recom m endation  i s f o r  th e  D epa rtm en t o f  Education 

to help those superintendents move beyond the ir anger to 

construc tive  action w ith in  a tim e fram e tha t protects the  d is tr ic ts ’ 

ab ility  to succeed w ith im plem entation of the Q uality Schools 

In i t ia t iv e .

The th ir d  a c tio n  recom m endation  i s th a t,  as h igh schoo l 

qualifying exams approach, the A laska Departm ent of Education must 

help accelerate the momentum for change in these d istricts, The 

focus needs to be tightened toward m easurable, achievable results



tha t w ill lead to com pliance with the Q uality Schools Initiative.

The f in a l  a c tio n  recom m endation  i s th a t  th e  A la s k a  S ta te  

Departm ent of Education must have greater support among 

superintendents in the face of very real issues. The Department of 

Education must hold inservices fo r superintendents to face the above 

issues and gain support or facilita te  the tra in ing of new 

superintendents. The angry, in-denial, and obed ient,superin tendents 

must be brought to a point of acceptance and excitem ent about the 

Q ua lity  Schoo ls In itia tive .
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H ello , (superin tenden t’s name).

I am T e rry  B en tley , S upe rin te nde n t o f  th e  Nenana School 

D istrict here in A laska. I know that you, as a school adm inistrator, 

have a busy schedule, but I would like to impose on your time for a 

few m inutes to ask you some questions.

I am w o rk in g  on a s tu d y  re la te d  to  th e  change s tra te g ie s  being 

used in Alaska. As you know, change always seems to be occurring 

in our d istricts. It is im portant that educators develop some 

understanding of the change strategies being used in our schools and 

how the A laska Q uality Schools In itia tive is being im plem ented. .

A re  you c o m fo rta b le  w ith  m y ask ing  you a fe w  q u es tion s  

pertain ing to  change and the Quality Schools In itia tive in your 

district? This conversation will be taped recorded so tha t I can 

understand and not make any errors fo r the purpose of th is study. By 

the way, you can be assured of anonym ity regarding your responses.

I w ill use only pseudonym s in writing up the results.

May I proceed?
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Q uestions:

1. . In th e  p rocess o f  im p le m e n tin g  th e  A la ska  Q u a lity  Schools 

In itia tive in your d istrict, has there been s ign ificant change to the 

orig inal plan supplied by the A laska Departm ent of Education?

a. Did y o u r d is t r ic t  change th e  fo rm a t  th a t  th e  s ta te  fu rn is h e d  

fo r teacher evaluation, or did your d is tric t use the fo rm at style as 

suggested by the state?

b. Does th e  e v lu a tio n  process now  m ee t th e  d is t r ic t  needs?

c. Did y o u r d is t r ic t  change o r  adop t th e  C on ten t S tandards f o r  

A laska Students, if you d id change by adding or rewritting, how much 

did you change the standards from one to ten in the am ount of change 

with ten being high am ount of change?

d. Does th e  c o n te n t s tanda rds  re la te  to  y o u r d is t r ic t  s tanda rds  

or goals? If not how do they not meet your d is tric t’s goals or
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o b je c tiv e s ?

e. P lease d e sc rib e  th e  m o s t im p o r ta n t changes th a t  have been

made.

2. W hat do you b e lie ve  i s unique abou t yo u r d is t r i c t  o r  co m m u n ity  

tha t prom oted the m odifications, if any, to the orig inal plan?

3. Does y o u r d is t r ic t  have an o v e ra ll p lan o r s tra te g y  f o r  

im plem enting the A laska Q uality Schools In itia tive?

4. I s th e  im p le m e n ta tio n  p lan  o r  s tra te g y  f o r  y o u r d is t r ic t  

written up? W ould you send a copy to me?

5. P lease d e sc rib e  th e  na tu re  o r am oun t o f  th e  p a r t ic ip a t io n  by 

teachers and com m unity members in developing the d is tr ic t’s A laska 

Q ua lity  Schools In itia tive  im plem entation plan.

6. O ve ra ll, how  s u c c e s s fu l do you pe rce ive  th e  im p le m e n ta tio n  o f
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Alaska Q uality Schools In itia tive to be in your d is tric t at the 

p resen t tim e?

7. Do you fe e l th a t  th e  d is t r ic t  has made any m is ta k e s  in  th e  

im plem entation process of A laska Q uality  Schools In itia tive?

a. I f so, w h a t w e re  th e y?

8. In th e  pas t, w h a t has been yo u r experience  i n im p le m e n tin g  

changes in your d istrict?

a. I s th e re  g e n e ra lly  re s is ta n c e  o r  openness to  change fro m  

the teach ing  staff?

b. I s th e re  g e n e ra lly  re s is ta n c e  o r  openness to  change fro m  

c la s s if ie d  s ta f f?

9. W ith  th e  co m m u n ity  i n m ind, w o u ld  you say i t i s easy o r 

d ifficu lt to make changes?
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10. Do you have any o th e r th o u g h ts  o r  com m ents  rega rd ing

im plem entation of the A laska Q uality Schools In itia tive?

W ould you l ik e  a copy o f  th e  e xe cu tive  sum m ary o f  th e  re s u lts ?  
yes no.

Thank you again fo  r yo u r t im e  and e f f o r t  in  he lp in g  me 

com plete the questionnaire.

Good Bye.
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A laska Q uality Schools In itia tive

High S tu d e n t and A cadem ic  S tandards and P e rfo rm ance  

* S choo l d is t r ic t s  develop and adopt s tan da rds  and 

assessm en ts

* S ta te  su p p o rts  d is t r ic t s  by deve lop ing

-c o n te n t  s tanda rds  i n te n  co re  s u b je c t  areas 

-s tu d e n t  benchm arks and pe rfo rm an ce  s tanda rds  

f o r  ba s ic  s k i l ls  

- c u r r ic u lu m  fra m e w o rk s

* S ta te  su p p o rts  schoo l d is t r ic t s  th roug h  s ta te w id e  

assessm en ts  o f  s tanda rds  

- C a l i fo rn ia  A ch ieve m en t T e s t 

- D ir e c t  w r i t in g  assessm en t 

-N a t io n a l A ssessm e n t o f  E duca tiona l P rogress 

Q u a lity  P ro fe s s io n a l S tandards 

*S ta n d a rd s -b a se d  lic e n s u re

-M e e t s ta te  s tanda rds  f o r  in i t i a l  p re p a ra tio n
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-P ro fe s s io n a l deve lopm en t f o r  c o n tin u in g  lic e n s u re  

-N a t io n a l board c e r t i f ie d  

* U n iv e rs ity  p re p a ra tio n  becomes s tan da rd  based 

*P e rfo rm ance -basec l e va lu a tio n  a t  d is t r ic t  le v e l 

F a m ily , School and C om m un ity  N e tw o rk

"R esea rch -based  fa m ily ,  schoo l and c o m m u n ity  

p a rtn e rs h ip s

"C o lla b o ra tio n  among e d uca tio n  o rg a n iz a tio n s  and p a re n t 

o rg a n iz a tio n s

" F a c i l i t a t in g  s tu d e n t t ra n s it io n s  th ro u g h o u t th e ir  

scho o ling

"B u s in e s s , agency, co m m u n ity  p a rtn e rs h ip s  

School E xce llence  S tandards

" S ta te  schoo l a c c re d ita t io n

-S ta te  s tanda rds  f o r  S uccess fu l scho o ls  

-S c h o o l p ro f i l in g  p rocess 

-N o r th w e s t A s s o c ia tio n  o f  S choo ls and C olleges 

p a rtn e rs h ip
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-D is tin g u is h e d  schoo l re c o g n itio n

^ N e tw o rk  o f  d is tin g u is h e d  scho o ls  and educa to rs  to  

p rov ide  te c h n ic a l a s s is ta n c e  f o r schoo l 

im p ro ve m e n t (H o llo w a y , 1997).
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