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Introduction

The New Mandate Case Study focuses on the challenges faced by Provost

Franklin Smith in carrying out a mandate from the Board of Higher Education (BHE) to

design and implement a campus-wide assessment program to monitor student learning in

the areas of general education, baccalaureate-level skills, and major academic disciplines.

Provost Smith and his staff identified time and specificity as issues in implementing the

mandate and let their concerns be known in communication with the BHE; nevertheless,

upon receiving the final mandate it was discovered the suggestions were not

incorporated.

However, the mandate was brief and nonspecific allowing state institutions

discretion in designing the assessment program.  A major concern in designing and

implementing the mandate was the lack of additional funding to support the effort, and

this directly would have an impact on reserve dollars that had been used to augment

salary increases intended to retain good faculty and reduce costs associated with

recruiting new personnel.

Anticipated Consequences

Provost Smith, faced with the challenge of designing, implementing, and funding

the mandated assessment, also was concerned with the problem of managing the

assessment program.  Smith continued the process of anticipating the consequences of

instituting the mandate (Rogers, 2003, pp. 448-449).

One option for managing the assessment program included delegating much of

the work to the departments and colleges of the campus.  The problem with this solution

was that in supporting salary increases some faculty positions were internally reallocated
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and many departments across campus were now operating with fewer faculty members.

If the mandate implementation were shifted to the faculty, their workload would increase;

plus, receiving another unfunded mandate would upset the deans.

Another option would be a campus-wide assessment program that was centrally

managed, but this would require additional staff.  Provost Smith thought of one person,

Director of Institutional Research George Beatty who may carry out the mandate, but

Smith remembered that Beatty was still upset over carrying out other mandates passed

down by the BHE.  Dr. Smith then admitted that the responsibility for the mandate could

be assigned to a member of his own staff.  He could request one of three associate

provosts handle the assignment, but they would require additional staff too.

Change Agent

In the end Provost Smith decided to assign the responsibility for the design and

implementation of the assessment program to the Associate Provost for Planning:  Dr.

Lawrence Garrison.  Garrison’s job description best matched the requirements of the

mandate, and he worked most closely with curricular matters.  Because of this, Provost

Smith felt that Associate Provost Garrison’s vantage point would allow for streamlining

curricular-related initiatives, avoid duplication, and include designing and implementing

the mandate with little financial cost.  Garrison’s long-time relationship working with

Provost Smith had shown Dr. Garrison to be a good team player, and the associate

provost had the characteristics of a positive change agent.
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Generalizations

Several generalizations are associated with change agents and diffusion of

innovations, and Garrison’s success was contingent on these change agent characteristics

and factors.  Some of the generalizations that were associated with Garrison include:

Change agent’s success in securing the adoption of innovations by clients

is positively related to the extent of change agent effort in contacting clients.

Change agents’ success in securing the adoption of innovations by clients is

positively related to the degree to which a diffusion program is compatible with

clients’ needs.  Change agents’ success in securing the adoption of innovations by

clients is positively related to empathy with clients.  Contact with change agents is

positively related to greater social participation by clients.  Change agents’

success in securing the adoption of innovations by clients is positively related to

their homophily with clients.  Change agents’ success in securing the adoption of

innovations by clients is positively related to credibility in the client’s eyes.

Change agents’ success in securing the adoption of innovations by clients is

positively related to the extent that he or she works through opinion leaders.

Change agents’ success in securing the adoption of innovations by clients is

positively related to increasing clients’ ability to evaluate innovations.  (Rogers,

pp. 373-390)

Garrison’s ability to carry out and fulfill these generalizations eventually led to the

successful implementation of the mandate.
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Change Agent Roles

Associate Provost Garrison’s charge was to develop a need for change in order to

identify the benefits of the mandate, and establish an information exchange relationship

to develop rapport with those that the mandate would have the most impact (Rogers, p.

369).  Along with Provost Smith, Garrison had diagnosed the problems of the mandate,

but it was now important that the associate provost passed that responsibility on to the

faculty with the intent to change the clients, translate that intent into action, stabilize

adoption and prevent discontinuance, and finally achieve a terminal relationship as the

faculty became their own change agents (Rogers, pp. 369-370).

Information Exchange

Garrison began this process by taking the mandate to the faculty senate with the

anticipation that the faculty senate would refer the matter to the Educational Policy

Committee (EPC) (targeting) (Rogers, p. 367).  Because Garrison was an ex-officio

member of the EPC, he was permitted to share materials and information with the

members of the committee (Change agents’ success in securing the adoption of

innovations by clients is positively related to their homophily with clients.  Change

agent’s success in securing the adoption of innovations by clients is positively related to

the extent of change agent effort in contacting clients.) (Rogers, pp. 373 & 383-384).

Garrison’s association and membership within the committee made him feel that

this would be the best place to seek counsel in drafting the procedures and timetable for

responding to the mandate.  Although Garrison was concerned about how the mandate

would be received he believed contacting the EPC would decentralize the diffusion of the

mandate as those on the committee were his peers, and this contact would increase the
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opportunity of spreading the mandate from the EPC whose members may serve as

opinion leaders in the process (Change agents’ success in securing the adoption of

innovations by clients is positively related to the extent that he or she works through

opinion leaders.) (Rogers, pp. 388 & 397).

Intent to Change

The EPC was outraged by the mandate as Garrison had anticipated, but the

associate provost felt he had made the right decision to present to the committee of which

he was an ex-officio member rather than the entire faculty senate (Change agents’

success in securing the adoption of innovations by clients is positively related to empathy

with clients.) (Rogers, p. 377).  Garrison decided to visit with each of the EPC members

individually before the next meeting to help them understand the implications of not

carrying out the mandate and to point out the benefits of an assessment program to

faculty and students and how it would be consistent with the faculty’s commitment to

quality undergraduate education.  By doing this, Dr. Garrison anticipated the meaning of

the mandate, tailored it to the EPC, and shared it with key opinion leaders of the EPC

(Rogers, pp. 367 & 451).

Action

Through Garrison’s efforts in contacting the EPC members individually and by

describing how the mandate was compatible with quality education the negative reaction

to the mandate had dissipated by the next committee meeting (Rogers, pp. 373 & 375).

The attention shifted from if we should do this to how can the mandate be implemented

in a way that complimented what the organization was already doing, and EPC members

participated and acted upon their new-found charge (Rogers, pp. 370 & 382).  After a few
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months, Garrison secured the EPC’s approval of a document that detailed how the

assessment program would be designed and managed.  Via the opinion leadership of the

EPC, the faculty would assume a leadership role in the design and implementation of

assessment measures encouraging the adoption and continuation of the program with

everyone involved and taking ownership in the once mandated charge (Rogers, p. 370).

Summary

The New Mandate Case Study gives good examples of the generalizations

concerning change agents and success in bringing about change.  Garrison’s success as a

change agent was influenced by his alignment with and ability to draw upon the

generalizations associated with change agents.  Dr. Garrison made an effort to contact

clients, he was able to outline how the program would be beneficial to the EPC and the

school as a whole, he showed empathy with the client’s challenges they faced, greater

social participation was generated, he was able to relate to the EPC as an ex-officio

member of the committee and shared similarities with the group (homophily), the EPC

viewed Garrison as a credible change agent as he fulfilled his change agent role, he

enlisted the EPC members as opinion leaders in the bigger goal of implementing the

program at the institutional level, and he was able to encourage the EPC to evaluate the

assessment program and take ownership of designing and implementing the assessment

procedure (Rogers, pp. 373-390).

This case study also exemplifies the sequence of change agent roles.  Initially,

Provost Smith was faced with the need for change via the BHE mandate.  He identified

his associate provost, Dr. Garrison, as the change agent that could carry out the process of

instituting the mandate.  Associate Provost Garrison established an information exchange
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relationship with the EPC and anticipated the challenges the EPC would face as they

were presented the mandate.  After developing the relationship between himself and the

EPC, Dr. Garrison and the committee were able to recognize the benefits of the challenge

they faced and began to diagnose problems, buy into change, translate that intent into

action, and begin the work of implementing the assessment program throughout the

institution (Rogers, pp. 369-370).

Finally, as Provost Smith and Associate Provost Garrison anticipated the

consequences of the mandate, and as Garrison carried out an effective implementation

process, in a decentralized manner beginning with the EPC, the mandate turned from an

activity conducted by faceless bureaucrats in central administration to a positive process

where all stakeholders eventually gained ownership of the assessment program that was

viewed as a benefit to the overall commitment to quality undergraduate education.
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