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Technically speaking, the innovation to the practice of information distribution in the Office of Doctoral Studies was not supposed to be difficult because it does not involve complicated technology. The task was to transfer all of the information already present unto the departmental website, which already existed. Internet space was already available, a template was in place, and website design skill was not necessary at an extensive degree. In fact, it was suggested that I take one of website development workshops available on campus, and that would suffice, in terms of expertise. Difficulty in the initiation of this innovation’s integration did not arise due to the technology itself but, rather, due to external factors.


Two main factors influenced the initial stages of integration. The first factor was the policy already in place, which identified the person who had access to the departmental website. Because there was a person responsible for the entire College of Education website, its template and updates, the innovators, i.e., the new doctoral coordinator and the department chair, could not assign the graduate assistants serving in the C&I Office of Doctoral Studies to make additions to the website. The initial enthusiasm about the innovation dropped during the time when the innovators, equipped with their plan and their workforce, were informed that any additional information on the departmental website needed to be placed within the existent template for the College of Education. The innovators were not impressed with the appeal of the existent website and, yet, any information about the doctoral programs offered that would appear on the departmental website, would need to be in the existent template format.

Since the graduate assistants would not receive the password to upload the doctoral information, even within the existent template, this also meant that an additional person would be involved in the innovation. However, as Fullan indicates, “the primacy of personal contact in the diffusion of information” (p. 57) plays an important role. The new participant in the innovation, who I will refer to as the website coordinator for the purposes of this paper, though highly qualified in technology-related matters, was not familiar with the information that needed to be transferred. The graduate assistants lacked access in a different way. They were not as highly qualified in technology and were not permitted to work directly with the website, but were deeply familiar with the information about doctoral programs that needed to be uploaded.  Thus, a new collaboration needed to occur, which was not predicted previously, and which would require additional time. 

The second factor that influenced the initial stages of the integration process was the format of the actual information that needed to be uploaded. Many documents were gathered over the course of two decades when a secretary assisted the processes of C&I doctoral studies. Many of these documents were not in electronic form. Aside from literally typing all of the information in Word and Excel Documents, the information also needed to be sorted, updated, and organized. With the help of the C&I doctoral studies committee, and additional faculty who agreed to be involved, all the information about the four doctoral programs offered by the department of Curriculum and Instruction was edited and updated. In a final organizational effort, the new doctoral coordinator and myself categorized all the information, which appeared in its final form in the Doctoral Studies Handbook, available for purchase at the UNLV bookstore. However, the Handbook was intended as a stepping stone, before the final, organized version of the information about C&I doctoral programs would be made available online. The electronic version of the Handbook was given to the website coordinator who, in collaboration with the graduate assistants, would upload the information unto the template available for the department of C&I.

The external factors influencing the integration revealed interesting facts about the instructional and learning styles of all persons involved in the innovation. It became apparent that all those assuming instructional roles needed flexibility. The primary innovation leader, the new doctoral coordinator, needed flexibility when introducing the innovation to the already existing system, e.g., the departmental website template, and to the persons working within that system, e.g., the website coordinator who had a different esthetic view. The graduate assistants needed flexibility when teaching the website coordinator about the doctoral information, and the reason it was important for certain organizational features to remain unchanged. The website coordinator also needed flexibility when instructing the graduate assistants on the properties of the website template, and how the new information can be organized within it. Learning styles needed to become increasingly independent and responsible, on everyone’s part. Though interaction occurred frequently, especially in the early initiation stages, it was only to communicate facts about the innovation, or about the doctoral information to be distributed, or about the website template.  These were static facts, which required individual attention, on everyone’s part. Without understanding the innovation, the website coordinator would not know how to use the website template to best serve the innovation’s needs. Once understanding was achieved, extensive independent work needed to occur in order to make the technology integration a reality. All persons involved need to take responsibility for specific tasks, which were carried out mostly independently. Once an update came up as, for example, new doctoral students were admitted into the program and needed to be added to the website, a graduate assistant needed to communicate the update in certain electronic format and the website coordinator would then upload the update. Once the electronic communication format was established and understood by all participants, the work became largely independent.

Though flexibility, and working in teams and individually in a responsible manner were familiar to the repertoire of all innovation participants, flexibility and independence took new shapes in the processes of this integration. For example, when flexibility needs to be applied to esthetic taste, the problem of “beauty is in the eye of the beholder” takes root. The opposition Fullan forewarned (p. 61) became inevitable. As for working independently, it was a difficult task in the initial integration stages because every participant involved had something completely new to learn. That is when the importance of flexibility on the instructor’s part was re-emphasized. The graduate assistants, for example, needed to be flexible in terms of time as well, to be able to promptly respond to inquiries from the website coordinator, so that frustration levels would not rise. Conversely, the website coordinator needed to available for the graduate assistants to ease their frustrations with technology-related procedures. With all participants being instructors and learners, required to work individually in a flexible way, the initial stages of the innovation’s integration passed.
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