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Introduction

Thefollowingarticleexaminesalarge-scalecurricularinnovationin

Englishasaforeignlanguage(EFL)educationatauniversity＊＊inwestern

Japanwheretheauthorworkedforseveralyears.Thisinnovationis

evaluatedthroughthelensofNumaMarkee's(1993,1997a,1997b)theoreti-

calframeworkforanalysingandunderstandingtheprocessofadoption

andspreadofcurricularchangeinlanguageeducation.

Forthepurposesofthisarticle,'curriculum'isdefinedasanumbrella

term thatencompassesvariouscomponentssuchasplanning,materials,

andtasks,butprincipallyconcernssyllabusandevaluation(Hall,2001,

p.9).'Change'isusedsynonymouslywith'innovation',whichisdefinedby

Markeeas"...proposalsforqualitativechangeinpedagogicalmaterials,

approaches,andvaluesthatareperceivedasnew byindividualswho

compriseaformallanguageeducationsystem"(Markee,1993,p.231).

Firstofall,Markee's(1993,1997a,1997b)frameworkisoutlined,

followingwhichaspecificcurricularinnovationisevaluatedbyusingthe
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framework'scriteriatoillustrateparticularfactorsandissuesthatare

relevanttoanunderstandingoftheprocessofinnovationinlanguage

education.

AFrameworkforConceptualizingInnovation

Markee's(1993,1997a,1997b)theoreticalframeworkisbasedonthe

analysisofthefactorsthatdeterminethesuccessorfailureofaninnova-

tion.Itconsistsofacompositequestion:"Who,adopts,what,where,when,

why,andhow?"towhichresponsesareprovidedtoeachpartofthe

question.Inordertoanswertheseven-partquestion,arangeofissues

impactingoncurriculum changeisconsideredfrom theinceptionofan

innovationprocesstoitscompletionbyusingasetofcriteriaandcatego-

rieswhicharesummarizedinthefollowing:

'WHO'referstothevariousstakeholders'sociallydefinedrolesand

adoptionbehavioursthatarebasedontheirpsychologicalprofiles.These

includechangeagents,clients,adopters(orresisters),implementers,and

suppliersofinnovations.

'ADOPTS'outlinestheextenttowhichaninnovationisultimately

adopted,dependentonitsperceivedvaluebypotentialadoptersinvolvedin

thedecision-makingprocess.Thisdecision-makingprocessincludesfive

phases,duringwhichadopters:1)learnaboutaninnovation,2)become

convincedofitsmerits(ordeficiencies),3)decidetoadopt(orreject)the

innovation,4)beginimplementingit,and5)confirm(ordisconfirm)their

decisiontocontinueusingtheinnovation(Markee,1993,p.231).

'WHAT'setsoutadefinitionofcurricularinnovationas"...amanaged

processofdevelopmentwhoseprincipleproductsareteaching(and/or
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testing)materials,methodologicalskills,andpedagogicalvaluesthatare

perceivedasnewbypotentialadopters"(Markee,1997a,p.46).Theexact

natureofaninnovation,includingnew ideas,new practicesandnew

behavioursareallinvolvedinthiscategory.

'WHERE'isaboutsocioculturalconstraintson implementing an

innovation;notthegeographicalcontext.Suchconstraintsarelikelyto

includecultural,ideological,historical,political,economic,administrative,

institutional,andsociolinguisticfactors.

'WHEN'referstothetimerequiredtoimplementaninnovation.The

spreadofinnovationamongpotentialadoptersisaslowprocess.Markee

(1997b,p.84)suggeststhatthediffusionofnewideasorpracticesoften

takesalongtimeandisaslowerprocessthanchangeagentsanticipate.

'WHY'concernsthereasonsforadoptingorrejectinganinnovation.

Thereasonsincludesocioculturalconstraints(see'Where',above),the

psychologicalprofilesofstakeholders,and theinnovation'sinherent

attributeswhichfacilitateorimpedetheprocessofadoption.Theattributes

include:advantagesofadoptinganinnovation;compatibilitywithprevious

practice;complexity;trialability;observability;formanddesign;original-

ity;andfeasibility.

'HOW'isaboutstrategiesofinnovationinlanguageeducationthatare

incorporatedina'diffusion-ofinnovations'perspective(seebelow).It

categorisesdifferentapproachesto implementing curricular change,

including:

● Research,development,and diffusion (RD&D)model,which is

accompaniedbyempirical-rationalchangestrategies

● Centre-periphery(CP)modelwhichusespower-coercivestrategiesto
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imposechange

● Problem-solving(PS)modelwhichiscomplementedbynormative-

reeducativechangestrategiesandisreputedlythemostpopularmodel

● Socialinteraction(SI)modelinvolvingmainlyunplannedchange

● 'Linkage'orhybridmodelwhich,recognizingthecomplexityof

change,isasynthesisofRD&D,PS,andSImodels

(Markee,1997b,pp.86-7)

Thereareseveralstagesofcurricularinnovation,includinginitiation,

adoption,implementation,andspread.Tounderstandhoweachofthese

proceeds,Markee(1997a)proposesa'diffusionofinnovation'viewpoint

whichcomprises:

1.Explanationofdifferentratesofadoptionbyuser-adoptersrelatedto

theirpsychologicalprofiles,socioculturalvariables,andintrinsic

characteristicsofaninnovation;

2.Analysisofhowvariouschannelsofcommunication(email,memo,

researchjournal,wordofmouth,etc.)canbeusedtonotifypotential

adoptersofaninnovation;

3.Identificationofthestagesofdecidingwhethertoadopt,implement,

continue(ordiscontinue),andfinallyretain(orreject)aninnovation;

4.Awarenessofthepersonalandsocialconsequences(beneficialor

otherwise)ofcurricularchange;and

5.Understandinghowaninnovationcanbedesigned,implemented,and

maintained.

(Markee,1997a,pp.42-3)
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Markee(1993)arguesthatthisdiffusionistperspectiveisessentialfor

teachersandresearcherstoembracebecauseitprovidesanintegrated

frameworkforunderstandingthedevelopmentandevaluationofinnova-

tioninlanguageeducation(p.242).

InnovationinanEFLCurriculum:ACaseStudy

WHO?

ThestakeholdersinacurriculuminnovationforallEnglishlanguage

classescomprisedfourmainplayers:the*universityadministratorswho

originally adoptedandinitiatedthechange;theteacherswhowere

responsibleforimplementingthechange;thestudentswhoweretheclients;

andacomputersoftwarecompanywhichwasthesupplieroftheinnova-

tion.

Teachers(potentialadoptersandimplementers)perceptionsofa

proposedcurricularinnovationcanvarywidelysothatcategoriesof

adopterscanbedividedintoearlyadopters,earlymajority,latemajority,

laggardsandresisters(Markee,1993:233).

However,apsychologicalprofileofnativeEnglishlanguageinstruc-

torsatthesubjectuniversitywouldsituatemostofthemasinnovatorsand

adopters.Thisisbecausetheywere"widelytravelled,welleducated,and

upwardlymobile;theytend[ed]tobehigh-risktakerswhotoleratehigh

levelsofuncertainty,andtheytend[ed]tohaveahighdegreeofexposureto

massmediaandcloseprofessionalorpersonalcontactswithchangeagents"

(Markee,1997b,p.85).Accordingly,mostoftheEFLteacherscouldbe
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characterized aspsychologically receptivetoadopting thecurricular

innovationbecausetheyhadbeeneducatedinadvancedwesterncountries

andwereconsequentlyopen-mindedandhighlytoleranttoriskand

changedcircumstances

ADOPTS?

Theinnovationwasanimposedchangebythe*universityadministra-

tionanddidnotinvolvethediffusionofchangeprocessenvisagedin

Markee'smodel.Theconsequencesofthispower-coercivemethod of

adoption and implementation arediscussed in 'How'section,below.

Therefore,becauseofcoercion,theearlyandmid-phasesofthedecision-

makingprocesswerenotevidentandadoptionoftheinnovationdidnot

dependonperceptionsofitbystakeholders(implementingit)inclassrooms.

Notwithstanding,adoptionandcontinuinguseoftheinnovationwasable

tobeconfirmed,contrarytotheexpectationoffailureimpliedinMarkee's

model,andtheinnovationwasultimatelyasuccess(see'How',below).

WHAT?

Theinnovation comprised a large-scalechangeto theEnglish

languagecurriculumata*universityinwesternJapanwheretheauthor

taught9-10classesweeklyforseveralyears.Formallyadoptedin2005,the

innovation involvedtheintroduction ofelectroniclearning (hereafter

'e-learning')accompaniedbyweeklyin-classtestsasacompulsorycompo-

nentofthecurriculum forallfirstandsecondyearEFLconversation
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classes.Thecomputersoftware(marketed asALC Net-Academy by

Hitachi)consistedofaself-studye-learningcourseforbeginnerleveland

intermediatelevellearnerstoincreasevocabulary andimprovetheir

listeningskillsindependently,whileallowingteacherstomonitortheir

progress.Thestatedobjectiveofintroducingthee-learningandmini-tests

wastoimproveTOEICtestscores,whichwastobeachievedbyencourag-

inglearnerstoimprovetheirstudyhabits.

Thee-learningwascompletedbylearnersashomeworkandbecame

incorporatedintheteacher-designedclasscurriculums.Itrequiredlearners

tosystematicallycompleteassignedunitsofstudyintheirowntimeusing

universitycomputers(only,asthesoftwarewasnotaccessiblefrom

externalcomputers)asnecessarypreparationforweeklymini-tests(of

about8minutesduration)heldduringclasstime.Themini-testresults

comprised20%oftermgradesandteachersperiodicallyreceivedcomputer

printoutsshowingarecordoftotalloggedhoursandnumberofhomework

studyunitscompletedbyeachlearner.

WHERE?

ThesocioculturalcontextwasEFLconversationclassesinaJapanese

*university.Eachclasstypicallycomprisedaround35Japanesestudents

andseveralforeignexchangeChinesestudents.TheEFLclasseswere

compulsory andfocusedon developing communicativecompetencein

speaking andlistening skillsas preparation fortaking theTOEIC

proficiencytest,whichwasadministeredtwiceyearlyinJanuary-February
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andJuly-August.Therewerevariousconstraintsoncurriculum change,

includingthepedagogicalconstraintofadisproportionateemphasison

passingtestswhichisasituationcommontomostEastAsianeducational

contexts.

Otherconstraintsincludedaculturaltraditionwhichtendstoview

teachersastransmittersofknowledgeandfactstobediligentlyreceivedby

passivelearners,thusmilitatingagainstCLT(communicativelanguage

teaching)principlessuchaslearner-centrednessandfosteringfluency.This

resistancetocommunicativelearningmethodsbeingusedinclassroomsis

widespreadinJapanesesocietywhereteachersareviewedasleadersand

authorityfiguresandlearnersareregardedas'emptyvessels'tobefilled.

Also,thelocaleducationalculturegenerallyrejectsthecommunicative

objectivesthatemphasizeaprocessoflearninginpreferencetotheproduct

andoutcomes,andlikewiseopposesfluencybeingvaluedmorehighlythan

accuracy in a schoolsystem whereaudio-lingualism and grammar

translationmethodsoflearningEnglishstillpredominate.

WHEN?

Introductionoftheinnovationbytheadopter(*universityadministra-

tion)waseffectedbytheimplementers(nativeEnglishlanguageteachers)

immediately,beginninginthesamemonthasitwasannouncedina

teacher'sorientationmeeting.A percentageofpart-timeteacherswere

initiallysomewhathostileandunreceptivetotheinnovationandcouldbe

characterizedasresisters(discussedfurtherin'How',below).
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WHY?

Theinnovationwasintroducedwiththeexpressgoalofimproving

studentsTOEICtestscoresbyfosteringbetterstudyhabitsinlearnersto

help achievethisobjective.Theadopted innovation contained some

attributeswhichpotentiallyenhanceditseffectiveness.Theseincluded:

1.E-learningisculturallycompatibleinJapanbecauseofhighcomputer

literacy,worldclasselectronictechnologyandwell-resourcededuca-

tionalfacilities;

2.Mini-testsareculturallycompatibleinJapanbecausetest-takingis

anintegralpartoftheeducationsystem;

3.Theinnovationseemedrelativelycomplexinitsearlystagesof

operationuntiluser-adoptersunderstooditsrequirementsandbegan

toexperienceitsbenefits.

4.Theinnovationfacilitatedimprovedlearning,especiallylisteningskill

5.Minimalcostwasinvolvedforthecomputersoftwareapplicationand

productionoftestpapers.

HOW?

Asnotedearlier,in'Adopts',theinnovationwasanadministration-

imposedchangesothatitsintroductionanddiffusionwasalmostimmedi-

ate,onceallstakeholdersunderstoodwhatwasrequiredofthem.However,

therewassignificantinitialresistancebysometeachers(implementer-

resisters)andmany students(client-resisters).Thiswasbecausethe

requirementforlearnerstocompleteregulare-learninghomeworkand

prepareforweeklyclassroomtestsmadeadditionaldemandsontheirtime.

Adjustingtothisnewroutineandacquiringthenecessarycomputerskills
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neededtocompletethehomework took severalweeks.Also,several

part-timeteacherswereopenlyresentful,perceivingtheinnovationas

interferingandimposing.Ingeneral,theconcernsoftheseteachersabout

theinnovationcouldbecharacterizedasconstraints,comprising:

1.Personalconstraintsofinterferencein autonomy,intrusion on

limitedclasstimeandadditionalworkloadonteachers;and

2.Pedagogicalconstraintsofinterferencein teachers'personally-

designedcurriculumsandhowclassesarerun.

3.Psychologicalconstraintsofforfeiting fullownership oftheir

personally-designedcurriculums

Perhapsthesignificantpoolofresentmentcouldhavebeenavoidedif

allpart-timeteachers(whotaughtaround80% ofclasses)hadbeen

consultedabouttheinnovationpriortoitsadoption.Butnonewere.Onthe

otherhand,theapparentlyauthoritarianmannerinwhichtheinnovation

wasadoptedcouldbejustifiedbytheadministrationonthegroundsthat

alloftheteachersaffectedbytheinnovationwerenon-Japanese,ofwhom

theoverwhelmingmajority(including5full-timersandaround25part-

timers)lackedadequateJapanesecommunicationabilitytoexpressa

coherentopinionaboutanythingunlessitwasexpressedinEnglish.

However,thatwasnotnecessarilyavalidreasonforimposinganinnova-

tionevenifpossessinglegitimateauthoritytodoso.

Toreiterate'Adopts'(above),theadopteroftheinnovationwasthe

*universityadministrationwhichrequiredallteachers,includingthosewho
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hadobjectionsandresisteditduetopersonal,pedagogicalandpsychologi-

calconstraintsitimposed,toadoptandimplementthecurricularinnova-

tion.Inthissituation,thepower-coercivemethodofeffectingcurriculum

changewasanauthoritarianandtop-downapproachtoinnovationand

riskednegativeconsequencessuchasendusers,includinglearners(influ-

encedbytheirteacher),feelingdislikeorambivalenceratherthanbeing

highlycommittedtotheinnovation'ssuccess.Thiscontrastswiththemore

egalitarian and bottom-up diffusion processofinnovation adoption

outlinedbyMarkee(1997b,p.87)thattendstofacilitatepositivefeelingsof

investmentandpersonalownership.

Notwithstanding,aftertwoyearsofimplementingtheinnovation,it

hadapparentlybeenadaptedtoeachoftheteacher'scurriculumsandany

remaining resistersnolongerexpressedopen dissent.Moreover,the

objectiveofoverallimprovementinTOEICscoreswasrealized(theaverage

scoreincreasingbyaround8%intwoyears)andin2007the*university

receivedanawardforexcellenceinEnglisheducationfromtheMinistryof

Education(Japan'speakeducationalauthority).Accordingly,becauseof

thesuccessoftheinnovation,the*universitywasabletoclaim thatits

originaldecisiontoadoptwasjustified.

Conclusion

Intheforegoingexampleofaspecificcurricularinnovationina

Japaneseuniversity,Markee's(1993,1997a,1997b)theoreticalframework

wasemployedtoprovideaunifiedandsystematicmethodforidentifying
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andunderstandingthevariousfactorsthatimpactontheprocessof

adoption and implementation.Application oftheframework yielded

valuableinsightsintowhatactuallyoccursintheinnovationprocess,

includingconstraintsthatthreatentounderminesuccess,aswellas

intrinsicfeaturesofaninnovationwhichtendtocontributetoapositive

outcomeifhandledappropriatelybytheadopterfromtheoutset.

Theinnovationexaminedinthisarticlewassuccessfuldespiteitbeing

officiallyadoptedandmadetobecomeanintegralpartofrevisedcurricula

inanauthoritarianandpower-coercivechangethatinitiallyalienatedsome

ofthestakeholderschargedwithimplementingit.Thoughriskingfailure

oftheinnovationbyimposingitinatop-downapproachwithoutprior

consultation,twoyearsafterimplementingittheuniversityachievedits

objectiveofraisingstudents'TOEICtestscores.
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