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CBAM-The Research 
Staff at the Research and Development Center for Teacher Education (R&DCTE) at the University of Texas at 

Austin began to investigate what happened when individuals were asked to change their practices or adopt an 

innovation. This research resulted in the Concerns-Based Adoption Model (Hall, Wallace, & Dossett, 1973) and 

further development of its diagnostic dimensions. The CBAM research team believed that change begins with 

the individual, usually the teacher or faculty member, and focused its early efforts on understanding what 

happens to teachers and university faculty when presented with a change. The model is a framework designed 

to help change facilitators identify the special needs of individuals involved in the change process and address 

those needs appropriately based on the information gathered through the model’s diagnostic dimensions. It 

also provides researchers and evaluators with constructs and tools for measuring the extent of implementation. 

 

 

Stages of Concern (SoC), as it evolved, became the hallmark of CBAM work. It provided a framework for 

understanding the personal side of the change process from the individual’s point of view. The other diagnostic 

dimensions of CBAM—Levels of Use and Innovation Configurations—emerged developmentally as 

ongoing research was conducted on the change and adoption process (Hord, Rutherford, Huling, & Hall, 

1987). Whereas SoC addresses the affective aspects of change, such as people’s reactions, feelings, 

perceptions, and attitudes, LoU focuses on behaviors and shows how users are acting with respect to a 

specific change. Together, the SoC and LoU provide a powerful description of the dynamics of an individual 

involved in change, one dimension focusing on feelings, the other on behaviors. Each member of an 

organization will have his or her own Stages of Concern about and Level of Use of a particular innovation.  

 

Levels of Use in Research and Evaluation Studies like the other dimensions of CBAM, continues to be a critical 

variable in research and evaluation studies. A component of research methodology that has been somewhat 

neglected is understanding and systematically addressing the importance of documenting the extent of 

implementation. If the innovation, instructional strategy, schoolwide reform, or technology has not been 

implemented, then the expected increases in student outcomes are not likely to occur. All too often it 

appears that researchers and evaluators have paid limited attention to implementation. The failure to 

document the extent of implementation at the individual and team levels places great risk on any study, no 

matter how well designed. 

 

Levels of Use is a behavioral phenomenon. It does not deal with attitudes, emotions, or feelings. It also 

does not deal with the quality of the innovation, that innovation was a district’s choice based on quality 

indicators established by the district. Instead, LoU presents behavioral profiles of eight different approaches to 

using an innovation. The focus is on what an individual or group is doing or not doing. Each profile describes a 

very different set of actions and related understandings about the innovation and its use. Because LoU is 

based on behavior, it has been possible to develop operational definitions of levels from Nonuse to Renewal. 

As district and school leaders have a better understanding of the level at which individuals or teams are 

implementing a district innovation, they can more focus and strategically support through targeted professional 

learning. 

 

The Levels of Use of the Innovation  
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0 Nonuse: State in which the user has little or no knowledge of the innovation, has no involvement with the 

innovation, and is doing nothing toward becoming involved.  

 

I Orientation: State in which the user has acquired or is acquiring information about the innovation and/or has 

explored or is exploring its value orientation and its demands upon the user and the user system. II 

Preparation: State in which the user is preparing for first use of the innovation.  

 

III Mechanical Use: State in which the user focuses most effort on the short-term, day-today use of the 

innovation with little time for reflection. Changes in use are made more to meet user needs than client needs. 

The user is primarily engaged in a stepwise attempt to master the tasks required to use the innovation, often 

resulting in disjointed and superficial use.  

 

IVA Routine: Use of the innovation is stabilized. Few if any changes are being made in ongoing use. Little 

preparation or thought is being given to improving innovation use or its consequences.  

 

IVB Refinement: State in which the user varies the use of the innovation to increase the impact on clients 

within immediate sphere of influence. Variations are based on knowledge of both short- and long-term 

consequences for clients.  

 

V Integration: State in which the user is combining own efforts to use the innovation with the related activities 

of colleagues to achieve a collective effect on clients within their common sphere of influence. 

  

VI Renewal: State in which the user reevaluates the quality of use of the innovation, seeks major modifications 

or alternatives to the present innovation to achieve increased impact on clients, examines new developments 

in the field, and explore new goals for self and the system. 
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C-BAM 
 

Definitions: 

 CBAM – Concerns Based Adoption Model 

 CONCERNS – Feelings, reactions, attitudes, positive, neutral, and/or negative 

 INNOVATION – Any program, product, or process new to an individual 

 INTERVENTION – Action(s) or event(s) that influence the use of an innovation 

 

Assumptions: 

 

Change is……. 

 A PROCESS, not an event 

 Made by INDIVIDUALS first, then institutions 

 A highly PERSONAL experience 

 Entails DEVELOPMENTAL growth in feelings and skills 

 

Interventions: 

 Remember to tend to PEOPLE first 

 Tend to INNOVATIONS second 
 

Hall, G. and Hord, S. (2001).  Implementing Change:  Patterns, Principles and Potholes.   

Boston:  Allyn and Bacon. 

 

 

People in Groups  

8% will be innovators. 

17% will be leaders. 

29% will be early adopters. 

29% will be late adopters. 

17% will be resisters. 
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(E. Rodgers) 
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Stages of Concern 
 

 

 Stages of Concern 

 

Expression of Concern 

 

IM
P

A
C

T 

6. Refocusing 
 

 

 

 

5.  Collaboration 

I have some ideas about something I 

think would work even better. 

 

 

 

How can I relate what I am doing to 

what others are doing? 

TA
SK

 

4.  Consequences 
 

 

 

 

 

3.  Management 

How is my use affecting my  

students? My staff?  How can I refine it 

to have more impact? 

 

 

 

I seem to be spending all my time 

getting materials ready.  How do I 

better organize my work? 

SE
LF

 

2.  Personal 
 

 

 

1.  Information 
 

 

 

0.  Awareness 

How will this innovation affect me? 

How will I benefit? 

 

 

I want to know more about it. 

 

 

It does not concern or interest me 

now. 
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CBAM Stages 
 

In general, people who are at one of the three stages described below are gathering data about the 

innovation and preparing to decide whether to commit to the change based on how it will affect them 

personally. During these three stages, people will not be “sold” on making a change because it will 

help someone else. They want to know how the change is going to make their lives easier. The change 

has not actually taken place yet, so these stages represent a pre-implementation phase of the change 

process. 

 

Self Stages 
 

AWARENESS - Stage 0 

 

People at this stage know little or nothing about the innovation. If asked what they think, they might 

say: 

 

• I’ve never heard of that. 

• Oh that. I’m really not interested. 

• I’m afraid I can’t help you on that one! 
 

The lack of enthusiasm that is typical at this stage should not be perceived as a negative response. 

Quite often the person who does not seem interested will be a strong proponent of the change once 

she/he learns more. 

 

 

INFORMATION - Stage 1 

 

At this stage, the individual will be actively seeking more information about the innovation in 

question. Some typical comments at this stage are: 

 

• Where can I get more information about this? 

• I am taking a class to learn more about it. 

• I’ve been talking to some people from other offices/schools to find out more about it. 
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People at this stage will be asking questions to get a clear definition of the innovation in question. 

They want to know that the long-term benefits of the change are, and they will not decide to 

participate until they know what the short-term costs are going to be for them personally. 

 

PERSONAL - Stage 2 
  
This is the most critical stage for the people responsible for implementing the change. Individuals will 

decide whether or not they are going to be involved with the change during this stage. People at this 

stage might say: 

 

• I’m not at all sure I can commit to this. 

• This is going to be a lot of work! 

• I’m not sure this will work for me. 
 

The time and energy requirements are becoming very clear to people at this stage and unless they 

can find some personal benefit as a result of their involvement, they will not change. Emotions tend 

to “run high” during this stage as people verbalize the stress that change is apparently causing them. 

 

 

TASK Stages 

 
In general, individuals at one of these two stages are in the first phase of implementing the 

innovation. They are past the planning and thinking stages and are caught up in the problems 

involved in working through something new and different. People may be at these stages for two to 

three years, and in fact, many may never get beyond stage 3 or 4 as they implement change. 

 

 

MANAGEMENT - Stage 3 

 

This is the earliest stage of implementation. People at this stage will very quickly recognize the 

tremendous amount of time and energy involved in making a change. People at this stage might say: 

 

I’m taking work home every night! 

There don’t seem to be enough hours in the day since we made the change. 

I just don’t have the time to get this all done. 
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Management concerns will usually be specific in nature, and may be a serious cause of stress and 

overload. Personal concerns (Stage 2) will often become very prevalent again after people reach Stage 

3.  

 

CONSEQUENCE - Stage 4 

 

People at this stage are beginning to consider the impact of the innovation on their students/clients. 

At this point, individuals have moved away from the “self” related concerns typical of the earlier 

stages. Some typical comments from people at this stage of concern are: 

 

• I would like to excite my colleagues/students about their part in this program. 

• I am concerned about my students’/clients’ attitude about this program. 

• We are really doing well with this, and I’m beginning to wonder about the long-range 
impact for my students/clients. 

 

People are comfortable with their ability to deliver the program. Quite often, people at this stage are 

gathering data on the effectiveness of the innovation in order to make minor changes to improve 

student/client outcomes. 

 

IMPACT Stages 

 

Individual at these two stages are very concerned about the effect of the innovation on their clientele. 

People at these stages are also quite frequently interested in being involved in professional 

development activities.   

 

COLLABORATION - Stage 5 

 

People at this stage are very eager to get together with others who are involved in the same 

innovation. They want to share ideas, thoughts, and experiences in order to improve the deliver of 

the program. Common statements from people at this stage are: 

 

• We need to coordinate a bit better on our delivery. 

• I think we should have more opportunities to share ideas on this. 

• This would work better if we could “team” it. 
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Comments about working with others are also frequently made by people at Stage 3 and should not 

be confused with the comments from people at Stage 5. Stage 3 concerns relate to making the job 

easier for the person delivering the program. Stage 5 concerns relate to a desire to make the program 

more useful to the clients/students. 
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Recognizing the Stages of Concern 
Directions: In your team, discuss what you believe each stage to be to you.  What team are you working with 

that might be at that stage.  Describe the stage and what evidence you are seeing in the team that validates 

your thinking.  Now, discuss the final column.  What strategies or actions might you take that would lead the 

team forward and move upward through the stages?  Remember:  a person does not skip stages —they 

experience them all.  A leader’s job is to facilitate their moving toward refocusing.  Create your own chart and 

place it in our shared drive. 

 

Stages Describe the Stage Evidence Strategies/Actions 

Refocusing 

 

 

   

Collaboration 
 

 

   

Consequences 
 

 

   

Management 

 

 

   

Personal 
 

 

   

Information 
 

 

   

Awareness 
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Levels of Use 
 

 

Directions:  Use the organizer below to add your questions (open ended) and your possible 

interventions in the last 2 columns.  Be prepared to post your work. In our shared drive. 
 

Levels of 

Use 

What team members 

do at each level 

Questions/probes that 

would help us 

understand that a team 

or person is at this level 

Possible Interventions 

Non use Team members 

demonstrate no 

interest, no 

involvement, or are 

taking no action 

• Tell me a little more 
about the level of 
interest you have in 
the innovation we are 
implementing in our 
school?  District?  

•  
 

 

 

• Explanation of the 
rationale for the 
innovation and what is 
in it for the team. 

Orientation Team members are 

generally interested in 

the innovation, asking 

questions about it and 

are trying to find out 

more about the 

approach. 

In what ways are you 

interested in the 

innovation?  What level 

of understanding do 

you have? 

Sharing of models and 

exemplars 

Preparation Team members are 

making definitive plans 

to begin using the 

innovation in their 

classrooms.  They are 

spending time learning 

the processes and skills 

needed to successfully 
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implement the new 

approach 

Mechanical Team members are 

attempting to organize 

and master the skills 

required and are in a 

mirroring or following 

the script frame of 

reference.  The new 

processes, systems, or 

skills are not natural to 

them yet. 

  

Routine Team members are 

making few or no 

changes and have an 

established 

comfortable pattern.  

The new approaches 

are becoming easier to 

follow. 

  

Refinement Team members are 

seeing the impact of 

their work on staff 

and/or students and 

refining their processes 

as they analyze the 

data. 

  

Integration Team members are 

working deliberately to 

coordinate and 

combine efforts with 

others in order to learn 

from each other. 

  

Renewal Team members 

reevaluate their work 
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and seek ways to make 

them increasingly 

effective in order to 

achieve greater impact. 
 

 

Implications: 

 
• Which of these tools, if any, might assist you in understanding where people 

and teams are in terms of the concerns and their levels of use of a strategic 

innovation in Santa Fe and to match the professional learning needs with the 

needs of the staff or team? 

 

• What would you need to learn more about to use the tools effectively? 

 

Be sure to put your thinking, next steps, and commitments in our folder in our 

Google drive! 
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