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ABSTRACT

This chapter presents a case study of how a university responded to educational and
technological change. After an introduction to Bocconi University (an Italian private
business university) and the recent changes in the Italian university system, the case
describes the initiation and management over three years of a project to integrate Web-
enhanced learning (WEL) into classroom-based courses. The case includes identification
of profiles of WEL adoption and description of the technology choice, how the teachers
adopted the innovation and how students responded. The project is presented as
organizational innovation and compared with the stages of the Rogers' model of diffusion
of innovations. Two groups of conditions for success were identified. Conditions common
to IS innovation included top management commitment, a supportive environment, and
appropriatel CTinfrastructure. Conditionsspecificto WEL included teacher preparedness,
appropriate use, appropriate scale, and flexibility.
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Thischapter addressestheissue of integration of onlinelearning into classroom-based
learningto achieveeffectiveand manageableWeb-enhanced learning (WEL ) for on-campus
students. The focus is on change across a university system rather than in an individual
classroom. Whilesomeexcellent worksarenow availableonimplementing new approaches
tolearninginindividual courses(e.g., Palloff & Pratt, 1999; Palloff & Pratt, 2001), andgeneral
texts and models of conditions needed for wider diffusion are emerging (e.g., Bates, 2000;
Surry, 2002), the available case studies tend to be about new wholly virtual universities or
about the adoption of new technol ogiesfor wholly distancelearning. Many of theseareshort
vignettesrather thananal ytical casestudies, andwithfew exceptions(e.g., Friedlander, 2002;
L 6pez del Puerto, 1999), lessons are not clearly drawn from these casesto wider principles
or to applications for other universities. Those principles that are drawn tend to focus on
specific lessons for implementing distance learning (DL ) rather than for using Web-based
technologies to complement or to improve the quality of classroom-based learning (e.g.,
Friedlander’s*“Use DL only when other traditional formsdo not work,” p. 3).

Systematic studies of traditional universities’ attemptsto introduce large-scale WEL
have not identified great success. After atwo-year study of the UK context, Pollock and
Cornford (2000) concluded “that the universities which we have studied have found the
introduction of new technologies, alongside their more traditional methods of providing
teachingandlearning, extremely difficult ... What wehavefoundisthattheVirtua University
worksintheory but not in practice.” Pollock and Cornford place the blame on the approach
taken by universities. They criticize the bottom-up approach, in which individual teachers
and courses adopt new technol ogiesin the absence of a university-wide vision. They note
how implementationshavefailed to engageal | aspectsof theuniversity required for success,
including academic staff, computer services departments, and partner institutions. Finally,
they caution against approaches that call for standardization without vision.

Attemptstoidentify characteristicsof successful diffusion of instructional technol ogy
in higher educational institutions have produced several different models. Some focus on
aspectsof diffusion: Hall & Hord (1987) considered therole played by peopleinfacilitating
change; Ely (1999) considered the conditions that facilitate the implementation of an
innovation; Stockdill and Morehouse (1992) devel oped achecklist of thefactorsthat affect
adoption; Farquhar and Surry (1994) listed four categoriesof factorsaffecting theadoption.
Other authorshavetaken abroader view, incorporating eval uation of teaching technol ogies
among their models of success (Bates, 1995, 2000; Surry, 2002). Despite their apparent
differences, most of the cited works have rootsin diffusion of innovation theory and, more
specifically, thework of Everett Rogers(1995), yet noneusesRogers completeframework
of organizational diffusion of innovation to systematically study technology-based innova-
tion in education.

The case study presented here describes how Bocconi University, a private business
university in Milan, Italy, isdeveloping methods for integrating Web-based education into
its classroom-based courses. The case identifies the vision that has driven the change, and
the ways in which critical actors have been engaged during the first three years of the
university’s experience. Diffusion of innovations theory (Rogers, 1995) is used as the
organizing and analytical framework for the case. Working from thisestablished theory, the
case demonstrates how change associated with adoption and diffusion of new educational
technology follows stages similar to those of innovation processes in other types of
organizations(Holloway, 1996). AsPollock and Cornford’ swork suggests, the casedemon-
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