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PERFORMANCE CONTRACTING - ACCOUNTABILITY
AND THE HICHIGAN EDUCATION PROGRAM

Seven weeks ago in waShington, D.C. the Office of Economic

Opportunify released a statement which announced a ". . .re]uctaht

but blunt judgment of failure on perfornance contracting"

‘There were many in education who immediately nodded their

héads knowingly and with obvious relish déc]ared, "I told you so." . 2

~ There were others, of course, who expreSSEd a great deal of

disappointment bUt'were not necessari]y discouraged by the conclusions

—

reachéd by the 0.E.0. In fact 0.E.0. Director, Thomas K. Glennan, Jr.,

_himself expressed a sadness and stated, “"We wvanted it to work as much

as anyone, knowing that we will have no solutions to teaching poor

kids better."

I, for one, cannot agree with those in the “I told you so"
category, nor can I agree with the conclusions reached by 0.E.0. if

our Michigan experience is valid. What is happening in our State has
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me turned-on about how the concept of performance contract1nq can

help our teachers do a better management job in the classroom.

In fact, right after the announcement I was reminded of

" the story about Mark Twain,.who when traveling in Europe, was told

that American newspapers had reported his dem1se Whereupon he .

1mmed1ate1y cabled the Asscc1ated Press in New York the fo]]ow1ng

statement: "The reports of my death are great]y exaggerated." .

It seems to}me‘that'one's reaction to the announced

failure of perfonnance contracting had to be dependent basically
If you 1ooked upon this experiment as

'upon ocne's-point of view.
On the

1ead1ng to an educat1onal "panacea.you had to be naive.

other hand, if you be11tt1ed the 1ntent of the exper1ment because

jt'was a cha]]enge to teacher competency,‘you'were over reacting

I would be the first to agree that there are no s1mpl1st1c

ansvers to the many var1ed and complex educat1ona1 problems facing

soc1ety today But I am also certain that the same o]d "tired"

answers that educat1on nas traditionally, sanct1mon1ous]y and

G S

perenially offered in the past have not solved the prob]ems for far

too many of sur children and youth.

' Authcr Charles E. Silberman, in his book Crisis in the

Classroom, assesses the current situation in this way:

"The schools have changed substantially in the postwar
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period; on almost any measure they are doing a better job of
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educating:minority‘qroup and 1oWer-CTass chi]dren now than a
generat1on ago. ‘ But not enough better on a]most any measure
the schoo]s are. still fa111ng to prov1de the k1nd of educat1on
Negros, Ind1ans, Puerto R1cans nex1cans, Appa]ach1an wh1tes -~

~indeed, the poor of every color, race and ethnic background -
need and deserve.“' S

, It seems to me that this is the crux of our present
educat1ona1 dilemma -- too many of our- ch11dren and youth are not

being proper]y prepared to be absorbed d1rect1y into the ma1nstream
of our Amer1can uay of life. ' S :

For examp]e, it has - been est1mated that more than 30 percent |

of a11 students in the nat1on have maJor read1nq def1c1enc1es In

M1ch1gan over one- fourth of our enter1ng ninth graders fa11 to graduate.

In far too many 1nstances a h1gh schoo] d1ploma does not mean access

to a Job because sa]ab]e sk1lls are. 1ack1nq ~This qu1te c]early 1s

- a nat1ona1 as we]] as a State problan, and for those ch11dren and youth

'econom1ca11y and soc1a11y depr1ved, 1t is part1cu1ar1v cr1t1ca1 and -
‘severe -- 1ock1nq thcm into-a cycle of fa11ure that is. almost 1mposs1b1e'

from which to break out. Thus, performance contracting is viewed by

some as a low-risk easy-start-up way out of the morass.

The move to performance contracting was not the result of

an overnight brain-storming session. Obvious discontent and

dissatisfaction on the part of}the public with the job being done

by the schools, along with the desire on the part of ‘a great many
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peop]e to see more posi t1ve resu]ts for tax monies 1nvested in
educat1on, 1n1t1ated the performance contractmq exoer1ment

The concept is only in- 1ts second qu year of act1v1ty,

and based upon resu]ts avaﬂab]e in my State, 1ts 2-year traclf

7 | record is 1mpress ive when compared to our e;forts for the past |

15 years to attack the problems of the d1sadvantaged

Ina May, 1971 report prepared for HEN by J. P. Stucker

and G. R. Haﬂ The Performance: Contract1ng Concent 1n Educat1on,

performance contract1 ng 1s dehneated in tms manner
| oL .a performance contract1ng program may 1nvolve
a large prof1t-or1ented bus1ness firm; it may 1nvo]ve advanced
N educat1ona1 techno]ogy, it mav 1nvo]ve extr1ns1c mot1vators
for students and teachers, 1t may 1nvo]ve an 1ndependent
evaluator or aud1 tor, or 1t may 1nvo]ve many other el ements. ‘

On the other hand, 1t may 1nvolve none of these features. _

| _Performance contract1ng 1s not a progra11, but a method for

- orgamzmg programs

Put in even simpler terms, performance contracting in t-:ichtgan
means that/a company or agency or individual, private or public, has
got' the know-hov, the methodology, and the technique% to demonstrate
educational improvement that can be measured and that it will produce
a more effective way of delivering educational services to children
and youth. And if they can't, they don't collect. This is our
position now and this was our position back in 1969-70 during the

jnitiation of the Texarkana project.




_ performance contract1ng process The dec1s1on was not d1ff1cu1t

‘the educat1ona1 commun1ty on a cost- effect1ve basis in 1mprov1ng

‘ student performance, then I, ~for one, am w1111ng to contract to

‘nor do 1 see the mass rep]acement of our teach1ng staff or the
"'downgrad1ng of present educat1ona1 programs or 1oca1 school boards
' and schoo] adm1n1strators tak1ng a back seat to performance

B contractors. For th1s reason the concept of "“turn- key seems

. Educat1ona1 Dchlopmental Laborator1es, Behav1ora1 Research . _ % -
. R

1]

- For these reasonscI have been a‘stronq'supportor‘of the

for if someone can prove to me that they can be of d1rect help to

get that expert1se in ach1ev1ng stated educat1ona1 obJect1ves for

our ch11dren, youth and adu]ts.

I d1d not at that time, nor do I now, see any danger of a

takeover of the educat1ona1 system by. or1vate agenc1es or concerns,

essential in.any:state‘or local p]an.

- In M1ch1qan vie had a number of schoo] d1str1cts enter 1nto . S

agreements w1th d1fferent contractors -- Learn1ng Founaat1ons, Inc. D

x

Laborator1es. Bett1 K1t Corporat1on, Comb1ned Hot1vat1on Educat1on o . o ! -
- i

Systems, Inc., and Nest1nghouse Learn1ng Corporat1on

I personally visited each of these school distrfcts to
judge for myself what was taking place. I was impressed by what _ 4
I saw, by the response of the children jnvolved, and by results |

taking place in the learning end of it.




' but the obJect1ve in each case vas the same, 1mproved academ1c

6.

The Grand Rap1ds (M1ch1gan) Schoo] D1str1ct is a case

in p01nt.‘ Inc1denta11y, th1s perfonnance contract1ng exper1ence

_was not on]y featured 1n the February, 1972 1ssue of Redbook

Magaztne, but was also ment1oned by svnd1cated co]umn1st John

| Chamber1a1n, 1ast Tuesdav, March 14, 1n a story f11ed from the

3g'nat1on s capitol. o | | o S i ‘

Pr1mar11y an 1ndustr1a1 c1ty, and the second 1argest - ‘t' o h Lo

' C1ty in our State, Grand Rap1ds had many of the factors that

wou]d lend themse]ves to a sol1d test. It has a s1zab1e percentage

of poor "ghetto" fam111es It has about a5 percent m1nor1,y

make-up and it vias exper1enc1ng many common d1ff1cu1t1es

Grand Rao1ds did the unusua], it contracted not with JUSt
one - company, but u1th three to hand]e over 1 500 academ1ca11y

defic1ent students

Each of the three compan1es used a d1fferent approach,v'

. growth and 1ncreased potent1a1 for each student -- or no oavment

One year ago, the Mickigan Deparﬂnent of Education issued

a publication entitled, An Introduction to . . . Guaranteed

Performance Contracting. Its purpose was to offer to local boards

of education and to administrators a practical framework for
educational planning and organizing relative to entry into performance

contracting. It has been used extensively. More importantly, it 1ead




d1rect1y to the State. Leq1slature appropr1at1ng $22 5 million for '

state 1oca1 performance pacts and an add1t1ona1 $500 000 eannarked

Spec1f1ca11y for perfonmance contracts.

‘ In allocat1ng the $22 5 m1111on, s1xty e1ght school d1str1cts,
1nc1ud1ng about 700 schools, haVe Jo1ned into a contractual relat1onsh1p

with the State in wh1ch they guarantee the educat1ona1 performance of

‘-pup1ls. The maJor1ty of the part1c1pat1ng schools have d1rect1v assumed
the respons1b111ty for de11ver1ng the guaranteed servxces. Others have :

| turned to_prlvate contractors for that serv1ce.

in M1ch1gan we are ser1ous about the k1nd of accountab111ty N

in educat1on that has been demonstrated by PerfOnnance Contractors. '
Ne 1ntend to pursue that k1nd of accountab111ty. Local school

“districts not able to de11ver a qua11ty output have ‘the opt1on to

~turn to those uho can de11ver that product be they public or pr1vate

contractors. The amounts of the allocat1onSu111 range all the vay

from $7 000 to S]] 800 000

Regard1ng the 1/2 m1111on dollars set as1de ent1re1y for

' perfonnance contracts that are experimental and demonstrat1on in

nature, we believe that Michigan is the first State in the country
to take this kind of action. These funds will be competitively
awarded on the basis of proposals from local and interm:diate school

districts. He expect these programs to be in operation beginning

this sunmer and no later than this coming fall.
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Ne have already rece1ved 15 applications for review. = Total
amount 1nvolved in those appl1cat1ons now on f11e h1ts close to the
‘ one'm1111on do]lar mark. You can readily seevthat we've got-a

problem.

In add1t1on to what I have already 1nd1cated there is
another reason for our state u1de 1nterest in performance contract1ng
‘Ne be11eve that it can be used as a tool by school adm1n1strators
B and tied-in d1rectly u1th our M1ch1gan Accountab111tv Model, as an-
a1ternat1ve de11vnry system ut111z1ng whatever performance

obJect1ves the 1oca1 teachers themselves have agreed are desirable.

'During the past two years-in Michiqan we have.been’-'
attempt1ng to br1ng about educat1onal accountab111ty through genuine

educat1ona1 refonn The model I refer to is’ compr1sed of six basic

. steps and 1s a1med d1rect1v at achleV1ng 1mproved student performance '

through measurable obJect1vns for all ch11dren youth and adults 1n ‘

our State.

Very br1ef1y the s1x bas1c steps are:

l. The 1dent1f1cat1on of common ooa]s by everv 1oca1
~+ -school district in the State.

2. The develonment of performance objectives.
3. .The assessment of student-program needs.
4. The analysis of delivery systems.

5. The evaluation of programs.

6. Recommendations for improvement, including inservice
teacher retraining.

AR A S st



Nhat I am saying is"that on"a very 1argo scale, the Michigan R 1@
State Board of Educat1on has comm1tted 1tse1f to a "oerformance
sontract",1f you W111 to br1ng about a stateW1de plan to effect ' : o

educat1ona1 1mprovement R S _,‘ o ' S P

| be1ng 1ncreas1ng]y asked by parents and . taxpayers and legislators a]]

1In essence we are try1ng to rQSpond to a quest1on that is R
J
|
|

over the country: . 5 IR | S

"Nhat are vie gett1ng in educat1ona1 resuits for our tax _ | o | o

do]]ars’" ‘

o I : h The people no 1onger uant nebu]ous answers or h1gh b]own
: genera11t1es,,or‘academ1c gobb]edy-gook. They are asl1ng a “gut"

questfon and they want a “gut" response.

'igb . ;-:.' o Ne be11eve that our accountab111ty mode] is a process

-whereby we 1n the profess1on of educat1on will be ab]e in. the verv

'*ff'.}-‘ o 'h,near future to provide a'"gut" response to quest1ons about l1ch1gan o
educat1on Ue th1nk we have now determ1ned where ve are go1ng, uhat

{
S e are go1ng to do, and how vie are go1ng to do it.

E - o He hope next to be ab]e to say very positively‘that'thdsw” R
| is what we can do and this is what we cannot do in education. This
process should give us the data necessary to ask for money that we
! absolutely must have to do the job and to say "no" to funds that

exceed those demands.
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Very opt1m1st1ca11y, we be11eve that this model will perm1t
us to app]y "quality contro]" at all 1evels of educatlon in order to o B é

assure a youngster that he or she u111 have the opportun1ty to- acqu1re

the bas1c sk1lls the psycho-motor and affect1ve domain anprec1at1on .

~to become -- as author Silberman 1nd1cated -- a contr1but1ng member of ;

our socio-economic technological society, rather than a reluctant

‘welfare case.

v In my op1n1on performance contract1ng is not now, nor has :
1t ever been, a hydra headed Mad1son Avenue monster’ 1urP1ng in the L o
'"shadous of the b]ackboards" to do the 1mposs1b1e. Perfonnance
vcontract1ng, ve th1nk, is s1mp1y a means uhereby teachers and |
‘- adm1n1strators can be he]ped not h1ndered In effect, 1t has

forced us to take a more rea11st1c 1ook at ourse]ves. It has

'requ1red us to quest1on what we are - do1ng in educat1on and why.-

It has brought. 1nfo the forefront terms that for too long a t1me |
.we in educat1on nave tended to 1ook down upon in d1staste =

management systems measurab]e obJect1ves student assessments,., '

_ cost effect1veness, educator accountab111tv._

The thrust of performance contracting has'brought a‘new
awareness not only to the "buying public" but also to those of us
in the profession of education -- an awareness that our society can

no longer afford to continue to operate in the "same old way" without

taking a hard look at what we are doing.




’t We are now doing that in Michigan. .-And in‘order to be
successfu], ve be.1eve that we have got to sh1ft the emphas1s in
our schoo]s from educat*onai 1nput -- S0 many tex hers w1th S0 many
advanced degrees and S0 much exper1ence 11brary books etc 54 '
to educational output -- graduates with. the sk1lls needed to be
better c1t1zens as we]] as to be e11gmb1e for Jobs in the world of

work.

ff ve are unable to make7this shift and tf our'output -- the
'”student -- is unab]e to apprec1ate uhat ve have tried to do, and if
his fam11y cannot measure our impact over a 10 to 12 year per1od then
society will be most re]uctant to cont1nue to 1nvest b1111ons of do]]arsv
~in the educat1ona1 process, and in my op1n1on that is a reasona“le

pos1tion for soc1ety to take

. In1t1a1 steps to- test our accountab111ty model have already
been taken f1rsL on an 1nd1v1dua1 schoo] bas1s -- eleven d1fferent _'
e1ementary schoo]s have vo]unteered to take part in the proaerr
Second on a d1str1ct-w1de bas1s,ue have two -- one vealthy and one’
poor -- that have agreed to check this mode] out adm1n1strat1ve1y

~ to see whether or. not a systems approach w111 make a d1fference

1f the eleven elementary schools taking part in this
operation can demosstrate that they can indeed make a difference
in the learning experience of the children they serve, utilizing
performance contracts in several instances, then there is no reason

to believe that we cannot replicate these techniques -- this




management by objectives in many of our other 3,000 elementary

schools. And as I indicated earlier, this is not a procedure
j

that is groping in the dark -- performance objectives, criteripn

reference tests are an integral part of the entire model.

However, even if we are successful at the elementary
school level, we still have the need to demonstrate district-wide
results, bringing to bear the whole new concept of career education.

We look to performance contracting to provide the management support

system enabling poorer districts to get turned around and back on

the right track.

Acknowledging that what we have done up to this point are:
but initial steps, we have dared to go a step beyond. In Michigan

we believe the concept of acceptable guaranteed student performance

can be achieved on a county-wide basis. We are proposing right now

that one entire county, comprised of 12 school districts with some
30,000 students, enter into a performance contract with a single
private company wherein any elementary school child not performing

up to an acceptable standard, for vhatever reason other than organic,

will be guaranteed one year's growth for one school year.

Let me add here that we have the private contractor who 7 :
¥ ?

has accepted the challenge to either produce or forego payment.

What we hope to do with the performance contract concept or

procesé is bring together districts of different sizes, different

Fim
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economic levels, beth rural and urban, with various racial, ethnic,

socio-economic status -- and then with their own teachers, programs,

and administration apply a concept of a guaranteed learning experience.

It is getting education back to the “grass roots" community level.

I believe that this will be the first time in the United

States that this has been tried in this manner.

There is an additional implication in the use of performance
contract techniques and in our accountability model. When fully
operational and implémented, it puts the responsibility for the
educational progress of the children directly at the school building
level. Each school will be accountable for detemining -- with the
citizens in its community -- what it want.to do; how it want, to do

it; and by what means it will get the job done.

For example, an elementary school.principal with an
enrollment of 600 students may aecide along with her staff of 25
teachers and after pre-testing and assessment that the school program
will be abie to bring up to and keep 500 of the students ¢ a level
of achievement that the school has decided is a minimum requirement.
Under our program, that principal and her staff has the option to
contract with a private concern to do the same job for the other 100

students.

Ekactly one year ago I took part in a conference on

Accountability in Education. At that time I made the statement that --

}-m
.
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"Many of the principles underlying performance contracting
and the more general concept of accountability, when put together
are worthy of consideration and utilization by school districts,

and by all teachers."

Nothing has happened during the intervening 12 months to

cause me to change my mind. In fact, if anything, I am more convinced

that this is a sound approach. I believe we have reached a point in

time when we must acknowledge that education is not an end in itself,

but only a means to an end. And the real purpose of education is action -- to

get our children and youth ready for adulthood.

When ve look at education in this light and when we strip
away all the "“ivory tower", educational jargonese, performance

contracting, accountability and the job of teaching simply means to

guarantee that nearly all boys and girls, without respect to race,
regardless of their geographic location, and disregarding the fmnily's
socio-economic status, will acquire the minimum school skills
necessary to take full advantage of the adult choices that accrue

upon successful completion of public education, or we -- the
professionals in education -- will publicly report the reasons why

it did net happen.

Last month at the Annual Conference of the American
Association of School Administrators in Atlantic City, Charles

Blaschke, President of Education Turnkey Systems, a Washington, D.C.

14
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based Management Support Group which has been involved in planning

ovaf half of all'perfonnance contract projects in the country, stated:
. "The performarce contract turnkey approach offers a

low-risk, low-cost vehicle for school systems to experiment;

a politically palatable and educationally effective means to

desegregate or to provide the new concept of equality of

results in the comunities “where the neighborhood school

concept is strdng; a 'means for rationalizing collective

bargaining bétween school boards and unions; a means to

involve the community in policy planning and operations; a

means to reduce the costs of education in areas such as math

and reading and vocational training; and a means to humanize

the classroom."

Performance contracting will be effective, operational and
successful only to the extent that the jndividual state and school
district want it to be. You cannot go jnto such a program on a quick,
one-shot basis. Your community, your faculty, your administrators,

and your clients, the boys and girls, have got to understand what you

want to do and how you hope to do it.

1 am convinced that it offers another means to be explored

thoroughly in order that we might have alternatives to our educational

delivery systems so that we may more fully benefit the vast majority

of our children, youth and adults.
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In his second Inaugural Address, 35 years ago in 1937,
President Franklin Delano Roosevelt said:
"The test of our progress is not whether we add more
to the abundance of those who have much; it is whether we

provide enough for those who have too little."

I believe that statement is directly applicable to
education in America today. And in the very broadest sense, that
is the over-riding challenge which has brought performance

contracting into the limelight.

The bold concept and belief in free public education;
the uniquely American institution of education as we have experienced
it; the faith and trust that Americans -- for nearly 200 years --
have placed in this system, to try to develop each individual to his
or her full potential -- this system is on trial as never before.
It is time that we in education moved vigorousiy to reach that goal

in fact, and never again by meaningless rhetoric.




