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Although schools are not businesses. demanis for
acceuntabili*y have led schools to adopt businesslike practices that
mavy be inimical +o education. -Unlike businesses. schools do not have
unambiquous, superordinate obiectives (such as profit). Furthermore,
thevy cannot easily redect umprofitable customers or change their
products, cannot restrict themselves to a hopogeneous student
population in order to make possible a uniform process and output,
ard canno* operate under managers untrained in the goods and services
*0 be produced. Despite these differences, schools do act like -
businesses in a.number of ways.- They maintain corporate-like secrecy
about the different costs of -resources allocated to the instruction
of each individual student, *they manipulate the curriculum to improve
public relations, and thev shunt students from one learning track or
class to »nother to sawe resources. Schools also resemble business
vhen they define their educational products narrowly (to increase ‘he
appearance of accountability while decreasing the need to be
accoun+able), and when they pronceed as though the school's
responsib!li+ty consisted in efficiently performing its traditional
. *asks and keeping the community happy while leaving the harad
decisions as *o the role of education to others. (Author/PGD)
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Problem-solving strateples QmOthO» huve a wxy ol paining lives ot their
e N ) . . ' . \\\

s . . . . .. s )
own quite apart from the problems which they were opiginally designed to solve.
. . - ‘
The emphn319 upon precise decoding skills thus may co@c at. the oxpens L ot

\ ‘ x

nttentlon to what a Chlld ig reading or to WthhLI it is worth roadlng} Itforts

to improve teacher competeney somchow got translutéd into requirements jthat
: | ‘x
U H N
tQﬂChLI educwtlon .programs be competency-based, not bLhul they have as their
. K t X N’ :‘
. . , .
. Outcomes competencies thut are important and that ptomote learning. Similarly
S ‘ i [
i t
cmphas cs\upon quc tlonlng skills and 'cognitive strategies in teaching sometimés
' I
seem tofobscure questions about the worth of the content ot the lessons in .
{
{
which o1y demonstrates those skills and strategies. In general it is ali too
. ) !
easy to pursue'some'problem—solving_strategy with such vigor that we are lun-
. : |
. . : , e %
© aware of concomitant 'and probably unintended outcomes which we would not%

have.overtly adopted as gdals when we ndopted the problem-solving utrategbf

A case in point is the frequent admonltlon that the school be busine

L

ss-like

without ascertaining what the implications for the curriculun are of becorunp
. ) . L o
businesslike._ Being businesslike becomes a good in its own right, enabli h A
1
one to neglect its conseguences as though a bood means guaxanteed a good knd.

. " . The present study attempts to identify what it means to be businesslpke

by identifying the major assumptions of the for-profit business that mighi be |
~+ adopted by sehoo;s; tp examine the appropriateness of those assumptions fpr

schools, and to identify the implications for the school and its curriculpm L
. : : 5, S : .

b
P
\

as the school comes inereasﬁngly to op€rate on the basis of those assuﬁptions

y lObv1ously change“ in schoollng caniot be explalned solely on the basis of'qfforts

.

to be more businesslike, but:it is important to understand those efforts and

how they 1nfluence the school's perennial problem of &rylng to deliver

S- ..&1 L
1nstructlon that is approprlate for a wide variety of students. T
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Same would argue that society's young should be schooled in an institution
which approximates ﬁociety writ smally in one 'which Jitferentiates among and
rewards astudents on bases comparable to -those used in the larger socicty; and
in a society whose major nongovernmental organizations are cgrpornte bureaucra-
cles, that means for-profit, corporate business models should be employed in ¢
schooling. Although not all would agrec on the reasons for and thd justice

of the inevitable nonegﬁliturianism of the fesulting schobls,\probably they -

would agree that the inequalities among individuals and social groups which

« ' . Vs

oécpr in <the soéiety at large would tend to b? presént in the schools.. The

more the éhhools adopt the prevalent orgunizational models of the society,

th? mhregthe virtﬁgs and defects of the.sociéty.will be ‘present in the sthool.
) As as gulde through the follow1ng analy51s, a p;eV1ew of the conclusion

will bc useful: Although the assumptlons of tMé for-profit bu51ness are

1haﬁ?ropr¢ate ht sevirql poinps and although the schools cannot follow them

in the more obviohs wayé that-a business does,‘the school‘behav?s as a trué

',4ndcrocosm,of the total society and acts upon those assumptions within the

3chool through the;mddification pf the curriculum.

. . . ' Yy
‘Prybably th%mmost important of these assumptions is that profits may-be.

A o

as a reasonable superordingate objective to evaluate both the total

N

use

“enterprise and the contributions of individual components t? the larger under-

taking. .Although a number of versions of the superordinate goal for schools

aréﬁivailable -- ranging from educating.the child to meet his own and sqcighy's.
. ’ . i
needs to teaching the child the "basics" -— none offers the guidance to

.

evaduate both subOTdin&te objébtives and the means devoted to achieving them

. <
that>is available to any business with its overall profit goal. One usually

can estimatée rather precisély the profits contributed by -each product and

- w»
‘service line, by each subdivision of the corporation, to the unifying profit
8 \ i B i,
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athlutlc programq,&;‘thelr individual contrlbutlono to the boal of the school?.
‘3‘,‘; A L \ S
The busmneqs purallel breaks ‘down very ckeally at this p01nt. Although

! \,1

-Wg ‘have available'figures on the costs of "productlon for students in tﬁe

‘; \,“. o

nggreg&te;»the cg%&s of schooling any speqlficﬁcpild are uslially unknown and
vv_ LA “. . g

.

. ) -

probably for véry good reason. The prog{ams Tisted above wéu&d have very

different per student cqosts based on varying student-teacher ratios, equipmeht

\ A ; \ g :
and materials costs, capital facilities costs, and ancillary costs (e.g., buses).
If the corporate model_wefe‘fqiibwed, not omly would we know what each part of

0
» .

each program costs’, bpt‘by simple addition we could éomﬁare the resources

i R _—

' being devoted to any’ given child. However if these,data‘wégg/known within

| | * A. 3
the school, they probably would be withheld from the taxpayers just as corporate

reports usually conceal or disguise as much ‘as possiﬁle anything that might up-

set the stockholders. : .
. - N ' AY .
Imagine the consternation among parents if they were able to compare the

S E
\ , . L

resources devoted Eo their respective children, especially if one parent's

’

child participated in interscholastic athlétics.of took honors‘céurses taught
by the most experienced and highly tralned -=— and therefore éost highly paid --
teachers, while the other parent's child to ‘courses for the academically
pnpromising with less expensive teachers and participated in no expensive
elective programs, whether for lack of'interes;, ability, or some ;equisitegr
gradé point average.
In one sense there is an ovefall profit goal fof the school comparable to

that of: the business world, although one really has to strain for ah analog ' *

to compare -corporate dividends with taxes not péid by the citizens of the
’ - ]
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sponéogﬁné political subdivision. The capital accunulation reflected in rising

stock"bricgs might be thought of as analogous to enhaned real estate vuﬁucs
. K - - F |

that can be-attributed to the reputation of the schools. However, one might A -

make a better case for there being pufallels between corporate image adVerfiding,
which attempts to build a positive imdge for the total corporation without

" reference. to spetific products and sefvices, and the school's "community

f 9

entertainment! program -- such aothvities as marching band programs and
intervarsity athleti0§‘whe§9#é} they requir.s’ Lime and resources from both

'school and students disproportionately greater than what one could reasonably

-~

expect students to gain from those dc@ivities.
To whatever extént the community is influenced by lowered taxes, byithe

relation betweeh\the~pg;ceived,quality of a'neighborhoog and its‘schools;
and by the public yelatioﬁs efforts of athletics and the like, these fnflu—
:ences opéréﬁg éékhéut any precise:estimate of the contributiognof individual
programs to the'potal»valge of sc@ooling, without any revelation of th? vafiﬁtion
;n resourée§ devoted,to individual‘studenfs,land through a s;stem of comm;nica—

o - A
t%on5utpat is as 4ightly restricted as is that which ifists between a corpora-

tion and its stockholders.

[}
)

This last point is of particular interest. Despite the longstanding

complaint from educators that school boards, politicians, and other citizens
v s . .
do not understand the.nature and problenfy of schooling or the dislocations

»

created by political 'and legislative constraints upon the school, the school

passes up the opportunity to instruct future @¢itizens in such matters by

Y

'excluding schooling from those subjects deemed fit for inclusion in the

v . . . « g - .
_curricwlum. 'Thus each generation of citizens spends a huge portion of pre-
: ) <«
, .
adulthood in an,institution which fails to instruct that generation in the

L)

ra h
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act.  In trde-bus%fess fashion, the school avoids involving its stockholders

. a . . ' ’ \. v ) >
problems of educational finance, of Mtérmining the Qurriculum, of respoud-
ing to clear societal needs, pof delivering appropriate instruction in a

hd '

dysfunctional organizational pattern more appropriante fdr batch work in a
factory than for instructigg children with great difterences in ability, values,
famiiy éupporg; and goals. rHervef, lb dé-so would robeai those variations

in opportunities and resources which some would cite as proof of a lack of
equality of opportuhity. The_school that reveais its own contributions té t

the inequities of society and to the paintenance of those power relationships /
. i ' . L

upon which those inequities are based will surély discredit itself by that <

and customers in the- problems of the corporation, and thus the role of the

LS *

« school is neglected in our most important common institution of schooiiﬁh.

. , N
And so it seems that the school, lacking an unambiguous superordinate

objective like’ profit, substitutes its own organizational'ﬁqlfare and then

{

proceeds much after the manner of a for-profit corporation.

A second major asSumption describes the extent of control a business

has over its own destiny through its choice of customers and subordinate -

N - R .
objectives. State? more precisely, to be businesslike is to presexve -and

exercise¢ the rig@t’té neglect the unprofitable customer and to pursué\bnly

~ . PR
-~ '

. those subordinate objectives which, may be €Tficiently achieved. ' - RS
' . -

~

[y

— 1

A business stakes out a market of customers that it can serve at a profit

and neglects others who are so costly to serve that -they cannot or will, not

pay enough for goods dnd services to return a profit considered @m ) .

by the business. Thus>™each business tries to maximize the number of customers ’
. ’ * LRI ' v ’ : . MR s
it can serve at low cost-and minimize the number at greater than average’ cost. ,

Casinos, for example, have tlre legal right to excludegmcustomers who deﬁ%se

5 . 3 \ - »

P ‘

S

A
Do LA
card-counting systems which improve their chances to bea} the house.. \High
5 " . o , - vl

Py
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\wnit costs are used to discourage small buyers while discounts encoudgge the
v ' .
more profitable, high volume buyer. Restaurants use a cover charge. td get ridy
//.--‘ ) ' . ' .
~ of customers who would not spend enough to satisfy the restaurateur. Lovely
: - (‘ . . ’ . - L9
shoppi?g cequters, discount houses, abundant legal,*medical, and banking
~ T T - . : : X ‘
services, and a host of other enterprises tend to exist convenient to the

e N ) ' . ’ .
afflugnt but not in poor rural or imner city arefis where the proportion of un-

profitable customers is too.high.

"This aésumption‘is so widely pefd that when its observance will tend to
) L]

depriVe substantial numbers of people of highly valued goods and services, g
we either puplicﬁlly own the business (e.g.,Amunicipally owned severs and

'y M . . . <
waste treatment plants or the federal postal service), grant a regulated

monopoly to a corporation Cg.g., the telephone system), or subsidize. the
business (e.g., medicare), all to guarantee the serving of bhxh profitable

and unprofitable customers. In the case of thefelephonesystem, many citizens
. \ :
. n hd . o . . . \
- + could not possibly afford the cost of installikg and maintaining the service
4

2

. . . o
to them -~ especially iﬁzrural areas -- if the true cos%_of these scrvices
. . ) ~

were charged each custQmef. : ’ .
Those who do mot understfind (orhagreeAwith) this arrangemeﬁt'qgge inappro-

‘priate_comparisans, for example, between the-United Parcel Service (UPS) and

J -+
&

the United States Postal Sérvice (USPS). The former dogs not ‘serve all towns
and cities, much léss isolated farm houses, makes only infrequent pickups and
N : . . .
\ N . - ° é‘
deliveries in low volume areas, and in general provides services only to those

]

areas in which it can make a profit. The USPS, howevef, goes daily to each
. s T -

ckwoods town, to each farm house, §§gérdless of profitability. It may be

the chse that in oﬂe or more respects UPS is more efficient than USPS, but
- . ] » '

r many comparisons of the two are inappropri;ie because the USPS does not have

the extensive right to neglect the wnprofitable cusﬁomer. Private entrepreneurs

A ]

\‘1‘ " | '\» 8 v .
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\

n

‘want to compete with USPS, but only in protitable areas and services, never dn
‘ \ :

' N - S ‘ , Co-
' the big loss situations. The rebult ot such compoQLtlon, It it were permitted,

would leave USPS with all its "losers" and a smaller share of profitable
. ~ .
{ customers. This would be a classic case ot "lemon" socinlism:  Any woods that
1 ' ' ’ -
N i ./ . . A‘.
can be produced or any services that can be, delivered at a profit should be
: 2 - . .

. . . o, :
part ot the private sector; "lemons" -- wprotitable enterprises -- belong in
the public sector. Obviously the ‘chiet outcomes of "lemon" sdeialism are

{

9 - .
- -~

(1) the establishment of public institutions which are Ly creation inefticient
N \ ' .
» . s » .
- and less productive than the private sector and (2) the congentratlon of
: § - — . !

"lemons" in the public %Qcﬂor.‘ o

Similarly inappropriate compdrisons are QﬂéQuentJy made between public
> " . .

‘ 04

~and private schools, the latter having and exercisin: the right to exclude

the unprofitable customer, the ultimate threat beiné to expel,a child, thereby
* forcing him to attend a public school. Clearly the word "unprofitable" is
used in an unusual way here, especially when the privaﬁe\school is a nonprofit

institution. An unprofitable customer becomes’ one who is so.costly to serve

'

thut the¥school .is unprepared to devote sufficient resources to that student
to enable him to‘achigve'success. Thus a\private.school might require letters
. A .

of reference, a transcript of previous academic performance, and/or a pérsonal

~
. - '

., interview. It might require tuition payments large enough to guarantee that

2

the student either comes from those socioeconomic groups whose young are most

likely to have academic success or else require that the family show some

> - - .

kind of %ommitment to the child's schobling thrdhgh tuition payments proportionate

R/ N ) .
7 to familx income or through enduring scholarship application procedures. Some-

>

times ‘higher and more arbitrary“standards of behavior, dress, and academic

A ‘
performance are used-to increase the likelihood of enrolling only students for

N ’

,\) . ) - . 9 . ‘ .
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Ibased'on a voucher system neglect this fundamental right to reject the unprotit-

. =B

) -
: . . s ’ ..
whom tde costs Ot schooling to the school are minimal and acceptable.

This selectivity is quitg in contrast to that ot the bub]ic school, which

» L

fis, to use the envirvonmentalist's name for the ocean, the "ultimate sink."
. 7

The publie school has no such broad, ensily exercised powers ol exclusion and
>~

-

/ .
must reeeivd those students who are. rejected by}or expelled trom private

'

sc hoolﬂ. The interventions of rawyers and courts have preatly restricted the

public schools' powers of expulgion,-suspension, and otth punishment, making,
. .
the difference between the student bodies of priviate and public schools even
greater in many cases. 'The number and kinds of students to whom.the public
. ° . . A .
scﬁ&ols must deliver services are constantly ‘being inc¢reased by legat. mandate,

. ~ ‘ . _
and typically these additions are unprofitable customers that the public

schoblsnust accept bgcause these services usually cannot be delivered efti-

ciently~fn'thc private sector. Most programs for the handicapped fall into

- N

thls category, ulthough a handicapped student may be a profitable customer for

a prlvate school 1f the child's parents are abie to pay tultlon hlgh enough te

\4
- B
|

allow the school a proilt or at least does not cause the school to lose money
- . ’ .
The academically unpromising student.who requires extraordinafy instruétional

c a4

means might be-a profitable customer provided he comes with sufficient financial

+
[

resources. Y

The proposals for free choice among competing public and private schools’

£
able customer, Just as do propgsais that would evaluate and reward schools and

-

tecachers on the basis of the achievement of their students. No school or

! ) "
teachgr would willingly accept a student if the excessive costs ‘of serving

w . . L 4d
.

that studenft were/to come out of the school's or teachgr‘s pocket. 1In the ’

- la ‘\
voucher case guaranteed admission to any school would have to be accompanied by

é

[}
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free transportation to the school of choice or L\lc result would be a kind ot
. : h . y ‘
de facto segregation with thd "baest" schools, Tike the uicest shopping centers

and supermarkets, in prokimity to those neighborhoods rom which protfitable

¢ ~

. 0 ) - hJ T e . " "
customers would be most likely to come. AndNhe ability to exclwde enrol led
0 ) . ‘ Al M
students’ when they prove to be unprofitable would have to be modified to pre-
R « . . 0. T e.':.‘h
vent some schools from becoming ultimate ginks for those wnprotitable customers
; ) O
“rejected by, other schoolsg, «
3

+

Although the, public school's ‘rjt;hﬁ to exelude unprotitable clients is
-~ .

: . ’ . .
severely limited, there is an intraschool exercise of this power which goes on

. . . \\‘\_
constantly as students are shunted from program to program, class to class.
. . 14 . » v .
The most obvious example would be the athletic program. Usually the -more a ‘ '
= .
. . "
student needs excellent instruction, elaborate facilities,.and help with his

diet in oxder to developl his rr.luscles and athletic skills, the less likely he

is to receive them. Instead of an instructional situation _'with-_tr'ai_ners, the

v
-

latest protective and iraining equ‘ipment, classes with- a lo.w student-teacher
ratio, and concern :f‘/c;r diet, the_athleti_cally' unpromising student is th‘ro.\m

into a typical physical educz;tion élass. others.\o.f his ill; where %,he student- \' e
geacher ratio is very Vhigh and the ..i‘n,st,ructional program frequen(tly' is more

recreational than educational. Any high school department which jealously

guards entrance to its mosl academically respected courses fs operc;ting on ‘

the same principle, and, interestingly er'lorugh, the exclusion is Justified. by

%he lack of ab'ili't'ym:f‘ the student, on the assumption that he or she cannot

A} -~

;ea[{n the desired/material. The work of Bloom and colleagues would suggeét

LT ] . oo
that\many of these excluded students can master these,:_courses given enough time,

v A ~ .

appropriate instruction, and feedback with corrective instructfon, but the need

I

for these ad_ditiona].\’resources seems sufficient to Judtify rejecting such ,
- . . _
students as unprofitable. ¥

ft

b

/-u
]

~ . . . - 3 °
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JLarallel to the right to reject the unprotitable customer is the ripht

of n business to pursue only' those subordinate objectives which may be

Al

etticiently achicved —- that “is, the costs ot achleving them are such that

a profit can be made. A corporation may .at some point Ain its history com-
. : . / .

pletely abandon the subordinate obJectives it had ot its - founding and adopt

’

: . . A . . Lt
other, more profitable objectives. Thus a Switft can begin existence in the
. LI -

’ ‘fresh meat business, covolve into Esmark while adopting a wide range Jf

.

spmoxdinute objectiyes (e.e., meat packaging, daiwy and poultry products,

N A

edible oils, fertilizer, adhesives, specialty chemicals, dental gquipment s ‘
. 2 [ . . . . . '»‘ . .Q N
wonmen's wunderwear up%."personal"_products, and energy), and then ngﬁndon the

fy
.

fresh meat business altogether except as a minority stockholder in $ sepanate
. . ~ . o ' !
company. Even when abandoning a subordinute»objfctiVQ.meuns financial losses
: . ¢ .
o .o ! \ . s
\fro closing a plant and 'social losses from incréased unemployment and reduced

f
v . ’ .

stax revenues, businesslike behavior dictates that ohe is Justified in abanden-

’

ing any subordinate objective which ceases to contribute to the superordinate

goal (prafit) and is justified in adopting any gubordinate objective whigh T

.can be efficiently achieved, no matter its lack of kinship with other sub-

S

" ordinate objectives or the historic nature of the chporatiss.

«

s ’ o8
\ . -

.

’ . ) . * ’ oo . \ ‘ . "
.t Because schools lack thg:abillty to reject the unprofitable client

complétely and seem {o have some objectives that remain' fairly stable over Ce

N

time' (literacy, civic skills, mathematical skills,'étc.), they typically iﬁck
7 : : . ) .

o | L ,
%@andon most objectives, at least yith the suddenness and
: ¢ : ' ' ‘, .
compleﬁghess of a corporation. Obvious exceptions wouwl e a éistrict'é .
decision not to offer Latin or driver's training.or to close elementary school-
~ [ N V » ! . ’ ! ‘\ ' ‘
libraries. .The same is not true fof'adopting'objectivps; however, as new
. . ) R _\\ .
‘ones are sometimes imposed abruptly and éompletely‘uppn 2he school by

R . . an P

L L .

the capacity to

Bl

|

Qo - . . 3 if‘ o _. : 1 ‘ .
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governmén;ai action regardless'of the resulting distortions from the forced

AR

: rea&location of limited‘reSOurces Bu51ng and malnstreamlnp are obViqys

ﬁxamples both interventions which force schools to adopt subardinate objec-

tlves (and unprofituble customers thereby) that sound business practlce would
neplect much as corporatlons neglect profit-reducing sufe&y, polluxlon and

perﬂormance,standards until they are forced to deal with them.
: ~ .

’

'However, one again finds the buuineus>pructice in adjustments internal to

Jthe school that prov1dé the capacity for the school to become moEe efficient

,

.by droppinp some objectlveg for any group of Jtudento who are particularly

unperituble.a Thus certain kinds of mathematics (algebra and calculus, for

' examp}é) are abangoned excepg fbr'tbose~mrours that can lga?n them without the
:expenditure of eXtraordinafy re;ou;ces.A Objectives are chosen whi;h'can be
uchieﬁed'at‘rqésonuble e%yinse Yo£ the'remuiﬁing, gresumably‘less uélé
qtudenﬁs.v In éffect oqe~decides phut'u given dtudent cannot ledrn calculus and
then by giving him instruction:only in muthemutics that dées not include or-

. ' . !
lead to calculus, one guarantees thﬁ\accurucy of one's prediction.

nAlthough the school cannot add und drop objectiﬁeq with the suddenness end
completeness of a businéss, it can and dées make adjystments in its curriculum
" to reserve its loftier ijectives for those who can achieve them efficiently.
Thus th; curriéulum b@éomef not the answer to "What is most worth knowing?" but
to "How and whnt can. th; respective subpopulutlono of the school bo taught
efficiently?" ¢

The extenaive use gf norm-re ferenced standardized tests greatly enhances
the school's ability to be busineaslike at this point, Cncc one has adopted
the unnumpgion that the 3éhool'n responsibility is to take o normully;distributed
ntudcnt populntion and merely ﬁovc the mean up, with the uhupc‘of the distribu-_

tion rvmuininp the nume and with individunl ntudents retaining thvir rolu1ive

ponitionn within it, then o number of practices become qulite reasonable.
/7
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. Predictable proportions of 1ow—achieviﬁg, mediocre, and7high-achieving=studenté
. become acceptabze, and thus one‘cad*adjust the curriculum (shift the subardinate

-~ . -

a

objectives) for g}eatest gfficienty‘by expecting little of some and giving them,
tpe program to guarantee if ahd expecting much” from others and providing'the
resources to maximize their achievement. Thus one may find in the same school
a low-e;pﬁctaﬁion curricular ﬁrdck for those moy; or less permaﬁently assigned

' N ‘

to the low-achieving‘&roup, a test-specific curricular track for. those destined

to také various tests of presumed excellence (e.g., college entrance examina-

’ -

tions), and an indeterminate curricular tréck for\that great mediocre herd
- about which reasonable predictions aii so much more difficult to make or
.\\\\ guarantee, The use of norm—referencéd tests thereby makes it possible to
bandon subordinate objectives which would be eXpenaive to achleve'fo; the
"slow" students because -- by definition -- they have only limited potential.,
Again‘thg work of Bloom and colleugueg make; this a most questionable proce-
dure. The alternative -- the allocation of substantially more réﬁoﬁrces to
the "lower™ student in Qfder to help him aéhieve mastery'qt a higher level -~
would certainly be léss efficient than the businebslike'procedure of adjusting
subordinate obJectives to reduce costg. |
Testing further assists the internal manipulation of subordinute objec-.
tives by restricting the scope of those objectives. The,%ﬁgfhcss parallel can
be seen in the practices of automobile manufacturers. When oné returns o
chronically malfunctioning automobile still under warranty to the authorized
service agency, typically the car will be repaired to éonform to "manufac-
turer's upcéificutions." There is no iﬁhcrcnt rgsponsibility to mnke the car
function smoothly, dsinomicully, or gafely or to arrange thinpgs in such a
. manner that the malady will not-reappcur,(bnly to return the car to manufoc>

.turer's npecifiéutionu. Only when the cumulative costs in dollars and/or

custamer satlisfaction of no doing become Lmbortant to the manufacturer's
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superordinate goal does it make buulnesa sense to rcde51gn and\x\troflt that

portion of the car that is malfunctlonln@ or cau51np the malfunctlon. Ra-

stricting standardi vd testing in‘thg/elementEEy school to reading and

mathematics,’ES;_ rather narrowly defined, effectively relieves the school of

any public responsibility for more than casual efforts.in social studies,
* problem-solving skills, art, music, sciénce; foreign 1?nguages, and'the like,

In addstion, what it means to be a pood reader 4is defined not in terms of what

F

5 one can read and how well, but in terms of test scores which give the apnear-
ance of nreatef clarity and precisiom while not\?aking clear what is being -
measured. ' o A : .

Similar procedures cnable manufacturers to giv: extensive and highly

»

specific puarantees which neglect really 1mportant objectives which the

~ 4

J
customer might have for the product.' For example, statemefts of guarantoed
‘obJectives (warrantleu) for vacuum cleancrq typlcally make no mentlon of quiet

¥

operation nor o the purveyors of additives or foods that contain them ¢peak J

? of the pbésiblg ﬂ?fec{s of those "additives dh children prone to hyperact1v1ty.
This place; the ﬁuginessiund the school whigh narrowly'but specifically define
oblectives in the seeming par;dox of becomingtmgzg:accountablc by becoming
aécéuﬁtaple for less. ' ‘ S o -

Thi§ narrow spé&ification of sugordinate obJectivcsAand thé shuntings é;
students amonpg alternative sets of subordinate objectives both scrvb_to mini-
mize the costs of schoolinﬂ, and both demonstrate how ehe schopl m;mics thgv
larger gociety by allowing or even encou;aging the kind of‘ineqﬁality in the
distribution of edﬁcationul roods and Snyices that one finds in the business
éorld where clients a;e reJected and subordinate objectives changed primarily
in the name of efficiency and profit; . -

A third assumption from business is that the efficient production of poods

~of Wﬁiform quality requires one to take measures to promote that uniformity of

[NPY
S
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ihput\and_prgpess necessary to guarantee uniforpity of output. Factories are

situatgd'to achieve the lowest pogsible costs of materials and proceséing.,

2

The more uniform and.pure the rav materials, the cheaper will be the process
which converts them to the desired output. If raw materials require more

extensive processing, théh.there must be some'cOmpensating reduction in the

-

costs of processing (e.g., cheaper .labor or electricity) or marketing (e.g.;

. easier access to markets) to Justify building a factory undef such conditions

of supply.

! - ' ' .

>, _ - : -
One is tempted to dismiss this characteristic of the efficient busineks

'

‘as an inapproprigﬁe parallel because the children who come to/échool are so

. tremendously diverse that no single ﬁrocess or group of processes-could produce
. L - i

homogeneous praduates, even if that were desirable, However, as with othér

\glements‘of being bd%inesslike; éhere is evidence that in some ways schools

have assumed tﬂis'charncteristic. To the extent that schools are bureaucracies,

they specialize in dealing with the routine -- i.e., with that which is .

hY

uni{brm and expected -- more thean the novel. Schools. bureaucractically assume
ﬁhqﬁ an event is,routihe unless the evidence of noveity is oﬁerwhelming. Thus

groups of children begiﬁ ¥t & common age and advance more or léss-togefher

through the grades as thdugh the differences umong/leﬁrners were nqﬁ of ‘such &
nature or of sufficient mégniﬁuae as to require mdie than the ministrations of

. 4
a single teacher. The batch system prevails until such time as a child 'proves

beyond a doubt tﬁnt he is not a routine event but is a novel event requiring

)

the more individual and professional treatment of a special education classroom
or gome comparable ngency. The stability of'expectations and treatments (i.e.,

the uniforhity of process) is such that for most kids we can predict the rest

-of their academic careers from their third grade reading scores. In a gingle
' - . ?

middle gchool clnssféom, we find prepubescent children and nubile ndolesébnts,

accomplished readers and virtusl illiterates, and yet they remain in the'same \

5
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batch, receiving the same treatments. Categorizing them into eppropricte

tracks -changes the combosition of the batches somewhat, but instead of radi-

+

N cally modified processes desigﬁed to compensate for the deviant input, one

more typically finds altered objJectives. The winemaker decides, as it were, - gif’

that some grapes were just destimed to become vinegar and makes the best of a .7~
. i s e : .

bad situetion. . ) \ _

"A fourth assumption to be explored deals with managers —- how they are
: &

rtrained and how:they relate to their subordinates. Here we find the parallels’
between business and publie schools more clearly revealed.

v In the modern corporate world, executives move from division to division

within a conporation and from corporation to corporation on the basis of skills

. )

that are not neceosarlly related directly to the goods and servlces of the )
corparations they manage General Motors does not necessarlly.look for
expertise in tranSmissione or DuPont, in pplymers,-when;selecting managers, -

. Rather ‘an MBA or a law degree serves mich the same function as g, degree in-clas-
51cs in the Britlsh colonial empire, a degree which was thought to prepare one
. : <

- i
-

~» \
for most anything important & _'\

The‘rule of the nonexpert - in the goods and servrges of the corporation
H ’ Q .
. that ‘is -- .is made possible by bureaucratlzinp dec131ons at the lowest possible
level, thereby eliminating the need for’ f&fther deci51on “Eging_ln Tmost situa- o

tion° and increa51np the homopenelty of the process.. *Skills and knowledge are -

encoded in technolopical processea and work rules in such a, way that the worker(
L N
vhaq little to.learn amd few nonros;ine events to deal with. S ’

N Y

Management thus become5~finan ial management,'politicd, public relations

labor law and personnel relatsons, and similar matters, each of which hus its

’

counterpart\en the list of courses would-be school mananero take. -No ‘substan-

tive knowled;k,of children or younz ?dultﬂ or the curriculum or instruction i
Ja—
) necessary beyond what one may absorb in a single survey course, Supervision

, 1’y : (
O s o { i




'these days, and to paraphrase Don Er1CRSon s comment about research in gduca-
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;’fhas become less concerned with instruct@onal content and method,and more with

. . <) .
human_relations as though the objectives and skills necessary to achieve the

; '

,?organizational goal had somehow been encoded in an 1nvariant process and one

;—.

merely had to motivate the Workers to push the buttons a b1t more frequently,

to 1mprove communication among them, and to increase the1r trust towards their

¥

managers, Likewise educatlonal administrators are calllng themselves manapers

k

ytional administration in his state of the art’address on that, topic in Toronto
v C . ) ' \

-at AERA in l978 educatioral administration proceeds as though no -one were

N . @ .

?

x;;"invorw;{ﬁn schools except adults, yith almost no attention to instr ction ar

»

to\what kind of c1tizens the. sehools are trylng to produce, Even onflict reso-

T

- 'lutlon technlquesu deslgned to promote organizatlonal tranquility, mask crucial

|
curricular issues when they-soothe_and.hidevdebates within the school and /or

community over the;gllocation of resources among competing subordinate objec-

- . . A

“tives. o T T e e . o TR

-‘Probably there are.other'assumptions which could be fruitfully examined
but these- ?uffice to. 1llustrate that thF consequenc(s of being businesslike_

’ (=

. /
sive and important The schools ‘do not hdve an unambipuous, superor- -

aZE/EXt

te obJectivc, ‘éannot. ga"ily reJect uhprofltahle customarf or: change theﬂr
AY w ‘ ‘

subordinate obJectivcs, cannot choose only a hhmwwmeous Btudent population to

¢ - )

make~pos"ible a uniform process ané output and necd edchtional leaders ~= 885
. . A

'

'opposed to managcrs - with suhstantive knowlednc of curriculum and instructiQn.

¢ ¢+ . B )

And yet they maintain corporate-like secrecy about the costs of regsources

devoted to individuul studcnts and manipulate the curriculum for maximum publlc

relations value, They dcql with studentq who would rcquirc extraordinary
resources to achieve a miven gset of subordinate ochctivcs'by shunting them to
. I

. 1 4
another set that is less expensive to achieve -and by defining subordinate KK

- ‘ . ) \ . .
obJectives with a businesslike precision and narrowness that increases the
. N k1

4 ) ‘ 13
. . 4.0
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appearance of accountability while reducing that for whibh the school is to be
held accountablé. And the¥ proceed as though schoollng had no controver51al
content, as though all the hard decisions will be made by some external market-
place of consumers and governmentq} regulators, as though ‘the school's respon-
'sibllity consists of belng efficient, of performing those tasks which are
either traditional or imposed by leggélatures, and of keeping the comm;nity,

in its most narrow definition,‘happy.
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