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S.

Interests, rather than as 'morally atld psychologically connected co
all persons in the school community.

AlienatioWliterature-raises a najor definitional issue:
. whether to construe it as an objeciive structural fea4ire of human

situations Or as a subjective psychological state in individuals.
According to ,the structural perspective, stimulated in modern thought
largely.b/ Harz and Durkheim, alienation can be assessed by examining
social structure, roles, functions, and the nature of human activity..
Morks alien'Ating to the extent that workers are prevented from Con-

.

,trolling their working conditions, from owning processes and' products
of theirflaboi, from engaging in complex and integrated tasks. Human
relationshipsdre alienating when people are treated as objects
Xs standardized abstract units; for example, in use of grade-point
averages), rather than as unique personalities; when they are manipu-
lated to serve objectives. of others,,when they interact with one .

another primarily in limited rather than multiple roles (e.g., wtien
student-teachei relations are confined to mastery. o&subject matter,
rather than also including recreation, worshipl general caring'and

--affectiOn), when high mobility and specialization in the society pre-
.vents peoplefrom developing, affectional and moral bonds to community.
Conditions such as these all reflect aspect's of separation-fragmentotion
of experience, and are,.by defihitIon, alienating. This is not to say
that periots,will always harbor negative feelings about suchconditions.
They nay report satisfaction in the midst of alienating experience, ,

t,

especially if extrinsic rewards (such as salary) are high enough.
Viewing alienation from t'he objective'structural perspgctive assumes
that an important social reality exists somewhat independentof per-
sons''feelings about it.

On the other hand, persons' feelings and perceptions of their
.world ban'not be,ignored; they constitute 'a critical part of social
reality. !that kinds of 'feelings vould indicate evidence of personal

, alienation? Seeman's (1975, pp. 93-94), extensive review of empirical e

'work identifies the following, dimensions:

of
.1. (a) powerlessness -- the-senso ol low control vs.

Mastery over events; .(b) meaninglessness -- 'the sense
of incomprehensibility vs. unritanding'of personal and
social affairs; (c) normlestness -- high expectancies
for (or .commitment to) socially unapproved means
conventional means for the achievement of givan_g ls;

(d) cultural estrangement -- the individual's rejection
of commbnly held values in the society vs. commj.tment
to the going group standards; (e) self-estrangement --
the,indiVidual's engagement in activities that art not
intrinsically rewarding vs. inv Ivement in a tag. or
activity for,its oim sake; and (f) social isolatAon --
the sense of exclusion or rejec ion vs. social accep-
tance.

Each of these reflects a sense oftseparation, a lack of integration
ot\meaningful connection with values, people, tasks, anil authority in
one's environment.

2
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Seeman highlighted distinctions among cognitive and affective
states that might Othensise go'unnoticed. One might feel powerless
to affect society.at large, yet, uithin a local teligious-or ethnic
group, feel high levels of social support-integation (ie.,low
social isolation). One might sense self-estrangement in daily work,
but not feel general cultural, rejection. By clarifying alternative-,
manifestations of ilienation, distinctions of this sort shod that many,
aspects of experience mustbe addressed in order to promote non - alienating
psychological states. (*)

Uhile Seeman's analysis leads to examination of multiple aspects
I, -of* psychological alienaCionr note that it does not equate alienation

with all forms df negative'affect. This is important,'because the
term is frequently used in a broader sense -- to signify almost any
feelingjof dissatisfaction, disappointment, diSapproval, distress,.
Estrangement and isolation might feel diffuse and non=specific to the .

subject, but wen the term is used to communicate any form of personal
discontent, it ecomes extremely difficult to suggest organizational
or therapeutic remedies. For this reason we.prefer to restrict the sub-
,jective meaning of alienation to the specific feeling states or senses
recognized by Seeman. These cover enough territory to illustrate thait,
'general intervention to solve one wmptomie.g., sense of normlessness).

' will not necessarily solve,another (e.g. sefge,e powerlessness).

Toconstue alienation only in psychological terms is inadequate.%
Human beliefs and feelings are subject to manipulation, false conicious-

.

.ness, and forms of accomodation. Students, for example, may express
contentment with easy homework assigninents, gaining a -sense of mastery
and power over the,tasks athand. If the nature of instruction is poor,
however, they actually mayfail to develop competence, only to discover
at a later time, when properly Challenged, that they have no power or
mastery ih the subject. Total reliance on subjective reports therefore,
risks distortion. To-gain a complete picture we need to step beyond
the immediate feeling states people 'suggest and view human situations
from more genera& perspectives that portray systems of polittal-
economic control, organization of work, patterns,of affiliation.

4 "

In this study Ir do not propose an "objective structural perspective
as superiorfte a'usubjective" personal vies of alienation. 'lather,
I find value in, each and suggest that they be combined: reduction of
alienation requires altering structural%aspects of labor an human
relations in trays, that affect subjective states, A positOf of this
sort seers required on the. grounds that (a).to make positive gains in
perceptional feelings without altering objective conditionis deception;

(*) While the feeling states are analytically distinct, studies'often yi ,

show .them to be highly correlated (Long,. 19'30), thus lending support
'to the claim that alienation Wolves diffuse, generalized aff4t.

\
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and (p) to change otjective.condirions Oays that fail to alleviat4e
psychological alf.enation serves no useful human purpose. Nile the.
diagnosis of alienation requtreak"objective" information that trans-
vends reported perceptions of participants, oltimatay .those'per.,7

'captions must also inform our conclgsions about the,degree of, alien-
ation in a given situation..

In assessing alienation, from eithera subjective or objective
Tetspective, it is 'reasonable to ask, "alienation from what?" As
a relational concept, alienation calls-attention to a host of.Vos-
sible referents to which an individual night relate. One could be
separated, estranged, isolated from avariety or objects, livi6n
organisms, social ivoups0.institutions,.spiritual forces. Parr.,

best-knoun for his analysis of alienation from one's labor or the
products theteof, alsio emphasizedpalienation of persons frbm one
-Another. 'Ddrkhein's discussion of anomie highlighted theindivid-
ual's isolation from cohesive so tat networks. Recent observers
concerned with the vitglity'of d crams' 'focus on individuals'
alienation, from the political system. Ecologists criticize human

. estrangement from the.datural uorld. In copceptualitinn alienation
in secondary schools, we should specify the referents of concern.

In addressing alienation in schools one should, ideally consider
all humans uho relate to the school --students, teachers, adminis-
trators, parents, custodians, other staff, visitors. Teachers

_alienated in their work; vould pregumably affect student learning;
administrator alienation mould affect teacher morale, etc. (*) Some
actiN;Wes might be altered to reduce alienatim' among students (for
example, through greater support for peer group solidarity), but this
might increase; alienation letueen teacher and student. Unfortunately

% "
'resources for the present study limit its scope to student alienatio .

This somewhat telescopic effort will hopefully stimulate a more
comprebensille examination of relationships among all the school's
constituents. -

Mist aspects of students' experience deserve attention? t!d

shall consider alienation from wort, from humans,-and from physi al
envitonment. ;lost importantly, students should be engaged in t e
instructional cork of schoel;_rhat is...they should demonstrate eri-
ous effort and should regard thewoik as meaningful. This is of

Intended to suggest that all students must 'show consistent co
rent and:excitement for all forms of schoolwork, but only th t as
a general pattern they be engaged in their studies, rather Ian

detached from them. Students should also have civil relat' nships.
with one another and with school, stag. This does not recd ire inti-

mate relatiOns among all persons in the school,'but that oat people,

- regardless of status, heal:ground land personal difference , extend to

(*) LipsLy (19A) for example, offers an important an.lysis of
teacher alienation, in the.context of their role as " treet-level"
bureaucrats,.

4
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(4 another common courtesy and fellovahip-i'frienely greetings,
'casual conversation, acts of caring in times of personal hardship..
Mistil.e actions or' faceless neutral neslect'tignify as rupture in
civil relationships, a disjuncture among persons. Finally, the

'sthools's physical plant should be treated vith the care. and pride
one would bestou upon personal,possessiobs. At minimum this, pug-
nests no vandalism; at a maximum a positive effort by students to
keep the place in good repair, clean aml attractive. To the extent
that students shoe lack of attachment to their physical surround-
ings,ue can expect estrangement fom the school's general. program.

It. Should School Alienation Be Reduced?

4

-Objections have been raised that it would be unZise or inappro- '

priate for educators 0 try to reduce Alienation in schools. In
responding to these tie can elaborate further what it means to
-reduce alienation and explain why certairaservations need not

-t detain the (gest for less alienating schools.

Extensive literary, philosophical, and scientific. research views
alienation as a pentanent, inevitable aspect of the human conditiOn
which need not be considered entirely undesirable. Human survival
dependssin.part upon harmony-integration pith nature, but also in a
sense.on humans differentiating or separating themselves from plants,
animals, minerals. Individuals and groups consistently...differentiate
themselves fron one. another, apparently trying to affirm unique iden-
tities. The concept of individuality itself presupposes separation
or the need Dar distinctions among people. The creation of art or of
scientific discoveries, and the application df social innovation
requires argument, dialectic, analytic 4atachment. Applied to school-
ing, this perspective on human affairs would shot, that.learning

requires struggle, conflict, the ability 40 abstract oneself from
relatlonships, the tendency to dissect as well as to integrate experi-
ence. 1/hen alienation is v4eued in this broiaer sense as any form of
detadhment, differentiation, or...estrangement.uo can see uhy it would
be imposspe to eliminate alienation. Even if ii'were possible, it

'could'be ndesirable,.for a certain degree of aalienation" is required
for student growth Und.learninn..

e agree,uith the foregoing recovition.of the inevitability and
constructive function of differentiation and conflict. To, reduce

alienation, however, is not to eliminate differentiation a d conflict
frqyAluman experAnce. For some, the reduction of alienat on may
signify a rather euphoric, passive, consumptive state of ha iness,

devoid of stress and struggle, but'this is a gross' distortion of the
concepf. Persons in farming, art, business orsocial service can
approach* wort Ulth commitment and. attachment or they can perform tas!,s
_perfunctorily meet minimun requirements. The goal is not to
design schools where students' feel unconditional security, control,
comfort, and harmony, but where, they are actively. involved in enter-

e prises utiJ.ch they take seriously Reducing alienation, then, is not
A

.
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tan tamount to eliminating stress, struggl, or...effort; it is to

arrange conditions such that human energy is vxpandee in'ways that
enhance involvement --engagement:with work, people, and physical,
surroundings.

A SeCcknd general objection is the obaervation that the goal
of tncieasiig student involveMent in school life offers, by itself,
an insufficient or incomplete educational agenda. Students. may,be

energeieally engaged in schoolwork but the activities themselves
may have'limited educational value (learning outdated material or
trivia). Students may become 611mitted participants in group life,
but.direCt their energies in morally indefensible Oays (gang. wars,
flazi youth groups). Finally, students 'might show heightened school
spirit and dedication to meaningful learning within school, but be
alienated from society beyond school. Such points :remind us that
educational programs must also be guided by criteria other than
student involvement in school-life. In this sense pleas td reduce
alienation in school repre.seht an incomplete philosophy of education.,

Rather than proposing a comprehensive analysis ofsacondary4.
education, this study limits its attention to the role of organiza-
tional factors in reducing; alienation. Even in agreeing that reduc-
ing alienation alone will hot gUarantee high quality education, it
still makes sense to attemut to reduce alienation, for three-main
reasons: First, student involvement-engagement is required for

............,lcanlimg,..-Teapbers_and others-have dramatically demonstrated the

difficulty of 'teaching passive, withdrawn students. To the extent
thatestudents remain "tuned outs' in school; even while fulfilling
minimal re4uirpents, tremendous resources'are wasted. StUdent

/ ' engagement in, rather than only compliance with, schoolwork is-thus.
a naCessary prerequisite for learning. Second, assuming that the
school program does promote edtleationally worthwhile and morally
defensible' aims, we find lt socially and psychologically valuable
for.peeple to work and relate to oneanother as reasonably integrated,
interdependent; active partipipants rather than in.an isolated, with-

, drawn, paseivt,pattlirn. The human Value of non-alienating, communal
life has been- impresstvely, justified through :the wo k of flarxy Weber,
Durkhein and others (summarized for.example, by Nis et, 1966, 1970).
Finally, our analysis. rather than-100Posing a value- utral, mindless

rc . 'notion of commitment-engagement, does begin to specify some criteria
that can be used as guidelines to protect agailst moral abuses. Some
activities may at first glance appear non-alienating in the sense of
indiCating passionate irivolyenent and,unity, but they may violate
moral principle's; for exadtole; a fanatic religious cult engaged in

* violence against heretics, or a team of saboteurs :working to poison

a city's water supply. Presumablythetinciples of inav,iduality
and communalityl#cribed below, would ewer us'Oom supporting such
activities which ight otherwise be seen as non-alienating.

Still, some will argue that schoOling should undertake Only the -
limited tail: of edueatiOn for student competence, with no respohsi-

-bility for creating nob-alienating quality of life. That responsibility

6
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s uld be fulfilled instead by other institutions: 'church, family,
pr vase associations. There aretwo problems with this position.
F st is the assumption that sufficient learnin' can occur vithin

enating environments, as people adapt to and cope with adverse
Conditions. Granted -that learning can occur, but as argued above,
great potential is likely to he wasted when students work only
perfunctorily. Even if it were possible for students to learn all
they "needed" in alienating environments, we must recognize the
dominance of school in students' lives -- six hOurs a day for
twelve years. To recommend only that non-school institutions must
cushion students from admittedly alienating existence in schools
is to excuse the school from virtually any social' responsibilities
beyond teaching. ladle school cannot be cal
human needs, it, rtainly has a responsibili
institutional life of high quality, so long
not interfere with the major .goal of develop

upon 'to meet all
o rive toward

t mission does
g student competence.

III. Positive Criteria for "Non-Alienating" Experience

Alienation has been defied in the negative sense of fragmen-
tation, estrangement, separatia1j4 with the implication that non-
alienating environments promote the opposite characteristics of
integration, connectedness, commitment. I,t would be reasonable to
search fororganizational features that tend to enhance integration
of experience, but this vague criterion alone may not carry us very-
far in illuminating how to structure selools to inspire nt con-
mitment and engagement., We can note,for example, the hi deg ee of
fragmentation in leaining created.through specialized course k,

50-minute periods, and teachers certified. in limited subjects. To

promote integration tie could suggest, .for examplethat courses be
taught on an interdisciplinary basis, allowing longer periods of
sustained study,, and involving teams of teachers with more general-
ized competence. In spite of persistent calls for more integrated,
liberal studies and many efforts in that direction, a specialized,
fragmented approach to secondary education has prevailed for years. /---'-
This-teslifies in part; to the power of institutional tendencies
toward differentiation, not integration of experience, To be as
dominant as they have been such tendencies must be responding to a
human propensity to specialize that seems elually'as strong as the
alleged propensity for, integration. .

As Oilman (1971) showed so well; -plans for attacking or reduc-
ing alienation are derived ultimately from assumptions about human
nature and persisting human needs. in order to suggest institu-
tional arrangements for promoting'the ideal.of connectedness,
engagement, `,integration, tie must specify some criteria for human
dignity other than the broad notion of integration itself. flow

should such criteria be expressed? Without presuming to represent
the contributions of great theologians, philosophers, social theo-
rists, scientists, through the ages, let us suggest two general
human characteristics or critical human tendencies'vhich lie at

7
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the root of human'dignity and which therefore must be expressed to
avoid alienation. .;ole may call these individuality and communality.

Iridividuality is recognized in persistent attempts to express
ideas, thterests,:values,.temperament and personality' which dis- -
tinguish one person from another. It represents individuals strive
ing, for personal competence in work.and play. It stands for per-
sonal choice in,a variety of natters from work and politics to
intimate relationships and food. Individuality .involves differen-.
tiating oneself (which by definition is in a sense alienating) fron
other people, froi institutions, from authority, but as Erikson
(1960) showed, it'also requiret integrating oneself with others,
with ideals, with social institutions.

Communality re,ters to the tendency-to affiliate with others,
to identify oneself with human geoup, organizations, causes, It

\ is recognized through such collective enterprises as"chukches,
unitnslpoliticAl parties', sewing clubs, neighborhood otganizations. IV-
Through communal experienpe humans become attached to one another
suck( that they belong within some_human family or multiple "families."
Commundal bonds tend tó strengthen partly beciuse groups isolate and
differeneiate themselves from one another (Protestants and Catholics,
East High vs. West High). :thus, communality expressed within one
group seems to involve alien relationships with other groups.

11

Mr

The human tendencies td and individuality and communality might
be considered universal "needs".or conditions that must bey fulfilled

2 for persons to become involved, connected, integrated, In an objec-
tive and subjective sense, with work, people and physical surroundr
ingse The ideas of individuality and communality are offered here

,

not to convey g comprehensive scheme of human needs (we have not
mentioned such critical areas as physical health, economic security,:
transcendent meaning), but rather to suggest poiitive criteria
toward which organizations might strive in order to reduce member -

alienation.. Such criteria, when added to the 'primary consideratiOn
implied by the definition of alieneition itself, that is, the inte-
gration of experience, provide a perspective forexaming litera-
ture on organization-s and assessing particular innovations in sect'
ondary education.

By construing the redussien of alienation as equivalent t4
promOting individuality, caNunality and integration, we have sim-
plified, bUt drAwn upon a rich tradition of scholarhisp. Such
criteria respond to Seeman's (1972) distinctions among farms of
alienation, as folly Individuality and communality'hoth suggest

N
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antidotes to 'rpowerlessness;" that is, the need for control and
t autonomy, or the opportunity for humans intentionally fo affect

reality rather than being'totally determined by 1.t. Communality,

by stressing the importance of persons' . ntegration in group rife,
addresses alienation attributed to "social isolation" and "value
isolation." Individuality calls fqr activities allowing individ-
uals to express their true tastes, temperament and value* so as to
avoid "self-estrangement." The criterion of integration confronts
issues of "meaninglessness" and "normlessness" by stressing con-
sistency end interdependence in experience, rather than contra-
diction and fragmentation. Based on anthropological worh, Oliver
(1976). offered a,conception of bid-social needs that highlighted
the.tension and necessity of balance between the "prilhal" drive
for security, stability and unconditional acceptance in small
group life (communality) versus the "modkrn" emphasis on personal
choice, novelty and individual develoiment (individuality). Katz
and Kahn's (1970) summary of the vast literature in sbcial psychol-
ogy identified three main sources of intrinsic motivation: value
expression and self-identification, self-deterRination, and affil-
iative expression, each of which appears in our criteria. Of

,course, these recent analyses owe a great deal- to the seminal
socioldgical cork of people like Narx, Rurkheim, Tonnies, Weber;
and to political philosophy from Fldto to Rousseau. Without draw-
ing explicit connections between our categories. and the work of
such theorists, it should be clear that much of human histoiy can
be interpreted as the ,struggle to achieve individuality 4nd-com-
munality, with some balance betwEn the tuo (Nisbet, 1962). These
concepts, then, along with the general quest for integrated experi-'
ence, will assist us in searching the literature for clues or
principles on how to design orgahizions to reduce. alienation.

41.
IV. Three Levels of School Change

Schools, like other organizations, adopt a variety.of practices,
presumably. to improve the quality (or efficiency) of their work.
'Mile most educational practices are notsharatterized o* publicized
as efforts to "reduce alie ation,",m4ny-can be construed in this
light if they claim to incr se client or staff integration with
prganizational goals and acts ities. In this sense, actions as div-;

0
erse as opening the 4chool atlnight, ordering new books in the lib- . ' ,1,

rary, offering a new course, providing in-service training, or delib-
,1

erately reducing school size might all be seen as efforts to reduce'
student alienation. In general, innovations might be targetellt
three levels: the organizational level involving, for example,the
governance structure or the process for establishing school goals;
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the progr'm leYel; involving the-type of academic and non - academia
experiences offered;, or the.staff level,"involving criteria for
professional preparation and'performance. By focusing at the
4ganizational level, our study deals with only one general dimen-
sion.of schooling*

The sociological tredition that. conceptualized alienation drew
attention to-the organizatibnal level by noting how, during'a pro-
cess of modernization, factors such as population density, mobility,
role specialization, centralization of authority, formal-contractual
relationships and value pluralism tended to separate people from
oDe-., from one another, from their physical surroundings. In tech-

nolo.lically advanced culture, concern with adult.alienation at the
workpAce has le4 in many firms to modifications of organizational
process: recognition of unions,. profit- sharing, worker participa-
tion in plant governance and the setting of work goals. The long-
standing concern ig.the'sociolocical tradition with structural
features of social.life suggests that changes In schools' organiza-
'tional factors could also redude alienation, but what organizational
iS es ought to be addressed? _Schools have introduced such changqp
a smaller, alternative schools and decentralized hduses, flexible
s.heduling of instruction,assigning students to long -Perm advisory
groups, modification of the way students are grouped or tracked for
instruction. These illugtrate school changes at the organizational
level, but their potential for reducing studgit alienation', or for
promoting individuality, communality, integiation needs to be exam-
ined.

14

Schools attempt to improve education also by making changes in
program, which often involve no'significant effects onorganizational
sttucture. New curriculum in career education might be added. Social

studies instruction might increase its attention to minorities. Wm-
,.

en's athletics might be expanded. Oppertunities in community service
for credit might IA offered. A work-study program right find new
placement's tat attract more student interest. School practices out-
side the fordal curriculum might, also be modified to increase. student
involvement: ceremconies and celebrations to reward students' achieve-
ments; inviting stimulating speakers to address school assemblies;
promoting special festivals at school. MOdifications such as these '

create specific activities that students would find rewarding, and
thus this represents a program strategy for reducing alienation. ..

Some prograt changes may require modification of organizational fea-
tures; for example, allowing increased student choice in selection of
tqachers, or changing the schedule to allow for semester-long projects
away from school.

The final general strategy, ecognizing the' critAcal role of
teacher and administrator style i relating to students and to one

10
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persons' affiliation with anf organization may affect its potential
for promoting individuality, communality and integration among
members. Several taxonomies have been prOposed to distinguish
among different organizational types (cf. darchi 1965; Corwin, 1974;
Dachler and 'Alpert, 1973). Blau and Scott (19.S2) differentiated,

for example, among the prinarybeneficiaries of organizations.
itutual benefit groups such as labor unions and voluntary associations
aim to serve the interests of rank and file participants. Business
concerns benefit primarily miners and managers. Service organizes
tions ostensibly aim to benefit allots or outsiders uho have reg-
ular contact, as in schools or hospitals. Commonweal organizations
ideally aim to benefit the public at large. One would expect the
least alienation in mutual benefit associations where people volun-
tarily join together to prdmote common interests. The volUntary.y,
basis of membership and assumed 'consensus of purpose in mutual beriL
efit groups would seem.to.offer high premise for responding to indi-
viduality and communality. Schools, however, op designed presumably
as service organizations for student clients. As such they should
hopefully promote the individuality oeach student member, but in
the United States,pe compulsory basis of student membership, and
other functions oPochooling discussed below, works against this:
Generally, clieit-serving organizations, because of their primary
attention to individual needs, also fail to promote communality,
among clients, but this id hard to determine without knowing more
about the organization's particular goals and goveinance structure.

. Etzioni (1961) drew connections among the sanctions or power
wielded by an"organimpon and the kinds of involvement of members.
Power can be viewed..as coercive (uses of legal or Physical force),
remunerative (economic rewards), or normative (based on conscience
or value commitments). In coercive ordnizations such as prisons,

.members' involvementlyas classified primarily as alienative; in
remunerative organizations (business or labfr unions adcalculative;
and in normative organizations (churches, service fraternities) as
moral. Schools use a combination of coercive (attendance required
by lau), remunerative (diplomas lead to jobs),and.normative (educa-
tion valued IS an ideal, a way to "better oneself) power. The
coercive aspect of schooling carrles.much potential for violation of
individuality. The_ remunerative basis may be highly motivating for
some individuals, but within an individually competitive economy, it

works against communality. To the extent that schools are organized
to maximize intrinsic at "moral" commitment, alienation would be

reduced. A

Together, the two frameworks just summa4tzed suggest that student
alienation would be reduced if student membership in schools grew out
of-voluntarydecAsions Ely groups of students and their parents Ito
develop particulAischools to educate for the particular purposes
shared by a given 6onstituency. Parochial and private schools (and
some public schopls1 do operate in this fashion.
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B. Goal Clarity. Consistency
0

Wh;le, ideally, member involvement should be voluntary and
based on shared normative commitments, this offers no guarantee of
goal clarity and consensus. A substantial literature shows that
most complex organizations manifest ambiguous and conflicting goals
(Ilarch, 1965; Corwin; 1974; March and Olsen, 1976). Weick (1979)"
eves argued that persons often join an organization not as a mechan-
imi to pursue common goals shared by individuals, but as a common
means through whicheach person can pursue diverse-goals. Goal con-
fusion in public secondaiy schools manifests itself (a) through func-
tions of schooling,that44iffer from and sometimes conflict with schools'
most obvious purpose, instruction;- (b) through conflicting priorities
within the different functions; and (c) through lack of consistency
between professed ideals and institutional practice. We will consider
how these aspects of goal confusion affect individuality, commonality
and integration.'

The goals of schooling can be construed in terms of five func-
tions suggested by Spady (1974): instruction, socialization, cus-
tody control, credentialing and selection. These can conflict or
interfere with one another. Instruction in social studies might
benefit from extensive student involvement in community affairs, but
-this might weaken the custody-control exerted by the school. Effec-
tive socialization to particular, adult norms (e.g., punctuality or .

the work ethic) might be underminedby instruction if instruction
calls for critical analysis of the norms themseives. The labeling of
students for the purpose of selection for future careers can conflict
with socialization, since students labeled as academic failures are
less likely to identify-with mainstream social institutions.

Conflicts or inconsistencies among functions of schoolifigexacet-
bate alienation, 'primarily by thrbwing up roadblocks to the integra-
tion of students' experiences in school. Such conflicts, when per-
ceived by students, convey meaninglessness, normlessness, hypocrisy.
The confusion prevents students from developing both individual and
communal 'identity with the enter ise of schooling. As schools con=
tinue to perform functions other t n instruction, conflict betOben
functions is likely, but altenatin effects can tie minimized if goal
consistency, individuality and co Onality are; promoted within each
function and if appropriate distinctions between functions are made in
`enforcement of standards. Studente.records of achievement (grades),
for example, should not be affected'hy students' disciplinary histories;
student failure to-succeed on instructional tasks should not be punish-
ed by disciplinary action; students who respond well to the pchool's
socialization efforts should not gain special privileges in instruction".
It may be difficult to maintain such independence among functions, b
failure to do so can rob instruction of its integrity and inflict
other kinds of injustices that make it difficult for students to iden-
tify with school.
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While functions may conflict with one another, conflict also
occurs within each function. Disagreemenrveigns over the central
punposas of instruction (e.g., the learning of .history as fact or
as problematic inquiry), socialization (e.g., teaching of traditional
vales-values vs. critical questioning of conventIonal institutions);
custody (how closely should halls, lunchrooms, study halls be super-
vised), credentialing (use.of grades vs. other indices of achievement).
The problem

f
goal clarity and.consensui is particularly striking in

the area of Instruction. We need not review the multitude of pres-
sures On the comprehensive higOschool for special hinds of instrtc-
tionNin college preparatory, vocational and oxtra curricular offer-
ings:--As a public institution ostensibly bound to serve all consti-'
tuents, schools have adopted a set of cours.-.s and activities so diverse
es to'obscure any' central instructional missi,n except one analogous,
perhaps,.to a supermarket: provide enough options so everyone will
find something they desire.

4

The secondary school's pursuit of diverse and conflicting educe- -.

tional goals can be defended as a way of promoting individuality, but
must be criticized on two counts. First, the lack of a central instruc-
tional mission in which all students participate works against communal
commitment to the school. Second, the existence of potentially incon-
sistent instructional experiences increases.the likelihood that students'
individual courses of study will lack integration. Individual choice
without integration can exacerbate alienation. To reduce goal con-
fusion in instruction, schools would. have to-define"thdir missions in
more limited ways and eliminate options extraneous to the central mis-
sion. Several repots suggest the need for more intenseand more
specialized instructional prograns.during part of the secondary educa-
tion experience (e.g., Coleman, 1974; 'Carnegie Council, 1979). If

because of public 'pressure a school.must retain a "supermarket" aollec-
/ tion of goals, it'could reduce goal confusion to some extent by main -
'-taining consistently high expectations for student performance and
conduct in each course and activity.

A final dimension of the goal'am biguity problem is the discrep-
ancy between professed, idfal goals of school and actual practices
that apparently contradict4them. Students,, parents, teachers know.
that many students graduate even though they have learned almost noth-
ing from school. Some teachers teach poorly, but receive high sal-
aries. Organizational policy endorses equal pportunity, but some
students are consistently discriminated against. Such inconsisten-
cies signify a normlesSness that obstructs student commitment to the
school organization. There is no way to ensure that schoOli achieve
all the ideals they may set for themselves,. and students must learn
to function in airimperfect world. nevertheless, ofganizations .can
take steps to set for themselves only those goals that are reasonably

attainableAfor most members, and can createa governance structure to
facilitate communication on this problem.

%



Thus far our analysis sup,gests that ec.hools should articulate
clear and consistent goals that elicit a wide consensus among,pm-
bers Of the school community: We have explained why schools with
goals of this nature should be less alienat' than schools charac-
terized by goal conflict apd ambiguity. (*) It is important to

qualify this claim so as to refrain from endorsing highly dogmatic,
socially homogeneous schools` which might meet our driteria of inte-
gration. and communality, but could fall short on individuality.
,While we have emphasized consensus and commitment to reasonably
well-defined goals, note, In the spirit of earlieriremaps,:this is
not tantamount to eliminating ambiguity, risk, tension and.struggle
in students' schoolwork. All of these are necessary for learning,
or the development Of individuality and communality. The challenge,

then is to build a set of goals that are clear, internally consistent,
compatible with commitments of the clientele served by the school but
which also respond to individual variability and which summon.com-
mitted effort.

Comprehensive high schools face greatdifficulty in achieving
greater goal clarity and consistency. To thq extent that they must
serve a diverse population, holding conflicting values about the
ultimate purposes of educdtion, consensus on a limited set of goals
will elude them, especially when the American deology of pluralism
is interpreted to mien that all interests,shouid'have equal oppor-
tunity to influence educational aims. If value conflict runs through
the society at large and if each public, school is obliged to represent
all partiesAto that conflict, then schools are most likely to adopt
as goals only vague slogans, for these givo an Will/On of-public con-
sensus whi14 pormiaing the school to pursue the diyerse, conflicting
aims represented in.the larger society. At first glance this strategy
would seem to foster individuality, and"with local political control
of school g, also communality. We have,explained above, however, the
ways in wl(ich institutional goal conflict.and ambiguity inhibit indi-
viduality, communality and integration.

A second issue iu achieving goal clarity is raised by studies of
the internal functioning of schools which characterize them as
"loosely- couplecrorganizations. According to this view (discussed
below under structure),, the nature of teaching itself defies tighter
'coordination toward' centrally agreed upon goals, at least in the

r

(*) The study by Rutter et al (1979) found that the most effectivq6
schools in terms of achievement, records of delinquency, atte dancer,
and students' participation in school beyond the required tim were
schools showing a.high degree of consensus on goals and enforc meat
of rules, that; is, little ambiguity as to the school's expects ons.

'While this study did not focus'on student alienation as defined ere,

such findings seem consistent with our conclusions.
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American context in which teacher autonomy and a4ademic freedom
are valued; It may well be inappropriate to impOse strict bureau-
cratic control and integration on the daily worklof teachers, but
private schools and schools in other cultures dOlmnintain clear and
consistent goals, while at the same time permitting teacher autonomy
to achieve those goals with diverse students. Goal ambiguity there-
fore, would not seem to be an inevitable'resulciof permitting teach-
ers to exercise professional discretion in their practice. Rather
it woad seem to.he'more a function of the poillt raised abobe
value confusiOn in the society at large.

C, Size , . , I
. A.

.

/
Applying our criteria to the question of::thool size, schools

should contain people'in sufficient numbers (a) to offer individuals
the variety of r &sources necessary to develop individual interests

and competence and (b) to accomplish whatevor Coll4ctive purposes'
school might set for itself. Ohothe other hand, the number of stu-
dents should be small enough to allow enougtrsustained dontact among
students and staff to facilitate sensitive responses to one another's
unique needs, to develop affiliative bonds, to become integrated in
the communal life of school. .

Systematic empirical study of the effects of school size'pn
student alienation hasoot been conducted, and Schneider (1980) sum-
marizes many unanswered questions in school size research. Existing
research on student participation in school activities (Barker and
Gump, 1964) and vandalism-delinquency (Garbarino, 1:18; Gottfredson
And Daiget, 1979), however, favors small schools, that is those with
about NO-1200 students The many efforts to create smalleralterna-'
tive sc ools pr house systems within large schools testifies to the
validity of much theoretical commentary on the alienating features
of large social organizations. Ubile1large'sch66ls may provide ,

greeter economic resources to serve both indilAdual and communal needs;
greater opportunity for personal choice, and a degree of:anonymity,
all of which may enhance individuality, students' can easily Become
"lost" in the crowd, detached from other persons similarly situated
and from significant communal identity. .In'contraat, small schools,
by offering inore integral contact among all members of the organiza-
tion, increase the possibility of persons responding to one anqther's
total personality and of. developing affiliative ties to the organize-,
tion (Garbarino, 1930).

Yet, small schools should not be en1orsed unconditionally as-
aluays less alienating than large ones. Small sdhools'can suppress
individuality by iihposing rigid standards of conformity, and they can
suppress communal self-determination if gover ed through dictatorial

methods. To,protect.against such dangers, one night opts for large
schools, noting that even suchi large corpOtate e es as nations,
unions, or business enterprises, can inspire passionate loyalty and
collective commitment. A large voluntary organization with consensus
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may *how high affiliative commitment among peers, but less)to the
staff or to the school organizat

, hierarchy may be judged t
that im very purpose is to e
izntional activity. It is
Nlations can be executed.i
integration. To the.exte
superiority-inferiority
;ration from.the.point
to pronote integration

on as .

-

promote.integrat*on in the sense
fect efficient coordination of organ-

estionable, howeter, that hierarchieal
such a way that all members experience

that hierarchy acogpthates relations of
d is instituted priMarily to foster inte-
vilw of offices at the top, it will fail

n the experienceofnembers at the bottom.

In short, organ zations with low-degrees of'hietarchy would
seem-to be potentia ly less alienating thad;complexiii rarchies.

aNo doubt certain 1 rge and intricate hierarchies such he church,
military services/and sonic business corporations can stinu teihn
impressive sens,/of ipdividual expression and communal coMmitment
among members./ The phychologically positiveiresults of such organ-

.izations, liolver, seemdess the result of hietar41 itself than of

1
other,faetpry 'ouch s" goals and m ssion, and waysas' organization'
in Arch th nature of cork nay be intrinsically sat sfying to
members. uch features may conpensate in some;fense fUr the alien--77
ating nat re Of hierarchial relaiioaships:

i . , r
P4ticipation iniDecision-NakinR.

To the that all membe4'01-In
,

organization participlee extent
. . ., '.

directly in iitting-sgoalt and policies( the. organization is consi
e ed torhave a demdcratic or participaOry'structure. To the extent
hat goals and policies are determined bronlY a few members in the

./ organization, its structure is charactefited as.autocratic or 'elitist.
While degrees of hierarchy seem relted to decision-making structures,

.

/
they are not equivalent. Withinoa democratic or participatory struc-
ture for setting organizational goals, specific work tasks could be
organized into a complex hi chy.

might set general policy in a h
but delegate considerable autonony
the conduct of daily work (low hie

Conyersely, an organization
autoccatt ortelitist fashion,
discretion tO employees.in

rchy)...

?Fe would expect participatory struCtures0.4 principle OD promote
individualitys communality and integration, leCause, definit00,',
Such structures allow,individuals to'exPress themselves, and they
require that decisions be made collectively, taking the interests of
all into account. On the other hand, democratic participation often '

involves conflict, and because it raises eX0ectations for self
.dttermination, can have the effect of dramatizing te,minoriqtes or
to persons who consistently "lose," an apparent denial of control over

o
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O

aft

o



_
4

J I

their destiny. Communality may be endangered ifsjovernance decisions
accentuate polarities that divide members, rather than shared.values
that bind them. Conversely; benevolent autocrats in small organiza-
tions, while allowing most members no formal decision-making authori-
ty may inspire greatesloyaVy, caring and mutual comm4tment by respodd-
ing sensitively to members as they give informal inpOt on matters of

. governance. . s

41111P . A teacher in.a rural school might deny'formal decision-making
power to to all of the school's twenty studenti and dictate each lesson
without asking for student input. A teacher ip an urban high'schaol
seein 150 students per Jety tbight formally seekatudefit reactions
throw questionnaires and .also follqw.some students' huggestionsa_

t ...Osten bly the urban students participate more tharithe'rural onOr
in ins tutional decisions. It is possible, however, that.size and
cultuet of the rural school permits the teacherto be personally
sensitive to the needsof each student'such that most students feel
a sense of control. -/n the urban school,-however, evenwith the
right tdfformal input; the la r nmbr of students decreases the
chances that any ne student's deas will be accepted. Cultural
diversity in the u an schoot2may. also,nate'it difficult for all
students equally to be heard. Students in the school may be
more closely supervised and have less formal input in decision--'
making than those in the urban school*. In this sense, the rural
school mighi'be considered more "autocratic" but also less alienAing.

, .

. The issues of hierarchy and participation in decision-making can
be combined in the notion of centralization; Hoy et Al (1980) in
their review ofother Woirit (especially Aiken and Rage, 1966) defined
highly centralized.organizatiois as those with high hierarchy and low

. participation 'of members is organizational goals and policies. Decen-. .

tpalized orbanizaxionsalkthose'with'low degrees pChi'erarchy and-
wide member participation in decision - making. Is one general struc-
ture.more likely than the other to promote individuality, communality,
integration? ../'--

.".°N . . 1. 41

k
. ',In aoprima facie syse, we should favor decentralized structures,

for their authorities, by definition, are morg4-8iractly accountable
to members.. This preference is evident in persistent efforts to save
neighborhood schools, to protect departmental autonomy within schools,
to create alternative schools, to build democratic work groups in
industry, all of which represent attempts to pursue locally determined

central source. (*)goals rather than following directives from a distant cen

411

(*) Support for decentralized xarticipatory structures is found tin.
literature On intrinsitly motivating aspects of primary groups
(Katz and Kahn, 1978), emocracy at the workplace (Ztierdling, 1970),

) democracy within sch ols (Kohlberg, 1980), and the role of mediating
structures, in tociet (Berger and Neuhaus, 1977.)

'1 r.
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From an objective point of vies; centralized institutions are alien-
ating, for they require persons at the low end of the hierarchy to'
engagetinactivities.prescribed by authorities who exercise roles
and competence distant from their ovn experience. Conclusions
regarding subjective alienation in centralized or decentralized
structures depend in large part, however, on whether persons in
autho4ity act in'concert with the values of members, and-this is
more likely in decentralized structures.

Hirsaman (1970) offered a novel conception -of the ways in whi ch
worke'rs, consumers,,and clients patticipate to affect an organization's.
renewal or stagnation. The Aost obvious vehicle is "voice," that is,
telling decision-makers how.to run an oriit4zation by partjcipating `

directly 1.1i its governance. Foriaal opportunities els exercise voice
cannot be lffective unless backed by power -- the legal right to choose
decision-makers; to control property, etc. In most organizations
clients, workers and consumers have no legal power to exercise voice,
but they often have. the economic power to "exit," that is, to withdraw

. from the organization, to desert it, and thereby deprive it of the
power tofunction at all. The power of exit is most apparent in the
marketplace when consumers refuse to purctase products, and businesses
fail. At one extreme, where consumers have easy opportunities to exit

'and no voice in an organization, the business can deteriorate and fail.
At amother.extreme, in 'orllanizations such as prisons or schools, where
clients have no opportunity for exit and very slight opportunities for
voice, the organization can deteriorate continuously but will remain
`in operation. Each extreme is alienating. Excessive opportunities to
exit ,may bring some sense of-individual, choice, but a highly -fragmen-,.
ted one, with feu possibilities fipi communal attachment_to the organ-
ization. With no opportunities t exit and no power behind voice,

' persons are denied opportunities to express both individuality and
, communality. ,

0
.

46,

. .N . .
-

-

An ideal structure for participation would provide formal channels
of voice, and these should be backed up by the.fotential threit of exit.
Exit, hoVever, should come at some price, because if constituents'
leave an organization too qudckly their intelligent voices will be lost,
depriving the organization of important advice for renewal. To improve
organizations need a mass of."16yel" constituents willing to work for
renewal rather than to leave at the slightest disaffection. For this
reason an organization needs a certain le;iel of monopoly or holding
power, balanced, however, by effective mechanisms for constituent
voice and.the eventual possibility of constituent exit to cripple the
organization.'

6
, In applying thi analysis to schools, note that students have no

official powers of v ice or exit. (9 Voucher systems increase the

(*)See Seeley (forthcoming) for a more detailed discussion of
flirschman's ideas applied to education.
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power of exit, but, these or other plans for voluntary.withdrawal
could make extvoo.easy. fromotion of individuality within a
communal context requires aleolicate balance between exit and voice,

,f grounded in loyalty. Rather than working toward ttlis balance, pub-
Aix policies have attempted to regulate other natters in the school,
frdm safety to racial integration to competency testing, leaving
the participation st9a untouched, *with students blocked from
exercising both voice and exit.

On might question expanding formal student participation in
.school governance, because of their role as clients less knowledge-

-.able than staff, and because of the Lct that citizens often fail
to participate in governance even when they have legal right to do
so. Uidespread disagraenent corer the central purposes of secondary
education, however, mayjustify-the need fOi more constituent voice
in this enterprise,.comparedto other enterprises,. with clearer "goals
(e.g., professional athletics or nanufacture-of tv sets).. Because
public education was founded for its potential contribution to en-

.

hancing democracy, it. seems ludierous to hamper the exercise of
democratic pe'rticipation bysstudents,in school governance. ,Practi-
cal considerations of enhancing student voice in secondary schools
often do present problems e.g., ho. can significant student input
be stimulated and used without creating burdensone formal devices

- for student participation); but we should not pernit difficulties of
implementation to obscure the critical relationship between partici-
pation and alienation (*) yhile student participation is necessary
for prbmoting individuality and communa4ty, it is not by itself _

sufficient, as should be clear frbn our attention to\several other
organizational characteristiCS.

(*) Ehmann and Oillespie (1974) studied student attitudes in five
types of schools, categorized accordin& to decision-making istructure
as elite,, bureaucratic, coalitional, directerl-participant 61here"
students had token opportunities to participate, but where 'teachers
and administrators controlled most outcomes), and participant (,pith
diverse and open leadership roles and rdlatively equal resources for
all to participate in the school's politidal life). Students in
participant schools -bad consistently the most positive attitudes on
trust, integration And political confidence. npstein and McPartland
(1977) found that Students -in secondary schools with openness in the
instructional...program (student choice, individualization and pbvical
freedom) and withhigh student participation in classroom decision-

.

making showed more positive attitudes toward teachers, school tas1.6
and school itself than students in "traditional" schools.

4
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Rationa' vs. :TaturalWodels. A. deterrentmajor derrent to those who
try to char* organizations is ti.e observation, supported by sev-
eral studies, that orlanizations have lives of their own, largely
unresponftve to deliberate intervention by rational planners. 'le

can addres4 this issue by summarizing in TaLle 1.tuo dominant view's
of formal organizations. .In distinguishing betueen rational and
natural models I.have adapted material presented originally by r

flouldner (195)) and summarized by Conlin (1974). In a,rational
or.sanization,.goals are clear, consiptent;, and subscribed o by
members who uor!t in a coordinated fashiori to achieve those goals.
Bycontrast, natural organizations have abiguous, conflicting goals,
with members more committed to personal interesta-than to the organ7

!izAtional mission. In natural organiZations power is diffused such
that central control-coordination is.difficult, and activities are
directel primarily tovard organizational survival and the vetted' -
interests of groups-within.

TAELU 1. Features of Rational and flatural Orl/anizatiopts-

Rational

. goali clear, consistent

. member com±tment to
organization's goals

activities aimed toward
achievement of organi-
zation's goals

. activities coordinated
leadership with adequate

poper and resources to
plan and cobrdinate

. goals anbig,uous, conflicting,

. member commitment to perfonal

interests
. activities aimed toward private.

interests of members and
organizational survival

. activities not coordinated
no person or group with adequate
power and resources to plan and

coordinate for the organization

Research by (1976), ljarCh and Olsen (1970 and others
describes complex irganizations performing more as natural, rather
than rational systems. Coruin 1%74) and D6 and Celotti (1930)

4 make the case ,with reference t sehools,as "loosely-cougled" organ-
izations in which activity.of one conponent (e.g., science-class)
has-little impact on another (e.g.., band). Theschool'i formal
hierarchical structure does not bring close coordination anon; unit's,
and it exercises - Tittle direct control over specific teaching activi-

ties (Abramowitz and Tenenbaum, 1900). Loosel-couplin7, seems appro-: .

priate to the "sofev'teellnology of teachine,,fith its reliance upon
teacher judgment and intuition in the absence of.con4irmertechni-
ques for_teaching specific competencies to specific types of students
Weyer and Rowan, 197;1; Neyer'et al, 1979). Only iten.ode knovs pre-
cisely uhat,means lead to particular ends is ,it reasonable to use '
tight: rational modeloof prganizttion. Thus, teachers operate with
much discretion, autonomy, minimal supervision and c rdination. Gen-

.

erally schools provide insufficient information' ssessine the
4

e,
**... 3

4

a



effect of school as a whole or of individual teachers op students.
This loosely-coupled "natural" structure can ;.rritate lay and pro-
fessional people alike who call for clearer accountability, more
visible'results.from the expensive public enterprise of schooling.
It is often assumed that techniques of rational industrial or .

. bureaucratic management would enhance student learning, with greater
efficiency and public accountability.

Assuming that we wish to minimize alienation, that is, to enhance
individuality, communality,and integration, does it make sense to
strive toward either the rational or natural' model? Several authors,
from Weber to Merton, have shown how the attempt to rationalize human,
activity can lead to impersonal bureaucracies with the most alienating
esults. Recently Wise(1979)traced the effects of specific public
policies torationalize the schoql toward greater equity (e.g., deseg-
regation and1/4mainstreaming) and. eater productivity (competency
based testing): Due to lack of knowledge about how to teachyNthere
is great danger that in the-zeal to increase productivity, one may
specify ends that cannot be attained and/or impose means that do not
lead to attainment of desired ends. Such attempts to rationalize
school management can threaten,rather than strenthen, the school's
very ligitmacy, because increasing the formal rules (procedures) also
increases the probability that some'rules will not be followed, and
that rules may be followed, but not lead to desired outcomes. Even
if it were possible to manage the school as a well oiled machine,
producing products and services on schedule exactly as promised, the
level of hierarchy and control could be so great as to stifle much
individuality and communal expression. This cautions,us not to
strive blindly toward structuring schools accordihg to a rational

o

The natural model offers no better solution. It highlights
major obstacles to improving orgapizational performance. It properly

calls attention to individual and organizational interests that may
obstruct the organization's official mission. Yet if we assume that
organizaticins behale invariably agzin a natural fashion, we would
haVe to.abargon all deliberate attempts to'enhance individuality and
communality Within organizations. Fortunately, we need notd5give up

this quest, because experience shows many successful instances of
organizations designed rationally to respond to individual and com-

munal needs.

If we assume that organizations might be designed in ways that
promote either rational or natural styles of operation, it makes '

sense to opt for the rational model. This follows in part from our
earlier' explanation of hoer goal clarity-consistency is required. as a

'foundation for individuality and communalitY. In.contrast, to rein --r-

force natural processes would be tantamount to encouraging fragmented
effort, pursuit of status instead of intrinsically Awardine work, and
rejection of communal expression. The general recommendation to vork
toward rational structures is made with full awareness that ifapplied

n-4
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indiscriminately to the modern comprehensive high school the rational
ideal can spawn cynicism and disillusionment through discoveries
that some mfficial goals are not achieved and that much of school
life seems immune to rational coordination. ,Attempts to implement
the rational model must also resist the temptation toward bureaucrati-
zation, or chat Uise called "hyper-rationalization," and this might
best be avoided by keeping the goals of individuality, communality
and integration prominent .n all planning activity.

E. Roles

Students function in particular roles, the characteristics of
which help to explain the extent to which schools promote individual-
ity, communality and integration. Pere we summarize student'roles
In relation to teachers, to other students and to the school #s a

v. whole, as evident in comprehensive high schools.'

Student-Teacher. At firSt glance, the student role appears non-
alienating; the student attends school to receive services from
teachers who work to develop student competence. fn the role of
client, partaking, of services offered ostensibly in the client's ben-
efit,' one would ideally find great potential for the development of
student individuality an! integration between teacher. and student;
these aspects of the role suggest involvement and excitement. Unfor-
tunately; most schools organize instruction in ways that damppn this
potential. The compulsory nature of schooling, required cou0es, and
denial of student opportunity to choose teachers all violate a major
requirement of individuality: choice.. While diverse topics in the
curriculum and elective courses seem to, offer extensive choice for
students, the compulsory relationship infringes on intrinsic, involve-
ment.

In addition, the typical tea'cher's role prevents teachers from
devoting to students the degree of individual attention and commit-
ment symbolized in the client relationship. Generally, teachers must
teach a standard body of content to students grouped in large batches,.
rather than designing instruction to respond to individual ability
and interest. Further, the teacher must function in the judgmental

..role of certifier pf student success or failure to the public at large,
a role that coralitts;Oith unconditional interest in student develop-
ment: Contact between student and teacher is highly circumscribed.
Due to subject specialization, students spend relatively shop per-
iods of time with each teacher and during that time, activities are
limited to the task of learning subjects. The transiency and the
lack of opportunity for student and teacher to engage in a ulder
range of human activities (play, dining, "housekeeping") hinders inte--
gratiQn between student and teacher. Fi lly,'the teacher's role as
asubordinate obligated to follow dictate of other offices in the
orstnization indicates that the teacher's responsibility lies ulti-

mately to the school'organization, notto the individual student client.
. Each of these aspects-of the teacher's role.works against development
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of the trusting relationship needed for students to become engaged.
with teachers (Bidwell, 1965, 1970). In many cases students and
teachers develop close, mutually fulfilling relationShi but
thes seemto occur more by accident than through-orgari anal -- s'

strudtures that promote then.

StudentStudent. Sources of student alienation are found not
only in student relations with teachers, but also in their relations
with one another. Ideally, individuality, communality and integra-
tion could be promoted if students were expected to listen to, to
counsel and.lend support to one another, if they had opportunities
to organize'peer groups aimed toward accomplishing academic work,
providing 5recreation, offering community services, or taking, care of

.>
the4school itself, Except for extra-curricular activities, however,
the dominant student role is for each ndividual student to learn
material presented by the teacher. Ins uction is organieed largely
in neglect of constructive student relations. Students are scheduled .

into classes with no regard for strengthening peer relations or for
preserving previous associations. in fact certain peer relations are
deliberately disrupted (when members of troublesome peer gooups are
isolated), because of their alleged negative influence on one another.
During class time, student-tO-student dialogue is more often punished
(as interfereing with learning) than re'arded. group projects are dis-
couraged as inefficient ways of learning, or because of difficulty
for the teacher in evalua;ing individual student performance. Student-.

student affiliation within class is further hampered by tbArshort time
of class meetings and by changing group membership as students pass
from one class to another. Opportunities for less alienating student
relations are afforded in extra curricular activities (drama, music,
sports) and in some vocational programs (e.g., class construction of
a home).

Students do, of course, bring much of their extra-school peer
culture into school.(Cusick, 1973). In fact, peer affiliatiOns and
activities occupy so much student attention that, in many instances,
they stymie the school's formal instructional tasks. To the extent

that the school, however unintentionally, contributes to alienating
relations among students themselves, it will fail to generate student
trust-commitment to the general instructional mission. Being respon-
sive to peer relations does not entail unconditional endorsement of
all adolescent activities and preferences. Instead, the challenge
is to organize instructional and extra-curricular activity such that
students can be useful to one another and can develop affiliative
bonds based not upon mutual Antagonism toward school, but upon mutual

25

4
X

.04



support for individual achievement and constructive communal work
and playi-(*)

Student-School. Thus far we have suggested how the. roles of
students in relation to teachers minimizes trust, integration and
student individuality, ihd how the roles of students in relation
to one another mlnimites constructive forms of communality. If

we consider the student role in relation to the school as a whole,
we notice further obstacles to integration and communality. The
transiency and circumscribed nature of students' relations to indi-
vidual teachers also characterizes their relations to other adults
in the schools counselor, custodian, cafeteria worker, idministra- '
tor, reading specialist. Students relate to each only with regard
to the narrow domain for which each adult is responsible, thus the
sch021 itself represents a collection of fragmented roles. Such
role specialization prevents integration.in two senses: human
beings can express only a small part of their total selves with one
another, and no one (except the principal) is expected to card about
the school as a whole.

The familiar argument for specialization is that it supports ,

individuality, by facilitating the development of student competence
in the most efficient manner. Because the science teacher has no
responsibility for plant maintenance, total effort can be devoted
to student improvement in science. Because the counselor need not
keep up to date in aiteaching field,'total effort can be devoted to
responding to students' vocational or emotional problems. This
method of organizing. human services flows from the general rationale
for specialization in modern culture, a rationale that prodused the
assembly line and the modern hospital, where doctors frequently can-
not care for one anthers' patiints.

The critique is not intended to opp6se all division of labor.
Social organizations require division in at least two senses: any
individual pursuing, everal tasks must do them at different times
(one cannot-read and.play ball simultaneously); and when several
tasks must be done during a given time frame, it is necessafy to
assign different tasks to different persons (some will hunt and. some
will care for children). ,The challeng4, however, is to note the ways

(*) Literature, dealing with peer teaching and peer counseling
(Sprinthallp1979), student accomplishments in stoup -based service
and research (issues ofthe Synergist, published by the National
Center for Service Learning,-806 ConnecticutAvenue, N.W., Washington,
D.C. 20525), specific pedagogy to stimulate more cooperative learning
in the classroom (Johnson and Johnson, 1975), and ways ofpromoting
school spirit (Wynne,, 1980) suggests a number of waysin which students'
work in school might.be altered to promote less alienating relations.

4
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in which specialization tends to obstruct individuality, communal-
ity and integration, and then to attempt to minimize its negative

example, through job rotation, more cooperative enter-
prise and creating opportunities for members to relate in diverse.
activities that go beyond the organization's most obvious or "ofAX-
cial" tasks.

One of thd most striking obstacles to'students' integration
into the life of school is their role primarily as clients who,
take from the institution services to which they are contractually
entitled,. The role generally includes no expectation that the stu-
dents are to be contributing members to the life of the school,
although some schools encourage this more than others. To the extent
that students are absolved from responsibility fOr assisting the
school to operate effectively, they are likely to function only as
parasites. This is an alienating role, for one cannot develop mean-
ingful individuality, communality or integration Unless one contrib-
utes to the lives of others and to social groups. Schools can empha-
size student contributions and responsibility through student partic-

tmipation in school governance, services to.others such as tutoring
OF. and assisting staff (library, audio-visual, message delivery, typing),

plant maintenance and clean-up,,meal preparation, or fund-raising
(see Wynne, 1980, for other suggestions).

.

Since roles, are created both by organizational structures and.
by particular program practices, it has not been possible to restrict
our discubsion of student roles to "organizational" features alone.
Our analysis has implied changes that include both "organizational"
and "program" variables. The general recommendation to reduce special-
ization and to increase the amount of sustained time that individual
adults spend with individual students might be seen as an organizational

. change. (0) The suggestion that students have more opportunities to .

'work in groups toward collective goals, or that they be.expected to
contribute to school operations may be considered program changes.
Regardless of the category, conventional rolis of students could be
modifie4 to promote greater individuality, communality and integration.

F. Nature of liork,

!lost redearth on alienation addresses the nature of work in adult
workplaces, but does not speak to the kind of work students do to
learn. Admittedly high school students differ in important uays from

0

A

leg) Recent studies on crime, vandalism, disruption in.schools recommend
that teachers have contact with-fewer students each -may and spend
greater amounts of continuous time with them so that interpersonal sen-
sitivities and bonds can dev op (Gottfreds6n andDaiger, 1979).
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regard to individuality, students are usually encouraged to-vork

a individually and often may select topics of personal interest,
but a largeportion of the work demands standard or identical
answers from all, rather than unique conclusions. Schoolwork also
demands that all students complete 'work at a standard pace, although
some programs have attempted to individualize pace of study. A /.

tight schedule of classes, and restrictions on movement within class
. prohibits much frddom of physical movement while schoolWork is
carried on. In stOrt, a good deal of schoolwork violates criteria
(a) and (b). As indicated in our discussion of-student roles, the

r
main tasks-of school are individualistic, not aimed toward communal
affiliation and commitment (criterion c), although some schools can
generate intense school spirit and loyalty when more communal roles
are emphasized. Students may finditional opportunities for
integrated work in the sense of co ualizing, planning, executing,
and having control over .a large portion of some work -- in art, re-
buildirig a car, writing a tern paper. Most schoolwork, however, con-
sists of fragmehted, isolated assignments, rarely integrsped into
meaningful wholes within courses.' Integrated studies between courses
are even hardet to find. Bost schools would thus seem to fall short
on criteria for integration (d) and (e), but the last item is more
problematic. Whether schoolwork is consistent with, students' per- .

aonal values and-non-school commitments will vary considerably with
the students,Vbr the many stlidents culturally distinct from main-
stream elites who control schools, schoolwork can violate important
roots of self-esteem (Uiills, 1977; Ogbu, 1978). A growing litera-
ture 1.1 the sociology of knowledge (e.g., Young, 1971; Bernstein, 1975)
shows iTiBt particular conceptiOns of knowledge and ways of distribu-

' tins it serve the interest of some groups more than others.- To the
extent that t he kind of knowledge offereeand the work required con-
sistent) notions to neglect or oppress certain groups, this is

-..

obviously alienating.
.

4

. . .,

While there may be difficult obstacles to implementing all of
Blaimer's criteria, and while some may be inappropriate for certain
legitimate student tasks, they offer a fruitful set of ideals for the'
design of non-alienating schoolwork.

In contrasts to Blowier, Oliver(1976) examines work from a broad,
evolutionary perspective. neNclaims that the human species harbors
a set of paradoxical, somewhat contradictory tendencies, summarized
as primitive and modern aspects of human nature. According to Oliver,
the key to high quality of life I'S to build social institutions that
respond, in some balanced' fashion, to both our primal and modern
needs. Table 2 presents his summary of characteristics of each type
or work.

a

I
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TABLE 2: Hodern-Pfimitive Aspects of Human Functions

ti en from Oliver (1976 p. 126)]

HORI:

Tallinn

. visible r
Work and
survival

ationship between
equirements for

. nonuniformity of products;
personal relationships between
people and products

MODERN f. relationship bet t sks per-
formed and requirements for
survival often remains opaque

. products of work are uniform and
replaceable

. less fragmentation of work roles .

. visible relationship between
division of labor and
4fficiencyr various parts of
a_task are visible to all

. tasks tend to be associated with
the personalities of people,
rather than being seen as --

abstract jobs

.'contribution of various ,

* members of society cannot be
reduced ''to cpmmon denominator --

money

. work performed with simple
tools owned or controlled A

by worker

The distinc
classified
and intepr
chart a' co

Oliver ar'g

r

highly developed division of labor
and work roles

11,

. relationship. between individual
task and other tasks required
to complete a whole task is
often opaque

. Jobs have abstract requirements
separated from the personalities
of individual workers

value or contribution of individ-
', ualmembers of society can be

reduced to a common denominator
and expressed quantitatively
through money

work performed with complex
expensiIe tools ovnea by imper-
sonal corporate groups .

ions between primitive and modern work cannot be easily
s reflecting our concerns for'individuality, communality
ion,'but they are important to consider, because they,
eption of contrasting human needs or tendencies which,

es, must be balanced.to attain meaningful work..

Appl ing Oliver's scheme to schoolwork, we notice the dominance'
of "mode net aspects. Schoolwork has little diredt relationship to
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requirements for daily survival, nuchlhorh is standaiiized, with
abstract requirements for success; it is-qharacterized by high divisi4In
of labor. To illustrate the salience of abstract requirements for suc-
cess, note that in primal work such as hunting, girdenign. cooking,
evidence of success is_concrete and immediately apparent (one does not
need a teacher to certify that a spear missed the animal or the fire
failed to start). In contrast, /Axil of the work in school is mystify-
ing in the sense that students must rely on. the authority of teachers
to certify levels of student proficiency. °According to criteria like
these, school ought to give more attention to primal forms of work.
Such needs are sometimes recognized through school programs in T'ilder-'
ness survival, building acid crafts, or, child care, but these are usually
seen as enrichment options rather than central priorities in schoolvoq.

44i

'In considering the applicability to schools of criteria for work
offered by Blauner or Oliver, it is important to ask whether some, if
implemented, might enhance learning, But others interfere with learn-
ing.. Once tie know which criteria might reasonably enhanCe learning,
we should ash about the extent to uhich their implementaeion requires
administrative-organizational changes in school or whether individual
teachers operatingn the conventional structure could implement them.

Consider for example reducing alienation in the learniii7; of history.
The school organization may require that Astory be studied.only in
50-minute periods, in-groups of 30 students; all at a similar age or
stage in school, confined to a single classroom, according to a standard
pace (three weeks on the American Revolution). The teacher might allevi-
ate some obstacles to individuality and communality by permitting indi-
vidual choice in topics and individual.pacing, providing "primal"
learning activities and cooperative group projects.' Uastery of some
aspects of history, however, may require attention to details and
abstractions distant from student concerns, specialized research that
cannot be easily integrated with other experience, and memorization of
material that seems to have no intrinsic value. The point is not to
presume that all traces of'alienatiOn can be eliminated from learning,
but to minimize those that can be reduced through organizational chpnges
and Changes in pedagogy.

G. Summary

.

We began by asking whether theory in sociology and the social
psychology of orgdnizations ofTers a clear and consistent set of guide-

.

lines for reducing alienation in secondary schools. Our examination
of thelpissues of membership, goals, size, structure,-roles,`and work
does yield a set of principles, stated below Insummw fashion. The
summary should be interpreted as a sit of prima faeie'Tguidelinbs, sub-
ject to our earliei* obseivation that organizational changes alone trill
not necessarily reduce alienation (program content and staff perforiance
are also critical), and to nany qualifications raised in the precedi g
analysis.

4 1
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t.
1.

. .

Membership. Ideally student alienation would be reduced,i0tchools
were structured more lite mutual benefit associations in which groups
of peop4e voluntarily join togethet,to promoTs, ford of education that
reflects their personal values.

t

2. Goald. Rather than attempting tq accomodate a broad range of 4

educational purposes/philosophieb, schools should work toward goals
that,are clear, limited and internally consistent, becauseethey offer
more potential fortindividgai and communal identity than ambiguous,
wide-ranging,and centradictory

3. Size. Small schools (from about 500-1200) gederall, offer more
opportunities for, communality, integration, and persons responding to
one another in ways thaerecognize,the totalindividuil.

4. Structure. Schools hould be governed througli a relatively flat
hierarchy such that students and staff can function without periodic
approval from a succession of higher offices. There should be wide ,,,

opportunities for students, staff and parents to affect school gover-
nance. In small schoolthis can occur effectivelythrough informal
mechanisms, but they should also have last resort formal mechanisms for
students and parents to exercide both voice and exit. The school should
aim toward becoming a "ratiodar'organization, but resist levels of

40
formal regulation and bureaucratiOtion that violate individuality and
communality. ',/

5: Roles. Students shopld relate to teachers mote on a basis of
voluntary choice, should spend sustained time with ingividualteachers,
and should engage in activities with them that go beyond official'
instructional:responsibilities.. Students should 'engage in constructive,
cooperativerrelationshippwith one another as part of official school
roles. Students should also participate in activities that 'contribute
to the functioning and maintenapct of the school.

NatUre of Work. SchoolWork should be consistent with. students'
yersonalvalues, allowing them to develisp unique "products," and to
work uith some flexibility of pace an4 physical movement. Work should
sp6 a complete prOcesof planning and execution andshould integrate
experience from different subject areas. Finally, it shOuld respond to
prinkl as well as to modern huMan needs.

In hort, if we wish to reduce'alienation'in secoiary schools, we
should create school units that are small, with clear, Rifted goals,
voluntarily choses.by students and parent who openly participate in
school gol6rnance, where students and staff erigage in sustained rela-
tions in multiple roles, where the student role includes expectations
for cooperative endeavors with peers and contributions to the school's
operation, and where student work allows for continuous development of
"products," with flexibility for individual pacing and attention to
both primal and modern work 'forme:

. 32
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The ideal is propoSed not as a way of solving all problems of
schooling or society, but as a way of reducing student alienation
trithin schOols. The midelinesdo not tell us how to teach effec-
tively or how to assure actual development of competence in Students..
Neither do they necessarily help to reduce alienation in students'
relations beyond the school: The ideal-school that the guidelines
suggest can be questioned for its contribution to equal opportunity
and personal liberty in the society at large. That is, a system
aimed toward non-alienating schools of this sort would need safe-
guards to protect against,(a) lack of opportunity for some students
(and their parents) to pursue the kind of education they Sect, either
because of discrimination or unequal financial resources; and
(b) schools becoming so homogeneous' and dogmatic as to deny individ-
uality within the school. Plans to design less alienating schools
according; to the above guidelines must take these issues, along with
many practical considerations into account.

VI. Reforms in Secondary Education ,

To what extent have attempts to impromQ/secondary schools
esponded to guidelines derived in our review, of theory? This study

not undertake an exhaustive review of actual and proposed efforts
that have attracted considerable attention, either through widespread
implementation or as propoSals discussed in professional literature.
The reforms-to be considered, listed in Table 3, represent only a.
selective inventory of countless efforts proposed or tried. The
list is not offetedtas a systematic taxonomy of reform efforts, but
as a profile for making logical judgments about fhe extent to which
attempts to improve secondary schools are iikelyto reduce student
alienation in school. In the interest of creating a general profile,
rather than an endless list of 'Specific innovations, our brief a'
definitions of each item fail to reflect alternative forms that each

.may take. The reforms are mot mutually exclusive, and some efforts
may be integrated with others (e.g., specialized schools nay be
oriented toward career educatibn; educational vouchers might be used
to stimulate specialized schools and alternative schools).

33
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'TABLE 3: Summary List of Reforms in Secondary Education

'School Units

Several innovations have departed from a comprehensive high
school that tries to serve all educational needs for large
numbers of students, moving instead to smaller units, with
general or special programs; or to specialized large units.

1) Schools %thin Schools. Sheller units within the com-
prehensive school in which students remain together for
much of their coursework and advising, usually with enhanced
opportunities to participate in governance (National Associa-
tion

-of Seconday School, Principals, 1976; Kosher, 1979-a). .
The curriculum' could be specialized. or general.

Ter

2) Specialized Schools. Schools aimed toward particular
fields such as the performinAaNts, social service, the
health professions, many of which are "magnet ".schools (Levine
and Havighurst, 1977). Some magnet schools however, are quite
similar to the comprehensive high school, except they benefit
from added resources and special programs within.

3) Alternative Schools. There are many kinds of alte -tive

schools (Glatthosp, 1975), but here we refer to those consist-
ing of 50-400 stitents which have ,a general program and place
major emphasis-on student autonomy in selection of courdework
and extensive opporltinities for student and staffvarticipation
in governance.

Educational Vouchers. Proposals that the financing of
education be changed to stimulate greater variety in the kinds
of schools available and to permit extensive student-parent '

choice in which schools to attend. ,

School Processes and Practices
ap

5) House System. A'small unit within the comprehensive high
school where students meet for advising, certain extra- -
curricular activities, socializing, a "home" within the'larger
school. Coupled with an academic program within the house,
this would qualify as a school within a school.

6) Personalized Advising. Students assigned to one faculty,
member, individually or within a gro4,'who spends time with
then over the entire-.high school experience, serving as gen- ;

eral gulde and source of support.

4

(continued)

34
41

tA



7 Flexible Scheduling. Giving students more control over
their time through free petiods and off-campus privileges;

-and varying the time devoted to different activities (e.g.,_
two-hour .blocks for some courses, or a special week. for -

field-work).
.11(

t

.8) Individually Guided Education. Continuous diagnosis,
plihting and feedb"acOetlesIgn learning activities appro-
pria e to individual goals, abilities, interests. Students
work individually with teachers to establish learning objet-

s tives,'the way they will be accomplished1111,0aluated
(Klausmeier; et al, 1977).

9) Promoting "Pro-Social Conduct." Wynne (1980) has sum-
marized a number.of specific practices that stimulate coop-
erative caring aad interaction among students and staff
(e.g., student tutoring, hall guards, service clubs, main-
taining and detprating the school, fund-raising, along with
celebration andirecognition of excellence in these areas).

10) Participation in Governance. .Conferences; committees,
councils, courts and other mechanisms, formalan informal, JP

through which students participate in school gover ance.
1

Program Emphases

Some of the most visible kinds of refqrms try to affect what
students learn in the formal curriculum,,to make the materiaL
studied in school more useful; relevant, significant. M
least four salient movements deserve attention.

11) The Basics. Attention to fundamental general skills in
language and mathematics, sometimes including science and
social studies.

12) Career-Vocational Education. Curriculum designed for
direct applicatian'to adult working roles, in technical
training, work habits, and in broad awareness for making
choices about careers.

, '13): Challenge Education. Programs baseI on th9 belief that
youth require'a dramatic transition to adulthood that can be
,achieved only by facing certain difficult tests of oneself
and risks in such areas, for example, As physical adventure,
service to others; aesthetic creation (Gibbons, 1976).

14) Community-Based Learning. Effort to reduce the isola-,

tion of students In school from adult roles and institution's
in the community at large, thtough field studies, on-the-job
experience, community service, political participation..

1
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'0 We can assess reform efforts with regarcto each of thethe
five topics,(membership, goals, size, structure, roles, work) for
Which we derived theoretical principles, but first, by using the
following phrases, we shall represent the principles even more
parsimoniously than presented in the summary (Section 6):

1. Voluntary choice
2. Clear-consistent goals
3. Small size

ao. A. Participation 410

S. Sustained, multiple and cooperative roles
6. Integrated wort:

Realizing that some of these guidelines signify several ideas that
do not necessarily embrace one another (e.g., faculty could spend
sustained,time with students, but focus only on instructional tasks
rather than also functioning with students in other roles), we can
nevertheless, make rough judgments on the relevance of each reform
effort to each principle as a whole. ghat is, we can ask, "Is this

.4 general effort, whether it be an administrative arrangement,"policy,
practice or curriculum emphasis, likely, from a logical standpoint,
to prbmote the principle in question?"

Ash example,, consider the idea of educational vouchers.
Becausk it is based on the predlse that parents and students should
have more choice in selection of schools, it is likely to promote.
the principle of voluntary choice.. What about clarity and consis-
tency in educational goals? One would assve that, under(..Noucher
plans, coinstituents like - minded about educational purposes %Mulct
coalesce/around certain schools, and in this tense,the goals of
voucher schools have a strong chance of being-less diffuse and embig-
mous tharkthose in comprehensive high schools. In considering school
size, however, note that vouchers would support both large and,pmall-
schools, depending,upon parent-student,preference. Similarly, it is
difficult to predict whether vouchers would enhance or stifle par-
ticipation. While vouchers emphasize partidipation in the selection
o4 school, they could be implemented ln-ways that t1 .encourage

or discourage student participation in the care and running of the
school. W111 vouchers have any predictable effect on role relatic%hs
within a'schoolor upon the nature of sehoolvork performed? Since
the voucher philosophy includes no notions about the.nature of exper-
ience within school's, it seems inappropriate even to attempt a pre-
diction about its effect on these matters.

1Astessments of this 'sorts if made for all reform efforts on each
of the principles, will yield a general matrix of the extentto which

: therefor'? efforts (a) necessarily addrest the principles in epos'-
tiye or nftative fashion; (b) could either prpnOte or contradict the
principlei, depending upon how the reforms are implemented, or';(c) have
no conceivable relationship to the principles: We have made such an

assessment,"presented in Tablt's
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REFORMS:

Schools Within
Schools

. ..

. .41
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TABLE. 4: Ratings, of Extent to Which Reform;
Implement Principles fbr Reding Alienation

Specialized
Schools

Alternative
Schools

Educational
Vouchers

House System

Personalized

Advising

et

Flexible
Scheduling

Individually
Guided

Education

ProSociali
Conduct

Participation
in Governance

The BAics

Career
Vocational
Education

Challenge
&location

Community. Based

Learning

TOTAL: 11-
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38

'+ Reform likelydto result in practice that promotes the principle.

. .

Reform likely to-result i praCtice that contradicts the principle.

/ Reform could be implemented in ways that promote or contradict

the principle. .

/ Reform largely irrelevaat to the principle, no basis for
assessing potential promotion ox contradiction.
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consultation with various national authorities on secondary education,
uncovered not a single public comprehensive high school that met most
of.the criteria. (9

The literature on innovation often focuses on national practices
rather than on particular schools. When partica schools are men-
tioned, they are described primarily with refe once to a narrow con-
struct such as decision-making-et
staff perceptions pf cliilte, not through a comprehensive description
of the school's goels, program, governance structure, role relation-
ships and nature of student work that would permit inferences about
levels of alienation. The profession and the public could benefit
greatly from a national representative file of holistic descriptions
of school environments that would allow practitioners, scholars and
the public at large.tOesee how particular schools handle problems as
specialized as drug counseling or as broad as alienation. Hopefully,

data collected by. Goodlad (forthcom1p) will be presented in. ways that
fill part of this information gap.

The lack of exemplary schools promoting individuality, communal-
ity and integration may be in part illusory, due to our lack of in-
formation. Thete is good reason to believe, however, that such schools
are truly rare. Analyses Of implementatioh of innovation (Berman,and

1974), of the politics of schooling.(Wirt, 1975), and of
organizational dynamics(iteyer and Associates, 1978) point rather con-
sistentlytethe conclusion that school pcilicies emerge largely in
respon4e to problems of Concern to specific interests that focus in

a piecemeal way on limited aspects of school life: crime.and vandal-
isi, moral and values education, integration and racism, competence
testing, teenage pregnancy, youth unemployment. The preoccupation
with such yisible topics tends to deflect attention away from the'more
goo admittedly' abstract, concern for reducing alienation

students t al experience. ( * *)

.

(*)Examples of literature consulted included Rogers (1977), Levine
and Hivighurst (1977),Abramouitz and Tenenbaum (1978), FaP,West
Laboratory for Educational Research and Deyelopment (1978), Park
(1973) , Burns (19)9), Carnegie Cogncil (1979) , Klausmeier .(1979),

-Wynne (1980).

(")tfuch work has been devoted to'study and improvement of "school
climate" (Ucall and. Rigsby, 1973), but-the school climate movement
while emphasizing openness, trust, mutual participation in problem- .

solving, has lafgely neglected underlying structures, roledeflnitions,
and conceptions of work that undermine the possibilities for individ-
uality, communality and integration.

cn
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A fragmented approachro school improvement is reinforced not
only through preoccupation with special topics, but also because of
specialization in the role- of chance agents themselves. Administra-
tors tend to fo,tus on orga izational 4nd administrative arrangements,
leaving issues of program ntent to curriculum specialists and teach
ers. Curriculum developers focus on program content with little atten-
tion to the organizational ontext or to staff development. Teacher__

thei 'attrition to staff interaction with students
and pedagogical technique with scarce attention to the problem of
integration f content. o to organizational structure. The net result

411 is that few forts at hool improvement #xamine student life in a
comprehensive manner ti t fits innovations into a general scheme for
promoting individual communality and integration.

)

4

60

The faitur attend to the totality of students' experience is
illustrated further in what I consider to be four domin ideological
perspectives on educational reform. The conventional r e perspective
operates wipt a conception of competencies and attitudes for success-
ful perforlance in familiar adult roles of breadwinner; family member,
or citizen and tries to cast educationalexperience to transmit the
knowledge and-values rkquired for specific role.performance. This
orientation seems dominant, and c4A be expressed in a rather liberal
format that emphasites,plasing students in.positions of responsibility
that.require independent thoyght-action in careers and community,,,activi-

k ties, in addition to traditional classroom instruction. It also finds
expression in conservative proposals that stress teaching students to
submit to 'authority,, to learn the fundamencals of basic'liftracy and
discipline in school before undertaking autonomous roles in. the adult
community./ Both liberal and conservative strains orbonventional
role ideology may emphasize pro-social behavior in cOirig. for others,
respect.for property, law obedience. The general.perspective is analo-
gous to what Kohlberg'and Itayer (1972) call the ideology of cultural
transmission; it redecanOtions of transcendent individual fulfillment
and social reconstruction as primary goals of education.

In contrast, the developmental perspective focu9 on individual
growth along dimensions that include, but transcend, respect for con-

' ventional roles. The geispective assumes that attainment of competence
and values depends not simply upon transmission of culture and rein
forcing particular behaviors. Rather, 'competence emerges as biologi-
cally grounded stages /structures of thoughtend feeling interact with
the environment. The task of education from the developmental point
of view As to stfiulate this dialectical process between person and
environment so as to help individuals continue to grow in such develop-
mntal dimensions'as cognitive complexity, ioral reasoning, ego inte
gratiOn, etc. This involves "ttying on" conventional roles, bgt no f.
commitment to accept them unless they 'meet the test of open individual
inquiry. Based largely on the work. of Dewey, Erickson, and Piaget,
the developmental perspective is well articulated by Kohlberg and Myer
(1972)-and represented in mohelsof schooling advocated by Ilosher
(19794) and Conrad and Hedin (1977).

.
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The perspective of structural emancipation begins yith a con-
cern for how formal education contributes to the domination of some
people by others.- Ultimately aimed at social equality and individ-
ual emancipation, the perspective is analngous to what was formerly
considered the "social reconstructionist" view. Male structural
emancipators operate largely from a iarxian framework and the social
reconstructionist from a liberal democratic philosophy, the central
coneerrireactifihow-sch.Saingmight' contribute to attaining a
greater degree of social justice. By studying how the organization
of knowledge and processes of schooling favor certain social inter-
ests over others and reinforce social stratifications the struc7
tural emancipation perspective highlights how reforms that may
appear beneficial %from any of the three other perspectives may aceu-
ally block progress toward equality and individual emancipation.
This perspective, anchored in the work of Marx and Habermas, is rep-
resented in Young (1971), Bowles And Gintis (1976) and Apple (1979).

ti

t..

Finally, from the professional technological perspective, the
central problem is to specify instructional objectives more clearly,
to create instructional materials, pedagogical techniques and organi-
zational processes for achieving the objectives, regardless of the
content or philosophy underlying a school program. This perspec-
tive usually claims ideological neutrality, suggesting that training
for either conventional roles, for developmental growth, or for raised
consciousness about social inequality can be institutedeither
efficiently and professionally or,sloppily with great waste pf human
resources. The perspective is represented in national curriculum-
development efforts, the competencrtbased education movement, individ -'
wally guided education.

Argudents over priorities in reform may. hinge on disagreements
among these perspectives. Developmantalisvp will criticize profes-
sional technologists for being insensitive to natural capabilities
of students at different ages. Conventional role advocates will con-
demn the structural emancipation perspective on the grounds that it
offers no assistance for individualstryiag to cope with immediate
problems in an imperfect world. The structural emancipator will
fault the professional technologist's for failing to perceive the way
in which the professionalization of educapiqn contriimtes to human
exploitation. Professional technologists will criticize advocates in
each orientation for failure to specify in sufficient detail the
student outcomes and teaching practices they seek to advance.

tJe cannot resolve differences among these perspectives, but it
ii instructiveto note how each seems to avoid attacking alienation
in the students' total school experience: The developmental and con-
ventional role perspectives tend to focus on limited'programr goals
such as experiences in inquiry, moral reasoning, peer-counseling,_ k

employment, adequ to punishment for vandalism. Many of these may be

f
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worthwhile in the sense of developing competence and meeting some
of the criteria in our principles. However, the concern that stu-
dents gain particular experiences, either for the promotion of
developmental growth or for adaptation to existing,roles, deflects
.attention away from)the problem of integrating experience or the
quality of life in school as a whole. Some proposals from these
perspectives do address the total school experience; for example,
the just community school from the developmental camp, or the pro-
social behavior orientation from the conventional role camp, but
there are no fundamental assumptions in the perspectives themselves
that stimulate attention to the total environment.

In contrast, the structural emancipation perspective, based in
Marx, is philosophically tied to a concern for alienation. Unfor-
tunately,- however, recent expressions of the perspective pay little
attention to building less alienating schools. Instead they focus
simply on raising'individual student consciousness regarding the
nature of oppression-exploitation, or argue that the school is

thatembedded in a larger social structure of alienated relations that
school alienation cannot be reduced without fundiMental social change.

Finally, the professional technological perspective is so com-
mitted to specialization as a 'way of solving huMan Aoblems and so ,

;convinced of its own 4aue-neutrality, that quality of life in school
rarely becomes an important issue. Instead, issues are construed

-narrpwly on how to increase reading scores'or how to prevent violence
in the school, and solutions are sought by consulting those with
expertise in these Areas, rather than those interested in reduction
of alienation in general.

The failure of eactreform perspective to reduce student ahem-.
tion in schools can be Uhderstood in the context of general public

-.m.censciou'sness about the purpose of education. In short, prevailing
beliefs seem close to these:

The essential purpose of schooling is to teach each individ-
al student certain competence and values.

-- This may require specia/ized'environments in which students

st be,alienated to some degree from their work and from
eople.

-- As long as teaching and learning in the desired directions
are accomplished, such alienation should be tolerated.,

It.is the responsibiliey of private institutions such as
family, chuich, or volyntary associations, but not the.
state acting through the school, to deal with the more
general, difficult to define, and socially controversial

. problem of alienation.

42.
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Unless it becomes dramatically clear that t'rschools fail to
educate most students in the desired directions, reform efforts
will continue to neglect students' alienation in school. In

spite of considerable controversy on the academic ef4ectiveness
of schooling, and of evidence of increasing fighting, vandalism,
homicide, suicide among adol scents, general public confidence in
the public schools remains re atively high (Gallup, 1930). If

most students make it through h ghibool (the national average
dropout rat, is about 25 percent), if a significant portion of
these demonstrate engagement and hard work, if many find opportun-
ities for employment.qr higher education, and ,if schools continue
to function in a reasonably orderly fashion (buses run, lunch is
served, grades are submitted), there is little reason to believe
that schools fail'so miserably that they should re-:examine their
goals, structure, roles, and work with regard to the problem of
alienation. Instead, problems that do appear, with relatively
small portions of students, can be tackled in a piecemeal fashion.
With no sense of public urgency abigut the total pattern of relations
toward work and'people within schools, we can understand why neither

' the specific reform devices listed in Table 3 nor the general reform
perspectives address student alienation in a comprehensive way. 77

VII. Summary and Conclusion

The study began by asking whether literature on alienation and
the sociology and social psychology of orgatIzations might suggest
organizational remediesfor students' lack of commitment to the f

work, the people, and the facilities of public comprehensive high
schools. Our definition of alienation emphasized the themes of
fragmentation, estrangement, separation and detachment Identified in
previous analyses. In spite of a common tendency to equate aliena-
tion with almost all forms of negative affect or struglq, we urged
that, to be helpful in discussionsof student alienation in schools,
the term should be limited to the tbeue of detachment-estrangement,
both objectively and subjectively, from work, people and physical
environment. Since a certain degree of alienation inevitably con-
stitutes part of the human condition, the intent is not to eliminate
alienation, but to reduce or minimize its adverse forms. Rather
than working exclusively from the somewhat negative perspective of .

minimizing alienation in schools, we hose to ideAtify criteria for
reducing alienation that could be stated in more positve sense.

cU /1We aried that reducing alienation could be onstrued as equivalent
to promoting individuality, communali4 and integration,"in both
objective conditions and subjectiv

i
states.

It is not self-evident t aFrt s ooks ought deliberately to reduce
alienation, but we made a case for ing so, on the pedagogical claim
that, student engagement is necessary for learning, and also on the.

moral claim that public institution like schools have an obligation
to prodoti high quality of life for participants in their midst. At

-'
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the same time, we recognized that effective teaching of students
involves far more than reducing alienatio , that reducing aliena-
tion within school would not necessaril alleviate alienation in
students' lives beyond school, and th some school environments
which might evidence unity, spirit, nd engagement for most stu-
dents could conceivably perpetrat injustice upon individual mem-
bers or non-members. In this s- se reduction of alienation was
advocated as a necessary, but y no means a sufficient condition
for. effective democratic ed ation.

The study limited s focus to organizational features of
schooling (nature of goals, structure, roles of participamA
acknowledging also the powerful influence of program features
(the content of courses taught, the nature of curricular activities),
and of staff performance (the competence and sensitiv t of teachers .

and administrators) in affecting alienation andsstud nt lear ng.

With these boundaries in mind, the study searched seminal lit-
erature in sociology and social psychology of organizations for
guidelines or principles for promoting indilifiduality, communality
and integration for students in secondary schools. We examined the
basis for membership in organizations; the problem of goal clarity
and coneitency; the influence of organizational size; structural
features such as degreee of hierarchy, participants' roles in gov-
ernance, and the extent to which rational versus natural dynamics
dominate the organization's life. Student roles in relation to
teacher, to peers, and to the school as a whole were analyzed, as
was the nature of schoolwork itself.

A variety of literature, while not addressing these issues
specifically, led to several general guidelines: secondary schools
can -reduce student alienation to the extent that (1) student member-
ship in the school and in activities therein is.voluntary; (2) goals
are clear, limited, and consistent; (3) size of the student body is
roughly from 500-1200; (4) there it a low degree of hierarchy, with
ample opport9ity for student input in governance (through voice and
,the. threat of.exit); (5) students spend sustained time with individ-
ual teachers, engage in constructive schoolwork with peers, and con-
tribute to the functioning of the school itself; (6) schoolwork
allows for student autonomy in pace and working styles, engages stu-
dents in a compleVe process of planning and execution of work that
integrates aspects, of different subjects, and provides.both primal
and modern forms of work.

In reviewing a number of major reforms stn secondary education,
for example, schools within schools, individually guided'education
challenge education, we concluded that most reforms do not necessar-
ily lead to practice consistent with most of the guidelines, although
each reform is likely 6 be consistent with at least one of the six.
Host of khe reforis are capable of either reducing or exacerbating
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student alienation., depending 'Upon hot: they are implements In

reviewing fovr salient ideological perspectives on educa ion 1 .

,reform, we indicated how none attack student alienation in om-
Iprehensive way. Instead, efforts at school improvement focus only
on limited facets of students' experience, with few attempts to
integrate different aspects of scifel life.' This is. explainable
by value pluralism in the society at large, by the politics-of

. interests gYoups,..and by the fact that the public /seems more inter-
ested in the building of student competencie8 than in the general
quality Of life in school.

Theburden of the studywas not to make a case for the urgency
of the'proklem ofstudent alienation. Thus, we didnot gather empir-
ical evidence on the degree of alienation that students feel. From
common knowledge of secondary'school structure and program, hdwever; ,

we have shoun a mumber-of Ways in which students are objectively
detached from schoolwork; from people in school and2frouf the facili-
ties. We made a case for reducing this detachment through the pro -

,notion of individuality, ,communality and integration, and we sugges-
dted how certain organizational factors could assist in this mission.
Given easonably high levels of public satisfaction with schools, how-
ever, st reforms will probably continue to avoid comprehensive res-
ponses to the suggested.guidelines. :Certainly it is possible to
learn in alienating environments, as has been shown by countless slaves,
prison inmates and bureaucrats who have educated 'themselves undermost
adverse circumstances. The human ability to cope is perhaps a major
deferent to improving school life.

*
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