IV.  Inputs and the Environment

1.  Mission, Functions, Objectives of Education

A school’s mission must be based on something relevant to human beings.  What?  A traditional or classical education is based on ideals such as harmony between the person and nature or between the person and G-d; or enduring qualities that make us MORE than walking mean bags looking for fun, friends, and French fries (e.g., honor, courage, duty, respect, manly or womanly virtues).

The repository of these ideals and virtues was religion, family, arts, and political or civic culture (which was seen as more than competition for power, but as an effort to realize eternal ideas such as justice and beauty).

http://uts.cc.utexas.edu/~sparta/topics/articles/academic/poetry.htm
What is the repository now?  What are the sources of school missions?  

http://www.educationation.org/edschoolmission.htm
http://www.rethinkingschools.org/archive/15_02/Just152.shtml
Question.  Are missions anything more than spaces to fill out in some bureaucratic form?  
Are they merely lip service to, for instance, NCLB or to the ABC accountability model?  Does anyone believe them, or do they really serve as incentives to work hard, or do they form a core value that focuses the efforts of staff and administration?
What sorts of things to folks SAY about the stated mission?
How could you make a mission and mission statement authentic and compelling?   See:
Pericles.   Funeral oration
General George S. Patton, Jr.  [See Speech to the Third Army.]

General William Tecumseh Sherman.  Memoirs of general W. T. Sherman.

See especially The March to the Sea,   

Thomas Jefferson.  The Declaration of Independence as a persuasive document.
a.  Here are some classical conceptions of education. Have we lost these as schools have become more……?  [See “politics,” etc., below.]

Plato.    Allegory of the cave, from Republic.  
***  The uneducated person is seen as trapped by his or her own ignorance.  The person’s beliefs are instilled through repeated exposure to inescapable illusions.  Yet, the person considers his or her opinions to be truths because he or she lacks the skills of reasoning---to determine the source and validity of beliefs.

***   The purpose of education is to liberate innate capacities to reason; to enable the person to examine his or her beliefs in the light of empirical data (the sun) and to use reason to arrive at truth.

***   Truth (Ideas) are eternal, in contrast to the ever-changing empirical world.  However, the empirical world reveals the truths.

***    The role of educator is not to instill particular ideas, but to liberate the student from ignorance and teach the student to use  reason to learn truth. However, truth is NOT subjective and relative.

***   a citizenry that uses reason and knows truth is less likely to be divided along the lines of class interests.

[http://people.uncw.edu/kozloffm/Platoallegory.doc]

Pericles.   Funeral oration, from Thucydides, The Peloponnesian War.  [How civilization and character are passed from generation to generation through cohesive social institutions---family, politics, military, religion, arts.  When these institutions are weak, what doesn’t happen?]   
Jefferson.   On education.  

 1.  In a republic, citizens should be led by reason and persuasion, not coercion.  Therefore, it is essential that citizens are proficient at reasoning.

2.  Education should teach reasoning so that citizens can judge for themselves what is in their interests.

Question.

Reasoning and good writing are part of the larger process of thinking.  Does anyone teach reasoning?  Do disadvantaged students get intensive instruction on grammar and syntax (or is this politically incorrect?)?  Can any student leaving high school summarize the theory of representative government in the Declaration of Independence?  If you wanted students to do this, when would you begin teaching the pre-skills?
What curricula might you use?  See:

https://www.sraonline.com/products.html?PHPSESSID=995fe960c22c74d8f791466e3709fa8d&tid=9    See Language for Learning and Language for Thinking.

Check the research link.

http://sopriswest.com/ 

http://curriculumassociates.com/  


http://www.curriculumassociates.com/products/detail.asp?title=SkillsSS

http://www.curriculumassociates.com/products/detail.asp?title=AdvSSS
Stockdale.  In War, In Prison, In Antiquity.  [How the internalized culture is used to create a new one, and therefore supports the survival of individuals.]
Concepts such as duty, honor, courage, persistence speak to the deeper qualities or potentialities of human nature.  These concepts are not addressed in modern education and therefore these qualities of students are ignored.   IS THIS TRUE?  Instead, education focuses on what is current, novel, fashionable, politically correct, and ultimately superficial.  IS THIS TRUE?  
In adversity, it is our deeper qualities that enable us to survive.  Deduction:  as a nation, we may no longer have the deeper qualities that would enable us to survive.

Questions.   
1.

Stockdale addresses extreme adversity of isolation, torture, and imprisonment as a POW.  Are there other forms of adversity for which his writing is relevant?
2.

What are the human and personal qualities that are addressed in school curricula?

To what extent are these superficial and/or fashionable vs. deeper and enduring?

3.

What might Stockdale’s message be to disadvantaged students?  Persist( succeed?  Blame someone else?  Expect government to provide for you?

4.

What are the themes and human qualities addressed in literature (even in elementary school)?   

5.

What sorts of statements, “common knowledge,” rules and norms, processes, and procedures (if any) work to replace “strong” qualities with “weak” ones?  For example, how is typical male behavior treated?
6.

How important to the development of character and civic virtue are school readings?

http://www.coreknowledge.org/bookstore/index.php
W.E.B. DuBois.  The souls of black folk.
1.

The soul of Black folks is a struggle between two identities---Black and American.  Neither White not Blacks know what Black is.

2.

Too often Blacks have tried to attain an identity through “false means of salvation.”

3.

The effort to achieve White goals or classical knowledge, and the effort to achieve Black goals is hampered by an endemic discouragement, which leads to “the inevitable self-questioning, self-disparagement, and lowering of ideals which ever accompany repression and breed in an atmosphere of contempt and hate.”

4.

Both book learning (classical and reasoning) and practical skills are essential to make a whole person and culture.  “The guiding of thought and the deft coordination of deed is at once the path of honor and humanity.”  To ignore this… “To stimulate wildly weak and untrained minds is to play with mighty fires; to flout their striving idly is to welcome a harvest of brutish crime and shameless lethargy in our very laps.”
5.
     The primary deficit in “Black folks” is neither intelligence, will, nor richness of culture.  It is chronic discouragement and the low expectation of achievement that follow discouragement.
Question.   What would Du Bois want Black students to read?  What would he think of “culturally relevant” materials?  White kids are reading about Greece and Black kids are supposed to be reading about….?
Would he think that “culturally-relevant reading prepares Black students for life BOTH as Blacks and as Americans?   
Bowles and Gintis argue (below) that tracking in school is a CAUSE of attitudes that hinder the achievement of disadvantaged children.  What would DuBois say?  [hint: discouragement—from personal and cultural (folklore, stories of elders)]. 

Oaks.   Classroom social relationships: Exploring the Bowles and Gintis hypothesis.   
Bowles and Gintis’s theory.  Schools sort students by social status (race, economic) and treat students differently, such that students learn to see themselves and their futures in ways that affect students’ investment, which then affects achievement, which then perpetuates the class structure.

“Legitimation of inequality.”  A concept proposed by Bowles and Gintis that refers to the process by which persons come to see differences in resources, position, and self value as appropriate and acceptable.

Bowles and Gintis do not show how this process works in the classroom.  That is, are social relationships and personal perceptions of students in different tracks consistent with their social status?

Data from observations, questionnaires, and interviews showed that social relationships in lower tracks were characterized by alienation and distance; and that students expressed more negative views of themselves and their futures.  These findings support Bowles and Gintis.

Question.  To what extent do students from different social classes come to school with these different expectations and perceptions?  

Bowles and Gintis.  Schooling in capitalist America revisited.  

There are at least two sources of learning in schools: (1) the explicit curriculum; (2) how social relationships are structured in a way that teaches social position.

“Correspondence principle.”  Structuring social relationships and rewards in a way that is consistent with the work place, thereby socializing students for their adult social position in the class structure.

There is little intergenerational mobility.  That is, children’s economic status is strongly predicted by parents’ economic status.  When past research has shown much mobility, this is because measures of parents’ economic status are invalid (e.g., give undue weight to transitory changes).

Cognitive skill does not strongly predict future economic status.

Nor do genetic factors.

It appears that behavioral (e.g., studying) and motivational variables are important in school success and therefore future jobs and social status.

These behavioral and motivational factors are learned in respective tracks.

However, B and G revise their model to include cultural models and the structure of rewards and sanctions in which children are immersed.  For example, lower ses students are more likely to have models of failure, which they then imitate; and to have fewer rewards for efforts and successes.  

[This is supported by the work of Hart and Risley 

http://www.infoture.org/Study.aspx
and Bandura.

http://psychology.about.com/od/developmentalpsychology/a/sociallearning.htm  ]

Bandura’s theory is basically this:  The strength of behavior is a function not just of rewards and punishments but of the EXPECTATIONS of rewards and punishments---which are a function of: (a) past reinforcement history; and (2) models.  

Question:  Do different social classes (that differ in effort, persistence, and hence achievement) have different role models, different reinforcement histories, and therefore different expectations?   Connect to Du Bois, above, and Bowles and Gintis?

2.  Families

Coleman.  Families and schools.

1.  
“Corporate actor.”  “…a corporate body with a life of its own: free-floating in society, legally "owned" by a set of shareholders, but with a legal personality distinct from any of them. This new kind of person in society is the modern corporation. … it does not derive from the family, and it has come to play an increasingly central role in the functioning of society.”

Contrasts with household or family.

2.
With industrialization, both males’ and females’ activities have moved out of the household and become part of corporate actors. Children (dependents) are cared for by public schools---another corporate actor.

This creates a division of societal labor.  Households earn income.  Governments rear children.  Governments have assumed, and parents have delegated an increasing number of socializing activities to schools.  At the same time, more autonomy has been given to children---curricular (and abortion).
Question.  How does this division help us respond to the argument of Bowles and Gintis---that tracking in schools creates different attitudes?

[Hint some households have far less capital to provide their children BEFORE school starts?]

3.
When children were educated largely in the household, they had access to all of the family’s knowledge resources.  But now, parents work for money.  The larger the number of children, the lower the amount of money available to each child.  If this money is used to buy knowledge resources, it means that there are less of these resources available to children.

“A result is that the income available to children, relative to that available to adults, declines. The decline has recently been especially rapid: Between 1970 and 1980, children under 5 became the age group in the population with the highest percentage in poverty (Preston, 1984). In this ten-year period, the percentage rose from 16 to 24%.”

4.
It is possible to solve this problem (unequal distribution of knowledge resources) through government reallocation of resources via taxation.  However, there are three problems: (a) government bureaucratic ineffectiveness; (2) government not good at “humane welfare”; (3) fostering of dependency.

5.
The decreased authority and care-giving/socializing done by families is associated with increased deviant and destructive behaviors of children, which rests on their social isolation ( egoism.  [see Durkheim, page 48.] Authority structures within the family have not been replaced by communal (joint parenting) structures.  Instead, there is a decline in structure itself, with members of different age groups bonding amongst themselves.

6.
Schools are more effective with students from “strong” family backgrounds.  Compare first generation Asian families.  “The resources devoted by the family to the child's education interact with the resources provided by the school-and there is greater variation in the former resources than in the latter.”   

To prevent achievement gaps, we will somehow have to………….
“As the formal institutions of childrearing, schools and day care centers, are structured, they can provide a certain class of inputs into the socialization process. These inputs can be loosely characterized as opportunities, demands, and rewards. But a second class of inputs comes only from the child's closer, more intimate, and more persisting environment. These inputs can be loosely described as attitudes, effort, and conception of self; and the environment that most affects them is, for nearly all children, the social environment of the household.”

7.   
“Social capital.”  “What I mean by social capital in the raising of children is the norms, the social networks, and the relationships between adults and children that are of value for the child's growing up. Social capital exists within the family, but also outside the family, in the community.”

Social capital---e.g., from community norms on achievement, and perhaps from families looking out for each others’ children---is more important than social class in predicting achievement and drop out.

Question.    What does this say about the findings on “Black boys” (above)?

***    African American males have a higher graduate rate when they are a minority in mostly-white schools.  This is because these schools have more resources, such as effective teachers, books.  [http://www.blackboysreport.org/node/109]

***    Districts with a high enrollment of African American males have the highest disparity between Black and White graduation rates---ranging from a 14 to 30% difference. [http://www.blackboysreport.org/node/112]

8.
“But public schools with social capital in the neighborhood comparable to that surrounding the religious schools are infrequent. Why is the extent of community, and the social capital it contains for the young, so much greater for the religious schools than for the public schools or the nonreligious private schools? We finally arrived at a provisional answer: Religious organizations are among the few remaining organizations in society, beyond the family, that cross generations. Thus, they are among the few in which the social capital of an adult community is available to children and youth.”   

Quesstion.  This connects with Durkheim’s conception of anomie and egoism.  See page 48 below.  The religious orientation of the community means many strongly shared values and rules and activities---all symbols of the group-( cohesion.  What is the effect of social cohesion on growing children?  Alienation and egoism? Or connectedness and group-based morality, and hence self-control?
This point fits with Coleman’s earlier statement about the segregation of generations and therefore the weakening of cross-generation (e.g., parent-child) bonds.

9.
“In the past, many persons struggled to escape social norms of an oppressive closely knit community. But the world has changed: In the individualistic present, each narcissistically attends to self- development, with little attention left over for children, certainly not for others' children.”
In other words, the individualism that fought against authoritarianism now weakens community.  [Durkheim on egoism.]
10.
Some groups attempt to re-create education as a feature of the community.

“It is very likely a reaction to this absence of community social capital that has led many inner-city black parents to send their children to Catholic schools and other black parents to establish, with a few friends, small ad hoc private schools. It is very likely a reaction to the same social changes that has led to the conservative Christian school movement, a movement in which parents are striving to recreate for their children's upbringing some of the social capital that once existed.”
Question.   Should this be encouraged?  For example, imagine that the Hillcrest Housing project has its own pre-k and elementary school taught mostly by Black teachers.  Justify your answer.
Homeschooling (and networks of homeschoolers) is another example.

Question.  Why is public education so against these efforts? 

11.
Just as public schooling was a reaction to the changes in the family (working outsIde the home), so a new social instruction may be needed.

“The general shape of the demand for a new institution is clear: It is a demand not for further classroom indoctrination, nor for any particular content, but a demand for child care: all day; from birth to school age; after school, every day, till parents return home from work; and all summer.”

But these should not provide more schooling.  Rather, they should provide what families used to provide:

“…resources which produce attitudes, efforts, and conception of self-that is, those qualities that interact with the ones provided by the school.”

“Their essential qualities have been, I believe, attention, personal interest and intensity of involvement, some persistence and continuity over time, and a certain degree of intimacy.”
Question.  Based on the above, what sort of early childhood education are important?  Would these emphasize play and exploration, or learning vocabulary, reading, and reasoning?  If some children enter school in a state of anomie (“Rules?  Values?  Huh?) and egoism (“I do what I want.”) what sort of environment should schools provide?  Play and experimentation with loose rules and discipline?  Or……? 
3.  Politics
No Child Left Behind.  


Federal

North Carolina
Question.  How has your school responded?  Do principals and staff really know what NCLB says?  Do people say, “We can’t do this!  Unfunded mandates”?
If they do, how might Blau explain it?  See pages 31 and following.  Focus on numbers 4-9.  Think of the demands imposed on teachers in the service of raising scores.  What could make these increased demands seem legitimate?  Hint: In an unfair power relationship, how much WORK do those in power do? …. So, administration must ensure that they…., so that demands are not directed solely at staff.
4. The Central Office
Haberman.     Who benefits from failing urban school districts?  doc
Who benefits from failing urban school districts?  html
 Question.  Do any of the findings apply to your district?
5.  Social Class
Hallinger and Murphy.  The social context of effective schools.
1.
Research has shown that increasing effectiveness of instruction can increase overall school effectiveness (i.e., student learning).  However, it may not be possible to generalize from urban elementary schools to other schools.

There may be intervening variables.

            Well-designed instruction -( [If ??]  ( then learning.

Question.  What might these intervening variables be?  Consider that instruction occurs in an environment.  [See factors below.]  Please suggest how these intervening variables affect the quality of instruction.  For example, what might home-school cooperation do?  How is a tightly coupled curriculum (e.g., logical sequence within and across courses; evaluation data used to modify curriculum) connected to effective instruction?  
[See tightly and loosely coupled below.]
14 factors are associated with school effectiveness.
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However, only 7 of these are affected by the school social context.  These are clear school mission, tightly coupled curriculum, opportunity to learn, instructional leadership, home-school cooperation and support, widespread student rewards, and high expectations.
Remember Coleman’s article, above, on the effects of a cohesive community on schools and students-----attitudes, norms, and other “social capital” that the student brings.  If the family doesn’t provide it, and of community doesn’t provide it (neighbors, Scouts, churches, afterschool programs) THEN THE SCHOOL HAS TO.  
But how would you organize a school to do that?  Can “progressive” methods and attitudes (creativity, no standardized tests, individualism, students have more decision-making influence) do this?
Definitions.

a.  clear school mission.  Shared purpose, clearly defined, translated into school goals; activities (curriculum selection, evaluation) is organized by the mission; members are motivated by these.  

b.  tightly coupled curriculum.  Curriculum is coordinated across grades and classrooms; teacher interaction is fostered by this; basic skills are emphasized, and have clear instructional objectives. Assessment and instruction are aligned with these.

c.  opportunity to learn.  Allocation, organization, and protection of instructional time in order to maximize students' opportunity to learn and enable students to cover large amounts of content.   

d.  instructional leadership.  Principal promotes instructional effectiveness by developing schoolwide norms that reflect high expectations for student learning;  maintaining a strong task orientation with primary focus on the development of curriculum and instruction rather than on management or human relations activities; developing a clear school mission, systematically monitoring student progress, actively coordinating the curriculum, protecting instructional time from interruptions, and maintaining high standards for teachers and students.

e.  home-school cooperation and support.  The only aspect of parental involvement associated with school effectiveness is high levels of parent initiated contact.

f.  widespread student rewards.   Public rewards and recognition for academic and behavioral accomplishments.  

These may influence peer interactions and students expectations. 

g.  high expectations.   A climate produced by communication by teachers and administrators through academic and disciplinary policies and standards set by the school, as well as through classroom instructional practices, expectations about completing homework and protecting instructional time, that focus on the mastery of specific skills and are designed to promote a high level of success results.   
2.
In both high and low SES effective schools, there was strong school mission regarding achievement.

6.  Popular Culture and Ideology

Schutz.  Is the school part of the world of daily life, or is it a finite province of meaning?  In today’s society, which is preferable?  Hint:  Do parochial schools often have higher achievement and lower deviance than public schools serving the same kinds of students?  If so, does their insularity from public schooling and progressive pedagogy and curriculum organizations help?
Alfred Schutz.  On phenomenology and social relations.  1970.
Do you act the same way at a funeral, a church service, a hospital bedside, and a play at a theater, as you do in “REAL life”---the world of daily life?

No.

We live in MULTIPLE REALITIES.  All of the above, plus sickness, depression, mourning, dreaming, meditating, combat.
Each reality has its own “culture”:  sense of time (units, flow); its own spaces; its own rules for making sense (at the theater you don’t believe that the colored lights on the screen are REALLY talking to each other, do you?  Oh, you do?  Then you are nuts.); its own identities for persons; its own rules for conduct (“Shut up!  You’re in church, moron!”); its own symbols.

What is the sense of time and space when you are in “the world of sick as $#@!.”  What symbols tell you that you are IN that world?  What persona do you enact?  “Oh, I’m siiiiiick…. I need some mashed taters.”

In other words, each reality is its own PROVINCE OF MEANING.

There are also BOUNDARIES between these provinces.  What do you do to take yourself OUT of the funeral and back into daily life?
“Well, the b^%$#@ is under now!  Let’s get some pie.”

“Yeah, pie.  And lots of it.”

What does the military do to take you out of daily life (as you get off the bus) and give you a “military mind”?

“Get your @$$es over here maggots!  Stand up straight!  Do I look like your momma?”

“Whoa!  I don’t think we’re in Kansas anymore, Toto.”

The fact that the two worlds are so different produces confusion (“Where am I?  What’s up?  How do I act here?”) which makes it EASIER to learn the new ropes.

The multiple realties are of two kinds.

a.  FINITE PROVINCES OF MEANING. These are a small part of life.  We enter and leave them.  We take them to have only a temporary realness.

b.
The PARAMOUNT REALITY—the world of daily life.  Family, school, mall, 
McDonald’s….


This is the one we leave and to which we return.


“Oh, goody!  I’m not sick any more.  I’m my real self again.”


“Oh, thank heaven.  It was just a dream.  I dreamed that I built a huge 
statue of gold, iron, silver, clay, and wood.  21 cubits high and 6 cubits 
wide.  All of a sudden it began to crumble.  Maybe I better ask Daniel.”
How long did it take the drill sergeants the rip you out of daily life and embed you in the “world of basic training”?

Maybe TEN minutes.

How long did it take you to learn about military time and space, roles and identities, right and wrong?

NOT long.

Eventually, IT became real to you.  “Well, HERE I am.”

It became the PARAMOUNT reality---your new daily life.

WAS THAT A GOOD THING?

Could a military or religious organization operate if everyone continued to act as if they were back home in daily life.

“Naw, I think I’ll just sleep in today.”

“What do you mean, ‘Stand up straight’?  YOU stand up straight!”

Question.  How about school?  Is it a good idea for students to import into the world of school the rules, attitudes, sense of time and space, roles, identities, and ways of making sense that exist in their paramount reality of daily life?    
What are the main attitudes of today’s youth, or youts?  Are there differences by religion, ethnicity, social class?  Hint: Is thinking a good idea?
Do these constitute social capital useful in schools?
Would it be better if school were a finite province of meaning---like a monastary?
How do school uniforms simultaneously remove students from the world of daily life AND create school as a finite (very different) province of meaning)?

What else could you do to make school a finite province of meaning?  Remember Durkheim on shared symbols---physical, verbal, and activity---that signify WE, of which I am a part.
“This isn’t your house!  We don’t take no backtalk.  We don’t take no excuses. No don’t take no disrespect---and blabbing while I’m taking is disrespect.  You better shape up, or you’re going back to Dumb$@@ Middle School.” 
Is this ONE reason why parochial schools often have less disruptions and higher achievement?

Or, could it be that the social environment of SOME parochial schools is such that the school is a continuation of a traditional (cohesive) community that commands respect and duty and hard work?

So, if the community is NOT a traditional one (not cohesive; emphasizes consumption and good times, individualism) should the school be a finite province of meaning that IS?
If so, HOW?
Sowell.  Dogma versus reality I.  htm


     Dogma versus reality I. doc

     Cosmic justice. doc
             Cosmic justice.  html
             The equality dogma.
 Dogma versus Reality: Part II Re Black English.

 Teaching to the test. doc
 Teaching to the test. html
 Education then and now. Doc
 Education then and now. Html
         The education of minority children. doc
         The education of minority children. html
Question.   Identify five aspects of collective wisdom that Sowell shoots down.  For example….
Cosmic justice----there will be justice and equality for everyone. All we have to do is to radically transform society. [Just as Bill Ayers planned.]
Standardzed tests are bad---esp for minority children.  Would Du Bois agree?  “Why are you liberals against standardized tests for Blacks?  You think we are too ignorant to do well?  How about never timing us when we are in track events?  How about having no standards for the JAZZ that WE invented?  You think Myles Davis couldn’t pass a test?”


[If Black kids are not tested (in the name of equity) then their HIGH achievement will not be noted.  Who benefits from THAT?]
Smith, Angelon
In this article, Sowell points out that in American education today there is too much of a focus on fads. He argues that too many administrators and educators rely on fashionable tactics for teaching minority children when they should instead take evidence and research into consideration. It is a common misconception among many in the education field today that minority students do not do well on standardized tests because of sociological and psychological reasons. 

Research shows that there are schools where minority and low-income students do score well on standardized tests. Sowell points to the past to show that minority and low income students have done exceptionally well in academics. Sowell followed 85 years of the history of The M Street School (later renamed Dunbar High School) in Washington D.C. His research reveals that this minority school repeatedly turned out students who scored at or above the national average on standardized tests. Graduates of The M Street School went on to obtain degrees from Ivy League colleges and hold lucrative and intellectually stimulating careers. The parents of the students who attended The M Street School held low paying jobs and were themselves uneducated, yet their children excelled. It is clear that income and minority status have noting to do with how well students excel in education, yet our education leaders still believe and promote the notion that minorities in general do not do well on standardized tests. 

What hard core evidence do we have to show that a person’s social class or ethnic background affects learning? Is it possible that our assumptions about minority students hold them back? Teachers have preconceived notions about their students even before they take their first steps into the classroom. If we believe the ridiculous notion that minority students do not do well on tests (because of something as arbitrary as class or color), does it really comes as any surprise that they actually do not score above average on tests?

         Rednecks.  Html
         Rednecks. doc 

Moore.  Wimps and barbarians.  [How uneducated males turn out.]
Question.  If he’s right, what are some implications for schooling—both for affluent and disadvantaged students?

Weakening our institutions.  Have schools been coopted? 
V.  Components of Schools as Formal Organizations

Overviews.  Basic components of different kinds of organizations.

Keel.  Groups and Formal Organizations. 
            Document   

Berg, Sean
Groups and Formal Organizations

Ch. 6: Sociology, Schaefer, 2003 and 2005

Summary

Schools are formal organizations because they are designed to achieve a specific objective.   
These types of organizations grew from the industrial revolution and the increase of mass production as a means to maximizing profits.

Groups are defined as ‘a collection of people interacting together in an orderly way on the basis of shared norms, values and expectations about one another’s behavior.

· People in groups tend to become similar

· Group may foster ethnocentrism

· Group may display we versus they mentality

Group leaders are always present and a product of group needs and the given situation.

Leaders can be:

· Task oriented

· Consensus builders

· Authoritarian

· Democratic

· Laissez-faire

· Led to their downfall simply by being a leader

Questions:

1) How do you define your leadership style? What is your greatest leader quality?

2) How much effect or influence do you think you have on the group/formal organization/school?

Burns and Stalker.  Theory of mechanistic and organic systems.
Cearfoss, Kevin
Centralization and Decentralization (Burns & Stalker):
Summary:

Centralization and Decentralization are two opposite ways to transfer decision-making power and change the organizational structure of organizations.  

Definitions of Important Concepts:

· Centralization: The process of transferring and assigning decision-making authority to higher levels of an organizational hierarchy.  In a centralized organization, the decision-making has been moved to higher levels of the organization, such as head office, a corporate center, or principals, information and ideas are concentrated at the top, and decision are cascaded down the organization.

· Decentralization: The process of transferring and assigning decision-making authority to lower levels of an organizational hierarchy.  In a decentralized organization, the decision-making has been moved to lower levels of the organization, such as divisions, branches, or subsidiaries.

1. Deconcentration: decision making authority is redistributed to lower levels of the same central organization.

2. Delegation:  through delegation the responsibility for decision-making is transferred to semi-autonomous organizations not wholly controlled by the central organization, but ultimately accountable to it.

3. Devolution: the authority for decision-making is transferred completely to autonomous organizational units.

Questions relevant to research or to interviews with school personnel:

· Is your leadership style more centralization or decentralization?  Explain.
· Which type of leadership do you respond better to?
Centralization and decentralization. 
Henri Fayol.  14 principles of management.
King, Claire
The 14 Principles of Management By: Henri Fayol (1841-1925)
1. Division of Work (Specialization)
2. Authority (Boss)
3. Discipline ( Employees must obey)
4. Unity of Command ( each worker should have only one boss)
5. Unity of Direction ( assembly line)
6. Subordination of individual interest (company comes first)
7. Remuneration (Monetary rewards)
8. Centralization or decentralization (depending on personnel and business)
9. Scalar Chain (not too many levels of command)
10. Order ( material and social) 
11. Equity ( treat employees well)
12. Stability of Tenure of Personnel (Need job security)
13. Initiative (employee allowed to show initiative) 
14. Esprit de Corps. (positive morale)

Not a lot has changed in the last 83 years with common sense management. 

Weber.  On bureaucracy.  
Weber.  On types of authority. 
Weber Readings (New) 
 
Author: Odum, Donna Ms 

Bureaucracy:

Characteristics- fixed and official jurisdictional areas generally ordered by rules.

Three elements of bureaucratic authority (bureaucratic management): regular activities distributed in a fixed way as official duties; authority to give commands distributed in a stable way and delimited by rules; provision is made for fulfilment of these duties (those employed have regulated qualifications).

THUS...bureaucracy fully developed in modern state, and the most advanced institutions of capitalism. (Not the historical rule but the exception)

Max Weber's Typology of Forms of Authority:

*Authority is power accepted as legitimate by those subjected to it

*Three forms of authority: traditional, charismatic, and rational-legal

Traditional: authority based around custom, handed down; dominated pre-modern societies, based on tradition. Traditional authority is a means by which inequality is created and preserved.

Charismatic: control of others based on individual’s personal characteristics; driving and creative force which surges through traditional authority and established rules. Sole basis is the recognition or acceptance of the claims of the leader by the followers Difficult for leader to maintain authority-followers must continue to legitimize this authority. (Examples are Hitler, Gandhi, Napoleon, and Caesar)

Rational-legal: authority held by legally established impersonal orders-extends to people by virtue of offices they hold; may be challenged by subordinates—unlikely to result in change very quickly (could be based on ethnicity, nationalism, mostly political struggles)

Power vs. authority: Power is ability to impose one’s will on another, regardless of the other’s wishes; relational-dominate/submit. Three ways to exercise power—physical power, reward and punishment and influence of opinion. More likely to be indirect and coercive (combination of rewarding and punishing through argument, debate, and rhetoric).

Authority: enhances power, rather than being a form of power. One is considered an authority because of technical expertise combined with ability to communicate effectively with the group.

Ideal-type bureaucracy: rationally and systematically constructed pure type of actions—rarely seen in reality; incorporates hierarchy, impersonality, written rules of conduct, promotion based on achievement, specialized division of labor, and efficiency. Information flows up the chain of command and directives flow down. Impersonal rules explicitly define duties, responsibilities, operating procedures, and rules of conduct. Individual offices are highly specialized; appointments made on qualification rather than status. Promote collective goals of the organizations; intended to promote economic growth and prosperity. Many of these concepts echoed in today’s capitalist and political systems.

Question.  In what ways do the several papers on formal organization, above, and Weber’s ideal type of bureaucracy apply vs. NOT apply to schools you know of?
What would happen if school organization WAS perfectly bureaucratic?  [Kids are not insurance forms, and therefore the system must be loosely coupled?  Agree?  HOW?  But can some skills be BEST taught in a direct and UNIFORM way?]
However, what features of bureaucratic organization WOULD be good?
[See articles by Matheson and Mintzberg, below.]

Matheson.  Weber and the Classification of Forms of Legitimacy. 

Conoly, Teresa
Weber and the Classification of Forms of Legitimacy

By Craig Matheson


Command and obedience is the relationship the author is seeking to legitimize by breaking down Weber’s three forms of legitimate domination. The three forms of domination include traditional domination which suggests there is a sense of duty resulting from a set of rules that stipulate certain behaviors. Charismatic domination which describes obedience as being the result of a charismatic leader who encourages obedience because of the extraordinary qualities possessed is the second form of domination. The last form of domination is legal domination, where the relationship between command and obedience are established with the prior existence of a legal code. This differs from the traditional domination in that there is not involved a personal devotion or an arbitrary freedom which is implied with the traditional domination.


Those who hold power and authority have an interest in obtaining obedience through a legitimate authority in part because it is more cost efficient. Coercive authority requires constant surveillance on the part of the power holder and reward based authority must purchase obedience leaving legitimate authority as the most desirable of the three options. Legitimate authority is persuasive and utilizes traditional wisdom as a way of clarifying and rationalizing the social order.


Matheson identified eight major sources of legitimacy used to critique Weber. These include convention, contract, universal principles, sacredness, expertise, popular approval, personal ties and personal qualities. The conventional principle is derived from rules, the contract principle is obtained from the mutual agreement of two parties, the universal principle relates to conformity, the sacredness principle assumes that command and obedience are sacred, the expertise principle identifies the power holder as an expert suitable to exercise power, the popular approval principle is a claim of political legitimacy which is most commonly found in the world, the personal ties principle exists in paternal authority relationships and in relationships that pattern themselves after these relationships such as in the case of a servant and his master, and lastly there is the personal quality principle where an individual becomes a power holder based on their strong leadership qualities.


Matheson agrees for the most part with Weber and has expanded on his ideas by placing them into more categories. Weber could only have identified five of the eight principles that were stated above. It is worthy to note that these relationships must exist in some form in order to regulate a society.

Mintzberg.  Organizational configurations.  [Builds on Weber.]

Bufford, Erin
Organizational Configurations by Henry Mintzberg

Summarize and Define:
This article explains the six organizational setups of Henry Mintzberg’s organizational configurations framework. 
1. Simple Structure (Entrepreneurial Startup)
2. Machine Bureaucracy
3. Professional Organization (Professional Bureaucracy)
4. Division Organization
5. Ad-hocracy (Innovative Organization)
6. Idealistic Organization (Missionary Organization)

This model is composed of six main parts.
1. The Strategic Apex (Top management)
2. The Middle Line (Middle management)
3. The Operating Core (Operations, operational processes)
4. The Technostructure (Analysts that design systems, processes, etc)
5. The Support Staff (Support outside of operating workflow)
6. Ideology (Halo of beliefs and traditions; norms, values, culture)

In relationship to the school system the model would read something like:
1. The Strategic Apex (Superintendent)
2. The Middle Line (Principal)
3. The Operating Core (Classroom Teachers)
4. The Technostructure (Specialists)
5. The Support Staff (Leaders and Improvement Groups)
6. Ideology (Beliefs, traditions; norms, values, culture)



Questions:
How does your school design and execute relationships and partnerships that serve common educational interests?
How can you enhance the technical operating core in order to enhance learning opportunities for students?

Elaborations on the basics.
What drives the organization of organizations?  Power and authority?  Technological core?  Organizational culture?

Grimes.  Authority, Power, Influence and Social Control: A Theoretical Synthesis.   

Bostian, David
Authority, Power, Influence and Social Control: A Theoretical Synthesis

Author: A. J. Grimes

Summary of Main Points 

Authority and Power are polar opposites. Authority, according to Grimes, is legitimized in the promotion or pursuit of collective goals comprised by the consensus of the group as a whole. Power, on the other hand, is the pursuit of individual or particular goals associated with the compliance of the group.

Within an organization, Authorities are the decision makers who seek to achieve collective goals. Partisans, on the other hand, are those within the organization who seek to influence the authorities in order to alter these decisions in order to increase the benefit of the outcome to themselves. Authorities, in turn, utilize particular social controls as a means to counter the influence efforts of partisans.

Authorities                 Influence efforts 

Partisans


In turn, Authorities apply Social Control

Definitions of Important Concepts

Influence – resources either owned or controlled by the partisan by virtue of position or       personal characteristics.

1. Persuasion – attempts to change the mind of the authorities. Resources are used to
                             alter decisions. Resources are intangible.

2. Inducements – use of tangible resources to influence authorities. These are most often labor or cooperation, but can sometimes include affiliation or romance.  

3. Constraints – The addition of disadvantages to, or removal of, tangible resources. Threats, strikes, protests, work slowdowns, consumer boycotts, & sit-ins are examples. 

Social Control – utilization of resources in counter-attempts to reinforce authority.

1. Persuasion – Counter influence by authorities toward partisans. Uses of terms such as “fair”, for the “collective good”, “one’s duty” are examples of persuasive efforts.

2. Sanctions – Rewarding the “responsible” and punishing the “irresponsible”. Partisan accepts/complies in order to receive inducements or avoid sanctions. Ex. Promotions, pay increase, larger expense accounts.

3. Insulation – Counter to partisans influence attempts by denial of access to authorities. Authorities “insulate” themselves. Ex. Banishment, confinement, segregation, selective entry and exit from the organization.

Trust: Influence and Social Control

When decisions are… 

Generally in the interest of partisans…trust level is one of confidence

Advantageous and disadvantageous...trust level is one of neutrality

Incompetent……………………………..trust level is one of alienation

Implications = According to Grimes, when goals remain in the common interest and are reached by consensus of informed members, attempts at their control is perceived as authority. However, where goals of the organization are personal or of “special interest” and are reached by member compliance, attempts at their control is perceived as power. 
Question.  Can you find examples, of the last line, above, in schools?  Is it the case that curriculum reform is sometimes seen as serving a “special interest”?  If so, why?  What did the principal NOT do?  [See Patton.  Was the strategy of going through the Germans like $#@! through a goose supposed to serve only HIS interests?  What did he say to gets soldiers to be part of the campaign?  “What did you do in the War, Daddy?”  

What did Sherman do to make “the march” his soldiers’ march?

“4. The army will forage liberally on the country during the march. To this end, each brigade commander will organize a good and sufficient foraging party, under the command of one or more discreet officers…”
“each brigade commander wanted his train up at camp as soon after reaching it with his men as possible. 

“I have seen much skill and industry displayed by these quarter-masters on the march, in trying to load their wagons with corn and fodder by the way without losing their place in column. They would, while marching, shift the loads of wagons, so as to have six or ten of them empty. Then, riding well ahead, they would secure possession of certain stacks of fodder near the road, or cribs of corn, leave some men in charge, then open fences and a road back for a couple of miles, return to their trains, divert the empty wagons out of column, and conduct them rapidly to their forage, load up and regain their place in column without losing distance. On one occasion I remember to have seen ten or a dozen wagons thus loaded with corn from two or three full cribs, almost without halting. These cribs were built of logs, and roofed. The train-guard, by a lever, had raised the whole side of the crib a foot or two; the wagons drove close alongside, and the men in the cribs, lying on their backs, kicked out a wagon-load of corn in the time I have taken to describe it. 

In a well-ordered and well-disciplined army, these things might be deemed irregular, but I am convinced that the ingenuity of these younger officers accomplished many things far better than I could have ordered, and the marches were thus made, and the distances were accomplished, in the most admirable way.

http://www.sonofthesouth.net/union-generals/sherman/memoirs/general-sherman-march-sea.htm
Did Sherman TELL them how to do it? Or did he…….?
So, while administration might provide incentive and guidance in curriculum reform, what ROLES and REPONSIBILITIES might be allocated to the “brigade commanders”?
Questions relevant to Research or to Interviews with school personnel 

1. What characteristics are dominant in schools where leadership is perceived as those in “authority” as opposed to those in “power”? What does this look like?

[See Blau, below.  Isn’t power easy to abuse?  To demand too much and threaten too much in relation to rewards?  What happens then?]

2. In a broad sense, what is the current perception of leadership as seen by partisans in the public school setting?
3. How is the level of trust affected between partisans and those in leadership when decisions are derived from a position of authority? Power? 
4. How could influence, social control, and trust impact student achievement?  !!!!!!!!  [These affect the ________,
    _____________, and quality of _____________ of teachers.]
Blau on exchange and power.
Blau begins with a simple model of micro social exchange (e.g., two persons) and then elaborates it (adds more concepts) so that it applies to larger (macro) structures.

                                       Give to Other Person

                                 1                                        2
                 Something rewarding               Something rewarding                   

                 Something rewarding               Something aversive

                 Behavior of each increases.      Behavior of giver decreases.

                 Each learns what is rewarding   Other learns what is aversive
Get               to the other                              to the giver.  Giver stops giving.
From          MUTUAL REWARD                     PUNISHMENT
Other    
Person                      3                                          4

                 Something aversive                  Something aversive
                 Something rewarding               Something aversive
                 Aversive behavior of giver        Each learns what is aversive

                 Increases (because it is                 to the other.

                     rewarded)                           Interaction decreases.

                 COERCION
                        MUTUAL PUNISHMENT
Can you identify examples?  

1.
One person nags; the other person gives in (3).

2.
Student acts up.  Teacher gives attention.

3.
Teacher does poor job (that she doesn’t like).  Principal takes away the   
           job.

           “Please don’t throw me in the briar patch!!”

4.
Principle says, “Show me how you teach the sounding out routine.  
Principle praises teacher for a great job.  (1)

5.
Teacher does a good job.  Principle points out flaws or ignores. (2)
Since interpersonal exchanges are the basic building block of more complex and larger structures (the school as a whole), your first priority is to work towards replacing (which exchanges in the table above?) with (which exchanges in the table above?).

On this, also see LAWLER, below.
Now on a macro level---e.g., organization

1.
There are two main classes of persons: superordinates and subordinates.

2.
Superordinates are in that status because they have power.  

3.
Power is the ability to get people to do what you want them to do (to   

          impose your will) despite their resistance.

4.
Power comes from: 


a.
Controlling resources (rewards) that subordinates cannot get 


except though superordinates.


b.
Controlling the delivery of aversive events.  Firing. Threats.  


Insults.


c.
Controlling access to other sources or reward.  “This is the only 


game in town. So, you’ll have to play by MY rules.”


d.
Controlling desire for the rewards controlled by superordinates.

5.
To get rewards that they can’t get by themselves or elsewhere, and to 
avoid aversive events, persons enter into an exchange relationship with 
“suppliers.”  This MAKES them subordinates and the suppliers 

superordinates.

6.
Superordinates make demands on subordinates; e.g., work.

7.
At the same time, there is a certain exchange ratio.

                       rewards from superordinates
 density of demands, effort, time, costs (value of foregone alternative actions)

8.
In time, subordinates develop a shared definition of “fair exchange.”


“Mrs. Ahab sure expects a lot.”


“Yeah, but she never gives recognition.”


“The stingy %$#@.”


“Mr. Biddle is a nice guy.”

“Yeah, he expects a lot, but he gives a lot.”


“I remember once he asked some of to come in on the weekend.


He bought us all lunch and gave us a day off the next week.”

          “He also comes into class and helps out!”

9.
When the exchange ratio is seen as fair, it gives subordinates an incentive to meet the demands.  Action seems motivated from within—because it is not coerced.  Being a subordinate seems LEGITIMATE.  The power of the superordinates is transformed into legitimate AUTHORITY based on perceived EXPERTISE and perhaps CHARISMA---charm, an aura of protectiveness, vivacity. (Charisma is good for a little while, but without expertise it eventually flops.  

“Yeah, he sure can talk the talk.  But he can’t walk the walk.”  

The more the group enacts the exchange, the more IT and the respective roles and identities are internalized.  “My job is to__________.”  “My school is the ________.”

The more the group develops symbols, standards, and commonplace interaction patters---see Durkheim---that motivate action that sustains the group.

Once the standards, symbols, roles, identities, and interaction patterns are INSTITUTIONALIZED (taken for granted), the easier it is to socialize new members.

However, when the exchange ratio is seen to violate norms of fairness, you get unrest (“This sucks.”), opposition (“I’m not doing that!  Baloney!!”), and shared resentment.  

Whatever symbols and interaction patterns there were (School motto.  Workshops.  Visits from principal) lose their meaning (“Boy is this LAME!”).

Members either never become attached to the group (“I’m getting outa here first chance I get.”) or their attachment weakens (egoism---Durkheim).
Motivation and competent action decline, and therefore so does productivity.

The group is then defined as a failure.  “This school is full of suckage.”

There may be organized opposition to those in power.  This may disrupt leadership.  Proficiency declines even more.

Even if the leaders are replaced, subordinates may have such a low opinion of the organization—and their anomia and egoism may be so deep---that new leaders have a fight on their hands.  Teachers may not use new programs or methods well because they have no investment in mission, competence, or the leaders.

Questions.

****Is it a good idea for new leaders to pretend this isn’t happening?

****Is it perhaps a good idea to get rid of opposition—even if it was bred by past poor leadership?

[Rule.  Sometimes breaking legs is needed.  Uh, I mean, sometimes you have to break heads to make an omelet.  Uh, I mean, sometimes you have to clean house for new furniture to fit.  Yeah, that’s it.]

Lawler. An affect theory of social exchange.
Humphreys, Erin
An Affect Theory of Social Exchange
Edward J. Lawler

* This article explains how and when emotions produced by social exchange, generate stronger and weaker ties to groups.
* Social exchange is socialized as a joint activity of two or more actors in which each actor has something the other values.
* The affect theory of social exchange expands the domain of exchange in two ways: 1) the exchange outcomes- rewards/punishments have an emotional effect that varies in intensity. 2) the degree of jointness varies. Contingent on the exchange structure, emotions influence how actors perceive and feel about the shared activity.
* Two questions are posed by this theory: 1) Under what structural conditions will exchange produce emotions? 2) Under what conditions will the emotion be attributed to social units and therefore generate oriented behavior?
* Theoretical Assumptions:
1. Social exchange produces global emotions. Example, feeling good or feeling bad.
2. Global emotions are internal 
3. We strive to produce positive emotions and avoid negative emotions. Example, Emotions are motivating and act as a driving force.
4. Global emotions trigger cognitive efforts to understand sources. Example, we can read emotions, but sometimes they are vague and require interpretive work.
5. We explain our global feelings with reference to social units. Example, Relations and networks are objects of global emotions.
* These five assumptions suggest how emotions generated by exchange produce stronger affective attachments to relevant social units.
* This theory connects joint task exchange with social units.
* Four social objects are task, self, other, and social unit.
* Two core propositions of the theory: 1) the greater the nonseparability of individuals on a task success or failure, the greater perception of shared responsibility. 2) the greater the perception of shared responsibilities for success/failure at a joint task, the more inclined actors will attribute global/specific feelings.
* Productive exchange: is a conjunctive task with a single socially produced event that occurs, only if certain behaviors are performed.
* Negotiated exchange: involves an agreement to terms of a trade and these agreements are binding.
* Reciprocal exchange: involves sequential rewards that are provided without an explicit expectation
* Generalized exchange: is indirect. The givers and receivers do not directly exchange with one another. This exchange has personal character.
* The affect theory of social exchange offers testable implications for conditions in which the role of networks influence the emotional process. 

Etzioni.  Authority Structure and Organizational Effectiveness. 

Humphreys, Erin
Structure and Organizational Effectiveness
Amitai Etzioni

* Etzioni discussed three different perspectives on the authority structure of complex organizations: relationship between staff and line, role of organizational head, functions of authority center.
* Bureaucratic organizations have one center of authority. This is what separates bureaucracies from feudal regime. Monocratic structure is one of the reasons why bureaucracies are considered the most effective forms of organization. 
* Private Businesses goal is to make profits. Managers direct the major goal activity and have the major authority. Over influence by experts threatens the realization of goals.
* Motivational Structure: Most successful experts are not motivated to become administrators because of their commitment to professional values, and because they feel they would not be capable of performing role successfully. Many willing to accept administrative roles are less committed to professional values.
* A semiexpert is a person who has expert background and education with a managerial role. There are two sources of semiexperts, one is the expert themselves, second is special training agencies. 
* Lay administrators are people who have no training in the major goal activities of the organization. A lay administrator with strong bureaucratic orientation seems to endanger the professional goals.
* Line and staff analysis theory assumes there is one major structure of authority. This is where final decisions are made and conflicts can be resolved. The authority line is directly related to the primary goal. 
* In schools supervision is more lax than in any industry. While there is an administrative line, there is no clear line in the major goals; each professional is left to rely on his judgment.
* Two types of authority: power and knowledge. Power over a client. Knowledge the authority of the professional over his client. 
* In professional organizations the creation of knowledge requires more institutionalization of professional values than does spreading the knowledge. This is why academic freedom is more institutionalized in universities than other schools. From this point of view hospitals and universities are closer to the ideal type of professional organization than schools.
Aghion and Tirole.  Formal and Real Authority in Organizations.
Madren, Jamie Mrs
Formal and Real Authority in Organizations
By Philippe Aghion and Jean Tirole
Main points
When a principal delegates formal authority to someone, the idea is the person will complete the task assigned and in turn become closer to the organization. But this also can cause the principal to have less control of the situation that was delegated. In this study they found that formal authority is more likely to be delegated for decisions or activities that are unimportant for the principal. Also this study showed that the non-delegation of formal authority can jeopardize communication by causing the person that is delegated to, feel overruled but in the right situation it can also show trust of the principal. Lastly the paper talked about factors that could increase a subordinate’s real authority: large span of control, urgency, reputation for moderate interventionism, performance measurement, and multiple principals. And like a lot of research it leaves future research to investigate these factors. The amount of communication in an organization is shown to depend on the allocation of formal authority. This 30 page paper was just a first step toward a more general theory of authority and its delegation. 

Simple Definitions
Formal authority is the right to decide
Real authority is the effective control over decisions
Questions relevant to interviews with school personnel
As an assistant principal or principal you will be delegated different tasks from your boss. How will you handle a task if you feel it is not a reasonable task you can complete? 
What does authority mean to you?
Question.  Give examples of “formal” vs. “real” authority in schools?  The AP has formal authority, but who has real authority for certain tasks?  [I don’t mean the principal.]  How should persons with real authority be USED?

ow should 
Institutionalization, Centralization, Mythology
Zucker.  Institutional Theories of Organization.  [Which is better?  Schools become small versions of their institutional environments, or schools become institutions somewhat autonomous from their environments?  The next two articles examine this.]  
Slovik, Paul
Institutional Theories of Organizations -  Zucker

WARNING – I read this several times and I am still having difficulty making heads or tails of it.  Use my summary at your own discretion.  

Zucker expresses in her opening statements that institutional theory is inherently difficult to explicate, because it taps taken-for-granted assumptions at the core of social action. – I agree.

What I have been able to process is that there are two defining elements shared by the theoretical approaches to institutionalization in organizations and two distinct theoretical approaches.  

Two Defining Elements:

1. rule-like, social fact quality of an organized pattern of action

2. an embedding in formal structures

Two Approaches:

1. Environment as an Institution:  This is a more organized larger scale approach that in which the basic process is reproduction or copying of system wide social facts.

Zucker’s View – This approach is constrained and systematic

2. Organization as an Institution:  central process is generation or creation of new cultural elements at the organizational level

Zucker’s View – increases stability, creating routines that enhance organizational performance except when efficient alternatives are ignored

Meyer, Scott, and Strang.  Centralization, Fragmentation, and School District Complexity. 

Vaughan, Christina
Summary: 
It’s often assumed that an environment in which control is centralized (control shifted upward in level) is thereby unified and simplified: complexity is absorbed at the central level, and a given local organization therefore faces a simpler environment. This isn’t necessarily so. Upward shifts in authority often build up a highly fragmented political control system (a.k.a. fragmented centralization), whereby .

-Urban school reformers dating back to the late 19th century sought to integrate school into districts (more efficient, bureaucratic district office), imposing on all schools “the one best way”. 

-20th century included an increase in the state’s role, both in funding and authority as well as federal funding and authority for “special purpose” programs.



Definitions: 
Fragmentation reflects the number and distribution of organizations or social actors a focal organization is dependent upon.

Formal Structuring refers to the extent to which an organization is surrounded by formally organized interests, sovereigns, and constituency groups, as opposed to environments made up of less formally organized groups, communities, or associations.

Fragmented centralization refers to upward shifts of authority build up a highly fragmented political system.


Question:
If in a district that has become highly centralized, with numerous “non-negotiable” declarations, what do you do to work around these mandates?

Drawing on the three articles above---Aghion, Zucker, Meyer---What if schools were run as independent businesses?  The principal was the CEO.  Students and families were customers.  
What (theoretically) would be the effects of free market education?  Schools with low achievement would get____________________, and if they didn’t turn out a better product (smarter kids), they would go ______ of _____.

Is the centralized school district as example of a monopoly?

Is the limitation on the number of charter schools also an example of monopoly?

What does Blau say?  “Those who control the resources have power.”  Power to get principals and teachers and families to do what?  

No one but private and charter schools teach Latin and Greek.  How come?

Have public schools given up on an education like that in the time of Jefferson---Latin and Greek, and read the classics, and learn to write?

If students are really NOT being taught to be guided by reason, and to be knowledgeable of and inspired by classical writers (Plato, Shakespeare), WHAT ARE students being taught to be or do?
Is teaching students to work for social justice a solution to alienation, consumerism, and superficiality?  Sure, it’s a big vision, but what does Sowell say about big visions such as cosmic justice?  Hitler had big visions.  Al Gore and the rest of the global wormers have big visions.  SADLY, there is no global warming.  [Temperature has been dropping for 10 years.]  So, what are we working TOWARDS.  
Meyer and Rowan.  Institutionalized Organizations: Formal Structure as Myth and Ceremony. 

Question.  Can you see practices such as lesson planning, curriculum alignment with standard course of study, assessment of students, professional development workshops---as ceremonies?  How so?
Can you see the division between administration and staff, between teachers and assistant teachers, between schools and families (e.g., the parent-teacher conference) as ceremonies?   How so.

What functions do these ceremonies serve?

[Hint: What functions do baptism, communion, group prayer, soldiers “falling in” and then doing the “manual of arms” (“Right shoulder….ARMS!... Inspection….ARMS….. Port….ARMS.) serve for the group as a COMMUNity?

Technological core of organizations
Perrow.  The analysis of goals in complex organizations.
Terry Wyatt

Perrow: The Analysis of Goals in Complex Organizations

Summary of Main Points:

Every organization, depending on who is controlling the decision making process, is in the business or providing services based on an overall goal that party wishes to achieve. Perrow does this by looking at three hospital categories: the voluntary service organizations, non-voluntary service organizations and profit-making organizations.

Each entity has its own separate set of goals. Those goals are defined by the type of organization they are. Profit-making organizations make their decisions based on profitability solely, whether or not it is a long-term safe route or a quick-gain risky venture. Their goals are set within these guidelines no matter who is pulling the purse strings. 

Service industry goals are based upon the drive and cooperation of the workers within the organization or the patients they serve. Within these facilities may exist an underlying goal of teaching medical procedures to inexperienced personnel or a research based facility in acquiring more funds or cases to keep itself operational. 

Every organization must complete these four tasks: 

  Secure input of capital              Secure acceptance of  service

  Marshall the skills                      Coordinate the staff and support group

Definitions of Important Concepts:

Official goals are the general purposes of the organization as put forth in the charter, annual reports, public statements by key executives and other authoritative pronouncements.

Operative goals designate the ends sought through the actual operating policies of the organization; they tell us what the organization actually is trying to do, regardless of what the official goals say are the aims.
Questions Relevant to Research:

1. Can a school be effective if its power is splintered evenly with no one entity having sole power over the other? 

2. Who should have the authority over goal-setting in a school system? 

3. How does the school adjust to changes in goal setting based on research, monetary, or personnel influences? 

Question.  Can you identify official vs. operative goals in schools?  Think of pressures from environment to develop official goals, and pressures WITHIN the school to develop operative goals.
Can official and operative goals conflict?  

“We want to provide the best care possible for our patients.”---official goal.
“Our patients are of course crazy. This is a mental hospital. So we have to CONTROL their behavior---sometimes by force.”---operative.
[Can you do both well?]
If schools were more independent of their environments (central office, DPI) could official and operative goals be much the same?

Perrow.  A framework for the comparative analysis of organizations.

Lynch.  An empirical assessment of Perrow’s technology construct.

Harvey.  Technology and the structure of organizations.
Ludtke, Alexandra
Technology and the Structure of Organizations
Edward Harvey

· Harvey's paper on technology and the structure of organizations explored relationships between different kinds of organizational technology and organizational structure.  
· Organizational structure refers to the properties of the organization, including the levels of authority, location, environment, technological factors, and amount of employees.  
Joan Woodward conducted a study to explore the relationship between organizational technology and variations in organizational structure.  
She focused on three modes of production:  
1. Unit or small batch production (least complex)
2. Large batch or mass production (just complex enough)
3. Continuous flow or process production (most complex)
Findings include:

· There is no significant relationship between technological mode and organizational size 
· Levels of authority increase as technology complexity increases
· Firms with the greatest number of product changes are the most technologically diffuse (changes: 72- 145)
· Firms with the fewest product changes are the most technologically specific (changes: 1- 8)

· Firms with an average amount of product changes are referred to as technologically intermediate (changes: 20- 43)

Findings also revealed that there is no apparent relationship between size and organizational structure, nor between technology and size.  
Question.  What kind of production process is in schools?  Unit/small batch?  Large batch/mass production?  Continuous flow?   
Did you say Large batch/mass production?  Is this because of externally imposed standards and missions and tests---which therefore encourage ROUTINIZATION of production (assessment, curriculum, instruction)?

Is continuous flow the desired kind?  WHY???? But can this exist in schools that are organized BUREAUCRATICALLY?

So, how might you organize a school so that it a continuous flow process?

Could the PROCESS be continuous flow even though INSTRUCTION was organized like mass production (e.g., students work through a series of small and highly organized modules)?

THINK HARD ABOUT THIS.  The technology of instruction may well make continuous flow and individual choice possible.

Coupling

Some organizations’ components are tightly coupled; e.g., achievement data are used to improve school components.  See the table at II., above.  Other organizations are loosely coupled. Schools are typically loosely coupled. Is this good?  If components are not coupled by tight and direct communication, then what holds schools together?  Could it be myths and ceremonies, as discussed by Meyer and Rowan, above? 

Weike.  Educational Organizations as Loosely Coupled Systems. 
Knowles, Brittany
Educational Organizations of Loosely-Coupled Systems

Karl. E. Weick

· In this article, Weick discusses the concept of educational organizations as being loosely-coupled systems.  When an organization is coupled with another organization, they act as building blocks for one another.  In other words, they are part of one relationship.  With that being said, he states that loosely-coupled organizations are important because they can keep their own identity and not falter if any other part of the organization is severed.  

· By loosely coupled Weick means that the two may be tied together weakly with minimal interdependence.

· Advantages of loosely-coupled organizations:

· If some parts of the organization weaken, other parts of the organization will persist

· Localized adaptation – one element of the entire county system can adjust or modify without affecting the other schools

· More room for self-determination by teachers, classrooms, and principals

· Increase in efficacy (belief that you can perform in a certain manner to attain certain goals)

· Should be relatively inexpensive because of the cost to coordinate people in a tightly-coupled organization

· Weick warns us of the difficulties in researching loosely-coupled systems because of the fact that they are so difficult to observe

· To observe loosely-coupled organizations, one must look at both what is and is not being done.

· Any type of intention-action, plan-behavior, or means-end depiction of a loosely-coupled system is exposed to assumption that the researcher did not focus on the correct goal or the goal is loosely coupled to the action.

· Certification vs. Inspection

· Certification – who does the work

· Inspection – how well is the work done

· An educational organization must deal with both certification and inspection

· A loosely-coupled organization is highly difficult to observe.  Therefore, one could see that in such a system, the elements are working to construct a social reality.

Questions to consider as an administrator:

1.  Does loosely-coupled have a negative connotation?

2.  What elements remain constant in both a loosely-coupled organization and a tightly-coupled organization?

3.  What are some ways in which you could observe a loosely-coupled system within your school?

4.  How do loosely-coupled events, assembled into a loosely-coupled organization of loosely-coupled systems survive?

The system, which consists of categories such as teacher, student, reading, are linked by understanding.  “The system works because everyone know everyone else knows roughly what is to go on” (Weick, pg. 14).

Gamoran and Dreeben.  Coupling and Control in Educational Organizations. 

Coupling and Control in Educational Organizations

Authors Adam Gamoran and Robert Dreeben
Sonya Graham
Summary

Loose coupling implies the tying together of subsystems in such a fashion that neither can do without the other but neither has much control over the other. In this article, the idea of loose coupling, introduced by Karl Weick, is examined in relation to educational administration and organizational analysis. The concept employs both a particular theory of social interaction and a distinct methodology. The sample in the article included thirteen first grade classrooms in seven schools from three Chicago area districts during 1981-1982. Garmoran and Dreeben concluded that coupling in educational organizations is accomplished through the coordination of work and that administrators influence technical work by regulating the flow of resources to classrooms on a system-wide basis. 

Three resources have the effects on teaching and learning in first grade:

1. Allocation of time

a) Total school day

b) Total teaching time (subtract resources, lunch, recess, etc.)

2. The provision of curricular materials

a) District mandated materials

b) School (teacher discretion)

3. The array of students found in schools and classrooms 

a) Boundary lines of neighborhood schools

b) Classroom rosters

Important Concepts

Loose-Coupling Model: activities and decisions made at one level are do not necessarily reverberate in clearly patterned ways elsewhere. 

Questions

1. What forces permit school systems to be organized?

2. What are the mechanisms of coupling in a loosely coupled system?

3. How do teaching and learning occur similarly across classrooms?
Connection and regulation.

How do persons become connected to the group?  What happens when they are not connected?  These next four documents discuss this.   Connect these with the articles by Oaks and Bowles and Gintis, above. Could differences in “attitudes” of poor versus successful students be related to sense of belonging?  And what features of schools affect belonging?

Durkheim.  Egoism and anomie.

Main definitions and propositions regarding suicide, from Emile Durkheim, Suicide, 1897.

The big idea or main premise is that the well-being of individuals is a function of the organization of groups---families, religious congregations and communities, military units, and society as a whole.

Two main aspects of social organization are:

1.
The degree of cohesion.  Cohesion is a function of two things:


a.
Symbols that represent the group itself.  These may be material (e.g., flags, religious icons); verbal (Semper Fi); and interaction patterns or activities that members see as representative of the social WE—the entity in which they are embedded, that gives them identity (personhood) and protection, and to which they owe allegiance (duty, honor, respect).   E.g., informal (Friday night dinners) and more official ceremonies (e.g., in a congregation.

But these symbols don’t exist, and their significance (pointing to the group) cannot be sustained, if there is no interaction.  Therefore, the second factor is:


b.
The density (rate) of social interaction.  The density of interaction (by which symbols are performed) is a function of the size of the group and the rate at which members interact.
In summary, the more symbols there are (that members recognize) for the group, and the more interaction there is with respect to the symbols of the group, the more members share and internalize the meaning of the symbols (“I am a ____________.  I am part of THIS.”), the more the group seems to have an existence independent of the members (it is more real in a sense---like a Platonic Idea---members come and go but the group it eternal), the more cohesive the group will become.  
Feedback loop.  The more cohesive the group, the more members interact, the more cohesive the group.

The more cohesive the group, the stronger is the group-based identity of members; the more protected members feel; the stronger members feel obligations to protect the symbols, the group, and other members (attachment); and the more the individual will control deviant impulses.

However, the fewer symbols there are (that members recognize) for the group, and the less interaction there is with respect to the symbols of the group, the LESS members share and internalize the meaning of the symbols (“I am NOT a ____________.  I am NOT part of THIS.”), the less the group seems to have an existence independent of the members (it is LESS real than the members, in a sense), and the less cohesive the group will become.  
The less cohesive the group, the weaker is the group-based identity of members; the less protected members feel; the less members feel obligations to protect the symbols, the group, and other members (less attachment); and the LESS the individual will control deviant impulses.

This results in EGOISM---a psychological state of “excessive individualism,” in which the individual takes himself to be the source of morality.
Feedback loop.  The more egoistic the members, or the higher the percentage of members who are egoistic, the less these members can PRODUCE cohesion via symbols and interaction, which sustains or increases egoism.  Hardly any group remains, except as a structure (with no life).
What would be examples of symbols, rates of interaction, cohesion, and expressions of egoism and its opposite (attachment) in schools?
2.
Shared standards.  What standards define a good man or woman, a smart student, a life well lived?  

These standards give meaning (purpose, ends) to our activities (putting in a “good day’s work”) and to the small actions that are in the service of these activities (brushing teeth, answering the phone).
The individual can create these standards—at least not from nothing (i.e., past influences).  The individual usually gets, motivates himself and evaluates his actions, and gets a sense of accomplishment from standards that are embedded in the groups to which he belongs.
But what if the group has no standards regarding certain activities or certain aspects of life (e.g., what it means to be a good teacher or student)?

Or what if the standards are so vague that persons cannot use them to motivate and evaluate their conduct, and take pleasure in actions?

Or what if standards change as a result of economic changes, new leaders, changes in group mission?

How will the individual motivate himself?  To do what?  How will the individual evaluate his progress?  Towards what?  How can the individual take pleasure in what he has accomplished?  For what?

So, the absence of standards, vague standards, and changing standards is a characteristic of the group.  It is called ANOMIE.

Anomie (in the group) produces ANOMIA in the individual.

“What am I doing?  Why am I doing it?  Am I doing well?  Who cares?”

Anomie (  anomia ( lack of direction, incentive, ability to evaluate ( Shrinking time horizon (why think about the end of the year?  There is NOTHING to accomplish) (  The group becomes a “phantasmagoria of fleeting images” that vanishes at the least reflection (“This is all a sham! And so am I!”) ( Little satisfaction can be gained from actions (  actions weaken (  some form of dropping out (see Merton.  Social structure and anomie.).
Can you see examples of the above process in schools?

What COULD be count-onable standards?  How could they be made part of the group?  How could their vitality be sustained?  How could they come to be used by persons and subgroups?

Merton.  Social structure and anomie. 

Cozine-Bourne, Mary
“Social Structure and Anomie”

By Robert K. Merton

1.  Summary of Main Points:

Robert Merton writes about sociological breakdown that occurs when individuals are denied the legitimate opportunities for success that a culture values.  A balance in the social structure is maintained as long as individuals derive satisfaction from achievement of success.  There is a positive incentive for pursuit of culturally defined aspirations and goals.  Aberrant conduct, therefore, Merton believes can be attributed to a disassociation between culturally defined aspiration and socially structured means.   He states that when individuals cannot obtain their goals; there results a” two fold mental conflict insofar as the moral obligation for adopting institutional means conflicts with the pressure to resort to illegitimate means and inasmuch as the individual is shut off from means which are both legitimate and effective.”  This means individuals denied opportunities to compete for the same measures of success as the rest of society will turn to illegal means to obtain this status.  This points to a theory for criminal activity; not only among those living in poverty, but those without formal education as well.   Especially in societies where success symbols are closely aligned with wealth accumulation.    

Perhaps the most disturbing thought Merton presents about this theory is the pressure to obtain the same goals of accumulating wealth while being denied effective opportunities to do so institutionally.  “The dominant pressure of group standards of success, is , therefore, on the gradual attenuation of legitimate, but by more or less effective, expedients of vice and crime.”    And when these common symbols of success are restricted or access is eliminated through approved modes, then antisocial behavior ensues on a considerable scale.  Individuals become frustrated with the status quo and the inability to achieve goals.  This can lead to escape behavior that may induce a higher rate of criminal activity.  If individuals cannot align with the means and goals of a social structure, then anomie results.  This value scheme may represent conditions educators might find in the social structure of schools.  

2.  Definitions of Important Concepts:

Anomie – social instability caused by erosion of standards and values.

Mores – accepted customs with in a group, moral attitudes.

Egalitarian – asserting the belief in the equality of all people, esp. political, economic or social life.

Pecuniary  Success – monetary success

Canalized – to provide a canal or outlet

Sagacious – having keen judgment

Delict – a legal offense, misdemeanor

3.  Questions Relevant to Research or Interviews with School Personnel:

1.  How might one measure this theory, or is it just accepted that denial of one’s goals creates a natural, biological frustration that needs an outlet?

2. If this is a natural response, how do you help kids recognize and overcome this effect?

3. What does it mean for protection of the handicapped?

4. What does it mean about responsibility for others in our society?

5. How can educators negate this effect for their students; especially when the students are economically disadvantaged?

6. How can we as educators keep kids off the streets and involved in successful pursuit of their goals?
Question.  When there is a discrepancy between goals and the means of achieving them, you have anomie (from Merton).

How do some students react to this?

How do some teachers react to this?

[See Merton’s article, page 676.]

You want to explain drop out, this will do it.
So, what can you do to reduce the discrepancy? 

Smerdon.  Students' Perceptions of Membership in Their High Schools.
Student’s Perceptions of Membership in Their High Schools

Author: Becky A. Smerdon
Leake, Deanna Mrs ()

Summary:

Smerdon researched the factors contributing to student’s perceptions of their own membership in their perspective high schools. She defines perceived membership as a combination of the student’s sense of belonging, commitment to work, and commitment to the institution. While school membership is a psychological state, she focused on certain measureable outcomes such as attendance, preparedness, and participation in order to collect data on this issue. Her findings indicate that the following are some of the factors effecting students’ perceptions of school membership:

• Academic history of student (poor grades, behavioral issues, poor attendance)

• Characteristics of the High School (size, student population, staff)

• Enrollment in mathematics and reading courses (the higher the frequency of these courses, the higher the perceived school membership)

• Students who are given more authority and choice over academic work perceive higher levels of membership

• High expectations for ALL students correlate with higher levels of membership

Definitions of Important Concepts:

Smerdon defines each of the concepts below as a crucial component in her study:

• PERCEIVED MEMBERSHIP: representing the combination of a sense of belonging, a sense of commitment to the academic work of schools, and a sense of commitment to the school as an institution

• BELONGING: how students (or teachers) make meaning of their relationships with other school members - how they perceive it, interpret it, and react to it

• COMMITMENT TO WORK: a psychological investment in learning or mastery of the skills and knowledge that the academic work is intended to promote

• COMMITMENT TO THE INSTITUTION: commitment to the culturally defined goals, purposes, and interests held out as legitimate objectives for all members of society

Questions:

• How can we utilize these findings to better meet the needs of our high school students?

• Because the findings suggest that a low level of perceived membership can be formed in the early stages of a student’s education, what can we do at the elementary and middle school level to alleviate these factors?
Battistich, Solomon, Kim, Watson, and Schaps.  Schools as Communities, Poverty Levels of Student Populations, and Students' Attitudes, Motives, and Performance: A Multilevel Analysis.   [Compare with Bowles and Gintis.] 
Leake, Deanna
Schools as Communities, Poverty Levels of Student Populations, and Students’ Attititudes, Motives, and Performance: A Multilevel Analysis

Authors: Victor Battistich, Daniel Solomon, Dong-il Kim, Marilyn Watson, and Eric Schaps

Summary:
This group of researchers at the Developmental Studies Center in Oakland, CA, conducted a study on the impact of poverty and the sense of school community on student learning. Prior to this study, their theory was that “participating in a supportive school community would have positive effects for all students but that these positive effects may be particularly pronounced for disadvantaged students.” (Battitich, et. al, 1995, p. 628) The data collected in this study were collected from schools all over the country with varying student populations. Within this study, Battistich and his cohorts focused on academic attitudes and motives, academic performance, and social and personal attitudes. In general, the findings of their research indicated the following:
• Students’ sense of school community is positively related to attitudinal, motivational, and behavioral variables
• Students’ sense of community is positively related to student outcomes
• Students’ poverty level is negatively related to student outcomes
• The positive relationship between school community and student outcomes appears to be strongest in high poverty schools
• Student motivation seems to be enhanced in schools where they feel cared for, supported, and influential

Definitions of Important Concepts:
Listed below are definitions of “SENSE OF COMMUNITY” defined by various writers included in this article.
• Participants’ feeling of membership, the opportunity to exert meaningful influence, shared emotional connections, and the fulfillment of psychological needs (McMillan and Chavis, 1986)
• Three elements of school-as-community: shared values, a common agenda of activities, and a pattern of caring social relationships (Bryk and Driscoll, 1988)
• Warm and supportive interpersonal relationships, and opportunities for students to participate in group norm-setting and decision making (Solomon, Watson, Battistich, Schaps, and Dellucchi’s, 1992)

Questions:
• How does the sense of school community among teachers affect that among students?
• What steps can we take in our high poverty schools in order to strengthen the sense of school community among students and teachers?

[Hint. Pretty much everything, above, speaks to this.]

What features of schools are associated with effectiveness?

Mancebon and Molinero.  Performance in primary schools.

Berg, Sean
Performance in Primary Schools

MJ Mancebon and C Mar Molinero

Summary

This study attempts to answer the question, “How can we assess if a school is efficient (improving academic performance) in the use of its resources, and in achieving good results? How can we establish if a school is well managed?

Mancebon took findings from an official British inspection report and found that the ‘sex mix (male v female) discipline, quality of teaching, moral development, parental involvement and quality of management contribute to standards achieved in primary schools.’ However, Mancebon used this data as a basis for his hypothesis, which he goes on to test. 

He attempts to find out if there are outside sources of efficiency that should be taken into account. Although Mancebon found that parental support is a significant but small (?) factor in influencing positive results, exclusions (suspensions) are associated with inefficiency and an important factor.  He suggests that a high rate of suspensions is indicative of an overall negative school atmosphere since suspensions usually come as a result of disruptive behavior.

In summary, the only influences Mancebon found that affect efficiency are moral development, parental support and disruptive behavior, as measured by suspensions.

“Effective schools cannot be described as a sum of ingredients, but as a culture of activities and expectations. The understanding of what creates this culture is the key to creating efficient schools.”

Questions for real-life administrators:

1) Describe the culture of your school and how it affects student wellness, academic performance and job satisfaction.

2) What is being done by you, your teachers and your support staff to reduce the number of suspensions?

Lee, Bryck, and Smith.  The organization of effective secondary schools.

Slovik, Paul
The Organization of Effective Secondary Schools

Definitions:

There are two types of schools:

a) rational bureaucratic – formal organizations w/ division of adult labor into specific tasks

b) personal communal- “small societies” emphasizing informal and enduring social relationships

Question.  How do these two types above fit with the kinds of production processes described on page 44?
The internal organization of schools contains several subunits:

1. The organization of authority

a) administration

b) underlying beliefs, values, goals

c) teacher empowerment

2. Organization of teacher and student work

3. Social organization of a school

Summary:

Although effectiveness can have many meanings, this study defines it as student achievement and teacher commitment.  That is the focus of the study.  Lee, Byrk, and Smith write about a variety of aspects that influence the effectiveness of a school as an organization. Much of the research they find provides contradicting conclusions.  Types of students, racial composition, social class, and ability composition are some of the inputs they investigate.  These are inputs that effect both bureaucratic and communal schools.  Although intentions of larger bureaucratic organizations are well intended with larger enrollment and more course offerings, they were found to be less effective when compared to the smaller personal communal schools.    

Question? Why?  [Draw on many of the above writings:  mass production, less cohesive, more turnover (hence less sharing of ideas), less communication (hence, looser coupling)……

Reimann.  Dimensions of Structure in Effective Organizations: Some Empirical Evidence.

