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ABSTRACT

State ang federal educational pollcy is 1ncreas1ngly

directed tovard the use of{h%slness management techniques to

intréduce more accountab y into the operation of:public schools
and, in the process, o:;e% to hold "teachers responsible for
objectlves over which‘they have little or no control. This paper
examines the conc€pt 9f Management by objectlves (MBO) , its aixed
results 1n the business world, recent trehds in management science,
~and some problems a$sociated with setting objectives for human N
‘systems. Such congerns are related to basic differences between the
educational andﬁtie 1ndustr1a1 sectors of society, and it is ,
concluded that business management techniques such as MBO are usually

- 1nappropr1ate at the instructional level with teachers’ and students.
When MBO, be émes immersed in the instructional process as a rigid-’

" ..-.~mixture of ‘behaviorism and business management, it becomes

1ncreas1ngly difficult for teachers to discover ang nurture
creat1v1ty. MBO stresses conformity and lock-step iearning, and .
discourages deviation froms established objectlvis/ Although there is
1ittlé supporting evidence, MBO may bé used to improve the
administration of a total educational enterprise provided the unique
d1fferences between a s&hool and a business are anticipated. (The
paper includes suggested posltlons and strategy for local teacher

" associations.) (Author) )
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Summary: State and*federal educational pollcy is in-

» cxreasingly directed toward the use of business- management
techniques to introduce morelaccouﬂtablllty into the operation
of public schools and in the process: often to hold teachers
resPonsiblleor~objectivesnover.whichmthey have. little k. né ¢ ¢
control. This paper examines tHe concept of MBO and its mixed® °*
results in the buslness wordd, recent trends in management
science, and some problems associated with sett1ng objectlves
for human systems. Such concerns are related to basic differ-
ences between the educational‘and the industrial sectors of ’
soc1ety, and it is concluded that business management tech-
niques such as MBO are usually 1nappropr1ate at the instruc-
tional level w1th teachers and studeénts. Although there is
@little supportlng ev1dence, MBO may be used td improve the R
administration of a total educatlopalAenterprlse provided the
unique dlfferences between a school and a buslness are antici-
pated. ' The paper ends with suggested posltlons and strategy v
for local téacher assoclatlons.
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..’ IS MBO THE WAY TO GO? . , ’
A TEACHER'S GUIDE TO MANAGEMENT BY OBJECTIVES*
™ . - ’ - ’ :
N ’

© o« . - ~

‘Management by objectives (yBO) is one way to run a business. For the past

-

twenty years it has been tried, refined, and sometimgg found useful in factories,

-

in processing plants, and in sales organizations.
-

More ;ecent1§,~aﬁa much more quietly, the U. S~ Office of Educapibn (USOE) ~

has \'su‘%por-ted such grdups' as the American Managemerit ;&ssociation (AMA) “in efforts

~ -; > . B . N ¥
to train state department of education officials in the ways and means of intro- !

“

.ducing MBO inte the schools of their states. Such federal policy, of cdhré?, is

a'logicéi extension of the Ford/Nixon Administration's penchant for cost-accounting

© - - 1

and its approach to social pxoblems. B

T

f
»

Participants at some of these AMA-state department training sessions ﬂere

cautioned, "Avoid using such texrms as accountabiiity, MBO, and staff assesément

when you talk about this in public or with teaclier groups....Call it planning and

~ »

s

,,‘
L]

» . ‘ - N N

H -

. no one will feel threatened." s o bt

]

. . ) \ .
The most obvious result so far is that teachers get conflicting signals

’

about what all of this will mean to them[and’to the way they teach. From the
higher end of this federal cost-effective continuum, teachers hear the U. S.

<

Commissioner of Education saying, "If properly executed, MBO can be democratic

'
v

. ” . . . . . ﬂ. . . I
in the best traditions of involving professional colleagues in participatory

° management." At'theaother end of this "line"» from Washington, in the local

i B

school district -~ at faculty meetings and via administrative edicts -- teachers

o

are often being told what "objectivesf they wili be held accountable for. . . .
, B
{ Rartic;patory management, indeed. :
I ’ \ . ®
. \ : - ) ’
*A position paper writtén by Rbbert C. Snider, professional associate, NEA
Instruction and Professional Development. .

* : I3
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Increasimgly, reports from NEA UniServ directors and local association
. < .

~

leaders indicate that this latest brand of USOE-AMA innovatiodn (éall it anything

o . )

but accountability or MBO) is causing as much confusion among district-level

school administrators as it is causing among teachers. All too often these

»

. administrators view "participatory management" as just a fancy new term for the

PO e
- G

 kind of administration the& have always\}ﬁﬁwn. Their think}ng often goes some-
thing like this: "We've always had participatory management in my schools.
n - Y 4

I manage and my teachers participate. My door is always open."

. s % .

Among other things, participatory management in schools means that

H
7 .« ™

teachers will participate in shaping decisions and in developing objéctives

-

they will be expected to ase in their work with students. As indicated be%gw, .

idéntification'bgigbals, definition of objectives, and some regularly applied

product assessment techniques, MBO as a nggional effort to make schools more
accounﬁabie may or may not succeed. Certairly, districts‘ﬁhould understand the

- nature and implications of what they are dealing with before attempting to intro-

duce it. ’ - w3

. X
5

”

What Is MBO?

- ]

o

AN . ’ . 1 "
To hetter understand what happens to the rhetoric of participatory manage-

ment inch "can be democratic in the best traditions") as it flows from .

. A f \ S Y
Washington into your classroom, it is essential to know something about the basic
\

Y * .

. RN . . . .
ideas behind Mg?,there it comes from, where it works, and where it doesn't work.

Management by objectives, as, a concept and a term, was first used by Peter
/ bl

I'd

Srucker in his bodk The Practice of Management (Harper‘&'apﬁ, 1954), where he

[
> &

v

wrote:
¢ . !

What the business enterprise needs is a principle of management that
will give full scope to individual strength and responsibility and

[}

. there are many varieties of MBO. But all of them include such éommon4elements as
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at the same time give common direction of vision and effort, establisha
teamwork, and harmonize the goals of the indiwidual with the common
weal. The only principle that can do this is Management by Objectives

- and self-control. . :

e
3

It would be difficult for a business leader or an educator -- or anjone, for

. - -
. ¢

) ~‘that' matter -- to take issue with such géneral and high-p}incipled rhetéric about
v : &

1)

sy

.

"

<
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a business enterprise. But, Drucker's additiVe of‘"self—cont;olﬂ seems to have .

‘bqpn lost during the 21 years singce MBO was conceived. It may be that, during

. “‘t

the interim, "self-control" has been supefsedéd’b "partiéipatéry managementf"
» Y "PRIticlp:

by

Today it is difficult.to £ind specific and detailed definitions of MBO that

go beyond the original generélization.- As might bs\expected, the literature
~

<

[y e N \\
-‘of business management contains many examples of this. George L. Morrisey

(Management‘bg Objeé%ives and Results, Addison-Wesley, 1970) writes ‘that his

o

brand of MBO is "a clear and precise identification of objectives or desired

results, the establiipmént of a realistic program for their achie&ementi and an

’
¥ -
3 “

evaluation of performance in terms of measured results in attaining them."

Morrisey, a managemen€ and training exesutive with Douglas Aircraft, points out

: - N = - ST
that .the proceé&es required to implement MBO "are much more complex."
In the world of education, MBO and iés meaning are often handled with e

,

£
t « .- . ? $
equally cavalier deneralizations. U, s. Commissioner of Education Terrel H. Bell,

] . 4

-

- ~ -2
in his recent book A Performance Accountability System for School Administrators,

. o

(Pérker Publishing Co., 1974), writes about "a variety of significant benefits

-
%

that résu;t fiom school management by objectives.:.a proven systematic approach
LY .

to educational accountability." Although Bell's book includes a section called

"What MBO Will Do" and a chapter on "Getting an MBO System Started," it does not

-’
-

explain in so many words what MBO actually is.

In recent speeches, however, the Commissioner has been somewhat more specific

* »

about MBO as he déscribeé USOE efforts to make school management "more resSults-

Ki
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" have been turning more and more to the Eystem of management [MBO] utilized by

make any sense’at all.

"
»

oriented." In July 1974, Bel;'toid a meeting of school administrators that "we

B

14 -

industry, wherein annual goals are set and the entire resou¥ces of an organiza-
£ . "
- i
1

tion are focused upon attaining’specifié,objectivgs.“

i
.

- v '
From the,teacher's point Of view, MBO in education seems to be another

. [

deceptively simple, self-explénatory name for an extiéhély complex process that

-has yet to be tried in the schools on a large scale. In these ways MBO is -

L

similar to such complex nostrums as individually preécribed instruction and

career education., By whatever naﬁe, MBO probébly will not work in schools

»

without major changes in how schools are organized and in the kinds of decisjions

©

school administrators -- between Commissioner Bell and the classroom teacher --

e @ - ’

must be more open with teachexs at the outset if a consideration of MBO is to ,

- .
L] - ¢ . ' -

. ) . s Y
The American Managemeq% Association plays an important role in spfgading
the gospel’of MBO throughoué\éhé business community, and increasingly into

2 . )
schools and other nonbusiness, social agencies. Now in its fourth printing,
the AMA best seller:How'To Manage by Objectives (by John W. Humble, 1973) adds
nothing to the original 1954 idea: '
At its bbst, management by objectives is a sysfem that integrates
the company’s goals_of profit and growth with the manager's needs
N to contribute and develop himself personally. It is npot a wonder
- tool that can replace intelligent or sensitive leadership, and its
. yAﬁiSuSg can cause ‘moré harm than good. [Emphasis added.]

’

"’
b

- ' - - .

' /
Note carefully the last sentence above. It represents the most important lgsson

. .

lgarned{so far about MBO in the business world. Teachers will be well advised

* to keep this in mir ° when their schcol considers MBO. Although MBO will not

+ v of)-
replace intelligent and sensitiye leadership, it might expose the lack of

»

it. "Aacountabi%i%y," said Commissioner Bell back in 1970, "starts at the top."”

v

. teachers can make in relation ‘to what they are expected to accomplish. Certainlx,‘
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wAil of this leads

ment, what it means to

©

like MBO, is a concept educators

" the value of this-terminology in educational_planning will depend on -an undex-

o - %
. .

quite naturally to a oloser look at the idea of manage-~
. v -4 PR » N

manage, and who managés what and whom. But management,

éave borrowed from the business community, and

. - .

e -

“

. e
standing of the two very dlfferent worlds of business. .and. ed cation. e
S Ll Pl “//‘ o/r—‘—-..‘_,./
- - u¥ . o . l.l/ . N . ..
.The Cash Register. and the Curricul )
. Despite the increasea social consbiousness many'business leadets, theo" -
world whlchxthey know best is not the world of education. Ther ore, whenever -
*\, .
efforts are made to 1ntroduce MBO and other “bgslness—tested" technlques into the
schools, it will be useful for both ducators and business people to keep in mind
. P
some of the basic differences berween'prlvate 1ndustry and public educatlon. .
‘*“*\‘:"\"“'I'h‘“‘"'".‘_'ﬁ T T Ty - , .. I
1. Ownership. Plants and other property within the business sector .

bd 2

- - 4

are owned and operated by government in the public interest. .

2

Responsibility.

& .
- <

-

. L
* o
> Vil

are privately owned while most facilities in the educational sector

<

= responsible only to its directors and to its owners.

F; -
: -

Beyond limited government control, a business is

kN

A public school

- is responsible to a board of education which represents the general .

<
»

public it serves.

Goals.

~ set by their respective governing bodies. _

- other reasons) the goals

~

Competitioﬁ.

s
.

with each othér,to attain certain objectives.

2.

and objectives of business tend to be more

*

~0

o )

1

£

-

. -

The purpodes of individual establishments in each sector are .

For this yeason (and for

A ]

=

Some orgafrizations within the business gector competé

a4

L.

restricted and more specific than are their counterparts in education.

Organlzatlonal surv1val

e




~ 6.

o~

..

" 7.

8.

' cases may ‘decide’ to increase the size of its public or market.
- W ~

&

" and growth, therefore, are usually more important aspects oﬁ\busiﬁess‘
3 € N N = ~‘

goals than is the case iﬁvpublic educgtipn.

.
Ty . . - - \ .

5. Publics. Thg_size,‘ahargqter, and location of the publics it serves

are usually tontrolled by a business orggqizatioﬁ, which in some

2 A 1%

o . LT - . .
Schools typically have much less control over such matters.
e <. ’

s ) . A N .

Criticism. Public dissatisfaction wrth.and‘cr1t1c1sm of business
o, . 4 - .,’ ‘bf,’ .

performance is not as widespread, not as articulate, and not as -

s
N *

organized as is criticism of schools.* Several ;easeys for this include
L - . * - . S ~
the fact that the public usually has a much wider freedom of choice
) L > ', |
among business Q;odupﬁs and se:yiceslthan,if has among schoo}s. Since

13 r .

nearly one of every three people is either a student or a teacher in =

a public school, schools affect more peoﬁle directly-.than 'does any

,one industry. And finally;,sincé nearly everyone %s eitﬁeq in school
t . . < = " . T 'P‘
or has spent many years. in school, the’public feels better informed

" about school matters than it does about making steel, selling insur- ~
~ - o . D . o

¢
- -
. . K . -

ance, or repairihg cars. . , .
. @ . .

N} . %3 -
Products. Products and services are wsually much easier to measure,

- -

describe, and evaldate in business than in schodls. , . e
. . R
. .
L v .

L]
Privateness. Since pyivate enterprise can carry out more of its.

- \

activities in private than can public schools, it i's much easier in .
S S ) r
business to conceal plans and other managerial activities.

b

' -

Social responsiveness: Due to public pressure and/oxr legislative
P S ;

v v .

action, schools are often required to help solve social problems by

-
B

setting up nkw courses of study in such areas as sex education,

~

¢ . N N .

- g :

[




L2

. = " . .
~ £ . s
t r . . . . o+

d;ivef e¢ducation, drug education, and racial under%taﬁding. Major
. .
L] a
business involvement .in splving such social problems -- with the

\ A N .

“ . Vo 7 . . .
* possible exception d’ the textbook industry -- is a raxity. s
7, B 1 s <

- . . ® -
.

. 10. Rewards. Employee rewards, incentives, and opéprtqnities for on-

A - '

“the-job growth and répia advancement are greatexr and more frequent

’
- in business than is usually the case ip schools. .
. . . JERE ) ,.‘ . “ .
” »

. v

I1.,Research and development. The -business qgc%or, taken totaldy, séeﬂhs

i -

a much larger‘pgrtion of its budget on research (most of it applied

[4

reéeargh) and on new product development thap does the education

- - . ' e

sector. - N N

~
~ Al -

r

12._Technoibgz.. The business sector -- because of its competitive nature,
and sometimes with government support -- makes a far greater invest-
. 4
s ‘ R
ment in and use of recent technological innovations than do” gchools.

» -
» +

“.x - +
13. Advertising. Business is much more concerned with using public

¥

relations techniques and the mass media to sell its products and to

. cirry public favor. , ' , L .

£ R

o - h
. >

*+ 14. Change. Business and industry claim to be more attuned to change and

LN

moxe’ capable of change than are schools. Of coursé, a major amount

of "changé“ in the business world is concermned orfly wiéh‘style, pack-
S . ¢ : :

aging, ‘and qther marketihg frills. . -

« LI .o
'
-

No value judgments &re intended in this brief listing of some of the more

&

-
-

obvious differences between business and edugation: Both types of enterprise
]

’

r ~ . o .
continue, in.quite different ways, to make important contributions to the public

well-being. However, before MBO is transplanted from business and applied as

N
v .

| , 0 - .

< . v

-




1mportant and mqst highly paid people_in_a 'Business organization. Hexre manage- .

between local teacher agsociations and school administrator:hanagers in districts

an elixirfto improve schoolg, these basic differences petween the two kinds of

>

enterprise should be better understood éhan is now the case in some school -

~

- -~ ’ o . v £

districts. ’ L. o 5 - e

3

As might be expected, there are equally basid differences between the role

b4

-

., « . 4

of management in business and the role of managgment in such nonbusiness social

b -
R S ’ N ’

1nstitutions as schools, health care facilities, and law enforcement ageﬁcies.

1 [ - -

Management in business is the name of the game and managers are the nost .

x A
- N ~

< . . . .
ment has become a science. This is not to say that schools,.hospitals, courts,-

c “Q._. d €

and prisons should not be well managed, the pOint iS'Simply that,social agencies, .

- = € - '1~H.r‘.f-'- e W - R T
-

require a kind of management dichotomy, a Situation in which professionals such

as teachers, physicians, and lawyexrs must share decision-making responsibility
. ¢

with professional managers (whose gole function is to. practice management) .«

e - . - - -

Areas of management responsibility in social agencies such as schools, there-

M

d -
a e > -

fore, must be clearly assigned to thosé individuals who are best equipped to
. L .
] . . » ]
make certain kinds of decisions.’ -~ Lo -
. * . . *
. \ N . - g

~

Managers and Management .

. ” b
All of this raises a fundamental question about MBO in schools: Is the

.

teacher a manager? This question is_at the heart of much misunderstanding -

* L

where MBO (by whatever name),is being introduced. « 7 ’ T

-

. . * -

From thé classxoom teacher's *point of view, there are two quite’ separate
L L)

- .

> areas within ‘an educational system where rather different kinds of management

b £ v’

are required. One area is the learning locale -~ the classroom --~ the pOint

-

» .

where the goals of the school afe transmitted to students. Here the professional

teacher clearly has management responsibility. The Bther area, which might be
I3 X ¢




N ' 7 . * , » .
destribed és sﬁpportive, deals with the many other kinds of management functions

k]

MBO, at its present

~ . @ .
necessary for’ the operatlon of a comblex gchool’ system.

stage of development in educatlon, may prove’ to/oe more useful at the

- * ‘A 1 b ‘e

) system level than at the leatning level. " \ . .
"."\... " - -4
Management’ls obv;ously é key conoept in MBO but a relatlvely new term in’
'éaucatlonal c1rc1es.‘ It is uSeful to note here how it is most frequently *
(3.3
L
deflned 1n AMA publlcatlons apd at AMA worst?ps* "Management is.the art of
. -~ el ‘

gettlng a jOb done through other peopld."

P -

.

%

In the growing literature of school ,
management, th1§'functlo is usdally categorized into three kinds of activity:
- ; M '“ LY .
planning, organizing, and contyolling.
S » . . v,

cited as the mgstfimportant element-of. school management.

Planning, incidéntélly, is always

-

With a $55, 68-page three-ring notebook called Gettiné Results Through MBO
- ‘\ N~ . » . -
(1974), the AMA may have established a record of sorts for getting results
. k1

through MBO. This programmed text draws.a fine line_between-administration'

In. it we discover that there is now a surplus of administra-
A

*

"and nfinagement.
tors and a "cxr»~i-1 shortage of managexs.“’ﬂFrom an organization that derives

- ' t ’ E ' N * 4 .
a substamtial income from &ducational programs to transform administrators into
.o - A - )

-

managers,-this'may nake sdnse. But beyond the\administratpr-retreading busi-

* =

T~ . 3 7 . " . * v .
ness, there are other indications of an emerglng difference between the older
. . . .
1dea of admlnlstratloq and the pew concept of management. ’ . .

.y -
H

Teachers who dre trying .to penetrate the MBO mysthue w111 be interested.

']

in_this ércane but important dlfference.. According to the AMA, uanagefs .

~ R P
actlvely direct and. nanapulate the bu51ne§s env1ronment inryays that often

i

involve personal risk. Adminiétfhtors, on the other hand, passively adapt'

their work to conform with the environment, usually with little risk, with 1o

"Managers without

rocking of the bdat, and with an eye to personal survival.
- - N

personal commitment to risk and the poseiﬁiiity of personalffailpre are

D) N
- i - N

-
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e

" (4

bureaucrats," says George Odiorne, an MBO guru often. quoted in AMA literature.
» P L . .
&
It will come as. no surprise that the AMA's iuse of the term administration

& a *

is not the same as it is in the thlications of the older and more pompgus
American Association of School Administrators (ARSH) . An AASA publication on’
MBO favors yet another terml-- executive (“anagement by Ok jectives and Results:
A Guidebook for Today's School Executive, 973). Here the AMSA explains that

"until recently school executives viewed management as a demeanlng term that
N t‘
empha51°ed the mechan1cal aspects and’ falled to recognlze the leadershlp dimen-

\

. . PRy AN
slons of their pos1t10ns: Ce e e

The rare human quallty of leadershlp is as scarce among managers as it is

e

'

among admlnlstrators, although managers -~ perhaps because they tend to be

younger than admlnlstrators -~ are more. apt to confuse management with leader-”

hlp. It should be kept in mind that the least remembered American president,

x y . -

Chester Arthur, was the greatest'"manager" ever to‘oceupy the White House.

-He’organized the federal civil sexvice system. . .

" . .

With the.silly statement about management quoted above, the AASA may have

r . v N - N
touched inadvertently on an important difference between management and admin-
istration. It has to do with the ways in which, and the basis on which, deci~-

M &, . R
sions are made today. Management is not -- or need not be -~ more "mechanical"

. ‘

than administration. However, management began as a business term and in many

waydkit seems more closely related to industrial technology than does the older

concept of administration.

I

On the other hand, management makes the most of information-handling tech-

[

nology in such a way that all qse£n1 information is available to decision
N — . <

Ké’ makers before their decisions must be made. In theory, this is why planning

’ ~ ‘
gets so much attentlon in the management process today.- Itfis no& possible to

,élan -with muﬂh greater relﬁégillty‘because oﬁ a better information base. ~In
“ Pt g oy R

bus1ness this often makes it posslble for managers to ant1c1pate problems and to

*
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delegate managéa;ﬁt functions more ﬁidely ﬁhroughout a corporate system so tha
- hd . . ra

level -;fsomééiﬁés:by a éigital>computer; _ g

~11- «

".J'; L 4 .
establish brganizational structures that will provide better control over the

entire system. The new technology of information processing, storage, rapid
;etrievaI, and instant distribution has in some cases made it possible to | s

i

, ) ' A . £ >
appropriate decisions can be made at the appropriate time and at the appropriatl
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*  The Technology :of ﬁanagement .
; g |

Management, with its informatiocn sugport systems. (and such "cookbooks" as

MBO) , is'Basically a practical application of‘systems theory, which in turn is
. ) : ;

-
L

a'logica}, gndiprobably unavoidable, outgrowth of a technological society., In P

many ways the modern science of management is dependent on technology. Certain-

.

ly it is no longer possibié'to have one without the other -- administrators,
executives, and leaders notwithstanding.
This significant fact is usually overlooked in school systems and other more

B

hﬁaanistic, nonindustrial social institutions whenever they attempt to borrow and

" use parts from a veiy different technological system. To a large degree, the

idea of putting MBO intq a school system is an example of this phenomenon.

Technology i< best understood as a total effort wi*hin a tightly controlled

(managed).system with goals, objectives, and subobjectives that are uneqﬁivocally

stated and well understood by all managers. ‘Within thié’technological milieu
such concepts as cost-effectiveness, quality control, MBO, product standardiza-

tion, and even zexordefects are integral’parts of the system. The quality of

management at every level in such a system is highly visible. When MBO works .

‘well, it works only within this order of systems technology. Since schools are
%;ganized\?nd run- in quiée another way, thexe is a serious question about the
* T S ¢

| ¢ "kﬂ‘ .

success of MBO in such an éducational enterprise.

. 5




Present efforts to impose HMBO on schools would seem to be an example of
Y : )
putting the cart (of MBO technology) before the horse (of human needs and logic).

MBO cannot be usefully applied to schools until schools are reorganized to func-

5 t

tion as an industrial-technological system. This changes our basic question
A . .
about MBO to something like: Should massive changes be made throughout the

"educatlonal system so that it can accommodate MBO effectively? Are such changes

possible? Are they necessary? And, will the beneflts of MBO be worth the

Y

cost? ' . _ , _ .

Such thinking leads to a fundamental question of our time, Can techn07

logical models from the industrial sector be applied successfully to social

L <

institutions? Technology, siiiply put, is the organization of knowledge for,

practical purposes. It generates techniques which increase human capacity to

- < ]

do -~ to put a man on the moon, to wipe out polio, to get us to London in three

»
3 - *

hours, to kill with unbellevable efflclency.

Technology and its management subsystems represent a "can do" rather than

- +

¢
1

“

a "should do" approach to-human;objectlves. Since what man can do is not always

>

what man should do, there are several problems related to technologya For:

.~

example, what do we want to do? What should we do? What will it cost (and will )

it be worth it)? Who shall decide? Can we anticipate all the results in human

terms? Such questions are increasingly important today since it is impossible

- o .
to develop new technology without a very large national commitment.

.Another technological problem that has become obvious during the secpnd

half of this century is that, once a new techholoQY'is introduced into a society,

r

it tends to become irreversible and pervasive. Technology is amoral and its

results, which are usually both positive and negative, are difficult to antici-

pate and control as they spread throughout society. Guns, drugs, birth control

pills -- and perhaps even MBO -- are examples of this phenomenon.

1 &
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' Rather. than dccepting the results of technology as they are thrust upon us,

educational leaders might better serve society by making technology an object

<

of study ~- and in the process give'technology (and such related prdcééses as

’

MBO) some much needed direction. - o

-~

To\quibble over the terminology of administration versus management in
education today may be needless in those schools whére learning is recognized
.as an objective that is already managed by teachers. However, when man;gement’
tecﬁniéﬁég are introduced in an effort to,run schools as if they were super-
mar;ets, tea;hers will waﬁt to be well informéd asout spch a development ‘and
familiar with its nomenclature.

Words, after all, are what contracts are made of, and words gain meaning
and stabilitylonly gy how they are u;ed; how often they are used, and by whom
they are used. By whatever name -- administration, neo-administration, parti-
cipatory management, cost-effectiveness, or MBO -- a new kind of systemgtic
approach to gducatio%al aqcountability is being borrowed from the wo;ld of busi-

X ¥ r ’ -~
ness and laid on the schools. Although this unholy alliance may "mean business”
s B 4 ”

in a school system, the results thus far at the learning level are experimental

at best. :

Some Objections to Objectives
Like the concept of management, the idea of objectives is also central to

an understanding of what might be expected fr&m MBO in schools. Cef%ainly it

I'4 .

’

would be difficult to teach anyone anything without first having in mind some

kind of learning objectives. And somé teachers with épecialized training in

»? - - -
behavioral science have had a certain amount of success in using behavioral ob-

-

. . A .
jectives, often in special education. During the past decade, however, a complex

"objectives mystique" has grown out of the earlier .teaching machine movement,

. ‘ ‘, .
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. president of the RAND Corporation, has been a leading scientist in the develop-

and the situation today is a confusing mixture of bel.aviorism and humanism. i’
Today any serfous consideration of educational objectives can quickly lead into
the cultish thicket of behavioral gobbledygook -- "transitional objectives,"

"turnstile objectives," "behavioral objectives," "functional competence,” "prin-

ciple-centered strategy," and finally that fearsome phrase "terminal objectives."

o
We often hear that objectives are more singular in business than in educa-

L

tion: "Profit is the only objective in business, while Schools have a bewilder-
ing range of objectives." Teachers who have been;ésked to write\objéc%iveé for
their students may find small comfort in knowing that the business community

also finds the concept of "objectives" to be elusive, confuéipg;,and; according

e T
A
-

to Drucker, "perhaps even a metaphysical" idea. "It may be as difficult for

-

Management Science to define ‘objectives,'" says Drucker, "as it is for biology
y

to def;he ‘life.'...There is no area as yet [in business] where we can really
¢ A L4 l"v - -

- -

. ] LT L e o . )
define the objectives, let alone measure the results." (Technology, Management

brSocie*y, Harper & Row, 1970.)

There are two major difficulties with the use of objectives as control

v

mechanisms for human activity in school or in business. First is the problem of ’
stating and defining objectives. Words are notfyeople, and words are limited in
their ability to describe what people do, feel, and think. This limitation is

further compodhded by the fact that people who‘write objectives vary in their

ability to express ideas in clear English. e

S

Charles J. Hitch, formerly an assistant secretary of defense and a vice~

- 1 3

\ .
ment of systems theory, the grandfather of such things as MBO. Hitch once
pointgg out that RAND had never undertaken a major, systems study where satisfac:‘
tory objecfives could be defined. As a senior member of Robert McNamara's
. , . . (]

.

notorious Department of Defense "systems team" during the 1960's, Hitch indicated

' L q

-
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thatiunceitainty about goals was to him the "quintessence of military systems

«

analysis." Incidentally, there is now some speculation andostudy among historians

who are trying to dete;nine the role of MBO in our dismal Vietnam involvement.

.

The second diffioulty with objectives is the problem of measurement. An

objective.is somethlng to be met, ° to be reached, to be accompllshed, to be

attained. Therefore, some kind of meagurement is obviously needed to determine
’ S

* i
if and when an objective has been achieved, how well 1t has been achieved, and
who deserves the credit (or blame) for the degree of acnlévement. Teachers (as

’ \ .
well as the NEA Task Force on Testing) will quickly‘see keaknesses in this

[ e -

approach to accountability in the cIessnoom. Pests used in schools to measure

3

. student achievement are increasingly open to questlon since they may tell us

-~
Y

~

far more about a student's socioeconomic status than about whft the student has

leérned in school. One teache; recently put it this way: “Egch<oftmyignpifs is '

. a unique reason why MBO won t work ‘here.” T -

-

When the ability of teachers to write preczsely what it is they a&nt to do
for a spudent is further limited to what can be easily measured, the art of

teaching will become less of a profession and there wil} be no room for such

human input as intuition and creativity.

The "measurement limitation" of objectives (the 0'in MBO) is well expressed
in a four-step fable from the field of systems engineering. It is called "The

g * . .
McNamara Fallacy" and goes something like this: The first step ig to measure

.~
-

whatever can be easily measured. The second step is to ignore what can't be
measured. Third, assume that what can't be measured easily is not very important.
The fourth step is to say that what can't be measured easily really doesn't exist..
) This, of course, is no way to run a system -- business, military, or school.
Should important and complex obﬁectives be abandoned only because they cannot

be simply stated and easily measured? \

- . -4 . ) '! ¢
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When individual performance is measured and rewarded only on the basis .of
objectives accomplished there is a natural tendency (among teachers, students,
1 . N .

shop foremen, etc.) to accept only those objectives which can be met with ease

In this climate challenging and difficult objectives are aVOlded since they
N

will increase one's chance of failure. The result is an organization character:;

ized by trivial objectives, a complacent staff, and mediocre accomplishment.

SO
- ~ oL

The Teacher and MBO - e .

- -

Many teachers have already lé€arned ‘the hard way that MBO in the classroom

appeal to school boards and to the public. After all, what can be wrony with

can mean trou»le for everyone concerned At “the outset MBO can be dangerous

since it looks so simple and is so easily misunderstood. Like Mary's little

lamb, it.comes td school as a disarming, simple, and logical idea with great

. . ’ A
the straightforward idea of managing by objectives? 1Isn't that the way most of

L

us manage our own pfivate and public affairs from year to year, from week to

week, and from one hour to the next?
- e &

Inxthis continual and more-or=-less rational process of deciding what we will

do before we do it,vnearly all of us profit from past experience, and we keep _

’ e — = e ——
- e e = g -

trying to 1mprove our ability to do whatever it is we do. This tendency toward
improvement, incidentally, seems to be a universal and genetic characteristic
of all living things{ particularly humanz. We, of course, are'different because

> -

we can make tools, try new ways of doing things, communicate with each other,

) .and store information. In the process of all this we, have produced a Bach, a
e - "' * P

- ‘

Shakespeare, a Lincoln, and countless others who have improved the human condi-

. . . ) ‘ ' . .
tion. Obviously humans are more divergent, more unpredictable, and more creative

than are trees, bees, or ‘even.pigeons.

’ ~

When MBO becomes immersed in the instructional process as a rigid mixture

v

. | | 19




" the arena of learniﬂgf Flexibility in this situation becomes little more than

” -

»

o

¢

-

of behaviorism and business management, it becomes increasingly difficult

for

&

teachersgto discovexr and nurture such fragile and unique student gifts as
4

creativity. ,

Teachers\report several major difficulties with MBO as it becomes a more

"advanced and sophisticated" part éf the instructional process. MBO increasingly
stresses conffrmity and lock-step learning as it discourages deviation (by both

-
.

t. .cher and student) from establishad objectives. Flexibility, measurement,
¢ ; «v 4

1

and origin of obj?ctivés are all critical factors here, and frequently teachers

_’) o
5
| PO

e

are not involved in such things.

By t@e time MBO becomes entrenched as a classroom routine, many of igs

L5

objectives turn out to be based on cost-effectiveraverages calculated in
Y K

S

- T T N

e -~

"managexs of instruction" who are somewhat removed from

-

*t

the busiﬁésé‘gffice by
d Sl

~

—

a bureaucratic shibboleth involving vast amounts of paperwork. And concerns .
T < 3
! ) . [ [ 4 Re >'\\~\' - (3 ! (3
about measurement soon become the determining criteria for both the .origin and

Y
the flexibility of objectives.
2dded to such present school’ problems

-

. When this brand of instructional MBO is

hd
-

tandardized achievement, teachers will
. , Yo
lose another degree of freedom to teach —- together with a certain .amount of

«

as _educational neglect,—grédedness; and 3

L] 1

professional self-respect. Because of the often nefarious nature of MBO as a

way to managé instruction, the go;lowing conside;ations will be of interest fq

M ]

teaéhers"whp have

Y

§ . “ ) ’
.reason for concern about MBO where they teach:

\ - -

LA
1. MBO is only one aspect of a concerted effort on the part of federal, ._ .

&
.

state, and business ageﬁcies to cut ehucational costs by holding
1 '

-~

schools accéuntablg for funds spent and fd; the quality of their

2

products.
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2. As a control tecnnique in business and industry, ‘BO was devéloped on

? . . R . . ,

the "factory" or "beehive" model. where workers arxe managed in an

.

7/
effort to improve their productivity.

Py -

-~
¢

3. A majox souxce of difficulty when MBO is transplanted to education
arises when school boards and administrators fail to understand the

o . . -
differences between schools and factories in terms of such critical

R
~

concepts* as workers,.products, and goals. . i

-
» . - [
N B .

H
< - [

/ ~ .
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-~ 4. One result of this Hiﬁnderst?naing of MBO is that attempts are made

. -

to d1m1n1sh the teacher's role as a manager of instruction to the role

- »

of a cog in the standardized treadmill of behav1ora1 objectlves.

It}

5. MBO tends to remove the instructional deéisibn-méking function from the

N . 1.

professional teacher, who moxre than anyone else in a scﬁool system has

the 1nformatlon requlred to manage 1nstructlon for 1nd1v1dua1 studerts.

o v - ’ . {

6. Goals, major objectives, and the nature of subsequent educational pro-
o - E .
*  ducts should be developgd, agreed to, and described.iﬁ detail at the

~ g
school system level by the board of educatlon before efforts are begun

.
#*

to use MBO at the instructional level. (This, 1nc1dentally,‘1s seldom

.
4 \ a

. -the’cases) T4 e

.
. .o . : )4

7. The system-level goals, obaectlves, and product descrlptlons should
not be translated into classroom management procedures w1thout ‘the full

’ ’

" knowledge and participation of all tehchers whose work will be affected

\;;\s ch decisions. . s

8. althougi the\gstensible purpose of the catsgoricai control of )

-
.

i
-~

\
MBO is to abolish or limit wasteful and unnecessary instructional activ-

2

3
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ity‘(i.e., to save money), it can at the same time have a negative

»
®
- 3

effect by limiting tolerance for diffevences, diversity, and'discovery

as students (each of whom is a unique human being) strive to under- .

-

stand, : to know, and to learn in their own very different ways. f

-~

9. An equally limiting effect of MEO can be anticipated in the’profes- ~

- -
* N

sional growth of teachexs who mist work,within the narrow intellectual

— [y
L

" “environment of:a bureaucracy of objectives. -

N
’ P

‘ 10. Measurement of the degree to which an objective has been het B} each

student poses major problems since;test results are not good measures

of what- has been taught -~ unless,’ of cqurse, the test itself has - )

‘ been the course of study. . ) ;

hd .
- . A s
2 . .
s ' *

11. As part of andMBQ program teachers are sometimes tyrannized by adminis-

Y~

trative efforts to evaluate their effectiveness on the basis of their
- % .

- - L2

<& - ¢ . x
students' test scores. ’ . o

. N o o '
12. This invalid -- and in some states illegal -~ MBO’teacher evaluation ’
° . “ x\ .,/‘ -

has occaSionalLy been used, as the basis for teachér dismissal, demo-

aye

tion, and other punitive action. N,
. g i " " .

Av

~ o + . - \ \\ -
13. A disproportionate amount of responsibility for success is fixed upon

< * -

»

an individual teacher who has little control over the variables

. .
¢ »

necessary for such success.
' . W A tog

Will MBO work in schaqols? The father of MBO, Peter Drucker, has often

R * r

called attention to the impossibility of transferring management technique

willy-nilly, to nonbusiness institutions. According to Drucker, the first thing
. o7 ) L~ .

. t N . . . o
a nonbusiness agency must learn from biisiness management is that "management A
" - ~ - - -




("The dropout is the gquality control of educatlon.") takes a dim view of MBO

- . ’ - ° . 7 3 . 5
begins with the setting of ohjectives and that, therefore, honeconomic institu-

tions, such as univVersities and hospitals, require wery different management

@
Py

from that of a'business." Drucker, who is occasionally critical of, schools

- o

— .,
hd

in schools since "there are no measurements for education.” (The Age of Discon-

tinuity, Harper & Row, 1969.)

A guestion neglected so.far in this paper;iszwaﬂow well-doesMBO—work im>—

.

the businesgs world? ﬁhe answer, of course, depends upbn who is asked. Indepen-

A

dent management consultants tell us that about 70 percent of the business'people

now attending AMA tralnlng sess1onsﬂgn_MBQ_are.there to find put why MBO has not

.
»

worked in their own buslness eStabl}shments. These AMA sessions are not to be
’ P ’ s
confused with the government-sponsored AMA efforts to introduce state education L,

~ N . &
.
- v ¢

department taffs - to MBO.

e

In the introductionbto an AMA publication, Readings in Educational Managé-

‘ment.(1973), John M. Goode states: "The educational adminﬁstrator who is looking
4 ' . A

1
*

for the latest:modei/ggnacea for the ills of education will not find it in the

use of improved management practices.” MBO is yet another management practice

- ’
.

which, for reasons already indicated in this paper, cannot be expected to work

very well in schoolsx Certainly it will not neutralize the effects of bad admin-

» R .

istrative decisions in a school system.

-
i - -

Can MBO work in the schools? Probabf§ not, says Congressman John Brademas
(D.-Ind.), chairman of the House Select Subcommittee on Education:
. . ° . % .

* "...there are few effective ways of judging the effects of educational
expenditures. In fact, we haven't yet devéloped adequate standards
of performance for human behavior of most sorts, let alone for the
behavior specific to xhe educatzonal setting. [CAP Commentary 1:1; \
March 1974.] foL A
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The Local Association and MBO -

As this paper has indicated, ﬁherécafe many shortcoﬁings to the use of MBO

<

techniques for the management of instruction in schools. This rather obvious

N » . [

truth, however, can easily be lost sight” of at school board meetings and in the
T .o ) : § e N .
realig}esa?f local politics, where MBO can easily become a’iive;y public, issue.
* » . .
~ N 5 L
In this clipate the local teacher association will need to be well, informed on

[

¢ D N
the several aspects of MBO so parents and other publics can be told what to ex-
- ., ' * ' ™ ’
this bland, businesslike approach to latter-dé& behaviorism in t?eir
. L. Sy /.”,"‘ st ¢

schools. - e s " ’ »

=T,

-

© pect from

-

“% P

At present no particular variety of insffﬁctipnallMBO is ﬁreferred by those
who are attempting to establish it as a means of\making teachers more ‘account-

N -

. . . 4 s,
que for studentfproductivity. As already noted, such plans can go by many

kept "under administrative wraps"

misleading names, and in sowe éases’they_age
N 3

. - ’ o. [ [ [ ) . [ o‘ . 3 [ ° 3
as long as possible. Such divisive administration (certainly it isn't good

- ' “ N - ’ "
manageméﬁt)"does not make for mutual trust, professional respect, or even sound
13 < 47

x ) [

pefsonnel'prqétice. In this environment, association ;eade}s must be alert %o
spot administrative behavior that will signal a movement toward MBO.
In districts_where‘MBQ is just getting'started, organized teachers,should '’

be aware of sugﬁ developments. Certainly, teachers should participate and have

’ -

major influence on décis}ons that will affect their teaching. This should be

3

accomplished thrbugh'the protess 'of collective action. .’
The }ocallteachef association is the most important link between the united

teaching profession and the realities of accountability (and its MBO ﬁandmaidéh)

% - *

in a school. Although local situations are seldom exactiy alike, infoFmation

about trends, comparable problems, and similar experiences will be helpful to

UniServ directors and local leadersg It is important, therefore, that commun-

P

&, ication channels within the organized proqusion be used for this purpose.

°

&
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Of course, the usefulness of accountability fﬁﬁormation will depend on its

& - -

.

* ~ . . vow ry
'§uggested positions and program goals for local associations are presented
i . , . 2 .
with this‘in mind.  Clearly they will Be moré appropriate in some districts

. { \¥ . .
than in others for establishing strategy and for planning action.

-

ielevancg to a particular local situation at a éa;ticular tipe. The following °

i.

* information "about what is being planned and what has already been .

5 . *

a

. - -

3
N N .
Py

The sirengthJOf association action is b“}t on facts and'éet iled

» -
3

. s ) v . .
a_dope. Rumors and hearsay do not build a good case and can weaken an
e 3
[ ) .- d N
association's position. Since district-level MBO programs are usually

»

instigated by the state department of education, this agency is a very
" . %

important -- but not the only -- source of information.. «
’ ' N,
.- . d ‘ - X
In gathering information and data on the extent and nature of MBO in

4 . . N . ’

its distr;cy, the association will want to concentfate %ts efforts on

>

the instructional aspects of MBO rather than on such administrative .

- o P

applications as inventory control and bus maintenance. .
/ -

.
4

PR e A

Collective bargaining between school officials and association repre- )

sentatives should be the basis for dealing with any MBO plans.

| &

- o \
3 N ‘

The aéenaa for meetings which are épen to the, public should include
. . ® -'0 . '\

such questions as:

3

;. Is the pr%ggfy purbose of our MBO.effort to improve the quality

4

of instruction or to save money? .

. &
b. No matter how Spe prior question is answered,' what evidence do we

have that this can be accomplished by MBO? '

- ~ s

c. Since MBO was deQelqped as an industrial tecﬁnique with business goals

énq products, how has (or will) it be adapted’fgf use in our schools?
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/ T o e TS oo
) . . dl Have the goals and the maJor obJectlves of the school system been ; Lo -
3 agreed upon and. clear defined? L : ) - s

-
.

.e. If learnlng‘objectlves are to be assigned to, individual students;i“t

s he developed and how.will their attainment
be meagured? * . ¥ . R £’”>,M/~ . ™. PR N .
. v .o & - Lo
A ~ . % « ) . - 4
g.-How depenidable will the results‘of this' meastirement be, and how will N
- b . - ‘ " 2 ¢ ’ :. ]
_ the evaiﬁative'data be used? L » . "
Y \;. s . . .s N
. ¢ ¥ " ‘

.~ how will these objecti

£t - - * .0
J. Regular district‘level staff planning‘for MpQ.shduld_include'the early
o K ", - \ ' -0
involvement of association-appointed teacher representatives (for
. o .

/ i T . , N "\%
~various grade and subject areas) who will be écti%e particﬂpants wnen ;
- * N R ‘ ) N ¢ .
v - b4
instrictional decisions are cansideked. . .
' . / - ’ P ; ', L i ] )
‘\\ < \ . A‘
6. The ease with whlch an assoclatlon can gatper information about MBO- 1n 's
L ., o

1ts own district will determlne the size and scope of its "1nte111gence

N . :
[} - \
gathering“ activrties. The éhount of tgnslon or openness ‘hexre will be .
- ﬂ.
rYeflected in-the tone and nature of the ass001atlon“s publlc 1nforma- ’
- ) - - ~ ' . * .' o e Cy \ A
tion program. P . \ s
Al - ’\A 4 ~ »

. ] . N . N R
7. When and 1f MBO technlques ‘are actually used frr major 1nstructlona1

changes, the sltuatlon wmll often represent a giant step backward .

-

E

H
to behaviorism and the days, of,teaching machines. Iﬂ this extremed

'
¥ 3 . s - 4

situation, the association can expect strong support. £rom many parents
a . .

as well as from groups who understand such problems, who are segiously

N

(3 I3 (3 . 3 h"‘ - A = o
Manti-Skinnerian,” and who want to_humanlz? education. . §
< . > .

?
.

8. Since most kinds of instrudtional MBO canngt withstand close scrutiny
. . N -~ . . «

by experts on tests and<measurements,.the.assdciation will be well

o

advised to'emphasize this very weak aspect.of;MBO, an efﬁgrt which

may require a special study group and butside;specialists.

v
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.




‘9. If the association does not succeed in efforts to étqp MBO Q?fore

. it reaches the classroom, it will then be essential to ease the intro-
. - , ?

- 10. As pointed out earlier in this/p

1

-

., duction of MBO b§ preparing teachers for it. School boards, therefore,
should be expected to providé special (in-servicé) traiging for all
teachers who will be expecteé to work as a part of the new MBO system

with its range’ék'objéctives, definitions, and evaluation techniques.

apexr, the péFte£ qé dévelo;ing and’
iﬂé u;able,“leafning‘objectiveé“ is an extremely technical and

B " < i
séecializéd professional pf?cess,.and Bne for which féw’%eaphsrs ha@é‘
been prgpéredt Teachers should not .engage iﬁ this'éctivity withodt i‘
specfa}mp’eparat;on and/d; the continuing services of a gqualified

specialist.
S :

4 “ ) . “ ., N Lo . N ¢ B
11l. Experts on MBO if business agree that it must have a large degree of ’
. . ) ¢

built~in f%ex;bility to succeed. The association should see to it

that this is also the case with instructional MBO, for flexibility
1] * . /

can be a safety valve to protect teachers and students from anticipated °

(and unanticipated) MBO proéblems.

12. The association should prepare its members fox qﬁidi and decisive
.xeaction to badly managed efforts to put MBO in the &lassroom. In

some districts all teachers have been given a list of objectives (Sb-
jebtiyes they have had no hand in developinér ard told to'report at once
the perc;ntage of their students who will. "attain" these objectives

' Ly the énd of the year. In .one Building all teachers refused t
such iréesponsible gueéseé. In a nearhy,high school all teachers did

respond -- with predictions of one or two percent.

¢
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.13, btper associations- have countered MBO proposals by "costing-out" in

1]

cost' of the program.

B -

14, The most dire threat to association members is the tendency on the part

ot
-

[

®

be constantly alert to such

accountable, and

.

+

.

<@

<

-~

some detail how these new techniques will actually increase the total

" & .

s

s

of sgme school administrators to evaluate teachers -- to hold them
- - . .

.

students' test scoreé in an MBO program effort'. The association’ﬁust

. a .
examples of mismanagement by objectives.

-

~

’

e e e

4 > ” . .
in some cases to dismiss them -- on the basis of their”

\_\a.
)
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