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Introduction

The 1980s have already been established as an era of concern
about Amcricgn education. In the spring of 1983 three major reports
were presented to the nation on the condition of America's schools:
the report of the National Commission on Excellence in Education, the
report of the Education Commission of the States Task Force on Educa-
tion and Economic Growth, and the Twentieth Century Fund report. Each
of them details critical problems in America's public schools. Eéch
makes recommendations for action to deal with the problems. Each
notes the interest and concern on the part of business and industry;'
As is often the case with “such reggr?;, they make official the recog-
nition of a problem already’recégniéed and often already beiﬁg ad-
dressed. Such is fhe case in education and specifically in the area
of private sector involvement.

A number of strategies far private éector involvement in public
schools are already being employed: the establishment of private
foundatioﬁs for financial support; partnerships “between individual
schools and businesses; local school sysﬁgm/industry ;collaboration;
industry provision: of training, internships and summer jobs for
teachers and students; and administrative 'and financial management
‘assistance. |

The steadily increasing pace at’ which partnerships are being

created at the local level, coupled with the issues raised by these

7
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national reports, has focused our attention on the question of what
thent{al such collaboration really does have - for improving the

quélity of public schools.

3
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~w=-----Accordingly, a public4private"venturE"”was"undertaken"by"'thé‘”“"““””

American Enterprise Tnstitute and the National Institute of Education.

These organizations joired together in developing an agenda to examine

one aspect of this question: The Barriers and Incentives to Private:

Sector Involvement in Public Schools. Six exploratory papers were
commissioned by NIE and AEI. Authors were selected to represent
several relevant perspectives on business/education collaboration.
They include two corporate views, from the high-tech and Service
sectors of industry; those of a former school superintendent/academic;
a state policy analyst/attorney; a teacher union official from a major
urban school district; and a public policy analyst with extensive
public school experience. The papers are intended to provide a
springboafd for discussion in'a‘seminar held at the American Enter-
prise Institute. Participants include business and education leaders,
pplicy analysts and decision-makers.

This inﬁroduction,will describe a comnceptual ffamgwork in which
collaboration may be viewved, briefly‘ summarize the commissioned
papers, and comment on.their similarities and differences; It will
‘conclude with a summary of questions for research suggested by the

authors.

Conceptual Framework for Business/Education Collaboration. Some. view

private sector involvement in public educétion as,an.example,vamong
other private sector initiatives, of a renewed spirit of voluntarism
in America. Critics of this concept queStion:the usefulness ‘of such
initiatiQe aﬁd see it as diversionary, drzwing attenﬁion away from the

scope and seriousness of problems in American public education. They

&



- claim,- correctly,-that corporate voluntarism-can-neither- £i11 the gap
created by cutbacké in education budgets nor correct  EFructural
problems associated with school deficiencies. R

Others view business/school‘ collaboration in the conte#t of

N\

public-~private partnerships. For them, a reduced federal role \in

N,

L \
education creates the opportunity for more local and state decii\
A\

- sion-making and, along with that, an increased need for collaboration
between the public and private sectors.

Still others stress the relationship tbetween " education and”
economic growth and emphasize the interests buéiness.and industry have "
in a well-educated workforce. In this context, education as human
resource development is the focus of interest; some tension often
exists between the goals of public schooling and these purposes of the
private sector. |

In reviewing the papers, it was not my intention to identify each
of the authors with any one particular perspective. In fact, as I
studied the papers, I noted that several authors acknowledge and use
more than one framework in their discussions.

‘The paper on the conceptual framework' for business/education
collaboration which I prépared, develops these alternatiQe.perspec—
tives in moré detail. Additionally, it suggests to those involved
- with business/school_éollabbration that there already exist well-de-
veloped analytic frameworks which cén be used for understanding,
'pléﬁning, implementing and'evaluaﬁing these public—private ventures.
Three $ﬁch frameworks are suggested: inter-institutional COllabOra-
tion, public—privaté partnership, and a systems approach which empha-

sizes the ways in which school systems relate to exXternal
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" examining those relationships.

.-organizations:---Each of the-frameworks-offers-a method-for -identifying

a particular cross—section of barriers and incentives.

The first perspective of inter-irstitutional co;laboration
focuses attention on the following elements: effects of environment
and histo;y, organizational factors, inter-organizational'brocesses,
and the roles of individuals and linking structures.

The second framgwork.df public/private partnerships introduces a
more specific set of issues and factors related to balancing private
sector interests and publié"sector responsibility and addresses them
in the arena of public .schools. Three changes are identified és
significant factors in the context of developing public/private
partnerships in education. The first is the expanding definition of
education beyond the traditionalﬂgchooling,in the usual time frames;
This altéred definition carries with it implications for éhared'
institutional responsibilities and changes in public policy. Second,
structural changes in the economy highlight the relationship between
education and economic growgh, emphasizing industry's interest in
education. Third, demoéraphic changesi and a low level of public
support for ﬁublic schools create a need for alliances with the
private sec;or)if the 'schools aré to be able to meet their human
resource development goals.

The third framework focuses on schools as one system iﬁteracting
with other sectors in society, i.e., community and industry. Changes
in one sector affeét functions in the others. Patterns have developed
for rélationships between schools and external organizatioﬁs, and it

is suggested that business/education collaborations can profit from
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While this paper offers..a.rather abstract description..of..these...... ...

frameworks and suggests how they may be used, each of the succeeding
authors employs some of these guidelines in his/her discussion of

collavoration.

‘§gmmaries

Maurice Leiter, Director -of Prégram Development for the United
Federation of Teachers, takes a pragmatic view of. relationships
between public and private entities, business, labor, and.government..
He draws on examples from history and experience in New York City for
the development of a "logic of commen interest”. Today that common
concern takes the form of a relationship between economic development
and human capital formafion and a recognition of the inter-relation-
ship among the sectors and their shared reliance on a prosperous
economy.

Leiter identifies the now familiar litany of incentives in the
private sector, ranging from the benefits ﬁo corpprations when they
support livable, viable communities,._to_industry's concern for the
skills of its workforce. The incentives are "human, practical, 'and
argent”. From the public school perspective Leiter identifies the
schoois' reliance on a positivé climate, comﬁunity confidence, and
solid relationships with the private sector. Schools éan beﬁefig

immeasurably from the climate of support generated from a show of

private sector involvement and interest in public education. This is

-as important as the gains associated with programmatic invblvement:

N,
N

expertise, materials, resources, and perspective. Additionally,

Leiter identifies the intrinsic incentives associated - with
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_collaboration: "satisfaction, a sense_of purpose and accomplishment,

a feeling that people can make a difference, an awareness and respect
for partnership and .collaboration." In reviewing these incentives,
Leiter concludes, with all due respect to thc benefits of programmatic

involvement, that the private sector can have its greatest impact at

the public policy level through support of budgets which "represent a

real investment in schooling."

Leiﬁer discusses barriers- to business/education collaboration,
and related biases, on the implementation and policy levels. On the
policy level, he identifies some issues which arise when corporaﬁions
find themselves at cross—-purposes in their desire to improve human
capitél dévéibpment and support public'échools, whicﬁ may conflict
with their corporate policies related to fiscal restraint, Attitu-
dinal barriers and stereotyping are also raised as obstacles to be
concerned with in collaboration. ‘Implementation barriers are ad-
dressed, and Leiter points to the need for familiarity and communica-
tion - across sectors. He details organizational differences and
emphasi: es the importance of dealing with differences in purpose which
he sees as central or core barriers. He advocates an "honest airing"
of these differences—-necessary if collaboration is to move forward.

Leiter provides us with a 'stereotype' and a 'prototype' for busi-

—

ness/education collaboration. The stereotype offers lessons to be
avoided. The prototype meets the criteria he defines as character-
istic of successful collaboration. Leiter concludes with a set of

questions for future research which should be addressed, with the

implication that further exploration is worthwhile.

" * * k%

.



-~~~ Drawing -om his own experience--as--a--school- superintendent in

Arlington, Virginia, Larry Cuban begins his paper with a brief histor-
ical analysis of corporate involvement in public schools. He' iden- .
tifies a set of unresolved issues which persist today. Changing the
focus to California (where he is noﬁ a proféssor af Stanford Universi-
ty), Cuban challenges the assumptions which he vfeels underlie the
California‘Roundtable recommendations for school improvement: that a
lack of appropriate training in high school causes unemployment; that
improving high school performance on tests will produce better-—trained
graduates; that state mandates and better teaching will improve high
school academic performance; that high technology needs demand major
curricular changes in the high~school.

Although Cuban questions the validity of these assumptions, he
does not concludé that corporate sector involvement has no potential
for improving the qu;lity of pubiic schools. Rather, he argues, in
support of the fifth assumption of the "Roundtable, that business
support can play an influential role in helping.to restore confidence
in public schools. Cuban views lack of public confidence as critical-
ly disabling to schools and school persopnel. He sees business as an
important political- ally to education, and the deVelopment-of cofpo-
rate/school coalitions as promising evidence of the botential impact
business can have.

While acknowledging tha important impact such supporf may have,
Cuban identifies the confliéting interests encountered by corporatioﬂs
concerned wiith both school improvements and corpérateAfiscal inter-
ests, or the conflict between short-term labor needs‘and long-term

national interests, Cuban suggests that such conflict can be

1i
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transformed into a .struggle .over.core. issues; or they,may«be_side—'
stepped altogether by concentrating on peripheral programs. He
indicates that such a struggle might be beneficial to schools but not
without costs.

Cuban cautions against over-simplification of the problems
associated with improving school cutcomes. He emphasizes the impor-
tance of ada£essipg needs iﬂ elementary schqols as well as at the high
school level if we are to bé~able’to truly affect the quality of our
high school graduates. ' |

In addition to the potential for raising public confidence, Cuban
sees corporate concern for thinking skills--or problem-so%ving skills—-
as an important objéctive and one which is shared with the schools.

He concludes with a note of skepticism: Can business involvement
improve the quality of educatioﬁ if actions are predicated on ques-
tionable assumptions about whét will work?

* * * * *

Badi Foster and David Rippey take a corporate view of busi-
ness/education collabd}ation. They approach the issues from the "dual
perspective of corporate education and training and corporate public
involvement. As recentl; transplanted academics in ﬁhe cdrporate
community, they highliéht the contrasts between educators and business

people in education philosophy, policy, and practice. They draw

3

0 . »
heavily on the example and experience of AEtna Life and Casualty and

specifically the newly formed AEtna Institute for Corporate Education
where Foster is president. -
Their purpose is to describe the process of collaboration from a

corporate perspective. They do this first by developing a picture of
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corporate education and training. Foster and Rippey note that AEtna,
as any other corporate entity, does not have education as its.gentral
mission. Corporations view edqcaqion as' a means to an end; schools on
the other haﬁd have ezucation as/éheir ceﬁtral purpose. They discuss a
numbgr of internal or organizational féctors which affect cbrporate
education and go on to environmentéi factors affecting a corporation's
involvémen; in public sgh§ols.

AEtna involvement in educ;tipnﬁoutside £he corporation is orga-
nized in three ways-—through the Institute, through a School/Business

collaborative, and through its Office of Corporate Public Involvement.

The authors describe AEtna Institute's External Programs which

are perceived as integral parts of AEtna's human resources development

and corporate public involvement strategies. The goals "of these

" ‘programs are internally and externally focused. They provide us with

a set of conditions which they describe as necessary for corporate
involvement in such an external program.

Their criteria for collaboration establish a corporate’ perspec-

tive on business/education partnerships. The emphasis is on process:
accommodation, reciprocity, establishment of standards, communication.
' They stress the importance of timing, momentum, simplicity of orga-

nization and complexity of problem. They recognize - the ‘need Vfor>~

establishing neutral turf, the role played by intermediary organiza-

tions, and the nurtufing of ‘relationships. In addition, they recog-

_nize the_internal requirements within an organization which facilitate

their ability-.to collaborate with external organizations.

% * * * *

a
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Richard Caldwell's paper on <legal barriers to corporate par-
ticipation raises a set of issues which, to date, are not commonly
associated with business/education collaboration. '"Caldwell is an
attorney and Director of Public Affairsbat the University of Denver.

In his view the most signifibant  legal _9arrier to ‘corporate
involvement in public schools will be "the problem of finding mecha-

qisms for the\éair and. equitable distribution of corporate resourcés

-

in aid of educatiaﬁ}f‘ The equalization of educational opportunity has

been the focus of educaEibnlpolicy for the past twenty-five years.
The elimination of segregati;n and disparities-in school finance have
been the object of "intense litigation." - Caldwell contends that
corporate involvemént may "well be likened to a kind of 'finance',
i.e., funding of a new type that could be subject to judicial review
by active courts."

Questions of appropriateness abound on both sides.bJFrom a iegal
perspective, can schools accépt such support?- How do you deal with
the question of(ingquity.from a business perspective? Is it appfopri—
ate for'corporations ta.beﬂ}n the busineés of éiving resources away?
These questions may be raise& concerning the establishment of privéte
founda;ions in support of public schools as well as in the creation gf\
partnershiés. Caldwell i&ehtifies the possibilities of .a tension

L - . /
between a state's concern for .the right to equality of education and

its concern for establishing education poligy which will promote

« 2onomic development and productivity. Caldwell further identifies
the need to consider such legal issues in a broad social framework--

one which encompasses the relationship between education and economic

3
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_ growth and which considers the possibility that it may require coordi-

nated public-private action.

* * * * *

Research Agenda. Each of the authors addresses ‘the question of needed

research. Taken together, they represent an ambitious agenda for both
the privaté and thg public sector.

| Foster and Rippey advocate the establishment of a well-developed
historical'perspective to serve as an incentive to action, as well as

to avoid duplication of effort. Also, they address the particular

issues related to”féseargh on public/private collaboration. Research
shouldAbe useful and useable by both sectors. This may necessitate
the development of new research models to accommodate the different
ways in which each sector uses research and conducts it; They raise
the possibility of collaborative research with the appropriate adjus;—
ment. As topics for theoretical research they in9lude conceptual or
policy. iséues; andv‘for action research, thelr agenda ‘includes the
idenﬁification of working models for planniné and management,‘imple-
mentation, and evaluation.

Caldwell suggests that we need to examine the social framework
whicﬁ may shape the law concerning equitable distribution of resources
to the public schools from the business sector.

i
Leiter's research agenda includes policy questions: How can

b
1

contgédictions of purpose be dealt with? What is the Federal role in

muﬂf&é}%}ggtingmﬂcorporate involvement in public schools? Are there

outcomes possible only through collaboration? Is programmatic institu-
tionalization possible? -Are collaborative programs cost-effective?

What changes in the perceptions of corporaté_ leadérship can be
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identified with private sector involvement in'education? Wpat are the
effects of intérnship programs on teachers' expertise, kno&ledge,
commitment to teaching? Leite£ also‘suggeéts some basic data-gather-
ing on the value of investment beingfmade, the distribution of resour-
ces and money, éhe tax implicatibns and ghe effects of corporate
giving to education on other areas cf carporate social re;ponsibility.

Cuban's skepticism about the ;ssumptions made by business as to

.

how they may improve the quality of schcols implies a research agenda;

The questions are familiar but nonetheless critical. What 1is the

relationship between school%achievement and unemployment? How can we
maintain a balance among éﬁhe “agendas of :parents, p;ofessionals,
taxpayers and business in Kdeveloping' school policy? What are the
currieulum changes in the ﬁigh séhool required'by high technology?
What mo@els exist which ére%effeqtive in developing teachers' abil-
ities to develop thinking skﬁ%ls in their studepts? Also, the poten-

tial Cuban sees in the ability of the private sector to raise confi-

dence and the level of public:supportjfor the schools would be stim-

5

- ulated through the identificétion ;and description of successful

coalitions which have lobbied successfully in support of the public
) S

schoolg.

% * * * *

ConclusiSn. The set of papers is instructive for the similarities as

well as t@i diversity representéd. Although they do not include the

views of al% relevant constituencies (e.g., the parent/citizen groups

or Federal policymakers), they do represent the business and education

sectors from number of perspectives. It is hoped that they will

AY

1
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serve as a springboard for discussion among others representing a
broader range of interests.

The authors raise similar concerns about'conflictiﬁg interest and
cross-purposes. They identify organizational and inter-orgaﬁizaéionai

barriersjthey see a range of possible outcomes of private sector

—.

~—

invqlvégéﬁfkiﬁ”public education.

While each of the authors recognizes Vimportant difgerences
between industry and schools, they tead to think aboug‘£hose differ-
ences in ways Vhichl themselves reveal differences. The corporate
perspective tends to acknowledgé the 'differencgs and . emphasizes
processes for coping .with them. The academic view tends4to emphasize
the différences as barriers. Labor sits some;Lerelin between, with
pgrhags the most pragmatic view of collaboratien.

Whether or not the reader agrees with this analysis or with the

T —
- e,

e

views-expreééed by the authors themselves, it is hoped that he will

want to examine his. own perspective on collaboration and share his

views in an instructive interchange. °
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BARRIERS TO PRIVATE SECTOR/PUBLIC SCHOOL COLLABORATION:

A CONCEPTUAL FRAMEWORK

Introduction

Events of the early 1980s have emphasized the étrategic
importance of education in America's economic development and have
placed education high on the nation's agenda. At least three dramatic
changesvin the American economy point toward greater dependence of
business and industry on the quality of the public schools.

First, global competition will increasingly require Americén
industry to work smarter, faster,and more efficiently. In orde; to do
this, employees need to be able to adapt to téchnqlogical change in

 the workplacé.

"Second, a shift in our economic base from smokestack industry to
information-based, high~technology  industry has created an increasing
demand for better educated workers with knowledge and skills in
mathématics, science, and technology.

And third, in order to maintain our leadership position in these

new—indust;ial-éreas—we_a;e—dependentmupon-highly~skilléd~individualS-~_;
to keep us on the '"cutting edge" of new technologies through research

and development.

FEE
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Increasing attention is being directed ‘toward understanding the
relationship between education and econcomic growth ana documenting the
costs of educational failure. Business and indﬁstry, recogﬁizing
their dependence on the ‘output of the pubiic schools, are seeking ways
to affect quality in public education. Business/education collabora-
tion represents- one such attempt.

It may be no coincidence that at the same time that business and
industry, in self—interest,.are asking how best {o improve American
public education, there are signs of positive change in the schools

themselves: higher standards are being reintroduced; requirements for

- promotion and graduation are being reconsidered; and student perfor-—

mance levels in some areas are going up. Such signs of encouragement

are evidence to the outside community that efforts toward improvement

}
i

are worthwhile. They offer a seriousness of purpose to the questions

central to this paper: What is the potential for private sector/

public school collaboration? Is it a viable way of improving the

N

quality and relevance of public education? What are the barriers to-
its success?

The objective of this papef is to;increase our understanding of
the‘ﬂotential of such business/education partnerships or collabora-
tiyes'by suggesting three frameworks through whidh they may be consi-
dered. | | |

The first way of-iooking at private sector/pubiic school partner=

ships’ is through the conceptual framework of inter-institutional

collaboration. The most general framework .of the the three, it
provides us with a way of assessing these joint ventures. The second

framework is that of public/private partnerships. More narrowly

20
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focused, ﬁhis framcworg presents a set of questions and raises a group
of 1issues related to balancing private gector interest “and public
sector responsibil;ty in the arena of public education. The third
framework to be applied is that of a systems perspective: the inter-
action of schools, workplace, and community. In.this last view Qe
will concentrate on school/business partnerships as one example of how
schools relate to extegnal orgapizations generally.

These three framewctks provide an increasing degree of specifi-
city. There are obvious overlaﬁs in issues and approaches, but each
framework adds a perspective of its own. They each offer the opportu-
nity for useful insights about business/education partnerships and are
suggested as fruitful areas ror further exarination. Examples of how
the frameworks can be applied to existing collaborations should
illustrate their utility and éncourage further, more infdepth analy-
sis. !

Before applying these three frameworxs, however, a few words are
in order about col;aboration as a strategy-—-its peculiar strengths and
its potential for .achieving the ultimate goal of improving public
éducation.

Forms of Collaboration Corporations are involved nationally in

collaborations or partnerships with public school systems providing
financial support, links to community resources, curriculum develop-
ment, teacher development, advisory and planning assistance, and

budget and management expertise.

These activities have several: purposes: to facilitate school-
to-work transitions; to develop career awarenaesS; to encourage busi-

ness, economics, or free enterprise education; and to strengthen

R1
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general, basic education, as well as curriculum in specific areas of
science, mathematics, and technology.

Involvemeht takes many forms: adopt-a-school'programs, curricu-
lum development projects, teacher in-service prdgramS, participation
in magnet school development. Some have short-term quectives; others
reflect long—term commitments. Some collaboratives: are initiated by
the school systems, .cthers by corpofation or universities. A consid-
- erable number of collaboratives are the result of court ‘mandates
"relatéd to desegregation decisions. Collaboration in Boston, Cleve-
land, Los Angeles, Denver, Dallas, Providence, and Buffalo are the
result of such court orders. |

It is important to recognize at the outset that collaboration
between industry and public schools is just one of several strategies
which may be eﬁployed by the private sector in an effort to affect the
quality of public schools. Other strategies inciud; direct funding
. through corporate donations and political support through lobbying for
public funds and supporting legislation. Additionally, the adoption of
corporate poliéges which enc;urage parent” and  citizen volunteer
activities may provide support for public schools withogt‘requiring
direct institutional involvement.

Collaborati;n here ié defined as relatioﬁships between organiza-
tions, ihvolving sustaiﬁed interaction between members of éach'organi-
zation and including the identification df shared and agreed upon

goals.

;Collaborationé or partnerships have taken many forms. Further
application of the conceptual frameworks identified in this paper

should be helpful in understanding why some forms are viable where

24
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others may not be, and why some forms of,collaboration arise where and
when they do. Additionally, they should assist us in undérst@nding
how tﬁe characteristics of any collaborative mav determine its limita-
tions. )

Partnerships or cocllaboratives are different from other strate-
gies for private sector involvement in their requireﬁent for direct-
interaction between the corporation or business and the schools.
Herein, perhaps, lie their gfeatest strength and also the source of
their greatest problems.

in terms of potential, collaborations can produce two critical
changes which go to the heart of school-to-work transition problems.
The first change is to counter the isolation of schools--an isolation
that is felt by the dindividual classroom teacher and which typifies
the policy-making proceés at all ievels. This isolation is detri-
mental both t6 schools and to the complex systems which’ influence‘
economic growﬁh. While the systems may labor inéfficiently but more
or less'adequately during stable periods, times of crisis emghasize

’

weak linkages. The enormous education demands of an economy in

transition from a manufacturing base to an information/se;vicegfbase

ccast in high' relief the need for education/private sector coljlabo-

ration. Public education needs much closer ties with the economic
community if it is to successfully achieve its goal of human resource

development. Similarly, business, - industry, labor, and commerce

‘cannot address the requirements for. growth and increased productivity

without considering the resources of education and the responsibility

of the education community for policy, planning, and implementation.

. Collaboration, therefore, achieves the dual purpose of moving
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education out of isolation and involving it as a strategic component
in economic planring.

A second and related change which collaboration:may facilitate is
the improvement of communication between schools and the private
sector. there are at least two purposes for improved communication.
The identification of skills and knowledge>required by employers is
one of the most important things to be done in bridging “the gap
between education's outcomes aﬁd industry's needs. The communication
of this information is critical. There are significant problems
associated with.wb“t gets communicated and how this is accomplished.
Collaboration or -zr 1erships may represent the opportunity to estab-
lish effective, ongoing linkages which would ensure this necessary
communication.

Another aspect of improved communication throﬁgh such collabora-
tion is the direct effect it can have on students. Up front, visible
corporate -sector involvement in pubiic schools can link students to
the reality of the workplace and provide the critical connection
between what happens in schools énd whaf will be required on the job.
The importance of these changes cannot be overstated. Reduced isola-
tion and the strategic involvement of education in economic develop-.

”ment, together with the establishment of strong communications links
between schools'énd the private sector can lead to significant changes
jin both education and industry.

i

!

The Framework of Inter-Institutional Collaboration

The Literature A consideratle body of literature already exists on

collaboration between institutions. Some of it has focused on

2%
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relationships between educational inst:it:ut:ions.1 The frameworks for

looking at these inter-organizational relationships offer a valuable,

svstematic way of viewing business/education partnerships. They focus
.

our attention cn the following elements of collaboration:

o Effects of environment and history.

o Organizational factors which serve as support for or
barriers to initiati&g or sustaining collaborative
relationships. For example, the organization's ability to
assess its own needs and resources, its ability to
coordinate with another institution, its attitudes or
inclinations toward such collaboration, its awareness of
opportunitieg for collabbratiqp, the structural factors in
the organizacién for decision-making, implementation, and
evaluation.

0 Inter-organizationél factors—-for example, the processes
involved in collaboration: negotiating, initiating,
compromising, and the dynamics of power and dependence and
the process of exchange.

o Roles played by individuals as linkers or brokers,
ﬁediators, and champions.

Researchers emphasize the importance of one or anmother of these

factors. For example, Whetten's review .of the literature (1981)

2
emphasizes the organizational factors involved. Aiken and Hage

(1968), in contrast, focused on the environment.3 The latter point

to tﬁe influence of periods of crisis,. scarcity, an&»décliﬁiﬁgﬂr;—
sources in the formation of collaborative relationships. The work of

Schmidt and Kochan (1977) describes a more complicated basis for

(EH
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inter-organizational collaboration which is based on hierarchies of
needs and resources available, and emphasizes negotiation and exchange
. . . : . L

in combination with power and dependency roles.

In her work on inter-institutional research arrangement, Levinson
identifies certain predisposing orgariizational factors and environ-
mental factors which have obvious relevance to the relationships we
are discussing: configuration of declining or scarce resources, the

existence of networks of informal linkages; and in organizations:

awareness of resource acquisition opportunities, atcess to alternative

resources, need for additional resources, consensus regarding the

legitimate domain of each organization and the appropriate domain of -

the inter-organizational arrangement, and the presence of an inter-
S .5 : : . . :
organizational champion. Levinson's review of descriptive studies
and case studies of successful inter-organizational arrangements
supports the significance of the 'champion". Timpane's descriptive

study of public school/private sector collaboration similarly points

out CEO commitment as a critical element in successful collaborative

efforts.6 Informal interviews reported by Levine and Doyle also

support this view.7 Si@ilarly, Chin and Associates, in their case
studies of three urban universiﬁy/school collaboratives, identify the
role as significanti

The following sections will consider business/public échpol

partnerships from perspectives identified in the literature on inter-

institutional collaboration.

Environment and History. The circumstance under which collaboratives

are formed may have a ‘great deal to do with their structure and their

potential for success. Timpane noted that many collaboratives came

26
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into being when some major event, involving the schools, threatened
the stability of the community.9 The business community responds
often by Cakiné action to maintain stability. Desegregation is the
most frequently4Ciﬁedtévent of this kind. While the threat to sta-

bility may serve as a.stimulus to collaborative efforts, the process

. for determining involvement can affect the way in which each institu-

tion perceives its own role and the purposes for collaboration: - For
‘example, Chin and Associates indicate tﬁat ﬁourt—ordered collaboration
in Boston had the effect of rendering the school participants power-
less in their own perception. This self-perception of power is

thought to be a key faqtdr in the potential of such inter-organiza- -

tional érrangements.lo -
From an historical perspective, school/business relationships

have ebbed and flowed over the past seﬁenty—five years, driven largely

Hy industry's needs for trained, skilled workers. The development of

vocational programs and the career education movement are two major
outcémes of business/school interaction in this century. Each was
attended by major debates over appropriate goals for education and
concern ébout the motivating sglf-iqper?st qﬁuthe‘businéss community.
The'presént environmént for businésé/séﬁool partnerships must be
distinguished from the past in several important ways. First, concern
on thé part of the business community about the reigvance and quality
of school outputs coﬁe§ at a time of record settiny v - +ublic support

for the schools. Second, increasing costs of social services and

demographic changes  have plaéed public schools in & non-competitive

positioﬁ for public funding.: These two factors present obstacles to

the formation of ‘balanced partnerships in the sense that they put the

. 27
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schools at a power disadvantage in negotiations. However, they are

/all the more reason for the creation of partnerships which can

i

/

fencourage public support and provide leverage for increased funding.

' There is a third factor, however, in the environment which is most

supportive of partnerships. Whereas past efférts to@ard Business
involvement in public schools have been criticized by some as attempts
to vocationalize the curriculum, the cbncerns of industry. today about
school curriculum run. parallel to, if not identical with, the academic
} e
goals of the schools. Structural changes in the econﬁmy and the now
familiar demographic changes we are experiencing are resulting in a
convergence of interests and objectives among educators and busines§
; \
pebple. Baéic skills, science, mathematics, computer literacy, and

higher level thinking skills and problem-solving abilities are the

focus of both sectors' curricular goals. A reduction in the size of

the available workforce makes the development'of/skills and knowledge
in all students an industrial concern.
Although broadly defined, theée environmental factors operate at

the local level where partnerships occur. They are important to any

cqnsideratibn of incentives and barriers to collaboration.

Organizatiopal Factors Schools and school systeﬁs are quite different
organizatioﬁs than businesses or corpotations; Aﬁyone who has worked
in Bothkéettings will testify to differenqes wﬁich,'for th; purposes
of collaboration, are very important. These factors can be grouped
into three cateéories: those which affect the way people work and
work geﬁs doné in the organization; those factors which- detéermine the

organization's ability to collaborate successfully with another

organization, and those which characterize or determine the

28
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organization's philosophyv or perception of education, which is, after

all, what the collaboration is all about.
The most basic difference between schools and businesses is their
verv different view of education. Corporations view education as a

means toward an end. For schools, education is a goal unto itself.

' Corporations will provide, support,and encourage education and train-

ing insofar as it serves the basic goal of the business: to maximize

. profits and serve the shareholders. Additionally, once corporations

have determined involvement in education is' necessary for their
purposes, corporate goals and philosophy will determine educational
practices and policies. Corporate educatiqnal programs are likely to
reflect business' concern for output or products. This is i;'contrast/
ah&'can be in c;nflict with the traditional stress placed onAprbcéss
by educators.

Schools and business differ in the Qay in which people work and
the wav work gets done. These differences can also‘affect the success
of collaboration. For example, the literature of educational organi-
zation identifies the "loésely coupled"” nature of schdoi systems .
This refersnmainly to- the lack decooraination among work groups in
the organization. This structure has been contrasted with that found

typically in business organizations. Corporations often are coordi-

- nated tightly around technical production. systems with perforﬁance\

control based upon operational standards of productivity. Public'
schools typic;lly lack such bases of coordination and coﬁtro;.

Teachers génerally work as individuals in isolation. .Thére are few
rewards for being a '"team piayer“ in a school. Empioyee exchanges

between schools and industry must be sensitive to such differences.

25



Coliaborative efforts involving school pérsonnel and corp;rate employ-
ees must be aware of diffefing expectations. |

The ability of an organization to assess its own needs and
resources will determine in an important way how it percéives its role
in a partnership. The ihportancé, utility, and practicality of the
goals it defermines will be affected by this ability.

The Honeywell Corporation/Miﬁneapolié Public School experience
serves as an instructive e#ample of cq}laboration developed with these
factors.in mind. It represents a project mutually arri&ed at through
independent organizational decisionfmaking procésses. The decision to
collaborate oﬁ the plaqning; development,and implementationrof Summa
Tech, a sciénce and technology magnet high school, was the result of
strategic_ planning inb bogh ‘the schools and the corporétion.
Viewed as a developmental proceés,.the partnership involves a'full
range of resources provided by both sectors--financial: staff, ma;eré
ial, and facilities. This ability of»the Minneapolis Public Schools
to a§§éss its own resources and needs (developed tprough a strategic
planniﬁg prbjeét corpofaﬁely funded) is an organizational factor cited
in the’\iiperature as a feéuire@ent for ’succeséfﬁl collaboration.
Similarly, Ehe Washington, D.C; Public Schools' plan for business/gdu—
cation collaboration provides an assessment of school system resources

which the schools bring to the developing partnérship.14

An organization's ability’ to coordinate with another institution
(an additional factor for success) is affected by the decision-making
process used in the organization. The time-lag caused by the bureau-

cratic process in school systems, in contrast to the quick turnaround

.~
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in some corporations, itself constitutes an organizational barrier

¢

encountered in collaboratives.

- “Enough anecdotal evidence exists to suggest structural differ-

ences are important factors in collaborative efforts. Secondary

-

analysis of the literature on school and corporate culture and

structure would identify the areas of potential strain and suggest

'strategies which would take such differences into consideration.

j

Inter-organizational ' Factors. The processes of communication,

negotiation, initiation, compromise, exchange, and feedback are all a

part of the collaborative relationship. How successful a school

~

system or a-corporation is in carrying out ;hese processes is in partn‘
a function of its own characteristics. However, these processes may
be greatly facilitated by. inter-organizational structures. In some

situations, such linking structures have been. developed specifically

for this purpose. For example, the Honeywell/Minneapolis Public

School Summa Tech Project created its own organization of joint

comnmittees and created é jointly funded position of broker or facili—ib

" -tator for the project.

The Atlanta Paf&nership of Business and Education, Inc. is a

non-profit corporation iﬁcluding well over one hundred businesses and

higher education institutions. ‘The par;nership was orgaﬁized' to
facilitate joint pfograﬁs in the Atlanta school system. The three
la%gest programs aré Adopt—A-échool, Magnet Schools, and Job Place-
ment.

Alternatively,  collaboratives have utilized already eiisting:’

linking structures or organizations with the potential of serving as’

linking structures. The Allegheny Conference'on Community Development

31 .
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in Pittsburgh was established in 1944 to serve the cofporate leader-
ship of Pittsburgh in. carrving out its civic agenda. It had a long
history Qf brokering relaeiOnships betwveen the private and pubLic
sector'befone,it became actively involved in corporate sector/publie'
school collaboration. With a history of success in regional economic
development, the Allegheny Conference had ‘the confidence of the
.community as well as the established networks or linkages for communi-
cation. The straiegy for collaboration they have used is to focus on
special programs and policy development assistance aimed at improving
school quaiity.15 Activities of the Allegheny anference range from
involvement in the creatipn of a-magnet school program and implementa-
tion of a school desegregationunprogram to the administration of a
mini-grant program which nrovides direct grants to“elassroomﬁteachers
for dinnovative nrojects. . The Conference links xﬁhe Aschool' system,
.education ofganization, and citizens'.gfoups with the business commu- .
‘nity of Pittsburgh.’

The Boston Compaet,'a major-initiativeAundertaken by;the public’
’schoéls, nninersities; business community; and'eity goveénmene, was
develeped‘invpart through the e?forts of the existing Priveee_Indus;ry
Council and the Tri-Lateral Council. These networks played Qn impor-
tant role-in the development of the'plen and should be critical 'to its
successfnl implementation.‘ | |

The goal of the Boston Compact strategy -is for business involne-
ment to improve the quality of Boston's public schools by re-focusing
feSources"wiehin the exiseing system, leadlng'mo a general rise in?the

]

quality of education. The Boston Compace’ﬁsztargeted on building

|

changes into the school system which are not dependent on outs;de\
. D

)
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funding, which is always viewed as "'insecure and peripheral”. It is a
strategv directed at incremental improvement through a systemic change
in the school system: a movement toward more instructional and firan-
. Ly 16

cial authority at the building level. In contrast, the Houston
Independent School District Business/Education Partnerships and the
Washington, D.C. Business/School Partnership focus on developing
) , ; ' 17

islands of excellence through targeted program development. They
represent quite different collaborative strategies, and they raise a
" number of question for researchers: How are strategies arrived at?
What influences the choice of strategy? What is the effect of \history

L. ‘
or environment on such choices? What role do existing linking struc-

N

tures\play in the choice? Are linking structures necessary? And

"

finally, what is the role played by individuals in the process?

The Role of Individuals The literature. of inter—organizational

collaboration and anecdotal case studies emphasizes two points about
individuals in the collaborgtive process. First; individuals‘create
partnerships; inétitutions do not; Second, succeésful partnershipg
require an advocate or "champion" who plays a vigoroyé, visible, and
persistent rolé in the processes of}initiating, plaﬁning; and imple-
" menting collaboratives. |
The Committee for Economié DeVélopﬁéﬁt calls such individuals
"eivic entrepreneurs" in the area of public-private parﬁnershipswfor
economic development. Théy-citg as examples James Rouse, the devel-
oper of Harbor Pl;ce.in»Balﬁimore and Quincy Market in Boéﬁon; Ted
| Kolderie, executive director of the Citizens Leégue of Minneapolis-St.

Paul; Sister Falaka Fattah in Philadelphia (instrumental in reducing



" such partnerships.
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juvenile crime in that area); and Mayor Tom Bradley “of Los
18 ’
Angeles.
In privéte sector/public school cellaboration, educators or

business people may play the role of champion. The effectiveness of

such urban school superinténdents as Billy Reagan in Houston, Floretta

McKenzie in Washington, D.C., and- Alonzo Crimm in Atlanta is known

nationally.. In the corporate sector, Fletcher Byrom of Koppers

Company and Frank Cary of IBM are ‘just two who have Been visible

spokesmen for ccllaboration. Detailed case studies should include a
close look at the role of the advocate--What influences him ‘to act?

What conditions support his action, and what conditions impede him?

"The Fra@ework of Public/Private Partnership
A second, and somewhat less general way of viewing éollaboration
between the private-sector and public schools is as an exaaplevof
public/private partnership.
‘Tﬁis framework introduces a more specific set éf issues and

factors which may act as barriers or incentives to the formation of

-
At

Parameters for Partnerships. From the corporate perspective, a set of

.guidelines exists for whdt may be considered ﬂappropriate public

involvement. A recent study on public/private partnerships by the
Committee for Ecoﬁomic Development defined two principies which frame
puBlic/private interaction. First, it is not iﬁvthe self-interest of
cofporations to engagexin activities which are counter to the public

interest, as defined through a political process. Second, whatever

corporations do in the way of public/private partnership needs to be

34
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defensible to the stockholders, emplovees, and :customers of the
corporation or business.

These guidelines set the parameters for public/private partner—’
ships but do not themselves constitute either barriers or incentives.

Public/private partnerships in education raise issues specific to
our philosophy and beliefs regarding the puréoses of public‘education.
_How private sector involvement affects education décision—making as a
‘political process should be included in any research designed to fully
understand the implications of partﬁerships with;the private sector.

For the past one hundred years the.provision of universal public
education has been nighly regarded as a societai value in this coun-
try, founded on the belief that an educated citirzaznry contributes in
an important way to the public good. Responsitility for the enter=
prise was and is largely in the public sector. Indeed, conflicts over
control and policy, especially in recent decaﬂes, have cccurred within

\,

the pubiic sector among the leveis of governméht-—foderal, state, and
local. ‘ '

However, more recently several important chénges.have taken place
which have broadened the ZIocus of education td include relationships
between sectors—-bublic and pyivate-—principally‘at the local level.

Bésiéally threé such changes can be identified. . First is the
grqwing need fer a redefini}ion of education, expanded beyond our
notion of traditional schggling aééomplished in the traditional time
frame, to include the activities and impact of home, workplace,
.church, and cémmunity occurfing over a life timg. This expanded

definition carries with it implications for shared institutional

responsibilities and for changes in public-policy.

\
v
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Second, structural changes in the economy have highlighted the

relationship between education and economic:growth and have resulted

-in an increasing awareness of “education as an ‘investment in human

resource development. This conceptualization emphasizes industry's
intérest in educatién and carries with it an array of possibilities
for policies and practices, public/private partnerships being just one
example.

Third, although.a changing economy and a technological revolution
are- making substantial substantive demands 'on.vthe kpublic schools,
which requiréﬂexpertisé and increased fin;ncing, they do so at a time

when changing demographics and low public support result in continuous

challenges to public school.

These changes and needs for a basis for our consideration of
private sector involvement in the public schools.

Environment for Public/Private Partnerships The above conditions or

changes may serve as incentives to the formation of partnerships.
Although limited financial resources and limited institutional capa-~

bilities - may indeed encourage partnerships, they-do not necessarily

create an optimal environment for them. Partnerships require a

balanced perception of resources and needs. Public/private partner-
shipé in education are not meant to fill the gap creahéd by cutbacks
in federal or state budgets. Nor are they expectedk to solve the
problems of America's publih school systems. Rather, they are crea-
tive responses to meet needs whiéh require coordinated action in fhe
public and privaté sectors. Joint ventures can e;tablishklinkages at

the local level betwegnA educators and the private sector. These

linkages will facilitate the kind of communication which is neceséary

-390
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if schools are to provide quality education relevant to the economic
needs of the nation.

Corporate Perspective When looking at public/private partnerships

from the -corporate perspective, a series .0of questions should be
raised:
o Why should corporatlons be involved in publlc interest

concerns, and specifically why should they be involved in
public education, particularly?
-
o What does involvement in a partnership require in terms
of corporate capabilities?

o What are the different ways corporations can be involved
in the public interest?

o What, if anything, is required at other than the local
level to facilitate private sector involvement?

Considerable attention has been directed toward developing answers to
the first question. kIndustry has become increasingly more aware of
its dependence on the economic and social health of the communities in
which they do business. Corporate social reSpon51b111cy ‘has been the
subject of debate among. the nation's business and c1vic leaders and
20 .
has been the focus of a number of reports and studies. Some view

the long-term viability of the business sector as directly linked to

corporate responsibility to society. An importént element in the

vealth of the community is the quality of the public schools. The
link between quality education and corporate Self-interest hasAalso
been written about recently in some detail. The_Cecter for Public
Resources survey on corporate requlrements in basic skills prov1des
specific informatioﬁ on an area in which the outcomes of schools are
directly lihked to the efficiencybof indust:ry.21 |

IWith regard to the corporacion'e capacity to carry out a partner-

ship with the schools, several points  can be made. Successful
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involvement requires the integration of commitment with the management
and decision-making structure of the corporation. Corporate/school
partnerships fequi;e corporations and schools to adequately assess
their needs and the resources they can bring into the relationship. A
partnership must have the sﬁpport of the top corpo;ate leadership and
musf be viewed as an activity tied to the bot;om line. As such, it
requires the establishment of standards and evaluation criteria for
the purposes of accountability.

The third question’raised from the corporate perspective concerns

-how - corporations can become involved in the public interest. The

focus of this paper is on collaboration or joint ventures. They;
q

2y
\

represent just one strategy. Corporate sector initiativeé, unilater-
ally undertaken, afe another form of involvement in the public inter-
est. A good example of this typé of"corporate initiative is the
creation of private foundations in supporﬁ of public schools. In
California, private, non-profit, tax exempt féhndation have prolifer-
ated throughout the state. Large corporate donors to public school
foundations include The Bank of America, Corning Glass, and Levi
Strauss. The Allegheny Conference, a business group in Pittsburgh,
has prdvided a model for business-funded foundations for public '
schools which ’is béing repiicated all oﬁer - the géﬁntry with the
assistance of a Ford Foundation grant. While joinéLéentures between
L - =3

~k'sc:hools and industry provide much needed communicationﬁbetween sectors

and sometimes offer the opportunity for resource exchange and develop-

ment not possible in- any other way, corporate foundatlons have the

advantage of side-stepping some of the barriers identified in inter-

T A : \

\
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institutional collaboratién. Additional study of the potential and
the problems related to such Eoundations should be carried out.

The finalvarea in this corporate perspective is the question of
government support for public/private partnerships. Generally,
government can facilitate such'relationships by removing identifie&
barriers and -providing incentives and supportive programs to such
partnerships. There is currently a plethora of bills on the Congres-~
sional agenda addressing the crisis in science and mathematics educa-
tion. Among the measures being championed are incentives to private
industry for the donation of éépital equipment to schools, the hiring
of teachers for summer emploxment, and the allocation of'employees as
resources to schools for teaching and curricuium development. Dona-
tion of funds to public schools already carries with it a tax benefit.
Although not any one measure will solve the problem, implementation Of-
such incéntives can assist in its solution and create a supportive

environment to public/private cooperation.

Public School Perspective The condition of education in the publié~
sector has been described and discussed at length in the média and in
professional and puBlic forums. However, it is nét a universally
accepted motion that public education stands to gain from carefully
crafted partnershibs with the private sector. One must be continu-
ously aware of the arguments typically levied against such involve-
ment, for these concerns are Centrallgp safeguarding the purposes of

public schooling. The two greatest concerns, however, have been
somewhat ameliorated by the current environment. °~ The much-feared

vocationalizing of the curriculum, perhaps a real concern in the past,

has less relevance today as the needs of industry and the academic



O

ERIC

Aruitoxt provided by Eic:

~o
[0S ]

goals of schools continue to merge. Similarly, the demographic view
of the future workforce, heavily minorities and women, places indus-
try's interest in a well-educated empiovee squarely in line with
public education's commitment to equality of opportunity.

‘And finally, a provocative thought on the appropriateness of
public/private partnerships in-education. Convent;onal wisdom holds

that when the private sector fails to provide goods and services that

society values, government may intervene. Would not the converse of

‘that be that when government fails to provide goods and services

valued by society, the private sector may appropriately intervene?

N

Relationships Between External Organizations and Schools

'The third and final framework for understanding privaﬁé sec—
tor/puBlic school collaboration is based upon what we know about
relatiénshibs between schools agd organizations external to them.

This framework employs a systems approach. The limitations‘of
this paper permit only the suggestion of some issues such a framework
would raise. The perspectiVe is one which is worth‘exploring; how-~
ever, because 1it- cmphasizes the interrelationship between schools,
community, and the pgivate sector. When changgs occur in one sphere,

they have impact on the others and create the opportunity , and some

would say, the need for interaction.

Business and industry, community-based organizations, churches,

parent and citizen groups are organizations external to the schools

‘but within the schools' field of influence. They each have central

purposes and goals quite apart from schools, but their ability to
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function may be affected by schools. Additionally, they may become
practical allies of schools from time to time.
‘Cri;ical events in schools seem to draw external organizations

into relationships with them. Desegregation, financial crises, the

establishment of minimum standards, or the pursuit of excellence seem

to héye'this effect.

Perhaps the greatest value of this perspective is that it empha—
sizes the interrelationship of schools with other sectors of society.
The tendency to think'bf education as an isolated and separate enter-
prise>and therefore to try to solve its problems independently, has
been too often characteristic of educatidn policy-makers. The iso-

lation of schools handicaps them as workplaces for teachers and

?

administrators and as institutions of learning for students.

In examining relatioﬁships, between schools and these external

organizations, certain factors emerge as barriers to successful

collaboration.

To begin with, external organizations may experience the profes-

‘sionalism of educators as defensiveness, which presents a formidable

barrier to joint ventures. Such defensiveness springs from two very

real sources. First, certain turf issues get ip the‘way,of external

EXS

organizations working with schools.” Cortrol of such issues as creden-

1

tialing, curriculum, and methodology fall into ;his category. Secénd,
the episodic nature of such involvements--the ﬁhere todéy, _gone
tomorrpw"tVphenomenoﬁ:‘;ffects the nature of .relafionships and the
expectations which school pébple hold for  them. Educaﬁors do. not-

expect long-term sustained involvement from an external organization

because that is what they have experienced in the past. "As‘a:result,

4]
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they may limit their own efforts and participationrin a collaborative.
Any real change in schools requi;es a supportive posture from bcth
institutions sustained over time. Time is a necessary factor for
success. Schools may be leery of collabsratives which may easily be
dropped from a corporation's agenda. Another requirement for éﬁccess
, is that the érocess of collaboration allow fof-a feeling of ownership
"by all participaqps. The bureaucratié nature qf‘public schools and
some large corporations creates environmgnts which do not encourage

ownership. This, too, can be an‘bbsgacle to the collaborative pro-

cess. .

Additionally, relationships between external organizations and

schools must be organized around a specific, mutually defined and

accepted purpose. General goals are more likely to bog down in the
implementation process. They only serve to heighten organizational

differences in structure, style, and perspective. Specific goals must

~

be framed within thé\gontext of the assessed resources and needs of
o . . - ) o

the'institutioﬂs involvé&. The purposes thus défined will in turn
determine the nature or kind of involvement.
Perhaps more than the others, this framewdrk permits us to
identify the limitations of business/education»collabo;ation.‘ It does
@

so because it deals most specifically with the nature of schools as an

interacting system. It is the most pragmatic of the three.

Conclusion
The purpose of this papér was to suggest conceptual frameworks
which can be helpful in addressing the quéstionxof wheﬁher public/pri-

vate collaboration offers a viable approach to improving the qualify
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Aruitoxt provided by Eic:

of public édﬁcation; First, collaboration was defined and identified
as one of several possible strategies the private sector might employ
in its involvement with public schools. Certain characteristics of
céliaboration make it pofentially a very effective form of involve-
ment--i:e., reducing the isolation of schooig\and establishing struc-
tural links for communication between séctorsf

Three conceptual frameworks were then suggested which ‘provide
useful‘Ways’to'think about private sector/public school collaboration:
the frameworks of inter-institutional collaboration, public/private
partnership, and a systems - approach. Each of the frameworks was

described, and it was suggested that each of them offers a method for

identifying ia particular cross-section of barriers and incentives to
R

business/school collaboration. ~“Examples of “how one might look at a
partnership program from each perspective were given.
The éonceptual'frameworks suggested here offer three different

perspectives for examining private sector/public school collaboration.

The insights to be gained from’é§§i§iﬁg thesévfraQeﬁgfké would be very
useful. waever, a wérd of caution concerning thelr use is ﬁecessary.
Business/education partnerships ére pragmatic ventureé; While conceb—
tual analysis may inform the-process and bring important issues to the
surface, it should no£'be confused with the prégess itseif. Analysis
itself should serve th&t process in ways appropriate and useful to the
participants and their goals.

In going about the business of creating partnerships in educa-
tion, we must bear in mindi that the goal is a mutually benefical

relationshiﬁ. It would be counterproductive to become bogged QOwn in

conceptualizing collaboration.  The frameworks offer assistance,
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y
expecially in policy areas. But partnerships occur in
practice, and for the practitioner conceptualizaticns

. 22
thick to navigate and too thin to plow."

the realm of

mav be. "too
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I. - Assumptions

This paper proCeeds‘pn a number of assumptions
which may not be valid beyond the confines of these
pages but which, nevertheless, determine its contents

and define its perspeétive.

Assumption Qne: The National Institute of
Education's effort to develop a research agenda
concerning private_involvement in public schoels
is neééssaxy and timely and places the discu#sicn'
of which this paper is a part in the intellectual

" arena rather than the political arena.

Assumptionlfwo: It is true that most review
and debate concerning public-private collaboration
parallels President Reagan's espousal of valuntarism,
private sector initiative, and decentralization of

. governmental presence in the provision of human

services. However, the §Eiéaté§bﬁbi;é issue is a
praduct of ongoing events and circumstances which
_existed‘and‘continue-to exist indepen&ently.__One
L compelling example has been the presence of Japan'é
.high technology effort on'the in?ernat;onal

economic scene.

Assumption Three: While much of what has happened
with respect to private sector-public sector involvement

in education is, undoubtedly, a bandwagon phenomenon,

o
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having become, for'a time, ‘either the thing to do

or, at leaet, the thing to talk about (and, in thxs'
sense, more of a political occurrence), there is e;ough
of a pre~histcry of private sector support of and:
collaboration'ﬁith public schools to suggest that

the current increase of interest aﬁd activity is aé

beneficial fortuity.

Assumption Four: ’Schools, unions, corporationé‘
are all-nourished by a health economy, by opportunltles

for human and lnstltutlonal growth and by belng

perceived as relevant and successful.

i
J

¢

These assumptions about the matkers being exahined

provide the context for the discussion. What fo#loWS

are six sections which f£fill in the details. Praématics
dascribes the raticnale for the private-public invelvement.

Incentives probes the motives and justifications for it.

i -

/Sarrlers and Biases explores some oi the many obstacles

to successful collaboration. Prototvoe and Stereotype

l

compares two examples of oravate sector lnvolvement

in the public schools apolylng criteria for 3roduct1ve
collaboratlon. Questions artaculates matte{g which
need add;tlonal study -and dlSCL.Slon. Finally,

. / .
Directions seeks to summarize some of. whatfmatters in

this discussion and to suggest ways to contlnue both

the effort and the dialogue.




II. fragmatics
The bpsture adopted here is one of high—mihded

pragmatism. Thus, Qitﬁin the normal bounds of
ethical anc humané consideration, the qﬁéstion is
not to whose benefit is_priéate sector/public school
collaboratisn, an essentially meaningless
question from the preseﬁt perspective, but rather what
needs to be accomplished to make the pub;ic—privaﬁe
relationship beneficial to the whole sodiety.
Consider the following:

| 1. A‘special section of the bi-weekly newspaper

of the New York State United Teachers, The New York

Teacher, for,4/3/83 is entitled "Ed;cation and
Business: A Growing Partﬁershipf and features
articles on the need for a Skilled, literate .
work foice, ohrphe :g;ationship;of education and the new
Job Training'Partnérship Act,'d; examples éf education-

industry cooperaticn and an interview with a state

business leader, "What Doeslé;éiness"Waﬁﬁ fiom Séuéatioﬁé"w
The section ié representativé of both the direction
and the perspective of the American Federation of Teachers
(NYsSUT beiné'its Larggst state federation) with
respect to private sector involvement with the public‘
schools. | .

2. The President of the same American Federation of
TeachgrS, Albert Shanker, devotes more than a .dozen

newspaper columns over a two year period to issues

related to business-education common interests, human
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resource AQQelopment,_job training and the like.
3. The New York City Partnership, a.ﬁonsortium
of some two hundred large corporations chaired by
David Rockefeller forms an Education Committee which
includes the NYC Chancellor and AFT President
Shanker as members and proceeds to endorse several
significant public schodl programs includingbthree
which invalve the United Federation of Teachers as
collaboraﬁors. Saome months ﬂgter, the Partnership
installs as its new president, that same Chanqeliorﬂ
of the New York City public schools, Frank Macchiarola.
4. The Governor of New York, in organizing the
State Jovaraihing Coordinating Council' to carry
out the mandates of the Job Trai:iing Partneréhip Act,
includes among the forty-six members of this business-
public.séctor collabqrative'body,both the Préﬂident
‘of the New York State United‘Teacheis and the Executiver
Director of_xhe_ﬂnited_aederaﬁionqu Teachers. e
~5. The New York Alliance for the Public Schools
. which anludes corporate as well as public membership
launches a public J.nformat.mn. campaign, "Go Publ:.clf’
.designed to tell parents the "good news™ about the
public schools and to encourage families to send
their youngsters to public schoolg.’ '
All of these events reflect certain tommon -charac-
teristics. They indicate an ever-widening recognition
of the linkage of‘public schools and private enterprise, of

schools, jobs and business. They reflect a labor
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"posture of high interest and effort in'strengthenkné'
: !
that linkage and they convey a recognition on the part
. . H

of gaverzment and business that such a junction of

i

Cocmzeras oz ozrorer and merits positive response and
T QrT. ‘ |
Cle. ~ir tr ; organization which the author represents

advocates cooperation~and collaboration of the sért
under discussion and has practiced its preachings by
making operational mary political and programmatic
efforts involving_rhe privatelsector and the publlic
schools. Such specific praojects include repres ntation
within committees and organizations which bring
together private corporations, public schools, [labor
unions, and other iastitutions and agencies for the
purposes of jointly addressing issues of policy and
practice concerning edncatlon, training, employment,

economic development and related matters. Such

approaches to thls pr:vate-publlc questlon h7ve
always been emlnently practical, grounded in/common

sense and firm in emphas;s on mutual concerns rather
than historic differences. I7

Assuredly, such cooperation occurs with full awarenese
of the corporate coqcernbfor the balanoe sheet and
sensitive to the widely-held view that business'
interests are not altruistic. There ie/; leavening
recognition that the public sector faoés a balance
sheet, too, public'revenues through ?Qxation comprising
the income and the pr.ovis‘ion of a f/;:‘:'ee public education

£
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for some 925,0b0 New York City youngsters constituting
the cost of doing business. ' Moreover, while it is
easily arquable that unions are more likely to make
sacrifices for the greater good of the public and
more likely to take risks in the service of socially
responsible causes (their very existence is, after ail,
the outgrowth of human needs called forth by an
unresponsive business environmenc), Such'consideration
"does not negaté realis;Jabout the practicai aspects
of functioning as a union including the need for a
steady flow of dues income in ordar to provide -
services, meet ﬁeeds, right wroﬁgs. Eaving twice.
~Aw~igone without dues income because of legal penalties,
UFT fully unéerstands the importance of income to
institutiocnal sd;vival. Unions also seek to develop
marke’:s and offer a produ&t--the market under
development being the unozgaﬁized, and the product
being effective .representacion and all it implies in
—terms.-of-income, security and circumstances of work.
The New York City fiscal crisis in 1975 was a
turniné point in the understan&ing of the closely
coupled nature of relationships between public'ahd
private entiﬁies, business, labor, government. It
‘drove home to us the fragility of economic
institutions and ﬁhe interdependence of the political

or constituent interests which togetherlmaké”up our

city. It took a heavy dose of collaboration and
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sacrifice to keep the city from bankruptcy, and
unions were active pa:ﬁicipants in keeping the

city economy from collapsing entirely. While

labor was, in ﬁhose events, more unselfish than»

the tanks, we were driven by motives far more
pragmatic than‘simple generosity. Such experiences
served to create a logic of common interest which T
" in the present historical moment appears in more
sophisticated guise as ﬁhe marriage of economic

| developmént and humaﬁ capital formatibn.

It embodies the view that cur actual or potential '
prosperity in ‘the economic arena is part of a
continuous whole. ‘The public sector--education,
for example--draws its support from a viable ecconomy
and the flow of tax :avenueé from that econocmy to
which it contributes in turm an educated populace -
capable of contributing to continued growth and

development. The private sector,by the same token,

supports substantial investment in public education.
and training efforts in order for it to reap the
benefit in the producéivity of its skilled employees
and the purchasing power of a prosperous population.
_In'short, one sector nurtures the other in an ongoing

- cycle.



III." Incentives
: There exlsts somethlng of a publlc domaln
g
w1th respect to the enumeratlon of lncentlves for
private sector involvement in public schools. It‘
is almostisuspiciously‘easy to develop reasons to
encourage bus;ness anolvement as well as reasons
for the’ publlc schools to welcomewand respond to
the’ opportunity. This is not because the incentives
are speclous but because they are sou amenable to
the. EXEICLSG of common sense. ' Many ure present
in other-actlv1t1es-of the business community. |
Particularly in urben settings; the perceived
or actual success or failure.of public schools
directly affects the viability and stability of
conmunitieSa BuSinesses dependent on stable communities
have a substantial interest'in strengthening public
schools. ’
Similarly, increasing the likelihood that
graduates of these institutions will be capable
of making a constructlve economic and soClal
. contribution increases the increment to the private.
'sector in seyeral'other ways:.
l. A more economically productlve population
accelerates commerce
2. A better educated and skilled populatlon
neans~e morebcreetive and productive workforce

3. Both of the above ‘mean lower public Gosts




attributable to social failure: ‘crime, unemployment,

;églectég health,-etc, thus reducing the drain on
productive segments through taxation or, conveféely,
permitting tax revenue to be used for human rescurce
and capitai'development.

A literate, skilled p&pulation is capable of
the flexibility and versatilitf necessary to function
successfully in a dynamic technologically vigorous -
environment. Such a citizenry is both less prone to
dependence and obsoclescence as. change occurs and
more likely to factor in on creating change.
Furthermore, as we level up the skills and capacities
of our population, we permit opportunities for these
of seeminglyQLesse: capacity to emerge. Thus,
a population of overall higher attainment not only
increases igvention and production but stimulates
equity. As we enter a period when the depandlfor
workers within both sophisticated and simple settings
outdistances ‘the supply of néw entrants to the workforce,
we cannoé'afford to neglect and/or underserve segments
of the population which have historically gone least
sarved, least eduﬁated and most dispensable. We can
nb longer tolerate the presence of significant numbers
of oclder workers who lanquish berause af a dearth of
retraining dpportunit%es, or the unmet needs. of adults,

in significant numbers, whose lack of literacy

and related deficits render ;hem.poorly employable.

’

‘Similéxly, we must serve the legions of‘disadvantaged

young peocple, primarilyvof minority originé,,

36
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(but also including rural and urban white poor) whose
potehtial.IE\Qere staggering than any dreamt technology,
and the millions of handicapped persons, many of
school age, whose strengthe-and promise far exceed
their ﬁandicapping conditidns and a cehort of;WQmen,
school age and dtherﬁise;&ho still need to be
assisted into mainstream Cppertunities in our society.

A private sector which did not see the human, the
practical, and the urgent incentives in contributing
to the development of those possibilities would be
dimly-sighted, iqdeed}'-These people are consumers
and service deliverers,. creators and participants. It
is they who will support and enable the next generation
of grewth and productivity. And the public schools
are the institutions best situated to provide and
facilitate the skills acquisitio& and/or reinforcement
which are the basis of both employability and stable
citizenship. ‘

The issue of human resource development is now
widely discussed and threatens to become a convenient
political buzz word. Yet, the development of human

potential-hes alwayé been the basis of growth in.oﬁr

soeietx and educatioh hae always made it possihle.
Elsewhere in thlS paper, some reference is made

to reasons whlch explain the greater degree of anolvement

of the private sector with institutions of higher

education-~generally private?éolleges and universities.

Bringing business commitment tofpublic elementary aﬁd

-10-
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high schools is not in essential contradiction to that
well-established practice but is rather an extension
of it to thevlevel whére greater impact and more
comprehensive effect is possible. It is an effort

to gain a headstart on the problem of providing an

‘educated citizenry.

Direcﬁing the attention of the private sector to
the public schogls really zerces in on the most
significant opportunity for having education take
hold. It is aé natural to support K to iz schooling

as it is to affirm the practicality of commencing

‘reqular demtal care well before college.

Two matters remain. First, it might be wise tciw
review the incentives which command'a collaborative response
on the part of the public schools. Second, there is
the question‘of what sort of private sector involvement
would have'lheﬁé¥eatest effect (this question is
posed in tﬁe Questioné section, too, as it
cerfainly‘would benefit from a solid process of policy
analysis).

The public schools have much to gain from private
sector interest, commitment and involvement. To
generate the-kind of public supporf: necess;ary to
assure anadequate flow of tax revenues'tolmake
quality education posSible} schools need a positive
climate, community confidence, and solid relationships

to the private sectbr. A private sector which believes

-11-
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in the importance of a strong public school system is
an important po;iti%al ally. A private sector which
actively supports tﬁese~schools whether by virtue
“of public relatiods efforts or contributions or
jJoint projects heips to radiate out a sénse of puSlic
confidence in the échools'és the cornerstone of the
community's social and economic life. In addition,
private sector programmatic involvementiclearly offers
ar additional source of. expertlse, technlcal assistance,
resources of money and materials and perspectLVe.\
Whether such specific private sector collaboration is
the best'way to go is arguabie,’but it is cleariy"the
most common way business has of relating to schools.
_Experience with business-education advisory coﬁncils,
with coop programs, student (and teacher) lnternshlps,
summer jobs activities, currlculum projects, equlpment
dcnatlon, vocational exploratlon opportunities and
2 host of other efforts have taught one cléar lesson:
the better the tWwo sectors have come to kncw each other
and to recognize each other's needs and skills, the
greater the increment for schqols’and students. The
industry council that supporté the education and placement
of youngsters in New.York's Aviation High School, for
example, p:dVides a modei‘of professional collaboration
for the‘solid purpose of assur_.ig a technically sound
connection between schoocl and work. ' Many high schools
associated with spgciﬁic tradgs have similar private

sector support groups. Such private sector efforts
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are mutuél;y rewarding, for they serve to focus
séhool efforts toward work readiness while §rdviding
business with young graduates who are more readily
assimilated into the trade because of both training
and familiarity with the ethos of the occupation.

Such efforts should not be wviewed as limited
t§ narrow vocatiocnal conteits. Privaﬁe-public efforts
in ﬁhe author's city and elsewhere exist for the |
: hgalth professions, foi law, for science and technology,
for engineering and architecture. In fact, one of |
the most satisfying and successful such efforts which
includes both private and public collaboration and
which involwves the_rencwned structural engineer,
* Mario Salvadori, the United Federation of meachers,“
the New;York City Teacher Centers' Consortium and
Community School District 10 in the Bronx, New York,
is an effort to train teachers in.the use of a
manual and a kit of materials designed to teach
ybungsters from elémentarycschool on up conqepts of
engineering and architectural‘structure and function
to increase their appreciation of the built envi;onment.
Tied to thét project.aﬁa career devélopment pieces
intended to encourage minority youngsters toward
careers in architecture and éngiqeering. A delightful
by-oroduct of this collaborat ™ =~ 4 kit for claséioomz
entitled, "Happy Birthday, Broocklyn B.-idge" which
commemorates the Bfidge's one hundredth anniversary.

-13-



2gth the latter kit, of somewhat modesﬁ Sroportions,
but including detailed plans for building the Sr;dge
of simple materials in class and the. "Why Buildiﬁé%\
Stand Up" kit which weighs in at about forﬁy pbundsﬁ\
and contains materials for literally dozens of
learninq-projects were built by disadvantaged and
haﬁdicapped youngsters in UFT's Youth Employment
Project. While most of the foregoing was-boﬁh’
publicly funded and staffed, gggé of ﬁhe.outcome’
would have been possible absent the devotion and
expertise of that very gifted private sector person
who was the two projects'’ human‘resou:ce; These
éxperienées emphasize the important personal and
human dimension possible in joining together public
sector aﬁd private sector people and goals in a
context emphasizing a commitmeht to.students and
teacher§ and é mutua; respect for what each sector
has to offer. One man, from a small cdmpahy,
(Weidlinger Associates) may have, in fact, generated
more human outcome than a less engaged giant
corporaﬁion. . }

There are real satisfactions in collaborating
on specific projects and at schooi sites with ptivate
sector individuals and organizations. These experiences
create intrinsic incentives: satisféction, a sense of
purpcse and“accomplishment(.a feeling that people
can make a difference, an awareness of and respect for
partnetship and collaboration. Such efforts should

continue and should be encouraged. !

However, valuable as the specific jpnitiatives
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may be, they may not provide the best or most

important use for the energy and resource of

the private sector. Ultimately, the economic and

human investment which the funding of public

schools represents is the key to the abiiity of the

schools to accomplish the'goals both sectors suppért:

a high quality education for personal fulfillment,

constructive citizenship, and a productive career.

Whatever the merits of particular scheﬁes and projects,

and there are many such meriﬁé, their impact is

'necessa:ily limited by the simple reality that

private secﬁor direct investments in schools whether
~ by grant, or goods or on-lcan staff_aie esseﬁtially

corporate contributions. No ane has maintained

that the job.of the schools can thus be fulfilled

or supported. | '

Clearly, the‘brivate"seétor'can be much more
cffective on the“public policy and poliﬁical levei
and can make that ‘comprehensive differexice that
provides the underpinning for individual efforts.
Support of national, staté and local education budgets
which represent a real investment in schooling with
strengthened funding for technology education, for
literacy training, for early childhood and adult
education, for professional levels of compensétion
which will attract talented people into teaching, and

support of funding for training, updaling and

~15-




.

retfaining existing staff into areas of need (An
activity which has always seen more enlightened
applicationﬂin thewgrivate sector) are some of the
wayé that the business community and coﬁSortia of
busineés leaders can connect their recognition of the
need for an educated popglation and workforce--ves,
the human capital connection--which is, ig the final
analysis, the single most compelling incentive
fbr the private sector and the nation. Lacking
cdordination between the soecific efforts of business
and general policy initiatives will create‘¢isincentives
or barriers to the kind of relationships which have
been developirig .

Thus,‘it is appropriate to state that Labor
views the private-public relationship-as one of
shared concérns and mutual interest tied closely
to larger naticnal educational and political issues .

surrounding economic and human resource development.
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Iv.

Barriers and Biases

Any discuséion of ties between business and
public schools inhe#its a baggage of longstanding
objections which are properly described as biases
because they exist irrespective of the facts‘of
particular cases. Examples occur on both sides of
the putative partnership: |

e Puisuit of profit and public benefit are

mﬁtually exclusive |

@ School people do not understand the real

world |

e Business is interested in the public schools

\, for selfish purposes

// ® Schools are interested in business involvement

‘only for the resources they may offer
e Business involvement is anti-humanist’
e Public education is a disaster: the schools

are not educating an employable population.
These few illﬁstrations of sterotypic thinking will

strike many readers as f;miliar chords in the orchestration

of relationships between business and public schools.

The difficulty of overcoming these biases lies in the

fact that they are often true assessments of individual

experiences. o
No one can argue that considerations of profit

never appear inimical td,the éublic weal. One does

not have to seek out extreme or brutél examples. ‘Even

the nature or extent of corporate-giving in areas of
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I' . X
public need is often constrained or compromised by
profit margins or critici#ms of irrelevance.

" The example of Atari is instructive. On thé one
hand, the company sets up a meéhanism whereby it
gives grants of computer equipment for education-
related p&rposes. On the cthef hand, itfremcves a
major part of its manufacturing activities from
- California to éhe Par East, péimanently displacing
1,700 workers in Sunnyvale aﬁd San Jose. Atari is
not unionizea. It is clear that the cumulative
social and economic impact of this cost-cutting
measure far outweighs the ancillary benefits of
it§ rather modest grants program. San Jose, for
examp;e, is a city which has struggled for years
to be educationally progressive and innovative.
Shriﬁking its tax base will weaken its schools.
Idling one thousand workers will weaken its family
structure and its overall eccncnif. f!evertheless,
industry analysts view the move as "a poéitive
demonstration of Atari's efforts to reduce its
overhead ccst....(and)mwiil enable Atari to be

much more cost competitive." (New York Times,

' 2/23/83, DS). |

There is very littie Question that Atari's

" primary purpose in ﬁhis maneuver is to obtain:a
source of cheap labor for what are routine tasks
within a high technology context. It exemplifieé a

situation in which profitability confronts respon-~
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sibility to no one's satisfaction.
A related dilemma is reflected in the controversy
in New York City over the stock transfer tax. The

New York Times devoted its lead editorial to this

téx on 4/23/83. Eere are excerpts:

"Thg case for a stock transfer tax appears strong
at first glance.‘ If city residents are to endure
- higher peisonal taxes_and lcwer service levels, and
gitvaoikers are to aécept layoffs, it seems only
fair that the booming brokerage business also bear
an increased tax burden,

Besides, the city has a long history of taxing
stock tramsfers: if the 75-year-dld\tax had not beén
phased out in 1981, New York wouid have collected
an extra $531 million in 1982.

First glances, however, can Ee deceiving. The
city repealed the stock transfer tax because broker-
age houses started moving across the river to New
Jersey in the 1970's, and othgrs were threatenihg to
follow. Since the beginning of the tax phaseout in
1978, employment in New York's sécu:ities industry
has increased by 40*percent. And subsequent charnges
in technology have made the case against the t?ﬁnsfer
tax even more compelling. .

Now seven regional stock exchanges are linked
by the Intermarket Trading System, an electronic
network that allows a broker to find and make the

best deal_instantaneoﬁsly. If the city reinstated
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the transfer tax, fewer and fewer of those "best
deals"” would be on the New York or American exchﬁnges.
If a computer in Atlanta can execute stock
trades as easily as a computer in New York,.there is
no compelling reason why the paperwork shouldn't also
be done in Atlanta. Indeed, there may'be compelling.
reasons for doing the paperwork where wages and rents
are lower. ’
The hard truth is, New Ygrk needs the securijities
industry more than the securities industry needs
° New York. The city can't afford a tax that pushes ic
' out'of town." j

Thus technological progress provides a private

benefit, and facilitates transactions designed to
produce income. At the same time, local government
is held hostage by thé technology within an industry
and becames unable to exercise its taxing powers for
public benefit. Why has no one proposed a national
stock transfer tax collected at the transaction's origin?
Neverthéless, we must not conclude that
p:ofit-seeking is, in fact, anti-social under any -
circumstancgs. Does it make any sense to suggest
that Tiﬁe, Ihc.; for example, has a stake in
maintaininé a dependenﬁ sub-literate popula&;on?
Oon the contrary, much of their profits are d;iived
from a consumer population which is verbal and\\

literate and responds to cultural/linguistic stimuli.

Time has a stake in literacy and thus in education.
—20-
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Whatever the charges, it is well to -remember

that questions fraught with prejudice must be dealt with in ’
the same way we would deal with any form of

sterotypihg. -Examine the particulars.
' Maintain openmindedness. .Be realistic. Seek to

educate as to facts. Acknowledge just criticism.

'Remain constructive.

There are corporations which view their social

- responsibilities narrowly. They need to be drawn
into the debate oﬁ the benefi;s and defects of
involvement in public school or other human service
matters,  But thefe are also.corporations and small
or large businesses which do have a stroig sensé of
social responsibility (within the company and outside)
and do @odei constructive efforts to work with public
institutions such as schools. Occasionally, one
‘encountefs the knotties£ challenge of allz‘the -
socially responéibla coméang which is well-intentioned

and désirous of beiﬁg‘of.serviée but not sensitive
to the needs or cirqumstances of'ﬁhose with who?‘if z
wishes to work. The resultant effort will run ﬁhé
risk of appearing self-serving ané/or of fai;ing
because of defecﬁs"in design and strategy. ;

The foregoing are general considerations within
the universe of bias which often cﬁaracterizes
particular efforts at private-public partnership.

fhere are a host of other kinds of barriers

which must be overcome to make collaboration possible.
=21~
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, MosE-é£ these gfow out bfAthe cominé together of
disparate organizational structures which imply
unlike frames of reference. .

The following are illustrative of these difficulities:
® While most polls indicate that £hose who have
first-hand knowledge of the public schools
. think more of them than those whose information

dépends on the media, most coréorate leaders
and middle managers have little if any direct
acquaintance with public.schoois, for exahplé,
the head of a prqminent business consortium
| whiéﬁ\had‘been working with the schools
admitted at one point that he‘had not bheen
in a public school since he was a child when
ﬁevexyone in school could read." His frame
of reference was somewhat dated. This éxéerience
is ﬁore the rule than the exception. - Most
likely, if business leaders have any perception
of lower schools at all, it very likely
-‘sééhﬁed4frcm\back.in the fourth grade: they
remembered sciiool through the eyes of sﬁﬁdents--
possiblydpniﬁate school students at that. ° Making
: private sector people familiar with schools is

a clear need.*

* 0f course, the private sector tradition is support of
alma mater; the college memory is at once clearer and .
more romantic. Such loyalty is supported by the culture .
and the network to which many business leaders subscribe.
\- : D
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As a realistic matter, CEO's tend not to

be directly involved in their organization's
relationships Qith public schools or other‘
"social responsibility" actvities. RThus;

the depth of commitment may be lacking. |
Lacking as well may be a mechanism wheréby
the érganization is enabled to obtain an
underétanding of what the schools are like
and how they function.

Because they may have no w;y of understanding
schools as organizations, private Sectdr
people will f£ind it. comfortable to believe _
that their own organiéational madels are
universal. Thus they will assume that schcois
are organized like Businesses, are hierarchically
responsive and will carryﬂodt that which ﬁﬁs

R

been determined at the top.

The 'social organization of school and private

'sector‘differ. In this, the public sector

is wanting, for the corporate environment is

more likely to facilitate joint planning,

xxxxx

isglation ané lconeliness which characterizes the
school profeﬁsional'é life.

Yet on the other hand, it is important to o

S~

remember that school is a human sexrvice organization

which business is not, that schools often emphasize
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praocess in contrast to the private sector
emphaéis on>product,and that evalu#tion
criteria in the private sector are more likely
to be quantitative and measurable. ‘' Many
aspects of schooling,reéist such outcome
standards and, as a result, are viewed by
outsiders as of questionable value. The

4 public, including the business sectoF, can
however understand‘SAT scores, or nationally
normed reading tests and educators are ili-
advised whokrefuse any effart at product
evaluation. ’

-e Not only agreement on criteria.for measﬁrihg
suﬁcess, but_a‘shared sense of what constitutes.
productivity is often missing from the private-
public ‘concordance. Overcoming sucﬁ perception
gaps often requires a greater flexihility.
and understanding than is available. ' Most
could agree, perhaps, Ehat rising test scores
would indicate a kind of productivity, but ..
efforts to reduce those measures to specific
accountability domains are generally unsuccessful.
This is precisely because the control fachtors
‘that operate in, let us say, a mandfacturing

",environmént are usually all known #hile the

causes of, for example, poor performance om a

~24=




comprehensién assesément instrument &re likely
to elude precise definition. There is a very
real gap 5etWeen a world where ostensibly all
causes are known and a world where some causes-
are merely suépected. While this probably
overstates:thé technology and understates the
proféssional judgment, it does serve to.define
the extremes.

e Tg a priQate sector person, a labor-management

/

: ! :
a quality of work life issue more understandable
| , o
than a Eeaching-learning issue. Very often,

model iﬁ more meaningful than a peer model,

it is necessary to convert or adapt a iéarning
‘paradigm to a busihess paradigm=--study circles
are less real than quality circles.

@ While the private sector'is more advanced than
the public sectof in its recognition of the
importance of professional growth and training’
to the haintenance of an effective“worgforce aﬁd
‘customarily provides inuumerahle incentives to
that end: on site~ training, paid tuitiocn, e;é?f”
training and development exist in an outcome
contéxt and the investment in the employee is
related to a payoff: a demonstrable skill,

- more efficient performance and the like. Séhool
training and development is not always comparable

and those accustomed to a rapid transition from
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?training input to product. output may find it
difficult to ﬁhderstand notions of profeséional
growth which cqnéentrate on teacher effects,
such as sense of efficacy as opﬁbsed to

Vpupil effects such as improved test scores.
This again relatss to the product-process
differential.

e Because business is, however, more likeiy to
view traiﬁing as part of work, assumptions
about provisions for training may result in
unexpécted frictions‘or'confrontation when it
is discove:gd thét a schooi system may be
unwilling to pay its people for training or
to release them from work for that purpose--

a praétice that industry may take for granted.
©  As was disccveréd in the televiéion_industry,
businesses tend to shy away from controversy,
to exhibit a conservatism in how things are
uMuunnmdmaism%m&m;dwwu,
schools as soéiai'organizations are a minefield
of potential controversy and conflict. The
possibility of becoming associated with a
sensitive situation ﬁay discourage involvement.

e When businesses doAbusineés, they:  acknowledge and
take.risks,-buﬁ when they collaborate with
schools only the schools are at risk. This
one-sidedness weakens the relationship.’ The

challenge . .o create circumstances of

-26~
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shared risk and- jolnt stakeholdlng.
® The lndustrlal madel is predicated on a
sameness or replicability and a consistency of
performance. The organizational model within
schools resists this systems-centered configuration.
Program models perform similarly. In schc il
settlngs, they resist repllcatlon, uniform
appllcatlon, transfer from place to place
and seem more responsive.to‘ldlo;yncratic and <
unique enVirSnments., The eighteenth century
universe as pezfect clock (Timex, perhaps,'aS"
the clockmaker) is a technological not a
human model.
Befdhd bérriers'of organizational and etiological
difference, are thematic considerations which often
cut deeper into relationships and impede héalthy
interaction. |
T business really concerned with the ostensible
broad, humanistic aims of education or is it seeking
' shortrte;mvadvantage'and quick-fix solutions? 1Is the -
realization of the earlier-mentioned trio o%\education's‘
aims: self-fulfillment, citizenship and career fg;ilitated
or constrained by the private sector presence and ) |
involvement? Similarly, has the p:ivate sector 5 tendency
to drive the curriculum, to skew it in the direction
of world of work outcomes? It is surely t :c +that both
& increase of private sector involvement and an

C
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intensification of employability emphasis have come
together in the public schools of late. However,
concurrence is not equivalent to causality and, in
any case, it is fair to argue. that preparation for
work realities were too lohg neglected in schools.
The most significant of these thematic issues is
related to goals and purposes. It has already been
suggested that the private sector initiative/with

respect to the public schools freauently exhibits

cross-purposes between good works in schools and

//

policies in the polltlcal arena. It is true that some of

-

the same buslness organlzatlons which opposed public
service ehployment,supported tax credits for hiring
disadvantaged workers, which labored valiantlyhto
develop jobs for unemployed teenagers, sought to
reduce what the teenagers minimum wage would be,
and collaborated with unions, while resisting
unionization for their own employees.

All of these questions. merit anhonest airing.
in the hope that common ground can be found for
'mov:i'.ng into new collaborative arrangements and
zliminating contradictions between voluntary initiatives
and formal policies. The same.arguments which
underpin the basic .support which‘°exists for private
sector involvement with public schools may apply -
equally well to resolution of seemingly thorpyl’

differences of policy.
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One final issue, a rather concrete one of the

management of involvement calls for discussion. A

significant obstacle may be that of the absence ef
coordinaticn or a mechanism for involvement.

It is because of this problem. .
that groups such as the NYC Partnership have beceme
involved with ﬁhe schools and have attempted to
provide a coordinating function to channel the
flow of money, resoﬁ:ce{ or expertise. - Similar
consortia of business interests have been put in
placevih other cities'hs well: Chicago, Pittsburgh,
Cincinnati, to name a few and, occasionally, a
corpdrate grouping attempts to exercise a coordinating
influence statewide as is the case with the California
Round Table which has become involved in both the
question of edgcaticnalAreform and the_politics of
funding it.

It was, in part, an absence of mechanism that
led IBM to seek out the Educational Testing Service
in pursuing its Perscnai Computer traieing project
in New York, Florida and California (see Section
V for further discussion).

‘ It is also the coordination vacuum which has
made Adopt=-a=School or Join-a-school approaches
seem attractive, for they provide a manageable or
blte-5lzed way of relatlng businesses and schools.
- Most ways of managing the relatlonshlp have some

limitations, and it is very clear that the micro-
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relationships of businesses and public schools will

ko have a certain irrea-lar or ad hoc
“uaardacier absent a highly structured
system for bringing the partners together in a way ohatf
is goal consonant, resource efficient, and mutually
rewarding.

Corporations, part#culariy those of substantial
proportions, have strong identities and personalities
and are less likely to be self-effacing in their
undertakings. Like foundations, they often require
that what they do be highly visible and influential,
for such activities are more justifiable to stockholders
or trustees and are more likely to redound to ﬁhe
roputation of the institution.

Smaller businesses, both absolutely and relatively,
on Ehe'other hand, may satisfy similar needs and goals
in a mors modest fashion by association with one school
or ane projeot.

There again, the issues and peeds(change with
reference to the place. Coordination or integration
of effort differs in dlmenSLon between New York City .
and Rochester, or between Los Angeles and Armonk.

Towns and cities which are dominated by a single
corporation's influe?ce such as‘Hallmark's in Kansas
City or Eastman Kodak’s in Rcchester or

company towns or industry areas (such as

Silicon Valley) -have not the same kinds of coordination
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problems -as large ci!ies % +h a range of potential
corporate and small business collaborators. They may,
however, have more severe problems in terms of rela-
tiow.ihips, priorities, an. . :laeavance for the more
dependent one party is on'the other, the more likely
that what is doné will appeér’to the objective
cbserver as cont?ol and manipulation for self-serving
purposes. ' Moreover, the larger areas benefit from

the range and'diversity of possible partners.
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Protdtype and Stereotvpe

The conference of which this paper is a part

is entitled "Barriers and Incentives to Private
Sector/Public School’CollabSration." The concep:
of " ‘horation is central to realizing incentives
and avervcou..... Saririers, for, proverly applied,
the collabofative Process can negate many of the
difficulties normally associated with the bringing
‘together of disparate universes of activity. * Moreover,
there are incentives inherent in the process itself
which can enhance ?elationships and stimulate
further efforts. 7

{ The characteristics of the collaborative process‘
ére, therefore, critical to success and can sefve as
criteria by which to measure the design of a privéte-
public support effort and to distinguish prototypical
approaéhes which should be encouraged from sterectypes
of "cooperation," which are more likely to be efforts
to coopt, to manipulate, tQ;condescehd, to do to
rather than with, or to relate reflexively or
myopically.

Collaborationv

o Equity is the baseliﬂé.a All parties are
equals within the process.

® Gbal development, needs assessment, methodolcgy,
design, in fact, the enfire~process is jeintly

established.
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® . Consensus determines decision.

) Self-;nte:est issues belong cut in the open;
nothing is non-negotiable.

® Everyone gives up something, but no ocne is
forced to commit political suicide. Everyone's
needs are important.

¢ Each participant should be credited with the
same commitment level as the beholder.

® Respect everyone's universe and assume
expertise unique ta each perspective and
discipline. Simple good-will is very helpful.

® Share work as equally as passible.

] Equality of participatioi does not impiy that
everyone does everything well. Each partf
can offer péiticular things. Those with money
give morey. ,fhose with other resources maka
them available.

e Everyone's time is worth money. No._one's time
is gggg valuanle.

° Theie are no assumptions about what to.do, hqw
to do it or who should do it. These are decisions
‘that emerge from the process.

@ Give and ye shall get.

e LevelS'of participation should be balanced.

If ﬁhe CE0 of your collaboratox is present,
don't send youf administrative assistant to

represent you.
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e The process is colleéial not hierarchical

© The process is voluntary.

o The process is laborious--but it's worth it.

There may be other tenets which could be introduced
to accompany these several "commandments" describing
what collabeoration is like, and there may be'dtherk
ways of phraging them, too, but the principles
enumerated are, by And large, what coilaboration‘is
allabout. Where they are apﬁlied, good things happen,
much is accomplished, much remains after the process
is. completed. Thg reader is invited to match the
collaborative criteria with his/her own experience
in working with otﬁers.

For the purpose of this paper, two programmatic
initiatives of significance have been selected for
discussion and evaluation inm accord with the foregoing.
Cne, the example of "prétotype,“‘is the Mastery Learnihg
project collaboratively developed by the Economic
Development Council (a private sector business consortium--
now part of the NYC Partnership but existent well
before the Partnership was formed), the United Federation
of Teachers, the NYC Board of Education, and the NYC
Téacher Centers Consortium (a staff development project
supported by Board and Union). The other, which is
here ﬁﬁé'example of "stereotype," is the recently L
inaugurated IBM’pfcject to support the instructional

use of computers in schools, a project exhibiting



almost no;collaborative.characteristics.

fn neither instance havé thé private sector
participants, so far as can be determined, been
motivated'by other than the highest of purpases.

. EDC has worked well with the public schools for
many yeargé IBM has an excellent_reéutatiOn for:
socially responsible corporate behavior. However,
what we are intgreSted in here is not motive or
purpose, but process, for it is the thesis of thism :
presentation that procesé will determine outcome.

A. The EDC collébération consisted of an effort
to introduce a promising instructional strategy
developed by Uﬁiversigy of Chicago researcher, Dr.

ABenjamin.Blocm, éalled Mastery Learning. It evolved
out of Bloom's research in iearning which convinced
him that most. young peoﬁle could leain most of what
“the schools taught if the variables of instructional
time and delivery were élteréﬁ to permit highly
structured presentation, regular feedback and assessment,
and immediate reinforcement or‘corﬁective intervention.
 Bloom's research has had Widespreaé ihfluenée in education

througﬁout the wofld for decades and the book which

dealt.witvaastery Learning; Human Charaéterisﬁigs

and School Learning has, in the past dozen years,
.influenced instruction in thousands of classrooms.
Al Shanker was among the first to call attention

to Mastery Léaining in the early 70's. A member of -
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 dFT's“staff, later to be the Di:ector of the Teacher
Ceqterg‘Project.had beéome'fémiliaf‘with Bloomﬂs

work at about the Same‘time-t@at the Vice-Chaifmah

.0f EDC also became conv%gced of the value of the
instructional strategy and, particulérly, its
importance in creating an egal;tarianism forvthe
learﬁing experience. In essence, Bloom's work
demolishes dnce ;pd for all the stereotypes Canerningh
the ability o; disadvaﬁtaged youngsters to leazn.

Out of these preliminaries gEégwgm;;ilaboiative
@hich initiated planning meetings in 1977 and has .
continued to support Mastery Learning training to
the present.» 'T@e parties to the process have
shared in every detail of program dévelopment and
implementation of a project which has, to date,
trained hundreds of New York City high school teachers,
introduced Mastéry to about half the 110 high schools
in,thé_city and impacted on(teﬁs of thousands of
youngstérs ih nuﬁerous subject areas. The pnivate
sector share of this effort was substantial. It
included high-level commitmen# which contihﬁed
throughout, a staff person“fé/former teacher who
moved over to EDC) to assist in suppor£ of the
project, fundraising for supélemen;aryAproﬁect needs,

linkage efforts, public relations, dissemination,

* The author was not part of the initial collaborative
" formation and implementation but has, for several
years now, been a part of the collaborative's work.
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\ and much else. ' Most important was the longevity of

the commitmént. EDC stayed with it £fo

Planning was joint, based on consenkus and,
throughout, the fight of teachers to voluﬁ eer, to
be paid for their work, and to be involved-in
decision-making and implementation considerations was
fully respeéted. No effort was made to push the
staff deve;opment.model too far too fast. Iﬁ moved
from a small pilot of 10 trainees to large scale
summer training of over 200 teachers at a time.

The project represénted a major investment of‘

" 'staff development funds and of ‘organizational commitment
on thekééft of the collaborators. It reqﬁired épormous
numbeé% of hours in planning meetings and in ihformational
‘presgntations\to all levels of school staff as well

as in interacting with teachers and students involved

~

in the project.
‘No cne wisheé to gloss over difficulties in .
making the program work. 5chéol;ﬁésed participantg
often felt that the pfivate sector peoglé acted
paternalistically and tended to be a bit pushy.
Uﬁdoubtgdly, EDC peop%e were probably impatien£ to

move to outcomes and‘%éy'have felt that things

could have mdved fastérg What is important to note

is that the process of wé;king'tqgether collaboratively
made the partieg increasingly aware of each other's

strengths and respéctful of each other's needs.

Best of all, théy found wayé to modify each other's

-37-

T | 8¢ o




;behavior to reduce friction. 'neasufed againét the
enumeraﬁed'principles of colléboration, the project
gets high marks. Every one of the sixteen items
was fulfilled-—-a remarkable accomplishment.

' Most importantly, the fulfillment of those tenets
created a productive outcome that has not been
short-lived or glossy. The proéram continues.
AsSessments oflteacher and pupil outcémgs afe
exciting. zProgrém support and expansiah have
continued to occur and children have been the-
.beneficiaries.w,Themcollaboraﬁiveﬂprocess has"been - -
vindicated. ‘ ‘ - ‘

The.design of the IBM project stands in marked |
contrast to the program just described. It is a
classical example of the monolithig/hiefﬁrchicéi‘
appreoach to public sgctor relationship and reflsacts
little or no understanding of the universe of the
schools. It incofporates a great many of the
misconceptions described in the "Barzier; and Biases"
section. The éroject is only just getting underway--
the subcontractor has been aﬁ work'some three months=-— .
SO ane cannot judge outcomes, but, putting aside
'itsl"flashier"'qualities and the fact that machines
and software are being donated, theie is reason x
to pfédict that the program will no# achieve iong-term
‘effects oh teaching and learning. Befgre elaborating

on this analysis, it may be helpful to read the \

description of the program excerpted from the "AERA
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' Convention Special 1533" of the Educaticnal
. Testing Seivice's weekly, Examiner, p.3, under the
lead'"IBM; ETS ‘to launch landmark computer
education program."”
"Internaéional Business' Machines (IBM) has
awarded a major éontract to ETS to develop and refine
a model to strengthen computer education in the -
nation's schools.
This landmark effort, beginning in New York,
Califormia and Flerida, will introduce the effective
use of person;L,computers.into the high,school-curriculum.
T The’project'will“start“with“the“Select&oqg?f“§4‘”H’”“”
urbap,;suburban and rural high schools that will be
linked with 12 teacher training institutions'yorking
through four networks in each of the three states.
Each network wili consist of an average cf seven
schools, a teacher trainihg institute or agency, a
nearby IBM plant or laboratory and ETS Educat;onal
Technology Group. ’
IBM will contribute l,445»pe:sdnal computers and
" a substantial amcunt of the most current software for
instructional use in the schools and teacher training
- Y
centers. Each high school will select an administracor
and three teachers to participate in a computeru
education tra;ning progrépito be conducted this summgr
by the téachg; trainiﬁg sﬁaff.z

Early this spring, the“ETs Educational Technology
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Group will conduct a two-week series of seminars

and workshops for the teacher training staff, and
they will\in.turn train the local school participants
during the summer. The training will hélp teachers
deliver instruction in many subjects and use ﬁhe
computer as a tool in a wide variety bf lea:ningr
applié;tions.

By éarly fall of 1983,'e$ch participating school
will have received an average of 15 personal computers,
and will have a trained_admini#trator and three
--trained téu¢hers. -And-a team“of“IBM‘systéms’éﬁgineéré“”
located at nearby ;BM.plants and laboratories, ETSers,
and tgacher training people will be standing by to
offer ongoing support to each school and network
throughout the 1983-84 school year."

Consider whatuhas happened. IBM‘deﬁermiﬁéd that
it wanted to do sSomething related to Computer-Assisted
Instruction. It knew pretty much what it had in mind'
from the start-—including the fact that CAI was the ;
subjec£ of the effort=--and proceeded to contract with
ETS for further project design and impleqentatéﬁ.
Geograpﬁical areas were predetermined by other faétors
such as the location of IBM f#cilities. ETS proceeded:
_to cohtact three State Education 5epar£ments. Teacher-
training faéilities, most of which are colleges, were
identified by the State Educatiqn Departments.
only then ﬁéré school systems involved--also 'in

\

\
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‘hierarchical fashion éhg the process of school
selection itself is procééging_similariy. The
practitioner is yét to be ﬁéard from and all decisions
are being made unilaterally utilizing what is commonly
called "input” from those.cdntactgd.“ No portion of
the design and implementation of this project is even ”
remotely deécrib;ble.és collaborative. IBM and ETS
have deci&ed what will be done for the schools and
the schools can, essentially, either take it or leave
it.* \
oo oooo....If one defines charity as é...,b_engf.itA_sg._.a__r__e_q_iai_egt,__ .
‘concerning which the recipient has no say than this
prcgram is charitable. Of the sixteen lisggd
collaborétive criteria, none arewrepresented in this
program.
| IBM has assumed that training in instructional
applications of its PC was, essentiélly, é mechanical
teacher—proof experience. That it should have
couceiéed and'éenerated such an ambitious training
and materiais’donation scheme absent any discussion
with teéche;s, schools, staff development experts
or emplbyee organizations and should have assuméd
that Educatiocnal Testiﬁg Service was the appropriate
linkagz agency--not because of any known capacity

for teacher training or professional development or

v

*T+ should be noted»that/the eighty-four school project,
an eight million dollar commitment includes a significant
number of private and religious schoels.
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any particular knowh credibility among cteachers--but
because ETS is involved with college entrance assessmént
and} therefors, could probably identify institutions
with students of promise (apparently, to its credit,

ETS advised IBM to De less elitist in its project)'is
rather remarkable. That no consideration has been
:given to créating a collaborative framework for planning
-and development, to assuring ﬁhattincentives for

teacher participation exist, or providing or assuring
equitable procedures for selection of participants,

. to _creating a formative and summative-evaluation- - -
design to determine what worksAapd what doesn't, |
to considerations of curriculum, and a host of)other
matters essential to the successful implementation of
school-based projects creates skep%icism‘as to the
goals of the~program;

Similarly the use of the top down model for
implementation, while probably cuite appropriate to
Iﬁm;“i;winapprépriate fo schcols. |

On the other hand, it would apéear that the school
systems.and the training institutions may have:earned
the right to be treated as "recipieﬂﬁs"'by'their own
passivity. Why, in the absence of a joint role in
the design and planning of the progfam do both the
schools and the training institutions accept IBM's
(and ETS's) impositon of a model for the program?

Yet this is what appears to have been the case;

It is simply the power and prestige of the orgdnizations
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or is it alsé a failure to think through the
implications of the offer? There are over 110,000
schools and scme 3 million teachers in the United
States. This program invests eight millions in
serving'250-4oq.teachers and principals in 84

schools to _some extent. To replicate the project

Qithin the 16,000 school districts of the nation
using this model would cost tens_of'billions of
dollars. Therefore, even by mechanictal criteria,
the project does not'appear to be significant.

... .The. autlior has been in discussion-with-both- - -
I8M and ETS concerning the program, its design and
its implications (ETS had placed a call to UFT in
thelcourse of its process). IBM dces not appear
to be closed-minded or resistant to suggestion
(other fepresentativeé of IBM have relationships
with NYC's schools which are mofe collaborative) ;
it is clear that much of the awkwardness of the
situation stems frbm IBM not knowing hdw to gain
entry into schools:. However, as sfated in Section
If, alwell-intenticned corporate effort which
proceeds without sensitivity to relationships with
those who should be partners to the process runs
the risk of appearing self—seiviné. Time will;tell.

- Meanwhile, what is important to note is the |
contrast between the approaches represented by the .

two program examples given. It is the author's
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judgment that the collaborative model is best for

private sector-public school relationships.
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Questions:

There is no prospect of decline in the generation
of questions for study in connection.with pfivate
sector iﬁvolvement in public education. Some of
these have been reeonnoitred_in the preceding
sections of this paper; many others have been raised
elsewhere. It is important, within the framework
set, to review same of the salient questions pertinent
to the subject which require further knowledge and v
policy development.

On the broadest level are cuestions related to .

policy:

@ What are effective roles for the private
sector with respect to the public schools?'

e How can corporate policies with respect to
governmental matters such as taxation and
spending priorities and general matters such
as employment aﬁd training policies, economic
development initiatives, and education
policies be synchronized with corporate
practice in specific séhool—related'situations?
Can the contradiction§ be removed or resolved?

© What enabling role can the Federal gavernment
play in facilitating privaté sector effor;s
to support public schools?"Are there currently
Federal policies which unde;miﬁe private sector
support efforts? |

' On another level,'are questions related to impact

and effects:

-45-



Have private sector technical assistance

efforts to improve school system management

yielded long-term savings or better application

of resources? Where there have been savings.
has there been an attendant social cost?
Has private sector support af particular

educational activities generated pupil

outcomes or other increments not otherwise

possible?

Has programmatic institutionalization, where

_appropriate, been facilitated by private

sector involvement?

Are demenstration school~based programs

generated or supported by the prlvate sector

cost-eﬁfective, replicable, capable of
institutionalization? What becomes of them?
Has experience thusfar in working with

schools affected private sector leaders'

sense of thelr role’ or mission? How do they
now view that mlSSlon? Is there now sufficient

history to distinguish commitment from the

emphemerality of bindwagon phenomena?

Do summer internship programs in industry for
teachers increase lonQEVitY in the profession,
experti;e ‘and knowledge? Is it carried back

to affect teaching and learning?

Finally, there are practical data-gathering,
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sur;ey and information analysis needs:

o New studieé are appropriate in the area of

. y
resource allocation: money directed by
businesses into public schools, into private
pre-collegiate schools, and into public
and private aigher Educaiﬁon. Have urban
schools, for example, experiencad increasga
benefit? Have other "social responsibility"”
beneficiaries experienced a comparable deciine
in support?

e What are the tax implications of private

sector involvement? Are we all underwriting

the effor:? I35 it to a greater or lesser degree than before%*
o Are contributions by individuals in business,
in a corporate context or in anihdiviﬁua;
entrepreneurship computable in determining private
sector effort?
o What are the kinds of “investment"” bheing made
in addition to direct ‘funding: - materials,
‘equipment, staff, facilities? What is the value?
This is not an axhaustive set of questions: it is
a representative one. Som=2 of the gquestions have_been
answered in part by work already done and somé'of the
answefé are still relevant. However, so much has
happened so fast that it is clear that new infoimation
is critically needed if the private sector effort

is to be properly comprehendéd and appropriately encouraged.
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VII.

Directions

The title of this section implies further movement
and that is proper and desirable as inference.
On the whole, the range of activity across the
land linking private sector organizations and
consortia to public schools andAto national and
local collaborations for policy change, for support
of public schools and for specific programs is

healthy, exciting and stimulating even though it

is at times a bit diffuse or anarchic or even

~contradictory.--Going public-has-already shown -~ - —

itself to be a course of action worth maintaining.

The logic of common interest discussed earlier
and the shared concerns of business,‘labor, public
schools linked Eo matters national in sc¢pe and
need provide the connection. Strengthening that
nurturing.c&cle between education and economic
development benefits the whole society insu;ing
that we will survive politically and economically
and will not be sucked into the vortex of austerity
and ignorance.

Investing in public schools, the earlier the
better, is as sound an investment as any planting
that seeds a forest, as»any planniqg wﬁich senses .
a futﬁre. chmiting ourselves tdjequity in meeting
our people's needs is not charity but wisdom.
Tomorrow's full—fiedged citizens and workers will

be more diverse both by right and necessity.
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Thac resource will assure us

marvelous new markets here at home. We have within .

our nation a THird,World of illiteracy, disadvantage

‘and handicap which provided the véans to grow'and flex,

to learn and to produce will give as good as.it gets.
Whatever the level or locus of relationship, it

is recommended that the collaborative modei described

here be the modality, for it will not only enhance

the fineness:.and relevance of the effort and gensrate

incentives beyone the merely practical, but it will

by its nature and strategy serve to remove most of

" the barriers o -the private-public relationship and
to overcome the biases which undermine healty give and take.
District and school-based
collaborative efforts have 2 pawerful human dimensiqn,b
a vitality and a freshness. Corporate contributions
at tthe levels are fine as &re program demonstrations
and experiments, as are site~based special projects,
‘as are councils and commitments to provide technical
e#pertise and to enhance school to work linkages.
All of these should be encouraged, for they create
a deeper texture and greater diversity within the
public school context.
Yet the most.;mportant contribution the‘pzivate
sector can hake is in its overall suppér# for the aims _
and standards of quality education--humanistic an&
technical--and for the provision of the resources

necessary to serve and educate. T
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' This can best be achievéd by private and public
inﬁerest joining together on the national level to
affect pol;cy, funding,. economic development and
education.  Such effﬁrts support all the specific
.good works under#ﬁy and assure the national #
commitment to quality puhlic educatio?, jobs, and
human resources as well as programs../Such
coordination of naﬁional purpose wil& eliminate
the seeming,contradictiéns which presently
hamper the private-public collaboration and Qill

i opeﬁ areas of partnership even beyond present

\
‘prognostications.
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CORPORATE INVOLVEMENT IN PUBLIC SCHOOLS: APPRACTITIONER"ACA;DEHIC'S
PERSPECTIVE

The current romance among educators over corporate: invoivemen: An pubh'._c
Qchool.s was missing whea I served :is"superin:enden:. I might have enjoyed it.

'My esparience in Arlington, Vn'gm:.a between 1974 and 1981 offers one
superintindent’s contacts with the busmess communﬁy that was as much shaped
by ché local political culture, previous relatioaships, ﬁhe high level of
public conﬁdenc; in the local schools, and the economic situation .as by
whatever I did. I will use a descripton of my experience in A‘rling:on not as
a sm;rroga:e for all school chiefs’' experiences but as a launching pad for a
brief historical analysis of corporate involvement in. public schools and the
unresolved issues that persist in the current passion for increasing, in the
buzz phrase of the day, pn'.v;:e sector participation in public schools.
Finally, I will examine the critical role the business communi ty plays in
generating counfidence in schools and the importance of educators striking a
balance between external and internal interescts.

That corporations, small businesses, and individuals wvere hezivily involved
in Arlington was evident by :hve ead of my firac ye‘x_u: as superintendent. I
suspect that the extent of that participation differed -little &'oﬁ: other
districts and merely mirrored arrangements made years earlier. Direct
involvement with the business community was both at the company and individual
level. ;!any obéervets of schools often v;'JverloolC the commonplace and forger to
note that school boards conduct business in the community as both emplbyer and

purchaser of goods and services.
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The Arlington School Board annually contracted for milli?us of dollars of
tems and services from Arlington banks, wholesalers, food suppliers,ete. From
worchestershire sauce to pest control, Arlington companies did business with
the Sch_o§1 Bo:_ard daily. Harmonious relations becween the school district and
1nd local businesses were simply in the best interests of both.

‘foung buginess executives brought Junior Achievement into schools
anaually. Local companies contracted with the school system's ceﬁ:er for Adul:
éduca:inn to train aru; hire non-English speaking and low-income residents.
Baéh of the three comprzhensive high schools had vocaﬁoual education programs
‘hat sent students into local firms to work a few hou;.'s a day. Schaol
lupervisors hunted for 'jﬁbs that placed high 3chool students in goverament
1genci.esz, auto shops, and local department si:ores. The Career Center eut;olled
lophomores through seniors in over a dozen different vocational programs that
)lended. classrooa and ‘;orkplace training in construction, hospitals, motels,
:elevision s:udibu, auto body thops, and beauty salons. Arlington réai:ors,

‘or example, cooperated with the Career Center in finding a house in d.espera:ev
eed of renmovation for students to complete. A network of business-school
:ontacts existed throughout Arlington County that produced a heavy cvc;-vay
raffic between classroom and vorkplace. The array of local companies directly
ovolved with the districc became ev"i.deu: each June at luncheons to which I
7as invited to award prizes to top students and cooperating business ﬁ;.'tns. '

There were also cheb formal, traditional relations between School Board and
he business community as cap:.ured in such- activities as the Chamber of
lommerce appearing at budget work-sesaiom of the School Board to present

heir views (cut administrators; enlarge pupil-teacher ratio; reduce proposed
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teacher salary increase; cut bilingual programs,etc.,etc.). The Chamber of
Commerce, which I joined in my firat year as Superintendent, represented the
small business, professisnal, and corporate satellites’ (e.g.Ramada Ian)
concerns in the County. Their Education Commi:tge had school districe
Yoca:iéual supervisors serving on it, thereby permitting the identification
and placement of students in local companies. \

For each of the seven years that I served, the local Chamber fought
increases to the school budget, damnéd teacher salary raises as beiﬁg too
higir, and criticized exisbiuk programs fét uou-Euglish speaking children as
costly frills. When the school budget came before the County Board which
decided how much to provide to the schools, the Chambet invariably urged
reductions. They did support the Career Ceanter and the iﬁ:toduc:iou of
economics courses into the curriculum :ﬁa: conceatrated on the free enterprise
system. After two years of this, I resigned from the Chamber. To the best of

my knowledge, the adversarial relations between the Chamber and the School

vBoatd had no effect upon the richly=-textured relationships described earlier.

Finally, there vas indirect involvement from Arlington's businesses

through individual service of civic-minded corporate managers. Local executive

aften sat on Board appointed committees or served on advisory councils to

aeighborhood schools. Occasional firms would release employees to help the -

.

district in tutorial programs and career days held in various schools.

’

"I offer these few words to underscore two pqincs: first, direct and

. indirect private sector-public school arrangements had existed for many years

in Arlington; secodd, a school district is inevitably part of the busineas

community as a corporation bﬁying and selling items. That direct involvement,
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however; may well be suﬁjecc to Tenision simply because while schesis bLehave as
buginess organizations in some respects, uoneChelegs; they perform publie
searvices that require tax revenues drawn froc buﬁiuesaes. Vital interests
often .clash over increasing school rovenues and higher tax rates. Gemeralizing
beyond Arlington is risky so I von't. This brief deséripcion, hoﬁever,
suggests one superincéudenc's experisnce prior to the current erchusiasm fur
corporate participation inm public schools.

That enthusiasm continues to spread. Weekly noews reports announce the
formation of another business-school council or the results of a study
cowmissioned by a consortium of corporate executives. Companies adopt schools.
Corporations raise funds to underwrite a school district management s’tudy.
Whether such renewed interest scems from sone ineffable”blgnd of voluntarism,
anxious concern over a perceived deterioration of public schooling, or an
unconscious effort to divé;t attention from profound mauageriai and labor -
market changes that are altering the familiar terrain of the ecomomy, I cannot

/
say. Iu the midst of high unemploymenr, concern for deceridra:ing'
productivity, slowly decelerating interesat rates, and balloouiug federal
dafici:s, corporate executives are reaching oQ: to increase collaboration with
gchool officials.

These efforts involve students iu?bﬁsiuesses, e.g. a&op:-a-school prograams
and Junior Achiévemenc; belp schonl districts cope with mznageria; and‘ |
fiuancialvproblems, e.g. management studies and loaning top corpofa;e
officials to discriCCs; expand individual participation of executives in

school macters, a.g. task forces, adﬁisory comm.ttees; and escablish formal ;
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commissions egtablished to coordinate school-business activities, e.g.

\

National Associatioa for Industry-Education Cooperatiom. 1 \

Beyond these familiar inastances of joint action with the business
community, however, are additional efforts”:hac give a new twist to current
cooperative ventures with schools. Take, for example, the rgcommenda&ions of
the California Roundtable, a group of eighéy-six'thief executive of}icers from
ma jor corﬁoracious in the state that established a Jobs and Education Task
- Force in 1979 to do something about urban unemployment. Interested "both im
bublic éducaﬁiou in its own’righc, and in the education system's ability to
'brepate youths to become producgive members of the s:ace's_and couucryfs work

" the Roundtable contracted with a consultant firm to determine the

- force,
reasons for the high school's low performance and make recommendations to
- . .

- remedy the deterioration. 2
F’ .
|
i
!

In quoting from the summary of the report, Il wish to highlight the logic

of the conclusions and the ensuing recommendacions:

»

Data on student pg;férmauce show that Califormia secondary school
students are not beigé‘adequaCely prepared for college or work....
Unlesa>chis_dec1ine is revgr#ed, the California public schools Qill not
produce the citizens, workera, and professionals who are needed to -meet’
che'challeAgea Ahead....

The most immediate reasons for the decline‘iu student skills are a
lovering of standards for quality education during the sixties and
aéveucies, and the erosion of the effectiveness of the teaching
Eorce.‘Tﬁese problems have been accomﬁanied by a growingvcrisis.in

technical educécion, diminishing community support for the schools,
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demoralization among educa:&ta, and 3 worsening financial situatiom. 3

‘The coasultants'’ recommendatioans, endotseq‘by-che Roundtable,
coacentrated upon four afeas:

.raise educational standards

.upgrade tachnical education

.increase community involvement

reform finance and strengthen the traching profession. 4

The proposed tools to transform 'thase recommendations -into practice

S ,
combined joinf school-business public .felations campaigns, support for
legislative mandates raising gt#ﬂua:ion sfaudatds, direct loans Eo schools of
staff and hardware, and es:abli;hing independent coalitions that would press
foé improved teaching and financial aid. §

"o want to make it clear,” Dick Spees of Raiser Aluminum & Chemical
Corporation, a Roundtable participant, ''that mgmbets of the business community
are not school experts.,..W¢ don't want to set educa:ioa policy, but we can be
an ius::umen:bto bring coalitions together and be an impetus on what %o do
about this,”" In iuves:iga:iué urban uneumployment, Spees said: "We came to the
conclusion the real problem was education itself." 6

The kound:able, representative of enlightened and concerned wmembers of the
b&siuess community, has, in effect, endorsed the following logic which T have
ex:tac:ed from the report.

I.Sﬁﬁden: performance on standardized tests, i.e. paper-and
pancil vatie:y with arbi::a:ily designated cut-off
scores, taken between :Qe ages of fourteen andvseven:eeu
predict -accurately job petfotmancéxiu the azrketplace.

ERIC o 1
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2.Hence, low test scores and students ill-prepared for the
marketplacé(e.g. deficits in writing, mach, reading, critical thianking
skills, adaptability,etc.) are assumed to be identical.

3.Hence, improved student académic achievement, as measured
by ches; standardized tests, especially in math and science,
would produce more able candidates for both entry~-level positions amd
high tech fields.

4.Finally, with improved academic achievement, stiffer graduation
standards, and corporate support for efforts to improve both Chg_
practice and quality of teaching, youth unemployment would shrink,
increased numbers of graduates would be better trained in math and
science for vacancies in high tech firms, wvorker productivity
would swell, and corporate and citizen aissa:isfacCiou with public
dchools would decline. |

Ac this point, let me simply underscore that these statements,”

‘ ﬁtoposi:ious‘embedded in the report's logic, are not facts buct beliefs. Not
truth, buct faith. I will return to these assumptions again.

To feformers and businessmen at the turn of the century, standardized
tests were:ﬁufamiliar. Yet they were very awaré of s:ruc:ﬁral changes in the
economy and heightened demands for skilled labor. That schools in the 1900s

<vere somehow instrumental in providing potential workers with what the
marketplace demanded was becomiug'au article of faith as industrialists
;nxiously viewed German Ee;huical advances. They would have, I believe, noddéd
cheii heads in agreement vi;h\che direction of the arguments and the

undeflyiug iégic.bThe lyrics migh; be differeat but the melody was the same.



I believe it is useful to sketch out briefly previous efforts act
busiuess-schoo} collaboration if, for no other reason, than to find out what
businessmen gave to schools and what they expected from them in previous
decades. In answering these questions, I can determine if the ahave set of
assumptions in the 1982 California Roundtable recommendations for high school

improvement is unusual. -

Impac® of Business—Industrial Involvement in Schools Since the Turn of

the Century

We shpﬁld act at once because of the stress of
foreign competition. We are twenty-five years behind
mst of the nations that we recognize as competitors. We must
come nearer to the levél of international competition. Askevety
establishment must ﬁave a first-class wmechanical equipment and
managewent, so must it have in its workmen skill equal to that of
competitors, domestic or foreign. The native ability, the imtuitive
insighe, courage and resourcefulness of American workmen is quite
lunsurpésaed....l: is- their misfortume that they have not been given
Sy this country that measure of technical imstructiom that is their
due, and are by no ceans equal in technical skill to the workers of
continental Eutope...;7
Yegt? 1905, Drawa from a report issued by the National Associatieca of
Manufacturers, its recommendations at a time of scruc:u;al changes in fhe
economy, demands for increased productivity, and tense concern ﬁvet fo;eigu

compctition called for radical changes in public schools. Throughquc the
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first two decades of the twentieth century a vigorous coalition of social
reformers, businessmen, labor leaders, and school administrators fought to
alter the academic éurriculum and introduce courses that would better trainm
students to enter the labor market with skills that emerging industries and
established businesses coula use. In Curuiug.;o the schools as .a solution to
ecouomid problems, coalitions like the National Society for the Promotion of
Iuduscrial.Educaciou (ﬁSPIE) astutely used political channels to construct a
_ national platform for introducing vocational educacion iueo public schoo;s.
Prom the perspective ci the 1980s, the notion of vocationalizing the
nation's schools sqﬁuds tame; for the early 1900s,however, it was a
hard-fought series of skirmishes that split educators and reformers alike. By
the 19303, the idea that public schools should train children, buf
eapecially high schoolers, for jobs had become an article of faith to parents,
educators, and employers. The Sgiﬁh—aughés Act (1917) and subsequent
vocational education legislatiou during the depression vere OQCHard signs of
an inner change. While che'méssive unemployment of the 19303 often diécredi:ed
businessmen in the eyes of educators, the New Deal established youcﬁ-serviug
““ageucies (i.e. Civilian Coaservation Corps, National Youth Administration)
that cooperated with che public schools, although remaining separate from
them, in sustaining the linkages with the business—industrial community.
World Ha; 11 wedded Eurthér the high schoel to business and industry under a
‘Beuigu federal umbrella promoting masgive collaboration to win the war. 8
By 1945, different curricula for different futures of high school youth

had become established practice. Vocatiomal guidance counselors, continuation
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schools, vocational courses underwritten by federal subsidies, and direct ties

' to the business community for part-time jobs were part of the

conventional educational wisdom. The shift from the high school as solely

preparation for college (and fut;té professional posi:ionsj to a place where

students also prepared f&r jobs upon graduation-—a commonplace notion

today--was a fundamental change in both the ideology and ;tac:ice of secondary
‘schooling.,

" This vocationalizing of secondary schools c#?ped the early twentieth

"“century efforts ofAiuduacrialis:s,lgducaCQti, and reformers to locate national

soluzions to economic problems in public schools: Federal and state

legislacion funding vocational and technical courses, separate schools for

these pursuits, and the iuclusioa of a discinct vocational curriculum in the

?

comprehensive high Qchool are just a few signs of this transformation.
Probably of even gtea:et—significance:has been the subsequent expausiou ia the
school's mission cb inculca;é childten with such values as competitiveness,
producing work in conforgity with teacher requests, and the che'impOt:ance of
those a::iCudés‘cougenial to the workplace. That poll after poil of pafen:s
"and students in the last few decades have registered be}iefs in the public
school as the proper place to prepare youth for jo§a\onl§ confirms the ;hifc
in e#pec:a:ions since 1900, America loves success staries and the
voca;ioualiziug of high schools is, indeed, one. 9
Siucé World War II, patterns of expeqca:ions and practices that high

schools should and will ptepare'ybu:h for the mzrketplace were forgéd.

-

Tremors, however, shook the schools into making occasional patchwork changes.

Ia the laie 19508 and early 1960s, for exaﬁple, the spreading civil rights
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movement, James Couau:'b Slums and Subutbs’-:he‘Nev Froamtier, rediscovered,

among other issues, high youth uuemploymeut. Fears, in Comant's phrase, of
“yocial dynamite" explodxug in the cities triggered joint federal and sctate
initiacives to pu:'lpw-iucome minorities in j%bs. Federal legislation in 1963
and 1968 offered incentives to ;:a:es aﬂd local school districts to alter
tradicional vocational courses and uudet:ake'uev maupowéf :réiuiug_prhgrams
targecad on u;;killed:aud semi;skille& young 'mea and woméu who were miredaiq
urban au&‘rutal poverty. The War on Poverty geueraCEd anew both rhé:oric aad
action Eo mArry corporate gelf-interest and school needs'iu:o-im;giua:ive
colloboration. .Hev acrouyms au&_program :ieles studded r;fbtmef and
adminia:ta:ot ‘vocabularies: MDTA, Job Corps, Mobilizatiom for Youch, HARYOU,
CETA,etc. Throughout the 1960s and early 19708, on-the~job-training and sk111
classes blossomed across the country. The educacxoual capstone to che;e
/ ventures was the 1970 centerpiece of a U.S. Commissioner of Educa:iou’s effort

ke to ins;ali career education im all schools. During his term, Sidney Marland
drumed up:educa:of'en:husiasm for the marriage of classroom and workplace in
boch<e1emeucéty and secondary schools. |

The spread of career. éduca:xou programs at both the elemen:ary and

secondaty levels, ptomo:ed by federal axd, coufxrmed pareu: aud educacOt
receptivity to the appeal of voca:xoual prepara:xon auchotedhxu.:he publxc
achools. Uéxle such programs often ended up as an expau;;ou or :rausforma:xou
of-exLSCLug vocational educa:xou courses the point is, again, that public

schools had already been vocationalized; career education became the most

recent reminder of that fundamental shift. 10
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. Within this three-quarter century perspective, the current hoopla over
business iuvolvgmenc teeds to be’apptaised, I believe. Assessing current
corporate iuyolvé;eu:\in terms of its magnitude, impulses, and as;umpcious
-may suggest if the pteséﬁt corporate effort is like an automobile driver whose

‘eyes are firmly fixed on the rear—view mirror or whether new directions are

being pursued.

Magunitude
Compaﬁgd to the dollars, energy, and political involvement that
industrialists and businessmen poured into the cutn-of;che;ceucuty efforts to
vocationalize che high schools,ncutrenc'busineés.involvemeu: pales. Afcer
studying corporate interest im urban schools, Hi;hael Timpane reported that
“.che company dollars "iuves;ed in adopt-a-school programs, in programs that
lend executives to schools, or even in corporate contributions to elementary
and iecdhd;ty educaciqu is miniscule." 0f the nation's two miiliou companies,
) one estimate put philanthropic donations to any cause from less than 302 of
_ the compani;a. Where busginesses 49 gi&é; it is smﬁllisums. oaﬁland,
Cﬁlifotnia's Adopt=-A-School ptogt;m includes over fotcy‘coﬁpauies and adds
annually over $100,000 co the Su&gec te cover expenses for the venture. The
Lannuai Sudgec of the Oakland public schools is $180 million in 1982-1983.
While;dollat ampun:; afe SeldomaQUOCEd, ofle source put corporate annual
- contributions to educ;ciou at $2.5 billion of which 5% (about $50 million)
: goes to elementary and aec;udaty schools across the nation. The 95% goes to

higher education. In 1980, corporations gave $236 million for university

‘tcneitch. 11
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Poli:ically, however, busiuess-spousored agendas proposing action are
broader than in earlier decades. Interested corporations now lobby for state
and federal legisla:ive.iuicié:ives, clogser ties with public officials, and
outspoken coalitions gyg: bublicly support schools. Such an approach echoes
earlier effq:ts/ﬁ?ﬁ;;gmen:s of the busiu;as community except for one obvious
giffeteuce in agendas. Previous industrial and busiugsa coéli:ions |
cancentrated upon eudorsiug specialized vocational programs whicg invariably
meant specific occupations, (e.g. cl;rical, f#shion design, medical
:echniciaus, data processing). Most current efforts, however, view the task as
more fundamental than advocating specific changes in :he curricu1§m. Endorséd
0ow are acquiring a general education, teaching basic aéills, learning to cope
with change, thinking skills, promoting standards of academic excellence, and
improved financing of pﬁblié schools. fhe thrust is far closer to recaé:ufing
an earlier gta's ethos, aims, and practices of schooling wedded to the
familiar fondness for technical progress. There are, of course, those
coalitions iubBos:on; Washington, D.C., and the San Franc?sco Bay Area that
hew éldsely to the older formula of’crea:idg technical high schools or |
promising entry-level positions :orhigh school graduates that meet new

. gtaadards join:iy set by schools and business firms, Does poli:ical savvy

~

mixed with an agenda somewhat different from previous bﬁsiqess and induscrial

~
—

collaborative efforts suggest -that the impulses toward cooper;Eion are also
different? 12

Yes and no. In reading the press releases, reports, And announcements of
new jolnt ventures between schools and business concerns, [ needed no nudge to

recognize the strong likeness in drives between the preSéif and earlier
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period3. Plain references to foreign competition carving out larger chunks of
the domestic market, the need for highly-skilled borkers,-auxie:y over lowered

productivity, and the pivotal role of schools=—still blurred and

’

unspecified-—but somehow eantangled in the current economic muddle ring

familiar tones to the informed ear.

Motives

Disentangling the varied mé:ives thac have produced the present surge of
interest in joiu:>collabora:io¥ is beyond my charge but a brief overview may
help nonetheless. Much has been written thac cieérly points to renewed
corporate interest in public schools stemming from z growing aw;reuess'cha:

public schools, like highways, a%e valued-resources that contribute mightily

- \
to tine standard of living and ecomomic vitality of a nmation——they ‘canm oanly

. \ .
.,

take so much pounding before gibiug wvay. The infrastructure, that trendy,

A . .. .
obtuse word so often used to mask meaning, is in need of repair. Thus,

self-intevrest and puﬁlic altruism merge. But there are other substantial

reasons.

E

Efficient and effective use of tax funds for public purposes also tie the

business comflunity to schcols. In most areas anyvhere from twenty to forty

percent of public fuuds‘are allocated to schools; astute mauageméb: of those

@

funds to achieva\ioals has perennially been of concarn to the private sector.

The sharp growth 1n ihdus:;y-fiuaucéd”remedial c;asses for employees adds to

the curregz\éismhy pn§VACe sector employers expréhs anu: public schools,

Hor?over, wvidespread a:Egp:auce sy the corporate community of the view that:

eroding test scores, a co;bguieuf proxie E;r diminished scho§1 prodgccivicy
~ RN :
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ana\smﬁaudy'explauacion for youth unemployment, has pumped vigot.iqéo the
impulse toward efficiency.

The aCubBotn que;tion of how to move high school‘gtaduaCes eg;ily from the
claséroom to the workplace, an awkward but familiar iSSUeUCO bo#h educacors
aod business officials since the turn of the ceatury, has gaiqéd.inctaased

:visibiLiCy with Che acceleta:eé pace of technological chauge,&u banks,

~offices, light industry, and scores of other businesses chaéfare conver:igg to
’computetized operations. Because schooling is always behiu# the workplace,
(schools buy first generation word processors a few yeatg/aftet :héy are
iatroduced into offices and crank up programs that gtadu;:e students who enter
offices to face third ggueta:ion word btécessor#) many high school graduates
who chose work over college were ouﬁ of step initially with the changes.
Qut-of-sync high school programs became glaring omi{siou; that needed
correc:iugﬂ_ﬂochu Superintendent Robert Spillane gﬁiu:ed out that when he
arrived there were twenty=-two cafpeh:rf ptogtam$ puc only one in computer
literacy. 13 ~ ,1/

& _5nothet impuise towata éollaboraciau is chejsatdy faith in improved

schooling as a remedy for the inéteasingly idfétiot competitive position in

#

vhich American corporations find themselves. Like earlier counterparts,
Cornell Maier, chief executive officer of K;iset Aluminum and Chemical |

Corporation, poiuted out "other countries like Japan and Germany—two of our
major competitors--put much more emphasis on math and science from the
beginning.'" While Detroit automakers, steel, and other heavy industries have

come in for some share of criticism for lowered productivity and failing Co

respond to al:éted market conditions beginning almost two decades ago, blaming
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iuept corporate management and the reward system that nurCures short-term
gains over long-term development may bg familiar to readers of Fortune and

Forbes but has yet to reach readers of People and Readers Digest. Public

schoéls, however, have a rich history of gec:iug‘dtaf:ed‘:o“solve the aation's
ills, especially during buéinesa 8slumpa. Reférmiug schools to :?auaforn

immigrants into Americans, abolish racial prejudicé end uuemploymen: pre;eu:
swoking and drinking of alcohol-—need I concxuue the listc?--are as famxlxar as

a uex:-doot uexghbor Not corporate incompetence. l&

iﬁﬁauy catalogue of reasons for eorporate involvement with schools, the
belief in schools as a medicine for national illness is too evident fo be
ignoted.'ﬁot éau the bite of irony be ignored. After earlier coalitions of
busiuess and educational leaders Successfully achieved the vocationalizing of
high schools, the present generation of corporate leaders now turan to the very
same institution and ask that it become less specialized, less job-orientad
and concentrate on offcfiug youth a general educacion: basic sking,
. ptoblem;solviqg, adj;a:iug to change, awareness of complexity,etc. 15
For the mﬁﬁén: set aside the obvious irony and examine the assuwptions

underlying those efforts that depart from the traditional support of

specialized education for high school youth.

Assumptions

I now return to the California Rouadtable recommendations to illustrace

emerging ideas across the country encouraging a growing partnership between

public schools and the corporate community. The assumptions buried in these

- 114
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recommendations deserve examinatiosm because they mirror the beliefs ahared.by
many wha intend to alter the high school program. 16

l.Lack of appropriate training in high school.causes unemployment. If

graduaﬁes could read at a twelfth grade level. '“‘ite sentences clearly,
calculate accurately and swiftly, come to work on time and have a positive
ac:i:ﬁde toward work, business firms would hire them lickety-split. Schools
turn cut gtadua:és that are unqualified to work so firms avo;d hiring them. To
state the belief so bluntly at ; time when double—digit unemployment prevails,
vhere doctorate holders drive taxis, and where social workers with masters
degree% work in secretarial pools suggests that properl} equipped high schoo%
¢« graduates 1is me;elf one of a number of important factors inm a-complex
equation. Schooling combined ;i:h corﬁora:e ;ecisioua, structural changes in
the economy, governmental policies,'demogtaphic;,_And o:Ser variableé'suggescs

that unemployment cannot be solved simply by saying schools mist do a better

o

job than before.

" Noce, for examplé, hog's:ruc:ﬁtal ;haugés'iu the economy, like moving
tectonic places deep inm éhe earth, fracture the job market—to carry the
.ma:aéhor an uneasy step further-—into unexpected cracks in the earth, i.e.
plants close down while newspaper want-ads call for new hires in fields
unconnectad to chose"recencly:shuc down plancs, Further evidence df these
structural changes turu'up in current estimates from the Depar;meac of ﬁabqr
that project 150,000 new.jobs for computer programmers by 1990. That Qppéars_
as a major increase but when compared to the massive jump‘pEAjeCCed for .
service jobs, it paies.“For every computer programmer, nine service jobs -

“(nurse's aide, janitor, fast food workers,etc.) are expected. Lf increasing
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numbers of service jobs and an estimated smaller geueré:iou of young men Qud :
women will shrink numbers of jobless youth, will the high school be given
credit for curing unemployment? If the estimates maqerializé, the econony
and demographics, not the schools, will diminish joblessness. What schools
contribute to the employment equation is important but by no means does

schooling, imperfect as it is--produce or cure youth unemploymenc. 17

2.Improving high school performance on tests will produce better trained

graduates. Standardized test scdrgs are imperfect measures of academic
per formance, much less a“predic:or of future job performance. To the best of

my knowledge, there is now no valid test given to high school students that

. will reliably predict how well graduates will perform in the workplace. Thus,

transforming scores ou;paper-aud-péuci} standardized achievement ctests,

largely composed of multiple-choice items, into predictors of future job

success is, at best, a high risk venture exceeding greatly what modest claims

test developers assert for their i&sfrumeu:s.

| The pfoblems with standardized tests given in high school can be located
in the tests themselves, the grade in which they are admiﬁistered, the
students ;ho’:ake :he»;en:, the school prdgram offered, or any entangled
cogbina:iou of these factors. I say chis ot cé discredit tests‘but to
reggsert what is common sdense: tests sgre limited, useful cools.fdr p:y{hg out

information about studeats'’ grasp of narrowly-defined skills and knowledge at

‘one point in time., Placing excessive confidence in percentile ranks, grade

-

equivalents, .or pass rates leaves little room to examine graduates along other

important dimensions. Few standardized tests, for instance, register students’

a:'eacivj.:y, imaginativeness, flexibility, proble m~solving skills, and grasp of
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analytic abiliries. Furthermore, there is the perplexing issue of test scores

going up.

Counsider, for example that 852 to 95% of high school seniors pass most

state competency tests. Often these pass rates are dismissed because the tests
are viewed as too easy or that the cut~off scores for failum® are too low. Or
coasider cﬁax: almost a decade ago Chicago éubli.c schools installed a
comprehensive set of tests geared toa custom-designed curriculum' and
specially-developea lessons. Elemeritary students scored high( on the
locally-developed reading tesis. Results’were'reported with pride on‘ how well
Chicago students were reading. B.y the time they en_t:er.ed high school, however,
large aumbers of these high—performing students were diagnosed‘\.as having
réading levels far below their reported scores. fdo not suggest that this is
the norm or that any hanky-banky occurred in Chicago. My only point is to
underscore the limited usefulness of test results and sugge:ﬁ: that as one
_..import;n: measure they cz‘mnoc be easily stretched to become something they are

nof. 18

3.State mandates and better teaching will improve hxgg sch.ool academic ..
performance, Business-e&uc_a:ion coalitions are constructing agendas tha’:'c‘all
for stiffer graduation s:andardsl (e.g. more math, more science), Iong;r school
day and more days in session_ each year, tougher textcbooks, tests for new
teachers, imp:"ow)ed recruizment and training of teé/éhers, and the like in a
determined e:.ffv.;zrt to remake the high school by pouring steel into it. -
Viewed. historically, such effcrts retrace th: steps of earlier cn'::iques‘
- _of the high A‘school and en:huaias;:ic spa.sms.of raferm. Two historians revieving‘

major studies since the 1890s to reform the high school concluded that,
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~

e

In conservative times—ia the 1890s, the 1950, and the 1980s,for
example——the kaynotes of 'reform' have typically been a focus oa the

talented (often justified by outdoing the the Russians or outperforming

v

the Japanese), calls for greater emphasis on the basics and graster

- j "7 stress on academics in general, and concern for incoherence in the
' curriculum and a lack of discipline...l9
Ackunowledging that cu:ren:'suggescious for improving high school
performance fall into previous reform patterus offers a useful perspective bu!
_ignores the gaps in the cétpora:e agendas for high school overhaul. Missing
from from th2se action plans are such fundamental issues as the quality of
elementary schooling, the determinants of instruction in the high school, and
what drives Ceachiué performance. There is a profound difference between
altering the cogdiCions that sﬁapg.wha: happens in schools from improving
classroom teaching and s:udgu:’ﬁérfotmauee-—a distinction authors of these
efforts fail either cQ‘coﬁsidet or judge as ﬁuimpottant. N
*few, if any, reports by school-business collébaotatiouvideutify the
.euseu:ial,role that elementary schools play in constructing the foundation fot
( attltude aud skill development. thcually all plans, funds, and activities
triggered by these coalitions conceutra:e upon high schools, with an
occasional smattering of middle ~and JunLOt high schools. The oft-repeated cry»

of high school teachers who say: "how cau I teach twelfth graders, CHeL£Ch

grade math or science wvhen they read aé\che sixth gtade level," q;nﬁbc be met
. o~

by simply tougher graduation standards, new tests, more science courses,etc.

~

Paying atteation to the'elementary curriculum and instruction is an essential

\
4

. \ . . . .
first step in shaping high school outcomes. Meaningful lmprovements im high
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school performance begin in the first grade; to divorce the last four years of
a student’s school career from the first eight mirrors, almost

uninteationally, an of;:-cﬁdciéed busintess strategy: go for the quick,

iDUf'!'iSk, high return and ignore the less flashy, slower but more profitable
yield in long~term improvement.

*high school teachers who must prepara two to three different lessons for
150. to 180 students during five to six classes a day endure an exhausting work
load. This work load harnessed to a required curriculum and to a daily
schedule that shoves batches of s:ud.enés (many of whom would prefer to be
else where) from one class to auc;cher every E.f:y minutes shapes, to a large
degree, what and how teachers teach. ‘rhus; raising graduation réquirements,
de manding ch;: new teachers take competency tests, securing textbooks that
have more facts in each paragraph, and es:abl.ﬁhing a longer school day will:
appeal to citizens and policymakers poli.:.i.cal.iy attuned to the next election.
Bug spch»aqn'bns wi'.ll, I believe, have litzle impact on student acad.eu;ic
performance or what teachers do daily in >l:heir classrooms. There is little
substantial l‘r."eseaz"ch evidence that would support such policies as reasoua.bl.e
respouses l:o{i:'nproving scores o:; ;mnda:;dized tests or elevating the quality
of l:eacﬁing.‘ : »

To have| a direct, sustained impact on student academic performance and
teaching practice would require either atructural changes in the conditions of

l:eaching,,é great deal of on-site cooperative work with teachers, school-site

"program planning and implementation, or some imaginative combinacion of these.

There is a growing body of research and practical experience to s‘upportVChese

strategies. In ,shoﬁt, what I am arguing is that, in ay judgment, the

\ o 11



s

22

assumptions about improving high school academic performance through external

mandates or legislative fac serve symbohc pubhc ends but miss the mark of

‘20
provx.dmg a solid conceptual’ foundac.mn for improvement policies.

4.High technology needs demand major curricular changes in the high

school. -This beliaf is complicated by a two-tier approach to high schaool

graduates that is assumed by izs advocates. For udu-college bound students,
the argument runs, more math, science, and computer literacy courses are
essential for graduac. - to work at entry lavel positions as programmers,

repair personnel, t.chucians, etc. For college bound scudents, calculus,

physics, electrocics, and computer programming are pre—collegiate fundamentals

required for careers in engineering, advanced mathematical and scientifie
reseatchz,‘ etc. Problems arise with this line of thinking.

For d;e ton-college bound students, caking more science, math, and
computer courses m#y only be part.ially useful if the de-skilling of jobs
continues. A number of writers have observed the breaking doun of complex jobs

performed by hxghly-sk:.lled wvorkers m:o a series of tasks that can be

performed either by machines or less-skilled employees. Robots replace humans;

highly skilled oﬁeta:o;s_are let go in exchange for fewer workers to tend
machines. Hes‘:em Electric Coapany’s Allentown (Pgnna.) plant once_had 700
vomen carefully membﬁng transistors by hand. Today, according to
Egﬂ\iee_k, a handful of workers wmonitor compu:et -consoles. Skills contract
although aal.anes may tise simply because compames need to attract
responsible employees to tend expenswe machinery. Similarly, word processing
has deskilled the job of typing. If technology in the wotkphce produces less

challenging,” more monotonous jobs—as a number of critics assert~—then

. B-1
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toughening the high school curriculum with more science, math, :;ud electronics
for non-college bound students may be .prema:ure, if not misguided. 21!

For Chosg students aiﬁmed at éolleges there is the issue of an already
crowded labor market of over-educated applicants. I mentioned earlier the
sharp increases projectad by the Department of Labor for computer programmers.
Engineers, technical managers, researchers," desigu-ers of systems, and other
highly-skilled positions will, indeed, expand. The problem is that in aSsoluCe
numbers these posi.cipns are z:my fractions of the job market, far exceeded by
demands in service and non-technical areas. A number of writers have pointed
out the perils of nuaber-s of ovér-educa;ed workers exceeding available
positions for which cheAy are qualified. 22

Thus, it is unclear that smif: technological changes in offices, banks,
production, marketing, and distributing, and other areas of private and public
sectors march in a linear, uniform manner. Public school p.olicy willi be better
served by caution rather than calls for rapi;d curricular reform to meet needs
defined b;; corporate or national commissions, particularly when policy
decisions touch directly and indma:giy Ché futures of individual students.

A more fuud;meucal cti:icism.agains: a rushed embrace’ of more math and
‘scieuce courses i3 simply l;he error in assuaming that ex:ending.s:t;deu: seac.
time in math and science classes will somehow, in myé:en'dus ways, improve the
thought processes of students. Requirin; more courses is, I beﬁzve, a search
for improved skills in thinking. But courses don't tealch l:hinking; teachers
dc. How l:each‘érs q;.xescion, the assignments they require, the opportunities

they create for problem-solving and creative thought, whether they ugse the

textbook as a source of authority or an object of aualysis," how Ehey listen

12]
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" and respond to student questioas, how cﬁey use uﬁﬁ.ug'I:o extend ;xpper-level
thinking skills—all of these teaching practices (and mora) are linked to
improved scudt.mc thinking, It can occur in math, scien;é, foreign language,
»Engli.sh, history, and a dozeurochet content areas, provided teachers are aware
and possess the skills to eacourage such processes. Moreover, how many
universities teach thinking in the subject uiaf:f:et areas as part of their
‘curticulum? How many staff development programs in school districts target.
ceéchet questioning, tra.mmg students to problem-solve, aud‘ a dozen other
reﬁced areas? The ' answer to both questions is few.

5.Business support will help restore confidence in public schools. I am

less critical of this assumption l?ecause there is no basis in either
experience or researz:‘h‘:o provoke a serious examination of the statement. At
no time in the history of public schools, including the common school movement
of the Qid-nineteeuch century, has confidence in public schools registered
such low esteem—insofar :as records are lavai.lable. Even during the 1930s in
the =midst of the depression, few éri:ics questioned the performance of the
schools. In fact, schools were viewed as the engines of chauge»by radicals of
the ‘da:y. Whether the current ebb in confidence is rooted in facts of‘
deplorable performance, perceptions tﬁac mirror increasing dismay with all
publi.c ins:ri:ud.ons, a keener awaraness of, wvhat schools should be doing, or
soae compliéaced mix of these, I do not know. What I believe, however, is that .
. 4 healing of the lesions in that faith is essential. I see some mending
already underway which is lwhy I believe corporate involvement in schools may
be both timely and promising on this one issue of restoring the tradirional

faith in ‘publi.c'VSChooling. ) ) ; 1 2/3




Enlisting the business community in an aggréssive lobby to improve levéls
of public confidence offers a splendid chance for corporations to enter a
conflict in which the schools have been gravely outclassed. De:eribta't:ion of
public coanfidence, regardless of its sources, has weakened seriously the
capacity of school personnel to deal with their daily jobs in a‘ superior
manner, Recall how a destructive spiral of lowered coufidence provides the
rationale for less lchooi funding which, in turn, produces program .and staff.
cutbacks that result in further ahg'eting school patrons thus eroding
confidence even more. Lobbying by the business sector in behalf of improved
" schooling without further undermining the morale of school staffs can take the -
early signals of a mending climate of confidence and amplify them while
.acreening ouf static.
. After all, who supports local schools in a visible, persistent fashion as
.a ceﬁl:"al institution to a tesi.lj.en:, de mocratic socisty? And by Qupp_o_;:t Ido
. not mean blind, uncri.ﬁical:endorseme‘g:; I mean a2 sgensitive awareness of the
. social gl’u'e that binds Laosely-arranged de mocratic msu:uaons together in an
uneasy but cz;eacive coherence. Not chg mediav where articles and 90-second
s:br‘iesi often pillory schools. . Not local government vhich often has to compete
with the schools fot't;x .édnds. Not the faderal govern: #... in the earlj 1980s
‘where Administration initiatives often have chipped@way at (ue c::;edibili.:y of
public schools. Not the 'u‘niver_si:i.es,. save for a tecen:‘s’urge c;f in:;ées: by a
"vsm.a’]l‘numbet of private iﬁad:uu'ons in:ete;l:ed. in high school reform.
“ﬁ?f!‘?", have blamed secondary schools perennially for inadequately preparing.
hcoﬁiﬁé“g:udenm. And the general populace? If Gallup polls over the lasc -

decade register accurately their perceptions, support has rft%i:}ed. Except for.v"
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teachers, administrators, and parents .uho themselves are frequent adversaries
ind whose coalitions at tax levy time are generally discounted on grounds of
self-in:efes:, no segment of the private or public sector openly argues for
the centrality of public schooling to the culture. The ob‘;:'.;us .rebut::als to
these stacements are twofold: s:fong criticism. often generates improvement and
is a form of support. Perhaps. But polemics and blame somehow seem to smother
iﬁiﬁi‘tmeme‘x‘\z: efforts. Second, why should anyone support schools where acadenic
pérfotmanc;\: has’ slipped, vhere only cries for higher salaries and smaller
classes is all that is heard, where discipline is ignored, etc.,etc. - -

The present corporam-school.coali.‘ci.ons-fo-rmi_ng across éhe country have
begun to develop a rationale answering tﬁese- rebuh:al.s. That is an encouraging
‘sign, in.my opinion. Corporate lobbying in the past for friendly
Legisladon—need I offer spe;:iﬁc ins:ances?—h;s been marked by a high

degree of success. Promot:mg corporate ptoducts on l:elevumn, boosting

busmess contnbunons to American’s progress, and similar advertising are

’ well—kno,gn, On occasion, sel_f-m:eres: and school improvement merge uruque%y
al’, for example, m the recent A-pple bill approved by the California
legislature which will make Apple computers ‘available at no dire.c: cost to a
school district while petu_ai:;iug tax write-offs to .the Silicon Valley firm.

‘Thg po:én&al for this assumption maI:erializi;‘lg is promising. And the need
for a ,rea_f_fi:macion.of the importancg of public schooling l:o_: the social fabric
and vicality of the ﬁa:ion by~bﬁsiness and éorpora:e leaders is an essential
first step to any rehabl.h.:anon of faith. _b

Vlsxble support by l:he buamess comnunu:y m.ll add subscance to the

familiar rhetoric of cooperation that educators have heard Eot decades.

.
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- . Tangible support may come in a variety of ways, some of which are already
~ occurriug. Promoting fiscal formulas at scate levels to provide stable and
~adequate school funding; establishing non-profit foundatious targecing privace
resources on unmet school n;zeda; launching ad\.rertisiuég céni:aigha on
television, billboards, radin,vand in uevsﬁapers that point out th_e ties
between schooling and a strong democ;:acy; public recognition and awards to
ﬁrs:-;ace students, teachers, and ad‘u;in\s:ra:ors. Individual corpor"‘au’bus and .
joint education-business councils can increase further traffic be:weed . ;
workpla;__e and classrooﬁ. Much of the above occurs but m a piecemeal;
unc'dofaifféied effqrt in any region. Tying together many of these fragmeats
into a coherent effort has yet to be done. |

Yet there will be critical moments when inévix:able conflicts occur. Public

~

achool ﬁ.naucial stability and cotpoz:‘?atg fiscal- interests, fo;' example, wi.ll
. clash as occurred in the 1980 campm.gn in M;ssachuse:ts to slash property
taxes. The Hassachusects ngh Tech Ccuuc:l gave $229 000 to t:he Ptoposn:mu 2
1/2 campmgn (ot.' 60Z of the cotal funds donated to get the refeteudum

'approved) Embu;:ered local school otﬁculs watched corporations back a I.aw

N

thac cut huge chuanks out of school budgets, sent uuptecedeuted numbers of pmk
slips to teachers and admmm:ra:o;s, eliminated progtams, drove up class

size, and depressed astaff morale ew}eu lower than it was. 23 ,
Also consider the potential couflic:' between short—run corporate laber
needs for bank tellers, technicians, oéﬁce workers, aad service perso;mel,

" the lougFruu national needs lf_ot, a broadly educated and infor'.;i:edﬁ”éitizet‘:r‘y,‘“.'..aud

the personal aspir.acions of individual students. Historically, industrial

demands for skilled workers geunerated public support for vocatiomal schooling
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' to meet current labor requirements. Yet when -industrial needs iniraﬁably
changed workers were fired. Uuemployed workers had limited flexibility in
learning new skills, e.g. auto aud. heavy mdus:n.es. Whether or not school.s
r:eSponded vell to corporate demands geuetat:mns ago vh:.la similarly responding
to the best interests of t‘.he individpal students, much less the nacion,
remains a question that his:oﬁ.ans debate. Yec the potential conflict lies an
inch below the surface of curre,uc.corpotaCe-dn'ven coalitions. Current
poli;ymakers need to be aware of the hidden ‘cquflicca between corporate firms,

~student careers, and national interests. |

From sporadic clashes of conflicting interests in Massachusects, ’
California, and ochef areas, of course, no generalization emerges. But such.
coluflicts over divetget;t interests will arise and which ways these Jjoine
ventures veer will test whether the promise of cooperation will be transformed

- g'fnt:o wrestling with core issues or remain at ’che.év.uler;k!pe;ir?hery of pl_.ap: |
tours, caree;;la‘ys, and luncheon thetoric. |

o

Also buamess support will come to. school districts with .sotne knoc:y
I3 .

strings ac:ached. thle the tug and pull of uegon.aunu over what schools can
and cannot do reopens '3 'duhgue on\pgbh.c schools, offenng a chance to
diminish the chrreuc wisdoam that schools-are-hopeless, business iﬁvolvev:men:
m.ll generate sharp criticism of certain achool ptacnces. A chche Jumpa into . \
mind: there are no free lunches. .b

Strings will be attached to corporate .p?oposalé for iu_:ptoved. ﬁna.ucing

that may produce higher of more taxes. Calls for specific changes will, I

- believe, be inevitable. The California Roundtable r;econmeudacio\ua, to cite one
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case, include blunt references to the inadequacy of the uniform salary

schedule, the need to reward superior teachers, wveeding out ineffective ones,
etc. Corporate criticism drawn from high tech induscries around Route 128
outside Boston concentrated on similar points and went beyond to include Vthe
problems of tenure, inflexibility of teacher wark schedules, adniiniscrﬁldve
ineptness in ﬁanaging -publ.ic fundg,e‘tc'.;."'Z‘f‘\

With corporate involvement, new opportunities for imaginative
collaboration appear. Jointly-sponsored external studies of local schools that
go beyou& the cﬁs:omaty (bue ‘innocuous) ten year accrediracion reviews offer,
for instance, the chance to assess systematically a(uumbet‘: of school outcomes
that seldom get examined in del;:h or over time: drop—out rates, employment of
graduates, coueée a::e'ndau.ce aﬁd g;aduadon, vo:e;' regi:;tracion, community
voluntarism, and yes, of course, multiple measures of academic
péfformance—inc_luding test scores._»‘Considebt further business“support of
- Aeffott:s to invig;rr:iavl':re nes b;:v;én ch;;xf;Jom,\\éommuni:y service, and the
" workplace. Aay numbét_of proposals have gathered dust on shelves that called
for s:ruc:ufall changes in how ':'eaé..hers and students allocate their time in

secondary schools. Whether or not corporate’ cooperation would move in any of

these directions is problem_adc'bix: the opportunities for imaginative debate

and action, at least, reappear. o : S \\\

'Finally, cqrpora:e-driven coalitions Io.bbying for improvéd schooﬁng have '
the unique potential for pumping up the gravely deﬂé:evd morale of s;:hool
:eachera'an_d administrators. That a significant segment of society, other than
school staffs, believe in public schooling would go far in rescuing a morale

that is sliding ix;:o apathy, if not cynicism. By helbing- to shift the overall
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social climate from pessimism to cautious optimism, corporate involvement

could provide a lasting contribution to school improvement.

Back in tht.e Superintendent's Office....

Let me end this paper with a simple question: were I again a
supén'.n:eudeu: and aware of the assumptions embedded in the present en:husi.asm‘
’.of businnss-schoolﬁ cooperation, how would I eajoy the current romance?

The firsc thing I would do is join aéﬁvely any foundation or busineas
education council chaﬁ is established to improve schooling and make it clear
that both elementary and secondary ‘levels should be included. I wou!ld make a
special effort within the school district and the entire community to speak
and write often that 3 broad and general education is eusential to the
workplace. 1T would take the often-usggi words f:f corporate 'execut{.ves about the
pi?otal importance of geueral knowledge and skills to presa' home c\he,endun'.ng
value to personai and career goals of the fine atts humamnes, aud the .
scxe;u:es to’ any student leaving school - for Eurther educacmn or I:he vorkplace..
When I served as superintendent, :h:.s issue was aot on my radar screen.

Second, I would be leeﬁ of bany set of competencies aé\ieloped by the
business com.mum';y until I had scracched the surface of -corporate euchuSia;sm
for nou-s'peci.alized schooh’.ug.‘ At Eace-value} there may well be a conflict
be:veen a speczal-mteresc group prepanng an mveu:ory of expected skills and
the multiple goals of schoohng. I vould inspect carefuuy ‘what those
business—scripted compe:en_c:.es are. My m;pulse would be co have corporate

+

_managers join pqren'ca and educators in creating skills racher than have one

zroup do it alone. The fear I would have is that the coupe:encma vould be
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dressed-up versious of previously produced lists of narrow skills directed to
those oc‘cupadons where labor demands currently run high. Schools need no
further rem:ensxfymg of vocationalism.

. Thxrd I would exploit the splendid opportunicy offered by corporations

'in:eres:'efi in schools of expauding classtoom and curricular efforts in

thinking skills, problem=-solving, or simﬂér-souuding phrases. Without getting
into the complexiﬁes of this innocent bu: potent phrase, I believe the.
present focus upon comprehension, analysis, aud other complex intellectual -
skills mcludmg creative problem=solving, has captured one of the crirical
areas that schools are veakest in and need desperately intensive help from
both university and corporate sources. | |

Few school sys€ems in the country have attended to this issue in a

concerted, comprahensive manner. Few academics outside of some cognitive

paychologists are aware of the difficulties in imﬁlemendng the simplest of

~ programs geared to introducing thinking skills to- the couventional curriculum.

Even fawer commercial materials are ava.i.l.a,ble.:When the Arlington S.c\h‘ool Board
adopted a goal of improving Chiﬁking skills in 1975 and directed t'.he: staff to.
implement it, we had to start m deﬁniné what gogni:ive skz:lls should be
targeted, what existing maae;ial:; in social studies, science, math, language

arts (both elementary and secondary) were availabie, and then what tests could
be used. Developing teacher capaci!:ieuv in learning how to ﬁ.nd problems, break
them apart into rnanageable chunks questioning s:uden:s and wait-time in

responding to s:uden: angvers, using Cex:book content to culnvace analysm,

_ linking writing and home work assignments to thinking skills were _]us; some of

the approaches used. It was an especully nough set of tasks that ytelded T
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eovnfess, precious little in concrete outcomes other than an awareness of how
complaex the job taallyv is. After E.vg year® of trying to‘im:egt:ae such
skille into e‘:ds:i.ng instruction across all grades in Arlington, I learned why
" both teachers and administrators move so slowly in this direction: inadequate
_ knbwledée and skills existed in schools, universiries, and commercial
publishers to tvanslate such a policy decision into practice; inadequate
adminiscrative strategies undercut the translation of complex concepts inco
instructional activities plausible to principals and teachers. 25
Thus, recognition by uon-sc-hool parti.es.of the importance of concerted
effort in helping schools work on thinking skills—however defined—is a
cn'.ctical frse step in mobiliziné .aid in and out of the schools for a
camprehensxve examination of mstrucn.onal practices and vhac needs to happen
inside schools for these essentiagl skills to mprove. .
Beyond these modest moves, I would be skeptical of the enthusiasm aad
" thetoric surrounding corpcrate involvement in schools. For the "L"é;ébns”offétéd
earﬁer\-conceming what I vievias‘ﬂag}e(d assv.mptions, I vould not equate tests -
with predictigns ‘of Eucu‘re job perfor!l:ta;ce; if anything, there should be \
..redu.ce"d stress on tests from thé hyp'erbole already surrauqding' them. Nor v::-tfld
I sssume thac.ex:emal mandates from a legislature on more seat time in
classrooms or more courses would translate ineo improved ins:mcdon or
increased s:uden:‘perfotu;ance. Finally, che assumpcions about connections
between achoohng and unempl.oymenc need o be carefully assessed before

enbarkmg on major cumcular changes. While the’ paasmn for quick pohncal

Exes_ to transform the school is an love affair betwveen educa:ors and

reformers, seduction need 1ot occur every time 'a glamorous coalition knocks on
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the schoolhouse door. Moderation in striking a balance between c;onﬂi.ctin
purposes of schools, insistent demands of varied consﬁ:uenciesir;rofessio;al
judgments about what's best for students remains the quintessentia] task
facing school policymakers. Such a bglance bet;!ee-n p'arents, professionals,

taxpayers, and business firms' agendas is called for now especially when a

catchy melody is played by corporate pipers.
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I. Corperations, Schools, and the Courts

Our nation is at risk. Our once unchallenged preeminence in
commerce, industry, science, and technological innovation is being
overtaken by competitors throughout the world. . . &

If an unfriendly foreign power had attempted to impose on -
America the mediocre educational performance that exists today,. we

‘might well have viewed it as an act of war. . . .

. Our society and its educational institutions seem to have lost
sight of the basic purposes of schooling, and of the high expectations
and disciplined effort needed to attain them.

- The National Commission on
Excellence in Education,
- A Nation At Risk (1983)

~ To state the obvious, that the first duty of schools is education,
turns out not to be self-evident. First, there is a strong tendency to
equate education with teaching, transmitting skills and knowledge,
which it is notj at least that is not the school's only ma jor task.,
Second, there is a lack of understanding of how important character
formation, education's core subject, is in itself for the purposes for
which teaching is usually sought - as a source of basic skills for
work, for mutuality, for membership in a civil community, and for
effective teaching. :

"= Amitai Etzioni,
An Immodest Agenda (Ls53)

The value of education transcends its economic dimension, of
course. Knowledge does not need toc be justified in instrumental terms.
But in our present period of fiscal belt tightening, it is well to
remind ourselves of the connection between education and our collective
well-being. A decline in our citizens' capacity to analyze, innovate,
create, and communicate will condemn us all to a meager existence as
it impoverishes our cultural and civic life together. . « o °

w . . . . in the emerging era of productivity, social justice is not
incompatible with economic growth, but essential to it. A social
organization premised on equity, security, .and participation will

. generate greater productivity than one premised on greed and fear..

-_Roberth. Reich;
The Next American-Frontier (1983)

No State shall make or.enforce any law which shall abridge the
privileges or immunities of citizens of the United States; nor shall
any State deprive any person of life, liberty, or property, without
due process of law; nor deny to any Dperson within its jurisdiction

' the equal protection of the laws.

- Amendment XIV, The Constitution
of the United States

13
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No one knows who will live in this cage of the future, or

whether at the endof this tremendous development entirely new

prophets will arise, or there will be a great rebirth of old 1ideas

‘and ideals, or, if neither, mechanized petrification, embellished with

a sort of convulsive self-importance. For the last stage of this
cultural development, it might be truly said: ‘'Specialists without
spirit, sensualists without heart; this nullity imagines that it has
attained a level of civilization never before achieved.'
‘ - Max Weber, The Protestant Ethic
and the Spirit of Capitalism

This is a time of searching criticism of the values, goals,

and outcomes of American education. How competent are the schools?
- -\~

™~
What do we want them to accomplish? "Americans have a basic faith

in education and a consﬁént hope that improvement in schools is

linked clearly and directly to more profound improvement in the larger
society. A central assumption has always been that a democratic society
requires an educated citizenry so that individuals may participate‘in

in the full range of public life. A second assumption has been more

~

utilitérian.¥“tpat education systems are the fqundation for continuing
economfcjérowth ;ﬁdfdevelopmen:.

| The most basic interests and values of society are represented
in education\policy. Yet, in a pluralistic society such as the Uniced

States there is often deep disagreement over which values should

dominate. Since policy decisions that affect schools reach so deeply

into the workings of the American community, conflict has always been

an integral part of policy making. Thus many divergent interest groups
. i

contend regularly for leadership in determining the agenda for

education policy. The interests of parents, professional educators,

and businesses are always present in education, for example, but are

N
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often at substantial variance with one another. Each contending group
has a stake in the ultimate question: What should be the goals of

education? Poééible_answers include the following:

’

preservation of the existiﬁg\gulture and status quo;
~

- production of literate and informed citiiens;

- pro&gétion of consume;s; : L

- production of trainable workers; \

- production of scientists and technologists;

- production and shaping of elites;

¥-religious indoctrination.

Whatever goals are actually chosen, it is worth noting that
eduqation policy in the United States has usually been a function of
two Sésic principles: fifst,‘education should be free{vopen, and
universal; second, control‘over education should be centered at the
locél level.. The irony of these guiding principles is‘ﬁhat educational
successes, failures, and controversies have always spoken to the
national purposes of promoting a deeper commitment to social equity
along with greaﬁer excellence.

Schools reflect an intéresting point of convergencé between
private enterprise and public values.\ Americans want to believe that
their society is a meritocratic one in which the most intelligent
and talentéd people rise to the top.‘ éinde public schéols are free
and available to everyone, individuals should be ;ble to go as high

as the great equalizer, providing opportunities for ereryone to reach his

133




or her full potential. AN
It is arguable that this belief is too\é;mplistic. It is
. N

equally true that the preseht school system'may réipforce and perpetuate
certain forms of inequality in society. Schoqls pla;“;_considerable part
in choosing who come to occupy the higher-status.positi;;s in

society, (Jencks, 1979), Cbnverseiy, school performance also sorts out
those who wili occﬁby the lower rungs in the occupational prestigé

ladder. Educatiqn is, therefofe,.a selection process, one that reflects
both social class and an individual's ability and performance. It is not
the bare fact ;hat schools differentiate, however, that is most troublesome;
“it is the tules of the,selection procéss -~ both written and unwritten -

2]

that determine whether the results of the process are acceptable
in_a democratic society. !

Business, the prime con5umef of the education>5ystem's pfoducts,
is increasingly interested in the structure and funcﬁion of education.
-Given the country's need for a technologically iiterate and ecoﬁomically
productive workforce, it seems evident.that the educational system cannot
remain isolated from the demands anq priorities of the corporate sector.
This new interest in aducation comes at a time when many traditional
ideas of;the proper role of business in sociéty and in relation to
government are bfeaking do@n. The rather'narrow set of expectat?ons
that business will restrict itself co”making a fair return on investment“
whiié producing quality gobds and services at competitive prices,
'ﬁayihg fair wages, and obeyihéllaws in a highly regﬁléted administrative,

environment, is giving way ‘to a broadened conception of private sector
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activigh“innthe public domain.’ Nowhere is this new activism more apparent

than in the public schools. -Interestingly, alterafioqi\}n traditional

divisions between public and private spheres of endeavor éoincide with

the strong movement toward sociloeconomic egalitarianism as a goaI‘of

~

both social and legal policy. ' , h
The thesis of this paper is that the most significant legal N
barrier to the deepening involvement of corporations with the public , N

schools is, ultimately, the problem of finding constitutional mechanisms

for the fair and equitable distribution of corporate resources in aid

of education.” Given the widening perception of the failures and

inadequacies of the public school system, businesses, in their role as--

employers, will become much more involved in setting the educational

tone for America. More significantly, the private sector will be

-

providing some of the actual tesources for achieving a new set of
educational goals —_gbals tha; are closely related to fostering the
soqietai‘conditions that promote economic ggoﬁth and enhance the ability
of the United States to compete in a challenging international environment.

It will.be argued that such contributions to the schools are to be

welcomed, if they can be made within an equal protection framework

v

that does. not enhance the position of some students, or Some school

ey T

" districts, at the expense of others.

Corporate involvement with the public schools has already taken
many forms, for example: -@
- In Los Angeles, an "Adopt—a—Schbol" program, sponsored by

Atlantic Richfield Co., has encouraged corporations to invest in
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neighborhood schools by donating manpower; personnel who volunteer their

time as teachers, tutors,-and coaches.
- In Boston, the Boston Compact, recently ratified by the Boston
| {
School Committee, has created a partnership between leading- city businesses

and inner city schools. Many of the city's employers have promised good

jobs for all Boston high school graduates, provided that they meet

minimum standards for reading, writing, and regular attendance. This year,

under the'agréement, some 200 businesses will reserve 400 jobs for Boston

graduates; tWo years from now, they will provide 1000 jobs.
-‘Corﬁbrafions haQemprovided free equipmept té_the schools to be

used for a variety of instructional purpoées. Microcomputers and

related software appgaz to be the most popular items. In Denver,

Atari has donated seQéral dozen computers to one high school that has

provided a higg level of mathematics and computor programming training

for more than fifteen years. In return, a number of students have

developed user's guides and softwafe development to Atari. Tandy

Corporationbis offering schools all over the nation a free staff development

package to heip teachers learn to use cémpu;ers for instruction.

Appie'Computer Corporation, anxious to dqnate a computer to évery

school in the Lountry, has been lobbyiﬁg Congress and various state

legislatures for an appropriate tax break.

- The'"school foundatior' movement has been spreading across the

country, with more and more commurities setting up tax-exempt organizations

1

through which to solicit private and caporate donations for the public

scﬁ%ols.’ In Pittsburgh and Dallas, school districts have set hp
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educational foundations which rely on contributions from corporations
and wealthy individuals. In Beverly Hills, California, residents

have been able to raise $400,000 for each of the past five years
through dinners, sales of a school guide and calendar, and movie
preﬁiers. The money has Beenmuseé to save teacher positions in the wake
of Proposition 13, té hold down the average class size, and to create
programs in writing skills, remedial reading, and special education.

- Standard 0il Co. has granted nearly $2 million to the American

. Association for the Advancement of Science to begin "Science Resources

for Schools,” a project to provide information and materials to improve
the quality of classroom science. |
- In 1978, the North.Carolina General Agsembly éstablished the

North Carolina Schooi of Science and Mathemetics, a residential high
school in tA;\Research T;iaﬁgle area that currently enrolls 400 eleventh
and twelfth grade students. The annual budget éor this school is
comprised of contributions from the state general fund (2/3) and from
high technology companies in the area (1[3). The instructional staff
is made up of teachers with advanced degrees in ﬁheir‘fields (467 have
doctorates), who need not be certified.

| ;Epese types of corporate acﬁivicies, and many others which ége
bein;’developed and actively promoﬁed, raise a series of concerns about
increasing reliance §n private sector initiatives in the context of
the public schools. Serious legal questions in this area have as
their basis a recognition of the gfaddal recasting of the fundamental

relationships in education between private organizations and the

public schools. .
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II. School Finénce, Equity, and the Privatization of the Public Schools

Economist Charles -E. Lindblom (1977) has suggested that the
central question in any specified public policy issue is the degree
to which the market replaces the government or the governmengfrepldces
the markét. He points out that all politico-economic systeﬁé'employ
three primary mechanisms of social control in order to reach certain
ends -~ exchange, which is the fundamental relationship on which matket
systems are built; authority, whiéh is basic to the formal organization
of government; and persuasion, which is a ubiquitous commodity that lends
itself to instruction in the "free competition of ideas" that typifies
énd‘underpins liberal democracy.

When'confrontéd with the changing relationship between public
and private sectors in education, what is most striking is the récognition
that not all public problems are acted -.on exclusively by government. In
a mixed system, one marked by perpetual and dynamic change in the
relation§hips between,puplic and private{'ﬁhblic problems often
reverberate in the private sector. Conversely, many private problems’
are acted on in éovernmént and many of these same private problems

are acted on in government as though they were public problems. It is

useful to recognize that most problems are not ultimately solved

exclusively, if at all, by government, even though many are acted on

there. Are some public ends more efficiently served by entrepreneurial
involvement with public education? To what extent does such involvement,.

based on exchange, create specific legal dilemmas, which.will necessitate

the extension of governmental authority and control?
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. K Declines in the perceived effectiveness and relative performance
of the public education system are altering in fundamental ways the
heretgfore 1arge1y passive acceptance by corporations of the inadequate
"skills and limited future potential of recent graduates for learning
and doing the complex tasks éf a technological society. ©If corporations
stand ready to act in the public interest and to do mor; for the
schools, through direct involvement, fingncing, and glanning,
then specific legal questions arise.witﬁ iespect to the guidelides,and

' constraiﬁﬁé, if constitutionally required, tﬁat courts will place on
business initiatives. This is espec;ally critical if the benefits of
.these initiatives are unfairly apportioned among the.recipientsg or if
ﬁhey are purely for the futherance of économic ends. In short, if
é“major priority Of,ﬁuéiness is to shape school prégrams, théh are
now fina&cad almost entirely by the taxpayer, how can an equitable

framework for the channeling of private resources into.the public

sector be developed and maintained?

The notion that business has a responsibility to society beyond
the production 6f goéds and services is hardly a new one. Certainly,
this responsibility has iong been expressed in charitable contributions,
pubiic service functions, and fund réising:activities of all kinds.
What is new is the idea that coordinated private and public action

- mav be required to-advance society;s best interests, that someriséﬁes,
1ike education, are simply top,éigﬂificant, in terms of the national

interest, to be-left drifcing at the mercy of old political categories.
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and more on broader concepts of community benefit. /
v

A useful beginning in defining the nature of 2 public-private

partnership has been made by The Committee for Economic DeveXpment (1982).

The Committe= points out that a "public-private partnership means
cooperation among individuals and organizations in the public and private
sectors for mutual beneflt. One key to avoiding judicial intervention

in such partnerships may very well be the idea of mutualltv. If

a framework of genuine and reciprocal cooperation is established to form

a policy consensus on community goals, agreement on institutional roles,

and support for action, then the state's interest in promoting the

welfare of the whole community can be upheld. Legal issues qéy;turn less
K B ' . 7 .’, .
on the perfection of abstract notions of individual rights to equality,

‘

If simultaneous action in the public and private sectors is

going to be required for the achievement of an importént,Social end,
\ ;
if private irtiatives for the benefit of public educatlon are to be

\

regarded: favorably by the courts, then overall fairness:’ and an intent

\/

to conter advantages on a broad base of recipients must be the hallmarks

of publlc-orlvate partnershlps. It is the thesis of this paper that

_the process of legal review should not stand in the way of thoughtfully-

constructed partnerships. Indeed, the”legal system should be responsive
to concerns about quality in education and should stand ready Lo

facilitate those approaches that stand a chance of enhancing the

functioning of the schoolS. )

\

Early in the twentieth century, Austrian legal philosopher

Eugen Ehrlich advanced the proposition that the "center of gravity of

N



legal deyelopment lies not in legislation, nor in judicial decision, but
in society itself.” (Ehrlich, 1912) At the heart of this statement
is the recogn;tion thét law is dependent to a 1large extent on events,

+  that it exists iﬁ a larger social framework, and that iﬁ is but.one of
a number of mechanisms for ordering discussion and management of
signifiéant policy questions.. fhis basic emphasis on social reality
was viewed by Réscoe Pound (1922) as requiring the development of
legal institutions and rules that satisfied "chia¥aﬁants," which were
linked rationally to the éatisfaction of worthwhile purposes. What. could
be more worthwhile than the~creation of legal rules that facilitated
the revitalizatibnubf Americén pubiic education?

The ideastéf'équity, fairness, and eduality are central valqes,
#nd aspiraéions of the Ameriéan ideological system. Eqﬁalitf, like
justice, is basic to ﬁhe organization of American society. Indeed:,
the Fourteenth Amendment to the United States Consti;ution declares
that no state shall deny a person equal protection of the law. Yet, .
like justice, equality is not a term that is easily or conveniently
defined. Equality is valued for its own sake, as an attribuﬁé‘ofvbeiﬁg
human. It is aléo valﬁéd as an instrument to obtain other things of
value. This lack of consensus has ﬁlways been manifest in an education
contextl This is so because eduéation can serve as anlequalizing or

-

leveling social force, or it can function as a selection mechanism that

acts Co perpetuate existing patterns of inequéli:y and social stratification.

American courts have been deeply-involved in deciding ma jor L

issues of education policy. In the main, they have concerned themselves

o A
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both with eliminating segregation and with equalizing educational
opportuniziss. Thus, the rejection of the 'Separate but equal doctrine,”

in —own + Zoimd of Education of Topeka, 349 U.S..294 (1955), has

-—-—acent years with intense litigation about disparities
. sche¢ o fizmma,  School finance reformers in many states have argued
that state programs for funding elemepgaéfbaﬁd'secogqgry schools were
unconstitutional because they violated the'equal protecﬁiaﬁ.élause of the
Fourteenth Amendmént. Since the majority of elementary and secondary
school reVenués_are generated by local property taXes, and since the
amount aﬁd value of taxable property varies tremendously érom one

school district to -ahother, the unequal distribution of resources

works to the considerable diéadvantage of residents of poorer school
districﬁs.

The legal battles over school finance equaiization réflect the
conviction that expenditures are closely related to the quality of
education. While this rather commonsensical idea may be true, exact
relatiénships are unclear. It does seem falr to say, however, that
the level and type of expenditures do affect, either positively or
negatively, the possibilities for overall educatibnal success. Qﬁice
obviously, wealthy districts can pay teachers‘pighgr“salaries,’
construct and mainta;n higher-quality physicél facilities, and offer

a wider range of educational programs. Districts whose activities

‘are supplemented by corporate oOr foundation largess, may have possibly

.unfair advantages over those that are not so fortunate.

In s general sense, government action often entails the classification
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of citizens, Caxiﬁg various income groups and different rates to
effectuate particular social purposes, providing health care and
housing to some and not to"others, and admitting some persons to
state universities and rejecting others, on the basis of merit or
othe; demographic factors. .In essence, equal protection‘cases

generally require a court to decide whether specific classifications

can be justified by their rational relationship to someAspeéific and
legitimate legislatiqewpurpose;of state interest. (Cox, 1978)

Courts have found '"suspect" législative classifications
resting on characteristics such as race and religion and have'requiredr
states to demonstrate a "compelling' reason for using such classifications.,
Courts have also held that the equal protection clause protects certain
"fundamental rights" more rigorously than other interests. When cases
involve "fundamental interests," courts pass judgment on both the
classifications and the purposesvof 1egislation. (Berger, 1977)

At a minimum,:the equal protection clause would appear to
(1) apply to all pérsons; (2) prohibit discriminatory state actions;
(3) prohibit state involvement in discriminatory private actions;
(4) not be limited to formal legal rules, but to apply as well
to both the intent and results of a law; (5) allow many types of
classif;cations and differentiations, but force the state to treat
all persons within the same class equallys; C6) not tolerate "equal
di;criminationg'and (7) force consideration of whether a cl;ssification,

in itself, is unreasonably underinclusive or overinclusive, i.e.,

whether a differentiation is a reasonable response to a problem,

O
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given the totality of the circumstances. (Baum, 1951; Birkby, 1983)
Given these minimums, how far does the Fourteenth Amendment
extend into the domain of public policy? How far should it extend
in setting education policy with respect to private—pubiic‘partnerships?
. The views of several noted legal scholars are instructive:

The judicial process is too principle-prone and principle-
bound - it has to be, there is no other justification or explanation
for the role it plays. It is also too remote from conditions, and
deals, cases by case, with too narrow a slice of reality. It is not
accessible to all the varied interests that are in play in any
decision of great consequence. It is, very properly, independent.
It is passive. It has difficulty controlling the stages by which it
approaches a problem. It rushes forward too fast, or it lags;
jts pace hardly ever seems just right. For all these reasons,
it is, in a vast, complex, changeable society, a most unsuitable
instrument for the formation of policy. ( Bickel, 1970)

The constitutional requirement of ‘equal protection of the laws'
cannot possibly mean that a State must treat everyone exactly alike.
Classification is an inescapable part of government. The Fourteentch
Amendment does not require a State to allow an almost blind man to
drive an automobile because it grants licenses to those’ Wlth perfect
visione + o o

(1) A classification is constitutionally permissible which has
some reasonable basis in terms of some rational view of the public
interest.,

(2) If a set of facts could concelvably exist that would render

‘a cla551flcatlon,reaSQnable, their existence must be assumed. (Cox, 1978)

‘Since Brown, the Court has continued to expand, and to ‘confuse
the public perception of, its power of equity. The result has been
to substitute social~science seculation for precedent and principle
as the standard of both constitutional meaning and.equitable relief.

i .« +« « « The most prominent feature of this new concept of equity
is the object addressed. Equity has now become the means of 'reconciling
public and private neéeds.' What at the Founding was thought to offer
relief to individuals from ‘'hard bargains' has become a judicial power
to draw the line between governmental powers and individual rights and
to-attempt to create remedies for past encroachments against whole
classes of peoole. ) o

o« o The formulatlon of public policy is an expression of
oolltlcal w111. To be legitimate, such policies must reflect the
will of the people, not the independent will of their deputies. The
judiciary has no means available for ascertaining the public will
in any meaningful sense. It is not, strictly speaking, a representative
bodv. It must be assumed that the Court, when it moves to make decisions

gwﬂ. - "“_aﬁgw
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with Tespect to such matters as immediate integration of schools, busing, -
low-income. housing development,,and remedial-education_ programs, is
exercising not merely Judgment./ it is maklng policy choices; it is
exercising its own will. It is exercising a power that the Constitution
denies to it., The Court, under the guise of its 'historic equitable
_remedial powers,' has been endeavoring to formulate public policies

"for which it lacks not’ only the institutional capacity, but more

important, the constitutional legitimacy. (McDowell, 1982)

The framers, it needs to be said at once, had no thought of )
creating unfamiliar rights of unknown, far-reaching extent by use of the -
words 'equal protection' and 'due process.' Instead, they meant to
secure familiar *fundamental rights,' and only those, and to guard
them ‘as of. yore against deprivation except by (1) a nondiscriminatory
law, and (7) the established judicial power and procedure of the State. -

(Berger, 197/) :

These rather "conservativg" views of the limits on the legitimate
extension of judicial power under the flag of equal protection, lead to
the following question: Are corporate contributions to the public schools
vulnerable‘to attack on the theory that the Constiﬁution requiréﬁ

equal spending per student by local school districts throughout a state?

Will privately raised funds and in-kind aid make our public schools

‘quasi-private? In this writer's opinion, this would be an unwarranted

conclusion té draﬁ from the échool_finance cases before us. Nevertheless,
several cautionary notes‘are in order, as the range of private action
in the schools accelerates.

Boﬁh state and federal school finance cases are‘important
because corporate contributions to the schools may very well be
likened to a unique kind of "finance," i,e., fﬁnding of‘a néw tvpe
that could be the subJect of judicial review by actlv? courts. If such

‘ , . .

fgﬂance were trulf 1nequ1table, such review might well be Justlfled. ihé
central issue in the present dlscu551on would seem to be the need

to Salance the possible,right to an equally funded education against
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what could be defined as an evolviﬁg state interést in promoting an
education policy that results in demonstrable educational benefit

to a large number of students, creates community solidarity, and enhancgs
the likelihood of economic growth, higher productivity in the labor
force, and reduced cogts in the public sector.

Simply stated, there is clearly a state interest in encouraging
quality education that relies, in part, on contributions from the
private sector, even at the expense of abstract andlutopian notions
of perfect equality of treatment. Indeed, high-quality educational
opportunities, made possible by enlightenéd, even self-interested,
corporate cquributions that are non-discriminatory in effect and
benefibial in operation, may result in ggéater overall equity.

If a better education for subétantial numbers of students is the
rasult of new kinds of partnerships between business and schools, then
a strict judicially—based test of "qontributidnai equality” may not be
required. Without question, however, reclaiming éxcellence_in
education will require a continuing, long term commitment to essential

. v -
equity on the part of corporations, in order to avoid the application Jf~
sroadened concepts of equal protection.

In order to make these positions clearer, it is worthwhile to
qonsider,the current 3tatus of school financevlifigation. Proponents
6f school finance equalizatiébyhgve consistently argued that many
proéraigafdrxfunding edu;ation violate 2 equal protection clause of
the Fourﬁeenth Amendment, because reliance on iocal property taxation

I'd
constituted a classification-of students according to a suspect

16
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characteristic, the wealth of théirwéomﬁunties, and this could not be
justified by any compellihé state purpose., It haé aiso been forcefully
argued that students have a fundamental right ;q an education and that
this right should not be any less available in one community than
in other. But is Eggg;degree of unequal financing a violation of
equal protection? |

In theory, while not a guarantee of equal educational quality,

if schools spent apppoximately the same amount of money per pupil,

2

- this might satisfy some interpretations of the due process clause.

This has not been accomplished nationwide, because wealthier states,
or states with a greater commitment to education, are able to pay
mﬁch.more per pupil than are POOIX states. According to the U.S.
Bureau of the Census (1980), each student in New York is supported
by a state subsidy of $2,759, while a student in Tennessee receives
only $1,172."lSinceuthe federal government provides less than 10 .
percent of the money for the public. schools, equalization across
state lines is\impossiblje.
L : ' ,
Given the difficulty of creating a national school finance
scheme and the tradition of local and state control of schools,

litigation has centered at the state level, Since public schools

have largely beeh financed through property taxes, rich school -

districts can spend more money than poor ones on each student, and

at a lower taxing razte. State equalization aid, typically, only

partially makes up for these disparities. This situation has tended to

~ advantage suburburban students over those in the inner city. Businesses

i
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located in some districts tend to advantage those districts over
agriculpurél areas; districts with natural reéources are able to
provide more per pupil than those without.

The movement toward gqualization of school finance on the state

level was accelerated by Serrano v. Priest, 487 P.2d 1241 (1971),

In this case, the Califqrnia Supreme Coﬁrt ruled that education was
a fundamental right, under the California.constitution, and that it
could not be compromised by the wealth of a child's parents or
neighbors. The Court said that the state's school finance
scheme violated both the United States and California constitutions,
The system's substantial dependence oﬁ local property taxation caused
wide disparities in local school revenues and meant that the quality
offa'qhild's education was a product of his geographical locale.

The rationale behind Serranc has not proven Persuasive,

however, on ‘the federal level, or in other states. In 1973,

the United States Supreme Court, in San Antonio Independent School

District V. Rodriguez, 411 U.S. 1 (1973), ruled that education was

not nééeégarily a.fundamental right and thét there was no need to
show that the state education finance system was the result of somé
"compelling state interest,” only that it was rational. The éourt
further stated that the only fundamental ‘rights for the purpose

of the equal protection clause are those "implicitly or explicitl}
guaranteed by the Constitution.”

With Trespect to the issue of wealth as a suspect classification,

the Court in Rodriquez said that differences in spending levels -

s




could not be equated with "interference with fundamental rights,”
and upheld the use of property taxes in Texas by stating that there
was no evidence that Texas children in certain districts were deprived
of "an édequate minimum educational offering."” The Court stated:
. + « o a sufficient answer to appellees' argument is that,
at least where wealth is involved, the Equal Protection Clause does not

require absolute equality or precisely equal advantages.

Recently, in Lujan v. Colorado State Board of Education-(1982),

the Colorado Supreme Court, in an elébéfately reasoned decision,

held that the state's system of financing public elementary and
secondar}\gducation.ii constitutional, and reverSedAg District Court's
ruling to the contrary. Under the Public School finance'Act, the
state's school® are financed through a combination of local, state,
and federal revénues. The Act estabiisﬁes a financing formula
whereby those districts with higher assessed property valuations

are able to generaté more revenue fo£ educational ﬁﬁrpOSes than those
districts with lower assessed property valuations. In addition, the
statutory method for funding capital construction projects -
the‘capital reserve fund and the bond redembtion fund - operate so
that high property wealth districts can ral se more Trevenue than low
property wealth districts. In its ruling, the Court rejected the
equal protection argument and the notion that wealth is a suspect.
clas§ification in school finance:

.« + « » Appellees argue that a "suspect class"

is present here either as a ‘'class' composed of low-wealt: .~ hwe’
districts, or as a "class" composed of low-income people. & Ilsagree,
The evidence in this case does rot demonstrate that the' 5¢ i’ Zir ance

system operates to the peculiar disadvantage of any idgrifiable,

19




recognized class, R

.+ « o o there is no distinct and insular '"class" of poor
persons as required for equal protection analysis. Under this analysis,
we define a '"class' as being a group marked by common attributes or
characteristics. Here, however, the alleged class of '"poor persons,"
while possibly linked by their respective income levels, have no
.common attribute relative to Colorado's school finance system. The
evidence does not show that poor persons in Colorado are concentrated
in low-property wealth districts, or that they uniformly or consistently
receive a lower quality education, or that districts in which they
reside uniformly or consistently expend less money on education. ,
-Finally, the Court held that under the Colorado Constitution, the
mandate that the General Assembly provide a "thorough and uniform
system of free Public schools," did not mean that the educational
expenditures per pupil in every school district had to be identical,
so long as expenditures within a given school district were relatively
uniform,

Equalization in school finance is a long way off, if it is
attainable (or desirable) at all., Litigation over the issues
involving equal protection continues and jurisdictions are often
'in profound disagreement. Yot even the most vocal critics of
various forms of private aid to the public schools have argued,
however, that business involvement will eventually supplant public
funding. Without question, the majority of actual school revenues
will continue to be supplied by the taxpayer.

Specifically, based on a review of school finance litigation, on
the inconclusive federal and state status of this litigation, and on
an understanding of the limitations ij(,.7ent in the limicless

extension of the Fourteenth Amendme:. . p2strained perspective

on the applicability of the equal protectiomn clause to public- "

.
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privaﬁe partnerships in edudation is in order. Such Partnerships;
which pertain to one district, or school, and not another, may indegg
create some disparities; but these financial and operational variations,
unless deliberately extreme or unfair in concept, probably do not pose'
substantial or extreme constitutionai‘questions at this time. In
addition, even if disparities are created by\corporate-actions and
activities, even if ggg'distribt bénefits frém a épecific corporate

program and n;E?another, the treméndbus range and diversity of
private initiatives may tend to balance out in £he end. it i§
important at this Fime, during the early developmental stages of
many new and unique kinds of partnerships, not to bﬁild unwarranted
rigidities into the legal system, or to look prematurely toward
legal review of privage initiatives in education. On ﬁhe other hand,

such iritiatives involve state action, and it is critical that thesa

actions be guided by a spirit of fairness and essential equity.

21




References

Adler, Mortimer J. The Paideia Proposal. Jew York: Macmillan, 1982.
Alexander, Kern. School Law. St Paul: West, 1980,

Arons, Stephen. Compelling Belief: The Culture of American Schooling.
New York: McGraw-Hill, 1983.

Auletta, Ken. The Underclass. New York: Random House, 1982.

Baum, Lawrence. The Supreme Court. Washington, D.C.: Congressional ’
Quarterly Press, 1981.

¢

'Berger, Raoul. Government Bv Judiciarv: The Transformation of the
Fourteenth Amendment, Cambridge: Harvard University Press, 1977,
1 -
Bickel, Alexander M. The Supreme Court and the Idea of Progress.
New York: Harper & Row, 1970.

Birkby, Robert H. The Court and Public Pollcy. Washington, D.C.:
' Congre551onal Quarterly Press, 1983.

Black, Theodore M. Straight Talk About American Education. New York:
Harcourt Brace Jovanovich, 1983.

Bluestone, Barry and Bennett Harrison. The Deindustrialization of
America. New York: Basic Books, 1982.

Botkin, James. Global Stakes, Cambridge: Ballinger, 1982.

Bowles, Samuel and Herbert Ginitis. <Schooling in Capitaiist America:
Educational Reform and the Contradictions. of Ecounomic Life.
New York: Basic Books, 1976.

Y
o

Collins, Randall. The Credential Society. New York: Academic Press, 1979.

Committee on Economic Development. Public-Private Partnership: An
Opportunity for Urban Communties. New York: Committee for
Economic Development, 1982.

Corrigan, Richard. "Industrial Policy," National Journal, February 26,
1983, Vol.:®13, No. 9.

Cox, krchlbald. The Role of the Supreme.Court in American Government. '
New York: Oxford University Press, 1976.

153




Cremin,:Lawrence. Public Education;‘ New York: Basic Books, 1976. \

de Lone, Richarth. Small Futures. New York: Harcourt Brace Jovanovich,
1979, :

Ehrlich, Eugen. Fundamental Principles of the Sociology of Law.
Cambridge: Harvard University Press, 1912, 1936.

~ Ely, John Hart. Democracy and Distrust. Cambridge: Harvard University
Press, 1980.

Etzioni, Amitai. An Immodest Agenda. New York: McGraw-Hill, 1983.

Ginzberg, Eli. '"The Mechanization of Work," Scientific Ameriéan:
September, 1982. Vol. 247, No. 3.

Giuliano, Vincent E. "The Mechanization of Office Work,"
Scientific American, September, 1982. Vol., 247, No. 3.

Glazer, Nathan. Affirmative Discrimination. New York: Basic Books, 1978,

Grossman, Joel B. and Richard S. Wells. Constitutional Law and
Judicial Policv Making. (2nd ed.) Yew York: John Wiley, 1980. .

Hamilton, Robert W. The Law of Corporations. St Paul: West, 1980:

Herman, Edward S. Corporate Control, Corporate Power. Cambridge:
Cambridge University Press, 1981.

Howard, A.E. Dick. "A Litigation Sdciéty?" The Wilson Quarterly,
Summer, 1981, Vol. V, YNo. 3.

Hyman, Herbert H. The Enduring Effects of Education. Chicago:
University of Chicago Press, 12975,

Jencks, Christopher. Who Gets Ahead? New York:,ggésic Books, 1979.

LaMorte, Michael. School Law, Englewood Cliffs: Prentice-Hall, 1982.

Lerner, Barbara. "American Education: How Are We Doing?"
The Public Interest, Fall, 1982, No. 69.

Lindblom, Charles E. Politics and Markets. New York: Basic Books, 1977.
Vi : ,
fs, = i . . . . : =
McDowell, Gary L. Equitv and the Constitution. Chicago: University ot
Chicago Pre§s) 1982,




National Commission on Excellence in Education. A Nation At Risk:
The Imperative of Educational Reform. -Washington, D.C.:
U.S. Department of Education, 1983.

New York Stock Exchange Office of Economic Research. FPeople and
: Productivity: A Challenge to Corporate America. New York:
New York Stock Exchange, Inc., 1982.

Nonet, Philippe and Philip Selznick. Law and Society in Transition:
Toward Responsive Law. New York: Harper & Row, 1978.

Persell, Caroline Hodges. Education and Inequality. New York:
Free Press, 1977.

Eolenberg, Richard, One Nation Divisible:  Class Race, and Ethnicity
in the United States Since 1938 (2nd ed.). New York: Penquin,
1980.

Pound, Roscoe. An Introduction to the Philosophy of Law. New Haven:
Yale University Press, 1922, 1959.

Rabkin, Jeremy. "The Judiciary in the Administrative State,"
The Public Interest, Spring, 1983. No."71.

Reich, Robert B, The Next American Frontier. New York: Times Books,
1983, -

Royster, Vermont. "Reforming Education," The American Scholar,
Spring, 1983.

Schochet, Gordon J. "Social Responsibility, Profits, and the
Public Interest," Societv, March/April, 1979. Vol. 16, No. 3,

Stanfield; Rochelle. "Education Report: New or 0l1d Federalism,"
' National Journal, May 7, 1983. Vol. 15, No. 19.

"Can America's Schools Be Saved?" Newsweek,

May 9, 1983,

Brown v. Board of Education of Topeka, 349 U.S. 294 (1955).

Lujan v. Colorado State Board of Education, Colorado Supréme Court (1982).

Robinson v. Cahill, 303 A.,2d 273 (1973).

San Antonio Independent School District v. Rodriquez, 411 U.S. 1 (1973).

Serrano v. Priest, 487 P.2d 1241 (1971).

169




Richard Allen Caldwell
Director, Public Affairs Program
University of Denver

Spruce Hall North 241

Denver, Colorado 80208

(303) 753-2468




INCENTIVES AND BARRIERS TO PRIVATE SECTOR INVOLVEMENT IN PUBLIC
SCHOOLS: A OORPORATION'S PERSPECTIVE

Marcia Appel )

Cammnications Manager
Control Data Corporation

Susan Schilling
Marketing Manager for Secondary

- A : Academic Education Products
Control Data Corporation




After wncrutinizing the Americen educatiohal‘system for
18 months, the National Commission on Excellence in Education
recently released a report which furrowed foreheads and knit

eyebrows across the United States.

At a time when Japan's auto makers are making 1life miserable
for Detroit's car companies and workers, the commission reports
that only one-third of ‘the nation's l7-year-olds can solve even

the most basic mathematical problem.

Equally alarming is the commission's finding that nearly
40 percent of the country's high school seniors fail to draw
inferences from written material and only a fifth can_write a

persuasive essay.

The report cites a functional illiteracy rate hovering near
13 percent among the country's 17-yea¥-olds and a rate near

40 percent among the nation's minority students.

If soaring illiteracy alone doesn't upset a nation which prides
1tself on its educatlonal system, the report also reveals that

cLlege Board Scholastic Aptltute Tesq\scores in mathematics,

\ ,
physics, English, and other subjects have plummeted since 1963.

N
The report warns that the United States'~world dominance in
industry, science, and innovative thodéht is being challenged--
iffnot already eclipsed--by ambitious, keenly educated global

competitors.

163



.Educational analyét Paul Copperman cautions in the report that
the United States no longer moves toward a better-educated

citizenry with each generation--a U.S. trademark since the

country began.

~

"For the first time in the history of our country, the educa-

tional skills of one generation will not surpass, will not

equal, will not even appfoach, those of their parents," accord-

ing to Copperman.

\,

If the report's findings aren't exactly a "call to the life-

boats" for U.S. education, they are a stern warning that this
AN : . '
country's educational system is listing heavily amid some

terribly turbulent waters.

-

"Our nation is at risk," the report states, ". . ,the educa-

tional foundqtioﬁg‘of our society are presently being eroded by
a rising tide of mediocrity that threatens our very future as a

7

nation and a people."

.

And in its conclusions, the commission looks no further-than

the educational system itself to find the source of the trouble.
According to the commission, the system is rife with inherent

. weaknesses, some of which include: watered-down, "cafeteria-

stYlef curficula;'declinihg standards and expectations; shrink-

.. 164



age in time devoted to schooling and homework, and a' shortage

of motivated teachers in an abusive system which Qrinds teacher

. J

enthusiasm to disillusionment.

As recommendations for revival, the commission stresses
addressing the educational needs of individuals—--allowing

students the chance to soar to their own learning potential.

"W2 must emphasize that the variety of student aspirations,
abilities, and prepafation requires that appropriafe cqntenﬁ be
available.to‘satisfy diverse needs," the report states.
"Atten;ion must be directed to both the nature of the contént

available and to the needs of the particular learners."

And in taking inventory of the "tools at hand" to accomplishs
. system repairs, the commission counts, the "inéénuity of our
policy—makeré, scientists,’state and local educatérs} and -
scholars in formulating solutions once.problems;gre petter

understood."

-

I

Although the - commission's report only recently-turned nation-
,' wide attention on the country's crdmoling'educational system,
| william Cf.Ndrris, chairmgn and chief executive officer of
*. Control Data Corporation, sensed many of the same structural

L problems as early as 1962. ” : .




o

" Norris was among the first to suggest that computer-based
" education could streamline and improve the educational procesé
while placing the focus of education back where it belongs—--on

“he development of each student to his or her maximum learning

potential.

Norris also led thg way in advocating éodperation among private
industry, government, and s¢hools to accomplish the.necessary

\\chﬁnges in the country's educational process.

““Iﬁ»l962, Control Data, the Universit& of Illinois, and ‘the
National Science qundation, began.developing PLATO, a
computer;based education system designed to train, educéte, and
aid persons 1in reaching their learning potential individually.
More £han'20 years later, with many of Norris' suspicions rein-
forced by the 1983 ccmmission's report, the company is striving
to promote computer-based education--firm in its ‘belief £h§t
com?uter—based education is the "tool" necessary for rebuildiﬁg

the country's sagging educational and training systems.
COMPUTER-BASED EDUCATION--Changing the Process.

The traditional process of educdtion in the United States

buckles under its own weight.

SN
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As che number of teachers, students, courses, and dollars spent
multiplies so also do the number of dropouts, poorly educated

students and complaints about the country's faulty educational

system.

Dr. William Ridley, Control Data's vice president for academic
strategy, said that while "teachers blame the parents, parents
blame society--everybedy's blaming somebody--the real problem

is the process itself. 1It's outdated.” V -

‘Whlle the process has ‘many faults. tha system's greatest short-
comlng 1s the emphasls it places-on ‘group" educatlon at the

expense of the individual.

Under the:traditional process, about 30 students in a classroom
are exposed to prec1sely the same amount of material for an
equal amount of time. Students then are tested on the mate-

rial, evaluated in terms of one another's.performance and

either promoted or discouraged depending on the results.

While it's been the accepted method of-education in the United
States for decades, the group process limits exceptional learn-
efs, inhibits slower students and requires the teacher to con-
stantly walk an educational middle ground. Thus, traditional’
education negates the individuality and educational development

of each student in favor of the orderly processing of the group.



In its report, the commission'concurs_on the need to re-
emphasize the importance of educating each student rather than

providing a “scatter shot" education for the group.

"The most gifted étudents, for example, may need a curriculum
‘énriched and acéelerated beyond even the needs of other stu-
dents of high ability," the report séates. "Similariy, educa-
tionally disad?ﬁnfaged students may require special curriculum
materials, smaller dlasses( or indi§idua1 tutoring to help them

master the matéerial presented.”

"When you have an educational standaré that everybody'§ sup-
posed to reach,‘sdme can't and they get defeated. That's
what's defeating most learners,"” Ridléy said. "The real compé—
tition should come only frbm their own potential, not from the
student sitting next to them. Just abdut everybody will rise
to that kind of.competition because it's something théf can

reach."

The_group'process also'places unfair demands'onlteééﬂéigj
requiring them to tailor their lessons to satisfy the needs of
a diverse group of students. Unfdrtunately, as the commis—
sidn'sAstudy~indicates, when thrust reluctantly into the’role
of,"jack—of—all—trades," theﬁteacher, predictably, proves to be

"a master of none."
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Ridley said the traditional system finds teachers graduating

. from college "and they're supposed to be an instant performer,

subject matter expert, counselor, record keeper, they're given
all those tasks. The computer can do some of them better, so

why waste their time on that?"

Unlike group educaition, computer-based instruction permits
tailorihg an educational program to meet the needs of each
student. .

PLATO allows students to proceed through lessons at their own
pace and in private, allowing the student to experience the joy
of success while avoiding the embarrassmen£ of failure. PLATO
also offers immediate results, showing students how they are

progressing and providing positive reinforcement.

In addition, the computer relieees-geachers of many administra-
tive chores, iﬁcluding_record keeping, test scoring and other
"administrivia,"nand allows them more time to provide individ-
ual attention for the students.:

MThe computer’should be tﬁe-silent servant in the background,
under the management of the educators," Ridley said. "I've
never seen a computer terminal lose its patience. ii seldom
calls in sick. That tool is just lying_there waiting to be -

“used."”



THE CORPORATE PERSPECTIVE: Cooperative Investment in Human

Capital:

Making computer-based education an integral parﬁ of the

country's educational system requires fundamental changes in

the relationships among education, business, and gc ‘ernment.

, ~

A business world ingreasingly in need of highly educated

employees cannot ignore the nation's troubled educational

system. At the same time, in order to salvage what's left of

the educational system, it must permit businesses to address

the system's problems as profitable business ventures.

While government support of education is essential, continued

" investment in a system that fails to make use of advanced tech-

nology would be foolish, much like investing in a manufacturing

plant with obsolete equipment.

A deciine in the quality of education in the United States

inevitably produces a maddening
all facets of society.
For example, the U.S. presently

Union, West Germany, and Japan,
Russia graduates three times as

Stétea, and tiny Japan produces

‘each year than graduate in this

circle of eve@;s.which affects

ranks foq;th, behind the Soviet
in terms of science literacy.’
many engineer~ as the United
5,000 more ¢ .

et rical engineers

country.
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With the number of scientifically skiiled graduates lagging and
the quality of those graduates suffering as well, the United
States finds itself increasingly inept in the field of science
at the same time problems such as energy conservation, food
p;oduction, and.urban blight demand innovative and sometimes‘

highly technological answers.

Convinced that the necessq;y/ihprovement in the educational
process cannot be‘gttéined without "the use of technology,

-

Control Dagg/ﬁgs made PLATO one of its major investments in the

-

pasg/lsfyears.

At the samne timé, Control Data has continued to explore avenues

that will enable it to make a fair profit and employ people.

A prime example of the proposed partnership approach is the
Microelectronics and Inﬁormation Sciences Center at the

. . : ‘ |
University of Minnesota. :

By donating funds, facilities, and processing expertise, indus-
try allows the Center to conduct highly technical research
" \ -

without duplicating spending onicosfly facilities and salaries.

This cooperation enriches the educational process while
businesses-—-both large and small--reap the benefits of new
technology. When applied, the technology can bring industry .

profits and competitive position in the world marketplace.
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Another example of the cooperative effort necessary for improv-
ing education through the increased use of technology is

Wellspring, a recently formed task force in Minnesota.

Drawing members from industry, labor, government, and academia,
the Wellspring task force seeks to improve the state's educa-
tion system through the widespread use of computer-based educa-

tion and the cooperation of each group represented.

Control Data is also pursuing cooperative efforts with second-
ary and post-secondary schools, offering computers and course-
ware while the schools provide educational expertise, personnel

and the basic raw material--students.

Through such cooperative §rograms—-by testing, probing and
eventually discdvering the proper mix of technology and .
peopie;—business, educatiqn,,and government can get about the
necessary task of improving education through computer-based

instruction.

THE PATHS OF LEAST RESISTANCE: Getting Compufer—based Educa-

tion into the System.

As Control Data began developing PLATO in 1962, the fledgling
company took a "practice what you preach" approach toward
computer-based education by exploring the benefits of PLATQ,

through in-house training programs.
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Initial PLATO courses were 'used for training Control Data man-
agers, computer operators and programmers to. work within the

“"nidly growing company.

When the training programs proved successful, Control Data

started expanding its courseware library and eventually began
- !
producing about 2,000 new course hours .annually. PLATO now

features more than 12,000 hours of courseware in a variefy of

‘ \
subjects. ) /// ;

-/

/
4

Since.l976, when Control Déta first marketed its computer-based

education system outsidef%he company, PLATO has come to be used
/ .

in small and large busi?esses, learning centers, computer tech-

!

noldgy”schools,‘governmént facilities, -and elementary,,secqnd—<

éry, and post-secondag& schools.

‘
!
i

Because productivity/is one of the greatest concerns within
industfy; and because industry /spends more than $1000bi11ion
annually on employee training; Control Data approached employee
training early on as a problem withinjsociety which computer-

based education could solvef

/ .
Control Data has" established a network of more than 100 Learn-
ing Centers and Business Centers across the country where busi-
nesses and their employee trainees 'have access to- PLATO

instruction.
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~iro scattered throughout the country are 27 Control Data
~Institutes, which trais meo; > for wjoing careers in computer
proaramming, ope:étions, maintenance, robotics, and other j .-
Banks, airlines} and manufacturers are .uong the many other
businesses which rely on PLATO for training tellers, pilots,

and other persbnnel;

P :
/
i
{

In Reéding, Pennsylvania, a steel company sends its technicians
to nearby Reading Area Community College, where a PLATO program
was developed to provide training on maintenance of specialized

recording equipment.

The training program offered by the manufacturer costs $700 a

day, lasts two weeks and lies a two-hour drive from Reading.

By bringing computer-based education to .the public through its
Learning Centers; Control Data also addressed the needs of
growing educational phenomenon in the United States--adults,

continuing education.

At a time when many colleges and school systems sfill looked”
askance at computer-based education, Control Data developed
Fair Break, a program designed to meet the educational'needs of
youths, ages 16 to 20 who, for whatever reason, had dropped

th'rough the cracks in the traditional educational process.

[}




The Fa.r 2reak curriculum features training in basic skills,
including .math and language arts, while also offering courses

in job-seeking skills and life management.

At Scott High School, an inner-city school n Toledo, Ohio,
re than 450 students participated in Career Outreach--z

version ¢: Fa r Break-~duri:g its first year in existence.

The students spent one hour each day with a computer terminal,
studying the basic skills curriculum to improve their math and
reading skills. After several additional hours of schooling
each day, the students then reported for training and work

experience at various Toledo businesses.

‘Ridley. said that through Fair Break, between 5,000-10,000
youths have been "lifted up out of unemployability into jobs.
Those were kids who did not learn the traditional way.. This
" kind of learning really lighted some leafning 'wicks' in some

of those kids. They had never known learning‘éuccess‘before."

Fair Break has also penetrated the nation's prisons, where
inmates in several states are using PLATO to learn-job skills

in anticipation of finding work after release from prison.

THE FINAL BARRIERS--Peqetrating the Traditional Educational

Process.
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Although PLATO has managed to find its waydinto the nation's
depressed inner cities and between the bars on prison gates,
some segments of the traditional system of secondary and post-

secondary education have continually offered resistance.

Other schools and colleges, recogniziﬁg the need for change and
witnessing the benefits of computer-based education as applied

in other areas, have welcomed the technology.

More than 100 colleges and universities use PLATO to serve both
students and teachers. Elementary and secondary schools
throughout the country are using PLATO programs to llelp teach

math, science, reading, and more.

Though frustrating, revamping an educational process which has
served a country for decades is not accomplished:overnight.‘
Opposition to computer-based education has ccme from teachers
who fear for their Jjobs and school districts waich dread the
"de-humanizing" effects of computer~based education and shun

the expermnse.

Many opponents, however, igncre the fact that computer-based
education is designed to free the teacher from many administra-

tive chores and permit more personal interaction between

instructor and student.




- Many schools now experimenting with computers are missing this
point, using terminals as nothing more than sophisticated
audiovisual devices instead of allowing computer-based educa-

tion to change the process itself.

By laying technology atop the'tréditional prbcéss of education,
schools provide themselves only a supplemental tool at an
incremental cost. Needed changes in the educatioﬁal process
will come only when schools allow computer-based education to
focus learning on individual students and free teachers from

administrative chores.

Because salaries account for about 81 percent of the cost of
education and with the projected costs rising, reversing the
labor-intensive nature of the educational process is an essen-

tial part of the switch to computer-based education. -

But teachers won't be ushered out the back door as technology
steps in the front. Any shift toward computer-based education
will be gradual, with no abrupt reductions in the number of’
teachers.

Teachers should also kinow that computer—-based education is

designed to make teaching more effective and less frustrating.

Additional emphasis on computer—based education would also

demand the creation of new jobs in areas such as courseware
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development, educational program design, and continuing educa-
tion. The cost of many of these new jobs would be borne by
industry, not by an already over-burdened educational system.

‘ el .

Fears about the effects of computer-based education were not
the only obstacles Control Data encountered in its efforts to

introduce PLATO to traditional education.

One college sought more Control Data technology simply to
increase its computing -ability, not to improve its educational’
offerings. Another feared that introducing computer education

without further research could set education back 20 years.

In his 1976 speech before an annual gathering of the Society of
Applied Learning Technolégy, Norris discussed -the need for
changing the traditional process and introducing computer-based
. education. ! ' .
» |

Before Phi Delta Kappan, a leading 'education magazine, pub- ,
lished the speech, it sent copies to 20 leading educators. Tﬁe
replies included such comments as_apwormed over and wanting,"

"educational moonshot?" and "an advertisement, not a help."

Despite the barriers computer:pésed'educatibn faced in pene-

>

/
trating the traditional educational system, there has been

progress. - . ST

- 16 -
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‘The American College, with more than 60,000 students in all-50
' United States and 12 foreign countries, serves individuals who
o . _ : A

are already employed but are seeking céreeriadvancement_through

continuing education.

Control Data Learning Centers permit American College's far-
flung stodent body access to PLATO while the'systém'allows each

student to proceéd at their own pace.

At themUnivérsity of Colorado in Boulder, PLATO is used in
courses ranging from deve10pﬁeptal English to physics. While
electrical engineering students are using PLATO's sophisticated
graphics to simulate the workings of microprocessors, teachers
are freed from menial tasks ana allowed more time for inter-

action with students.

‘With a musical synthesizer connected to a PLATO terminal, music
students.gt the University of Delaware can practice and com-~
[wtg .

- plete drills on their own while devoting precious:class time to

.

concept development.

And the University of Quebec has incorporated PLATO into its
Teleunivefsity system, which uses,telecommunications to link a
network of campuses spread within an area 1,300 miles in

diameter.



-

Control Data is also working with school districts in several
states in its efforts to introduce computer-based education to

elementary and éecondary schools.

In one Florida high school, for example, 200 students advanced .
"an average of one grade level after spending only 14 hours
working with PLATO.' The students have been facing the prosﬁect
of nét graduating because they were unable to pass minimum
cdﬁégféhcyftééts;

~.

On an Indian reservation near Reserve, Wisconsin, a special
PLATO'program helps teach youngsters Ojibwa, their fading
nativé tongue. The'éfdéfém, an innovative cémbination of :
graphics énd wofds, was started in November 1980 and i$.avail—

able free to schoéls who use PLATO.

By working with selected schools on gradually developing an -

<

education process which features the appropriate mix of tech-
noiogy and people, Control Data hopes to develop a formula of
computer-based education that can be applied qn a broad %cale.
At the same time{ Control Data continues to‘develop a complete
range of cdursewar¢ for eieméntary and sécondafy schools. The.
courseware includes a Computer Literacy Curricﬁlum, a Basic
Skills Learning Systeq, Reading and Mathgmatics'Ser{es and a

\ Basic Algebra Curriculum.
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CONCLUSION:

In many ways, acceptance of computer—-based instruction into the
educational process has been slow and sometimes grudging. The
traditional process of education, riddled with problems,

remains solidly entrenched.

o
1

But acéording‘to history,.it was about 200 years after books
were introduced before th?x_were used by teacﬁers. Taken in
that context, the progress made in infusing the traditional
eddcational'system with computer technology ista‘bit more
encouraging. |

As the NationalICommission on Excellence in Education stresses

in its report, “History-is not kind to idlers.”

With a major restructuring of our country's educational system
in order, now is hardly the time to put off decisions to the

next school board or the succeeding administration.

If the unfortunate pattern of declining educational quality
ﬁontinues, the next generation will be less capable than ours

to find innovative answers for the problems facing education.

i
|
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EXECUTIVE SUMMARY

The purpose of this paper is to discuss bharriers %nd incentives to
business/education collaboration from a corporate point of view. The paper
is organized into eleven sections. The authors begin with a discussion of
the purposes of corporate education and the genesis of the AEtna Institute
(11, 1IIl). Corporate interast 1in non-corporate education is discussed
(IV), .- Philosophy of and practice of corporate public involvement is then
examined as it affects the development of the External Programs finit within
the Institute (¥, VI). Program details concerning specific relationships
between the company, area schools, colleges and universities, and
community-based organizations are presented (VII, VIII, IX)." The authors
then suggest 12 principles/ and guidelines for collahoration (X). The paper
concludes with a discussion|of public/private research issues and questions
(X1). ‘
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I. INTROBUCTION

. When we were asked to comment upon the suhject of business/education
co]Téboration, the question that came immediately to mind was "What more
can we add?" In the Jlast few years,'an'ﬁmpressive volume and array of
Titerature on.the tonic has emerged fram the work of scores of ihdividua]s,,
corporations, government agencies, foundations, commissions,.task forces,
and -conferences. The original definition of collaboration had some
specific technical dimensions. Since the mid 1970's, those dimensions have
‘been expanded through popular h§ége to describe just about any process or
activity undertaken by more than one individual or group. Beginning with
the publication of The Boundless R;source in 1975, and continuing through
the present, the level of public and private attention paid to the topic -
as well as the topic itself - is an interesting phenomenon, We be]ieve it
reflects emerging appreciation of the common lot of thevpub11c and private
sectors. The breakdown of traditional social and economic arrangements has

given Benjamin Franklin's words new force: "We will hang together or we
will hang separately.”

The need for collaboration seems to have been established. The range of
anaTySes‘ and recommendations on the topic is plentiful. Model programs
abound. In“fact, the business of:public/private sector collaboration .has
groWn fromm that of a cottage industry to a major national undertaking. It
occupies the 1local membership of over 20N  Work/Education -Couné%]s,
Industry/Education. Councils . or School/Business Collaboratives in
communities across the country. The goals of collaboration would ‘appear to
be within reach of any responsihle community.

Despite all this activity, enough is not happening to prompt many pacple
closely associated with the process to ask whether it is making a
difference; whether collahoration is just another word for .some fundamental
practices of responsible c{tizenship and. good management,. or whether it
reoresents some new fofﬁ of the social contract. These same people also
sense that the barriers and incentives to collaboration have not .been

adequately identifiéd and addressed. Nonald Clark, President ~of the
, National Association for Industry/Education Coooeration, laments the
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‘surfeit of "policy statements and research studies on the merits of
coilaboration." Clark voices the thoughis of many commentators that .
preoccupation with process has not yielded adequate results. According to
Clark, there is no doubt that collaboration has merit. The problem is how
to get on with it. ' ‘

Clark's observation suggests an answer to the questidn-of what more can be
added. We agree that we need more dinformation on the specifics of
calTaboration, not -just its merits. Often, what passes for model

. ‘colTaborative programs are simply examples of outcomes of 'comp1ex and

vaguely understood proces§es.'l In discussion of model programs much

attention is given to what happened, but not enough attention to how it

happened - to the organizational, political, bureaucratic, financial and

other dynamics which created those programs. It is encouraging to read

that Program X was initiated by a WOFk/Education Council, for example, in

Community Y. It is instructive only wnen. we discover how the Council

members actually got down to husiness, heqinning with how they qot to the

conference table.

OQur ourpose in this opaper 1is to discuss some of the dvnamics of

business/education collaboration from a corporate point of view and, more

particularly, from the point of view of - educators reCent]y transptanted

from academia into a very large corporation.’

These.. observations are the result of much activity in the area on the part
of the AEtna Institute. Time and experience - not to mention the opinions
of others - will revise or qualify much of what is presented here. For

now, we will stand by the facts as stated and take responsibilitvy for

opinions as stated. Where the distinction is troublesome, we ask the
reader to assume the point of view to be our own. '

IT. CORPORATE EDUCATION
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Before examining the issues of husiness/education collahoration, it is
useful to understand something “of the context within which education and
. training has grown in the corporation itself.

The tenm corporate education is a useful dascriptor only .insofar as it
describes education which is not done in traditional educational
{nstitutions, There is no shared-philosophy or methodoVogy. of -education
‘among all private-sector {nstitutions. The educational programs Susinesses
mount depend on whether the business is equipment-driven or .
labor-intensive, small or large, local or intermational, product or service
oriented, and so forth. The type and extent of these progréms also depends
on whether or not the existing education providéé for corporate needs. In
some cases these needs are met; in many theyfare not.

Business currently sgends roughly $30 billion per year for education and
training, reportedly more than all states comhined spend for puhlic higher
education. Enp]oye?-suonsored education usually stems from one or more of
the following business needs: (1) orienting new employees to the
organization; (2) ahsorbing and generating rapid technological change; (3)
maintaining‘ professional vitality and competéﬁce among emdloyees; (4)
avoiding non-edutational'costs such as travel and released time for outside
training; (5) exploiting the opotential for. increased employee motivation -
through extended on-the-job‘ training; (A) }ulfi111ng legal and social
responsibilities to expand equal employment and advancement opportunities;
“and (7) stabilizing employee turnover. ' v

ITI.. fHE AETNA INSTITUTE FOR CORPORATE EDUCATION

Scheduled to be completed in 1984, the main Institute facility in Hartford
will consist of ahout 300,000 square feet, including a 400 hed dormitory,
c1assrboms; conference areas, concessions, and a fitness center., When
-fuT]y operatcional it 'will accommodate approximately 20,000 student
' émployees per year. Students will be drawn from all areas of the company

into a2 range of programs and services. Thes? programs and services will

180




extend from work readiness for our lowest skills Jjobs through manégenent
and executive development.

The physical reality of the Institute, most impoftant]y, is the résu]t of
the collection of ideas which forms the heart of it. The building wasi
originally conceived out of the need for more space to do more of’the same
- type of education and tr;ining as had been done in the past. Over the
course of planning the building design, ,a number of facto;é cbnverged which
caused the ccmpany to rethink the assumptions and brocedures which
characterdized educa;ion in the past. Some of ‘these factors included:

1. The. transformation of the company from one providing insurance to
one prbviding" financial services,' at a level analogous to the
transforhation of the railroad business to the transportation
business. .

2. The reorganization andngrowth~.gf the ‘company. AEtna expects to
grow from the present level fd?“nearyy 40,0n0 employess to almost
50,000 by the end of the 80's. This expansion will reauire smphasis
on the maintenance of a corporate identity including the identity of
education and training. Specifically, expansion will require
assessment, 'imp1ementafion, and evaluation procedures for insuring -
‘high quality and relevance of educational programs.

3. The shift from national to international business as a result of
the b1ur?ing of distinctions hetween foreign and domestic business
issues. The value of the Mexican peso, the volume of 0il extracted
from the North Sea, even the namu of some formerly obscure islands
o7f the Argentinian coast = all may affect profit and Tass:
statements as much as any "domestic"'situation might.

4. The decentralization of human resources planning and development by
" moving these nrocesses to administration at the lowest practical
level,
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5. The need to develop a cadre of management talent, not only in terms
of creating new talent but also in the continuing education of
managers and employees within the organization.

6. Burgeoning technology in both business and education.

o

In one sense our Institute for Corporate Fducation is a return to an older
tradition of higher education. The academic pluralism that typifies a
1ar§e university or a community college is, of course, a relatively recent
phenomenon. The corporate institute 1is nperhaps , analogous to the
denominational religious-based college. Like schools in that tradition we
have, in theory at least, a clearly focused mission, a raison d'etrs that

transcends ‘a]] other considerations. For us that mission, quite simply, is
to meet the bﬁsiness related educational needs of AEtna Life and Casualty.
In other,settings,“education is an end in itée?f; in ours, it is a means.
AEtna Life and Casualty does not have education as its central mission.
The company exists to provide financial services and to make a profit doing
so. The Institute was established as a vehicle for advancing the ccmpany's
central mission. |

While our mission as an Institute is quite clearly focused, at 1least in
comparison %o other educational institutions, it is by no means a narrow
mission. Our corporate policy on education states that,

"The AEtna believes that education is an important means of developing our
employees and ‘producers. Education is a continuous and coherent nrocess
intended to enable employees aﬁd producers to acauire skiils, knowledge,
and attitudes necessary to grow in their present positions, to compete ‘or
’/uﬁ broadened scope of resnonSibility, and to improve corporate oroductivity
and profitability.

"The Company also heliseves:
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- that the educationa]’ process should serve the husiness needs of all
its operations;

- that an important objective of the educationé] process  should be to
improve the Company's ability to plan for, absorb:and-promote.change
in the husiness environment;

- that the educational process should be available to emnloyees for
whom changes 1in job responsibilities can be anticipated, regardless
of Ehe employee's job classification;

- that the quality of the educational procass should positively affect
the recruitmeni. and retention of employees;

- that a continuous and critical emphasis on research, development,
and program evaluation is ‘escential for maintaining high standards of
innovation and excellence in education;

- that the educational -process should involve some of the communities
in which we do business in a way consistent with other policies
concerning education.”

Such a policy statement orovides us with a mandate of considerable
_breadth. Like most corporate education programs, ours has certain
characteristics. Ohviously the vocational and technical emohases uvutweigh
those of general education. While it may be learning that can be applied
throughout one's career, we expect it to be applied at once. fur learning
uackageé tend to be short term and intensive. Changes in the business
envirorment and the society at large will alwavs require us to he orepared

M

to develop pianned, appropriaté and rapid reéponses.

1

Yy

In addition tc internal factors, a number of envirommental facto.s eife
planning around education and training:
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1. Changes in the labor force relative to age, skills, mohility,
education, and racial and ethnic.composition.

<. The predicted drop in the number of 18-20 year old high school
graduates entering the workforce will create pressure to deveiop or
retrain existing employees. '

3. The challenge created bhy competition among the _currently large
cohort of 25-34 year olds for limited 'numbers' of higher-level
management positions. Many companies will be required to establish

‘nonmonetary career rewards.

4. The crisis <$n public education. Ernest Boyer, President of the
Carnegie Foundation for the Advancement of Teaching reports that
"the public high school is the mo§f seriously troubled institution
in American education." As a labor-intensive enterprise, AEtna and
companies 1like it are the largest consumers of public high school
graduates. We cannot ignore;the crisis threatened by the lack of
basic skills among high-school age youth. '

w
.

A commitment 0 corporate opublic involvement that goes beyond
charity and good citizenship to become an integral part of our
business.

IV. CORPORATE INTEREST IN NON-CORPORATE EDICATION AND TRAINING

It is not news that many companies have a tradition of education and
training intended to supplement what students learned in school. Neither
is. it news that many'comoanies are now faced -with job applicants who cannot
read and write. There are basically four obtions which companies may
pursue to address this situation. |
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Option one is for companies to strenqgthen the wavs in which thev currently
supplement education. The question often raised about this ootion from the

corporate side is why corporate dollars are being spent on some forms of
education that do not seem to be effective.

Option two involves strengthening education itself throuah what is. known
currently as  "school/business partnerships." These partnerships may
involve adopt-a-school, work/study, summer youth internship, career A
exploration, teacher education, or similar programs. This obption raises
gquestions from all sides as to private sector legitimacy and effectiveness
in this area. Where public schools are involved, business involvement is
often seen as interference with public decision making regarding an
enterprise which is viewed as a public trust. As argued by Hcward Ozmon in
a recent issues of the Phi Delta Kaooan,'there is a risk that the private

sector may take on a disproportionate role in directing the philosophy and
curriculum of the school. 0Ozmen dnd other observers comment that business
influence must be no greater than that accorded to other community groups.

Option three is for companies to provide the eauivalent of public or dther
education themselves. This option dis generally least attractive to
business and will probably remain so. Again, education is not the central
mission of most profit making organizations. This is of fundamental
importance to the discussion of any corporate educational enterprise. Even
the AEtna Institute will be judged ultimately on how small our operations
can stay rather than how large they can get.

Option four is, of course, to do nothing at all about the problems of
education. In fact, business thus far has been able to recruit much 1like
private schools; that 1is, simply not take the poorer students. Howéver,
demographic data indicate that this type of selectivity may end over the
next ten years because of now—fami1iaf"demograohic changes. 3usiness will
also be looking for better educated peoole within this shripking work

. force. The problems presented by sheer demographics are compounded-by—the——-
fact that there ars few jobs left _that lend themselves to unskilled '

o B | 19;
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routine. Reading, writing and basic mathematical skills are necessary even
in the lower level jobs. Many lower-level jobs are also requiring skills
which must be integrated with skills :r using computer equipment such as
terminals. Finally, many people in the oprivate sector do not expect
improvement in the qualityv of public school education. Many feei that
instead of finding-bettar educated people, the private sector is 1likely to
find just the opoosits. ; |

Implications of the rising demand for skilled workers, coupled with data on
a decline in labor-force entrants 1in traditional categories, iand the
deciine in Tlevels of general education are alarmingly obvious. These
" implications “have bf0ught many companies, including AEtna Life and
Casualty, to the view that involvement in public education is worth most of
the conflict {t generates. For example, more than 274 companies in Dallas
have adopted schools. Adopt-a-school programs in Los Angeles have expanded
" to include 90 companies and 100 schools within the last four years.
; Private employers in  Philadelphia support inner-city academies for
potential drop-outs. . The school/business collaborative in  Hartford,
Cannecticut, has engendered private sector involvement in the expansion of
data processing education, effective schools programs, and business teacher
partnerships in a variety of areas.

As we have suggested, not all of these dJnvolvements are viewed as
'sélutary. Ralph Nader's Center for the Study of Responsive Law has
articulated some widespread criticism of;‘businesé-preoargg ‘educational
materials, alleging that they manipulate the /spcia1izaf¥0n of children
through subtle indogzzigggipnf;rofpan“_asséﬁgiy-1ine work ethic and gross
sales pitcggéf‘:fagwfthe other hand, many types of involvements are
considerably less controversial, especia11y' those involying funding of
épecial'education projects, remediation or work readiness"programs. Even
more acceptable o critics of private sector involvement is direct private
sector support of school systems themselves. For example, a group of St.
Louis companies recently pledged to substantially underwrite any'deficit in

meeting teachers' salaries during the first vear of the union contract. A
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number of St. Louis comnan1es also led a campaign to raise the oropert y tax
in order to maintain educat1ona1 standards.

AEtna Life and Casualty is seeking ways in which to be responsive to issues
of education without being heavy handed. To this end, AEtna has developed -
philosophical and operational principles of corporate public involvement
which "govern its activity in education and training as well as in other
i;;ues of public concern.

i

V. CORPORATE PUBLIC INVOLVEMENT -

i

The philosophical principles of AEtna‘s corporate public involvement are
. set fortﬁ\ broadly in the 1981 report of AEtna's Corporate Public
Invo]vement\department. The document states, in part:
A

In terms' of the effect which 'they may have on society, there is no

ﬂ longer a, clear-cut separation between business, labor, nonprofit

organizatidns, government or the public citizenry. Ye all touch and

depend on \one another., The AEtna Life and Casualty conncent of

cornorate public involvement has evolved out of an awareness of this

interdependence. Corvorate puhlic involvement means taking into

account the many relatiGnships that exist between business and

society. That is, considering a corporation’s activities from the view

point of the total impact on others. Far from being unbusinessiike, it

"is a business oriented, thoughtful recognition of the fact that .the

well-being of AEtna over time depends on the health of society, and

‘that it is in our best interest to help maintain that health. At AEtna

we have long advocated corporate public involvement. _Our experience”

has shown that considering the impact our role can have on cthers if is

not a distraction. Rather, it strengthens our capacity to operéte
profitably.”

Working definitions of ~corporate public involvement vary, and have only
recently .included education and training. Most corporations would agree
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cornorate .public involvement begins with resnmonsihility to consumers for
product and service quality. One would find similar agreement on the
publiic ob]igatiohs, of the priQate sector concerning taxes, employment
practices, accounting systems, consumer affairs, and investments. Private
sector consensus concerning other public responsibilities begins to unravel
at this point, Says Milton Friedman, "the only entities who can have
responsibility are individuals; a business cannot have responsibility. So
the question is this: do corporate executives - provided they stay within
the law < have responsibiiities other  than tec make money for their
stockholders? My answer is no." |

The overall position of our managers on the use of AEtna's funds for what
are called "nonbusiness® causes seems to fall somewhere between the
position of Friedman and that set forth in the corporate policy statement
quoted above. Most of our executives will agree that public regponsibi1ity
and accountability are compatible with shareholders' iﬁierests.
Néverthe]ess, intarnal debate on the extent to which the company's p}ofit
making capacity should be diverted to "nonbusiness” causes reflects
something less than consensus. '

AEtna's current leadership has done much to foster employee awareness that_‘
cémoany success depends directly on public acceptance of its products and
services and a generally healthy society. "Each of us must convince the
other of our sincerity and w111§ngness to cooperate” says John Filer,
AEtna's :Chairman and chief executive officer. "Only then will we be able

| to bring the full power of our society to bear on social problems. We are
Tikely to see more and more cooperation between govermment and business in
finding solutions to our social problems because neither one can do the job
alone,” '

This concept is generally understood .and grasped in principle, at least
among top management. At the lower levels, the view of the warld is often
mo%e 'circumscribed, particularly -among middle manaaers and emplovees
outside of our home office in Hartford. The environment in which our

’




i

A

midd]é-level manaqers operate 1is different in several important respects
than that of corporate policy-makers. Respohsibi]ities at the middle level
are specifically operational and therefore ﬁbstly short term im nature.
Most manaders who are told that they must meet affirmative action -goals,
improve product quaTity and reliability, and otherwise .resoond to the many
pressures and demands tnnfronting business today are unlikely to' devote
many resources to thuese responsibilities unless certain incentives are
provided.

Corporations have used a number of strategies to overcome the reluctance of
middle managers to devote time and resources to non-traditional
objectives. Some have revised executive training and development programs
to emphasize the broader responsibilities of the corparation in society.
Qthers havé reshaped planning systems to reaquire business managers to
include social, environmental, and qu}i; policy objectives in their
business plans. A number have reconsiructed their incentive compensation
systems for top and middle managers, giving signifitgnt weiqht to
performance in non-traditional managerial roles. Still others have creatad
new staff departments to help managers to achieve human resources,
environmental, and other cbjectives. Whatever the particular stfategy;ﬂ the
most successtul appear to be those in which the senior managément, first,
has clear1y'communicatéd ‘thfoughout the company its beliefs concerning
corporate public involvement and, second, adopted policies and procedures
which encourage managers to act accordingly. "

" In their book, Corporate Social Responsiveness: The Modern Dilemma, Robert
Ackerman and . Raymond Bower of the Harvard Business School write: "Nrawing

an appropriate relationship between the socially responsive and executive
performance measurement and’ eVaIuatign is an extréme1y sensitive and
difficult undertaking. LThe challenge for management is to insért and
calibrate rewards and sanctions for social performance in a way that
encourages the desired degree of responsiveness with as few unwanted side:
affects as possible."” ' '
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[t seems to us that the relationship between individual executive
performance and social responsiveness involves issues on three different
Tevels. First, a definition of corporate public involvement in temms of
its meaning for individual emp]byees is necessary. Corporations need ¢to
determine to what extent they are speaking about benefits to the individual
employee, the company, or the community when referring to corporate public
invo]vément. Second, - there is a spectrum of issues around.implementation.
How much time and whose time, should be devoted to corporate public
involvement activities? What incentives should be provided for corporate
public involvement by individual employees? What sacrifices or trade-offs
in terms of production can.be tg1erated by the company? What structures
are necessary to make sure that the type and extent of nonbusiness activity
s aooréoriate to corporate objectivei? A third set of issues relates to‘
evaluation. How are nonbusiness activities of individual employees to  he
‘assessed in termms of their identification with coroorate‘objectives for
pdb]icfﬁnvolvement? ‘
' The following list outlines some necessary, albeit insufficient, condit#dns
under ‘wnich any‘corporate public involvement by individual employees might
take place: |

1. Corporate investment or sacrifice. Unless this condition is met,

any nonbusiness activity can only be assessed in terms of the

contribution of -the individual enployee,%rather than thé‘company, to

the ;Egmunity. For example, participation in the local parent

teacher organization can only be viewed as "an individual.
contribution unless the corporation commits some resources . of
facilities, space, equipment, personnel or money. The argument that
the . company s conmitting personnel in the form of the individual

can only be made i{f individuaT‘participation is supported hy company
resourcés. Thus, iF theiemDTOyee.were afforded released time hy the
company to participate in any nonbusiness activity, this should be

assessed as corporate public involvement.

196



i
\

2. No Individual Penalty. ~ One penalizing condition is the phenomenon

of a compressed workload resulting fram any absence from the job. i
In order to both interest and allow individual employees to
participate in nonbusiness activities, some provision should be made
for workload sharing among other members of the department during
the time when the individual employee is involved in a nonbusiness
activity. Corporate public involvement activities should be built
into, rather than separated from, normal employee workload.

3. Positive Recoanition for the Indfvidua]. Ronuses or ) merit
' increases should be considered as such recognition.

4. Agreed-{oon Seésiof Activities. As previously mentioned, it is

important to differentiate individual voluntarism from corporate
public involvement. Sets of nonbusiness activities appropriate to
individua1ﬂ employees should be assigned and evaluated at the
department 1level based upon corporate'guidélines. This 1is important
because the great diveréfty of talents, interests, and availability
among employees across departments in ‘any given company is best
assessed at the supervisory lével. - Also, the extent to which
supervisors have options in assigning and rewarding nonbusiness
tasks is the extent to which there is corporate-w1de comitment and
ownership of public involvement.

5. Reporting and Assessment Performance 1in ronbusiness activities
should be systemat1ca1]y recorded and should be 1included in the
- total- performance assessment. Thus, an individual anoloyee would

not have to risk the assessment of on-the-job performance as being
i Tess than satisfactory as a result of nonbusiness activity.
\VI. EXTERNAL PROGRAMS OF THE AETNA INSTITUTE

Far a variety of reasons related to AEtna's position on corporate public

involvement, the Institute has a public function Accord1nq1y, a DNepartrent
of External Programs was formed within the Institute. 19




The mission of the unit is to develoo exterwai, or non-corporate, educaticn
‘programs and services as integral parts of bcth AEtna’s humén resources
development and corporate public involvement strategies. This is to say
that the goals of external programs are focused both internally and
externally.

The external focus is wupon difect provision or support of educaticn and
training programs for non-employees and prospective employees. In building

the educational capacity of the community, the department is in keening

with the more altruistic dimansions of corporate public involvement.

The internal focus is upon the more direct benefits of interaction with

education-service providers. This focus is significant, and certainly more

supportable internally, because it helps toi(a) assure a well=-trained Tlabor

supply, (b) assure a stable, harmonious work force, (c) realize ccmpany

affimative action/EEQ goals, (d) assure an acceptable quality .of 1life in
order to attract and retain employees (e) enabla-managers to deal with a

diverse work force and (f) carry out the corporate role under the "new

federalism."

Conditions necessary for full realization of external and intermal henefits
of collaboration as it is initfated by the external programs unit are that
our-activities be:

1. Education-related, in contrast to other aspects of corporate public
involvement and other public issues;

2. Informed by company policy concerning the type and extent of
appropriate pub1ic involvement;

3. Comprehensive in considerjhg communities heyond Hartford;

4. Consistent in our determination of who gets what educational/

programs and services when, where, how and why;
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n

- Balanced in tems of oursuit of short temm and long term goals;
. N
. i " ‘\\
6. Reasonable in tems of not raising false expectations or over.
\ -
committing resources;

7. Anticipatory in reference to future educational needs in the
company. ) |

In the year that the Extermal Programs unit has been in olace, we have
pursued a number of collaborative arrangements, the details of wh1ch are
presented in the following three sections.

VYII. AETNA'S RELATIONSHIP TO HARTFORD PUBLIC SCHOOLS

The Hartford School/Business CoT1abora»1ve is an important, if rot .primary,
arena for AEtna's interaction with “the Hartford public schools. The
Collaborative was first convened over a year ago. Its formation was
prompted hy a deepening concern and interest by the business community in
public education in Hartford. The perception was that efforts of Hart<ord
businesses to assist publ ¢ -ducation were fragmentary, unfocused; and
unsustained.  Further, communication between the Hartford business
cdmmdnity and the Hartford school system was oerceived as heing: poor where
it existed at all. Issues'confronting the school system were an extremely .
high drop out and transfer rate and a lack of success in student mastery of
- the basic skills. The Hartford husiness community faced, and still faces,

serious human resources problems - an aging work force, a deceleration in
the qrowth of that work force, the need to continue to meet affirmative
action goals, and increased ,competition for aqualified entry level and
mid-Tevel personnel. Hartford continues to suffer a high rate of opoverty
and unemployment despite local business needs for skilled workers. However
flawed the measures might he, Hartford is reported to be among the ten most
distressed cities in the U.S.
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Qesearch disclosed a number of competing definitions of the problem, a lack
of formal means of communication, a variety of operational and bureaucratic
constraints on collahorative action, and a general level .of despair among
education and employment providers.

Based on the Report of the Hartford School/Business Collahorative Study, a
nonprofit collaborative organization was formed under the auspices of the
Greater Hartford Chamber of Commerce. The purpose of the group is to deal
with concerns currently beyond the scope, jurisdiction, influence, or
interest of any siagle community sector. The forum is 6rganized to attain
the following objectives: g

1. To identify and facilitate the means of increasing levels of basic
education in Hartford.

2. To stimulate and coordinate activities between the bhusiness
community and the school system. ”

'3. To analyze the transitions of Hartford youth both . through the
educational system and from educat.sn to the world of work,

4. To formulate recommendations for action.

5. To implement and monitor programs through member institutions and
organizations, using existing structures where possible.

§. To monitor and evaluate such programs.

The collaborative has de1iberate1y assumed a policy-making or indirect role
rather than a direct service role. Currently, the School/Business
Cb11aborat1ve consists of an advisory committee made up of senior personnel
executives from large enp]oyefs in the Greater Hartford area, principals of
Tocal schools, and a number of representatives from communi ty
organizations. AEtna Life and Casualty participates on a number of levels..

[
A
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The action objectives for the School/Business Collaborative during 1982
were as follows:

Business/Teacher Partnership

Objectives: 1. To increase the humber_cf Greater Hartford private sector
businesses in teacher partnership programs by  twoj
currently there are none,

2. To increase the number of Hartford teachers participating
in exchange workshops from 28 to 100 teachers,

Effective Schools |

Objectives: 1. To increase the number of schools participating 1in the
Effective Schools” programs by two. Currently there are
two schools - SAND and Barbour.

2. To conduct two Ihstructiona]' LeadershiD/Workshoo/Seminar/
Discussions (one at a Hartford school, one at a corporate
site).

Volgnteer/Role ¥odel Program
Objectives l. To 'expand the number of companies participating in
volunteer/role - model programs hy two; currently there are
three. | \
2. Tb\ increase the number of students and tutors

participating in volunteer programs - students from 550 to
800; tutors from 95 to 125.

Computer Expansion
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Objectives: 1. To increase by one school the Computer Assisted
Instruction (CAI). Currently there is one schoaol, Weaver,
with 12 computers. '

2. To increase the number of students in GAI from 1,867
| students to 3,0QO students.

These programs are expected to raise math and langquage arts achievement
levels by one year as measured by Metropolitan Test (M.A.T.) and state
proficiency tests whjch support the mission statement of the
School /Business Collaborative.

The company is attempting to engage itself in issues of education by means
other than the Institute and the School Business Coilaborative. AEtna's
office of Corporate Public Involvement is investigating grant making in
four related areas of education and work. |

The first is what has become known as -the Effective Schools Movement.
Efforts across the United States have recently involved the formation of
broad-based coalitions working with the community's educational Tleadership
Awto9~develop éppronriate~-perfonhance standards. - AEtna grants may supbort

efforts to increase the aquality and quantity of this type of

| collaboration. AEtna is investigating affiliation with programs containing

essential elements of pianning and implementation as identified by leuding

private foundations. Some of these elements jinclude shared dacision

making, school staff aﬁd school community development, collaboration.
between schools and colleges 1in establishing academic priorities,'and

coordination of school and. community services which integrdte work and

study.

The second area refers to strenathening the management of public
education. Supportable programs hight include those which encourage and
assist urban secondary schools to develop and .implement a school
improvement plan using the best that is known about effective schools,
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school  staff development, ~§choo1/co11eqe collabhoration, and school/
community development. A sub-cafegory of programs in this area are those
involving school-based staff development where the objective is to develop
teams of principals and other school site personnel.

The third area to be considered “is that of’comnuter literacy., Corporations
realize that we. are in the first stages of the exponential shift fram an

industry-b;sed to information-based economy. Those responsible for
learning and instruction may not fully understand this shift but they are
aware that the educational systems upon which they depend dre not . giving
them control over the skills and information they require to succeed. If
urban students are denied access to the control of information, the degree
of their disadvantage 1is increased and inequities already imposed by race
and class are further exacerbated. AEtna shares the view that the orivate
sector must support the needs of the schools to develop programs for
computer literacy.

The final area under consideration is Early Childhood Education. AEtna is
considering support for projects focusing or preschool children. One
aspect might be on the early development of learning skills. Another would
be on the resolution of developmental problems, such as health, which
effect the ability of the child to succeed.

YITI. AETNA'S QELATIONSHIP TO AREA COLLEGES AND.UNIVERSITIES
!

The concentration of coileges and universities which exists in close
proximity to the AEtna's Home Office was recognized by Institute staff as
potentially enabling the Institute to bring to AEtna eﬁﬁloyees ‘a broad
range of education resources which had previously gone largely untapped.
Howéver,‘since there had heen few consistent lines of ‘communication between
the company and the higher education comunity, and since the announcements
about the Institute and the Education Center had oproduced someA negative
impressions in that community, a positive program to build a climate of
understanding and cooneration would he necessarv if the Institute were to
Sé in a positiQn to draw on the resources of higher E?Yfi;ion' _
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Following the public announcement made by Rohert Phillips, AEtna's Yice
Presider : for Personnel, in a speech delivered at Hesleyan“}University* in
April 1982, and a series of protocol ‘meetings which reaffirmed the
intention of the Institute to actively pursue collaboration with higher
education, recruitment began for members to serve on the Institute's Joint
Advisory Committee.. The JAC would serve as the continuing forum to bring
company leaders together with higher education leaders to learn about each
other, to discuss issues of mutual concern, and to support projects and
activities of mutual benefit. | A

- Senior officers of the company, including the heads, of the four'onerating
- divisions, agreed to-serve on the committee as did college and university
presidents, the heads of state systems of colleges and consor%ia of
independent colleges, and the Assistant Camissioner of Higher Education.
The Assistant to the Chairman of AEtna Life and Casualty agreed to serve as
committee chairman, Not only was the assembling of such a committee
without precedent but, as one of the university presidentsvremanked at a
JAC meeting, even a forum that brought together the whole spectrum of
higherA'educatﬁon, college and university, puhlic and private, two-year and
four-year, was extremely rare and _therefore provided a most valuable
sarvice. .

Two meetings of the JAC have been held in 1982. While much of the focus of
the committee to date hés been devoted to a process of cetting to know more
.about one another in order to lay the groundwork for future collaboration,
~ the committee has sponsored a working-level conference on "non-traditional
education programs and a representative task force on resource sharing in
computer education. :

While it is still too early to assess any long-term benefits that have
resulted fram the formation of\the JAC, the degree of relaxed openness that
the committee reached in its discussions by the end of its second meeting
and the greatly expanded channeTs of communication that have been obened
between»vznstitute staff and the area colleges suggest  sianificant

-~
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progress. At the very least it aopears that the negative climate
~concerning the impact of the Institute on higher education has been
substantially dispelied.

Issues that the Institute wishes to explore with higher education include:

1. Executive Education
- To provide both preparatory and continuing education
- To address  AEtna-specific  concerns relative to finance,
marketing; strategic planning and so forth
- To include a liberal arts component

2. Recruitment activities in connection with -qraduates of area
‘colleges S '_ :
- to better prepare students 'froh"héstaaarea colleges for
interviews. . B b _
- to allow recruiters to interview fewer pebp]e to find enough to
" meet the company's needs. _ '
- to inform camouses aboﬁt the company's needs. :
- to clarify AEtna's position for the colleges with respect to
cooperative education and student internships. o
- to develop a program to recruit the older person who has
graduated from a pért-time continuing education, or evening or
weekend program. ‘ '

3. Consulting and research projects
- to meet company needs 1in: areas like marketjng‘ and strategic
planning.. | '
= to utilize area college personnel for these activities.

4. Faculty and educationai staff development
- to orovide company /personnel to serve as part-time faculty in
“high demand areas. | '
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- to orovide corporate assistance in bui1dih§ faculty competence

T high demand areas.

‘- to enable col1é§es to provide additional incentives to retain
faculty in high demand areas. Specifically; to provide
corporate fellowship or internship opportunities that will keep
fadhlty_in the colleges rather than leaving permanéhtly for more
»]ucrati;é*cgrpordte employment.

- to  increase student and faculty understanding of husiness
operations in general. To provide opportunities in guest
lecturing and even . formal teaching opportunities for corporate
managers on college campuses. |

5. Remediation -~ to develop remediation prbgfams that work, or better
stil1, eliminate the need for both-college and corporate remediation
programs.

7. General Education ,

- to increase the percentage of technical and managerial Jevel-
employees with college degrees. ‘

- to give greater attention to the role of liberal arts in
employee development.

- to expand +the educational opportunities available to our
employees  through on-site College at AEtna programs and also .
through campus programs  which employees attgnd with compahy

" provided tuitfon assistance. |

IX. POTENTIAL AREAS OF COLLAénRATION BETWEEN AETMA LIFE ANN CASHALTY
AND COMMUNITY-BASED QRGANTZATIONS

The Institute-\ahd the company are pursuing the following ~areas of
collaboration inn'order: to achieve the purposes of building community
capacity 1in the area of -education and training and the communi ty-hased
management needed to do so. '
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1'

Job Traininag Programs. To assist hard-to-employ residents in

preparing for, finding, and retain{ng Jjobs in the private sector

through job training programs targeted at high-growth employment
positions in the local Tabor market.

In June o 1982, AEtna Life and Casualty began collahorative efforts
with the National Puerto Rican forum and Hartford's Employment and
Training Adminfs;ration in the development of a  clerical skills
trainingf//prog?éh primarily for female bhilingual single heads of
househofds. The first six-month training session began November 9,
1983. Thirty' students were selected to begin training in six courses,
including typing, business English and math, Qver 90% of the graduates
of that class were placed in clerical positions within AEtna Life and
Casualty. The program is now in its third cycle, and similar success
is anticipated.

The Institute is also proposing co-sponsorship of a similar program
involving the City of Hartford, the Employment and Training
Administration, the Urban League of Greater Hartford, and Greater
Hartford Community College. As proposed, this program will consist of
instryction and practical appiication in mathematics, ~ lanquage skills,

g]erica] skills, and work readiness preparéﬁion. As .is the case in our

relationship with the Puerto Rican Forum, we would intend to hire
successful graduates of the training program.

%

|

Nrop-Qut Programs. To develop and support drop-out programsﬁsuch as“

those based on the "street academy” concept. .

Apprenticeship Programs. Sponsorship of on-sita training involving

one-on-one learning and supervision.

. Minority Gifted Programs. Offer of competitive scholarships to

gifted, low-income minority students.

2N
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5.

Real Estate and. Property Handdement. Provision of technical

assistance 1in developing local "capacity to manage real estate and

property  investments. Provision of  technical assistance in

10.

1I.

rehabilitation, construction, financing and management of community
properties. )

The CBO as a supervisory training site. ‘Enabling supervisory

personnel to become familiar with the community environment of their
employees. ‘ |

Use of corporate facilities. Provision of facilities and equipment

for community conferences, recreation, cultural events, etc.

b
\

Health Education Procrams.% Assisting potential employees  in

identifying and understand%ng health issues. relevant to employment.

Government Relations. Sponsorship of  aspects  of  citizenship

education, e.g., understanﬁing 1egis1étion, lobbying, energy, welfare,
transoortation, etc. ‘

Career Exposure. "Envirorment  extension®-type programs such as

—

' \ . .
corporate site visits.

Data Processing. Nesign and development of computer literacy and

--computé¥-assisted learning programs. Training of CRO staff in

12.

\

computercbased office functions. Neveloping the use of technology in
work readjness and skills training.

Parent Awareness Brocrams. Education of paﬁents as to their role 1in

their chi1éren‘s development (for CBOs involved. in educational

\

programs). N
\

The“~Ins§jtute is\\investigating' involvement 1in a parent awareness
program ﬁFbposed b§\athe "South  Arsenal Neighborhood Development

20R
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Corporation in HYartford. The goals of the program are to increése
parent knowlédge'of, and involvement in, the education system at the
South Arsenal School. The proposal also discusses the development and

‘\“ﬁmplementqtioh of monthly workshops for parents; an extension program

13.

14.

of visits, trips, and exposure to various elements of Hartford's
different communities; and the implementation -and integration :of ‘the
community-oriented curriculum into the South Arsenal School:.

Oruanizatigna1 develooment. Corporate provision of consulting

servicas for the organizational development of community-based
organization.

The Institute will provide a range of resources necessary for
camnunity-based organizations to enhance their managerial capacity. A
recent projact involved a local nonurof1t neighborhood organization and
a consulting team from the AEtna Inst1tufe. Over the course of two
months, the consulting team met w1th the staff of the organization in
order to develop  and recanmend 1measures which might be taken to
strengthen staf<¥ efficién;y and effectiveness.

Food Service Training Program. The Food Service management and staff

of AEtna detennined the need for training for employees.

A needs assessment and analysis pointed out the following problems:
- low self-esteem ; |
- a need for basic literacy and computational skills;
- a need for decision-making skills.

A job training program was designed to meet the needs of this labor-
intensive enVironment with accompanying skills and department-specific,
curriculum. As a result, 31 trainees began the Food. Service tra1n1ng
lprogram,‘ Sixteen Hispanics were hired to\particioate in the program
which provided:

.= job-specific skill training;
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15.

trainer training for supervisors;

audio-visual material to support skill mastery;
supplementary literacy and computational skill training; and

an English as a Second lLanquage component.

Minority Entrepreneurs. A minority enterprises conference was held at

16.

AEtna Life and Casualty with the hape of moving toward networking and
utilizing community resources. The objective of the program is to.
provide a forum to facilitate the exchange of ideas and strategies. for
maximizing business opportunities. This program was jointly sponsored
by: k

AEtna Life and Casualty, .

Greater Hartford Cammunity College,

Manchester Community (ollege, and
the U.S. Sm&ll Ru.iness Administration.

Contractor Collaboration. Thacker - Construction Company identified

that local minority business enterprises in Hartford needed specific
training in the following areas:

- Management trﬁining 'wﬁiCh focuses on owners to hetter prepare
them to plan, organize, accamplish and evaluate successful
projects. ) .

- Supervisory training to prepare them for the on-site role of
intermediary between owners and foremen.

- Technicé1 assistance tq assist contractors is :preparing for
financial packaging, . hid processing, qualifying for bonding,
negotiating, etc.

As a result, a pilot training program w11] be established sponsored

by - : ; R

- Thacker Construction Company, who will provide curriculum and
program supervision;

- the Urban League of Greater Hartford, who will provide a  grants
administrator, overégé intake of narticinants, -and identify

trainers, all of ‘whom are to he localj ‘

N ~
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- the City of Hartford/Brosen % Hutenskv (local developeérs), who
will precvide a grant to fund the project; and

- the AEtna Institute for Corporate Education, who will provide
(1) space for classes for a ten week period, six hours per week;
(2) minimal administrative resources and services; (3) program
monitoring and evaluation; and (4) membership '° the Advisory
Committee. - |

X. COLLABORATION ON ISSUES OF EDUCATION: A CORPORATE 'POINT OF VIEW

Most of these activities may be collaborative. As a result, we have
developed some of our own perspect1ves on what collaboration is and - how it
works. The following discussion is an attempt to highlight some of these
perspect1ves without being too redundant of the most common1y known and
accepted pr1nc1p1es, '

-

1. The objective in any collaborative effort is to accommodate rather

than exclude comoeting definitions of "the oroblem." The way a
social problem is defjned usually determmines the kinds of policies
‘and programs which will be proposed to address the brob1em.
Competing . definitions generate  competing - recommendations - for

solutions, and subsequent competition for scarce resources. The
result is wusually 1less than satisfactory. An example of this
situation is that of youth unemployment. Lack of basic skills and
work readiness, discrimination and the structure of the economy have
all been advanced as reasons why- youth unemployment continues to
rise. Where communities have recogniied thatithese factors aré not
exclusive of each other, progress has heen reported. Vhere the "one
best solution” ds still being sought, 1ittle .collaboration is
occurrinqg.

2. It is important neither to overestimate nor underestimate the
capacity of anvy single orqanization, ohilosoohv, or orooram to
provide solutions to community oroblems. Successful coITabor;tion
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involves some sort of reciprocity. Not only should incentives be
provided, but there should be a clear understanding of who benefits

~and by how much.. Unrecognized incentives constitute hidden agenda

which are often labelled as self-serving or conspirational. Says
Floretta McKenzie, Superintendent of the District of Columbia
Schoals, "Productively working relationships seﬁdcm endure without a
quid pro qua, as otherwise there is no accountability on either

side. Managers of public resources should stop trying to pick
corporate pockets and start helping nrivate sector comoanies ind
cost-justified approaches to coupling the business interest of ' their
sharehdiders with spending huge amounts for many of the same
purposes. Why not pull resources and jointly design programs for
equal or better returns for each partner at less cost? This, not
voluntarism and not phi]anthropy; is the <classical notion of
partnership.” ' '

Measures of proagress and success of collaboration need to be

gstablished. These standards should be understandable, achievable,

and accentabla.

Collaboration takes time, but it cannot take forever. Constituent

arganizations in any collaborative effort will begin very far apart
on some issues. - For example, it is sometimes difficult for
education to define what is wanted from business and industry.
There‘ is often confusjon as to how business is orgahized and
suspicion of the domination of special interests. For its part,
industry 1is often confused about the mission of puhlic education.
Some individuals will be skeptical of the whole Drocess. . Others
will be overoptimistic, and underestimate the comolexity of the
issues and ‘the problems of planned change. Therefore, all

.collahorative.- efforts begin with i{ssues catégo?ized as "process."

These elements are sometimes referred to . disparagingly (and
sometimes fairly) as heing too philosophical. Similarly, the means
of dealing with them are often referred ‘to as "qroun therapy."
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Nevertheless, they form the foundation for suhsequent progress. The
ways group members relate to each other and to their goals have to
be established before interest begins to wane, funding conditions

'change, new ccmmunity crises emerge, or other factors begin to erode

commitments. Thus, {1t 9{s important to generate some momentum
early. This usually means picking some fairly small scale bproject
that does .not involve collaboration in the sense of any great
sacrifice from any of the member organizations.

Process” issues aside, all co]]ahorative>effoéts face the ouestione
sooner or later of "Now that we are gruanized, what do we do® And
who pays?" In answer to these questions, strong bprogram models
should be develo ed- and carried out under equally strong
leadership. As mentioned, some reciprocity in termms of costs and
benefits is almcst a prerequisite. '

Working in collaboratijon is much like plavino bargoue music. It

sounds complex but it is mostly clever improvisation around some
basic themes and pfincinles. We-uhave observed that suctessful
collaborative programs do not necessari1y fequire an inordinate
level of esoteric administrative or managerial expertise. Thaey
often require a 1et of time, but successful programs are ofganized
in as simple and straightforward a manner as possible.

There are always cood reasons not to do anvthing. The issue is

whether they outweigh the reasons for doing something. We- suspect -
that consensus oftan may not be. the first order of husiness in
approaching community orohlems including those ef elucation. It s
the responsibility of each participant in any collaborative effort
to accept the complexity and competing definiticns of any given
problem be "it youth and unemployment, the "erisis" in the schaals,
economic development or whatever issue.
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9.

Collaboration is facilitated by the establishment of ™neutral™

turf. In his book Rajsing the Bottom Line, Cariton Spitzer reters
to searching for a neutral zone - a place "to_consider, to relate,

to sort out the trade-offs,,/téj articulate local and national
K4 = .
priorities in a democratic but /non-threatening atmosphere." Spitzer

“maintains -that this "neutral zone" is in the mind. We agree, but

10.

11.

12.

would add that it is also a p]éce and a group of people, ejther
discovered or created.

Collaboration requires buffering. Intermediary organizations

such as community based organizations, a department of corporate
public involvement, or an AEtna Institute for Corporate Education

.can serve to buffer one constituency or interest gqgroup from

another,

Collaboration requires reaular, i¥ not full-time attention. Too

often, good ideas languish for lack of staff to carry them out.
Any discussion of collaboration should have the issue of resources
in the forefront. |

What is often ignored in the discussion about collaboration is

the matter of internal collaboration in complex organizations as

" well as interorganizational collaborative arrangements. Necisions

concerning areas  of mutual and exclusive responsihilities among
various departments must be made before a company can present a
unified conceptual or operational framework to organizations with
which it is joined in addressing community problems. We suggested
the following criteria for deéiding who does what internally:

a. Precedent. What administrative machinery already exists for
corporate public involvement? ‘'hat is the canmunity and the
company accus tomed to as far as identifying corporate
departments with- community activities? 4
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b. Resources. Who can or should grovide corporate money,
facilities, equipment and people?

C. Willingness. Who 1is interested in delivery or continuing to
deliver any given program.or service?

d. Expertise. Who is sufficiently knowledgeanhle to. carry a

program through the assessment, planning, implementation, and
evaluation stages?

e. Mandate. Who s officially responsibIe for what types of
programs? What 1is the relationship to other departments
similarly designated?

f. Good Faith. Who can work with whom?

XI. PUBLIC/PRIVATE RESEARCH VENTURES

Issues of research on the topic of public/private sector collahoration are
chalienging ones. Although much remains to be done, it all begins with a
good sense of history.

‘nGenerating new knowledge invoives first undersfhnding_ the old knowledge.
Such an understanding is not easy to acguire. The social programs enacted
_ during the 70's generated Titerally hundreds of bpilot projects and
demonstration programs at a coét of hundreds of millions of doliars. Some
" did place an emphasis on evaluation which yielded scores of studies of all
» types.

Researchers need an historical perspective not oniy for its intrinsic
.value, but also in order to shape new or differant questions. Achievement
of this perspective will accomplish at least two goals. First, it will
keep research from becoming an impediment rather than “an incentive to
action. Too often, repeated examination of an issue or situation is used
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to forestall decisions on a specific course of action, Second, a sense of
history will help avoid the reinvention of the wheel. The matter of
.perception and interpretation of "basic skills® strikes us as being one
such wheel. Not that there is nothing to be learned ahout the topic. It
is simply that, given the range of work being done in this area, the-
probabilities of a real contribution from yet another résearch effort are
significantly diminished. For example, although a doctoral candidate might
compete  successfully with the College Board's "Project Equality" in
deve]bping definitions of hasic academic competencies, the outcome is - not
1ikely to be a freéh contributior . the state of the art.

In addition to the renewed aoplication of research discipline by individual
researchers, the enterprise of research itself neads to be examined insofar
as it pertains to public/private sector interaction. Problems arise
because much of the lanquage and'many of the techniques of social science
of research have little currency in the private sector. Techniques which
may be regarded in the social sciences as being methodical and rigorous
often sirike private sector observers as compulsive attention to work
rather than results, or worse, intellectual dilettantism which contributes
Tittle to the research client's understanding or capacity to confront the
problems supposedly being addressed by the research. Conversely, academics
often view business people as almost deliberately incurious and
anti-inteilectual. In fact, tﬂé nature of many managerial positions does
force those managers to adopt techniques which meet their need no* to
know. These techniques include extensive staff delegation and the
+ notorious one-page memo.

Given.- these opposing views of research, the dissue of facilitating
conditions which allow collaborative research becomes _extremely important.
Academics and private sector representatives can be partners in rethinking
“the design and implementation of research models.

This rethinking might begin with acknowledging some of the differenées
hetween the two enviromments. In academia, authoritv rests with the
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professor or .principal investigator; 1in industry, it rests with thé
manager, In %cademia, Tearning is heavily associated with the acauis{tion
of knowledge; iﬁ industry it is on the acquisition of techniques which will
allow gpp]icatibns of that knowledge. In academia, a:premium is placed
upan individual performance; in industry, teamwork is key. In academia,
success is measured In grades or a tenure track; in business, success is
measured by profit. ' |

Considering these differences, corporations and academia might find some
areas of compromise. For example, both graduate schools and corporations
might reconsider the value of individual research. Many questions in the
social sciences are so complex - that team aporoaches..are vecoming
increasingly valuahle. As one businessman put it, "I don't need ary mora
outsiders making a few low-level passes at my organization only to produce
a report .that either restates the obvious, oversimplifies the or~blem or
misses it completely." There'fs a similar issue concerning synthesis and
dissemination of research. Of the thousands of pages of research  producad
on public/private collaboration, 1little of it dis in a form which is
interesting, understandable or accessible to business peonle in  key
decision-making positions. Rigerous as they be, sophisticated research and -
reporting modes are all but unintelligible to non-research oriented
clients. One executive said, "No statistic more complex tham a percent
ever makes it to the board room." The one-page memo is a discouraging fact
of life but a fact nevertheless. Even where one-page memos are not the
ofder of the day, research results need to be explained and displaved in
the most comprehensible and economical way possible. Short of compromising
" their standards, researchers in academia and indust;y ‘might do well to
~ remember the dictum that everything that can be explained can be explained
simply. | ” |

The issues of research methodology and presentation are more readily
addressed if the purposes for the research are understood and accepted by
- those involved. To this end, we suggest an additional ofin&iolq of
callahoration. - That s, that collaborative research implies some
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willingness to adjust timetables. The so-called '"pure" researcher - must
acknowl edge some demands - for applications. Conversely, the
app]icatfons-orientéd researcher or client might try to aporeciate the
value of pure dinvestigation and be willing to consider a "wait and see"
approach. It seems to us t@at the important jssue here is to separate pure
research from applied research ‘on the matter of public/private sector
collaboration, and to separate both forms from other kinds of intellectual
or behavioral problem solving. | |

" Given the above conditions, there are a number of guestions concerning
public/private sector collaboration fwhich enter into the researchable
category. The first group of questions concerns conteptua]lor policy
issues around the topic of collaboration. - For example, how s
collaboration similar to or different from other patterns of cof1ective
behavior and what does it intend to acccmp]iSh? What - is the appropriate
type and extent of collaborative activity for any orgahization or
individual?  What constitutes incentives for a  public/private
collaboration? What constitutes a barrier as opoosed to a legitimate
condition of collahoration? '

The second sat of questions refers to the category of action research. ror
example, what are some planning and management models which could
accommodate the work of two or more sectors? What forms of collahoration
are most effective? How can existing research be more effectivély
dﬁsp]ayed, disseminated and used? Research might also be developed around
the relationships of corporations to various educational service
providers. It 1is a fairly simple process to identify the types of
relationships which are potentially valuable. What is lacking.are strong
planning, implementation and -evaluation models which will move  this
relationship out Jf the realm of rhetorical agreement to real working
partnerships. '

" CONGLUSION
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It is difficult to summarize that which, for wus, is already in summary
form. - Ve hope that some of the discussion is though t-provoking, and 1nv1te

further response to be directed to our attention at the AEtna Inst1tute for
Carporate Education. '
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