DOCUMENT RESUME

ED 310 537 EA 021 261

AUTHOR Eyre, Dana P.; And Others

TITLE The Organization of Schools outside the Traditional
Educational Sector: An Exploratory Study.

INSTITUTION Stanford Univ., CA. Stanford Education Policy
Inst.

SPONS ACENCY National Inst. of Education (ED), Washington, DC.

REPORT NO 86-SEPI-10

PUB DATE Jun 86

GRANT NIE-G-83-0003

NOTE 45p.

PUB TYPE Reports - Evaluative/Feasibility (142)

EDRS PRICE MF01/PC02 Plus Postage.

DESCRIPTORS xAccountability; =xAdministrative Organization;

xEfficiency; Goal Orientation; =»Industrial Training;
Job Training; =*Nontraditional Education;
Postsecondary Education; Qualitative Research;
xSchool Effectiveness; Secondary Education;
Vocational Education

ABSTRACT

This paper describes the organizational structures
and practices discovered in several alternative educational settings
in various business and government organizations claiming to use a
technical control operating model. The educational organizations
studied included a criminal justice training center, a color
consulting school, a high technology educational center, a bank
treining program, a training center for the disahled, and a
telecommunications employee training program. The study investigates
claims that education in nontraditional sectors is more efficient and
effective than conventional schooling in meeting educational goals
and deliverang instructional activities. Findings are based on
interviews with pregram directors and staff members and an analysis
of program objectives descriptions. Initial observations suggest that
education occurring outside the traditional sector 1s not organized
in a manner wholly distinctive from traditional schools. The
alternative schools exhibit many conventional organizational
features, from the credentialed teacher and the credit unit to "“good
faith" controls rather thar direct inspection of instructional or
learning outcomes. In fact, alternative schools' resemblance to
traditional schools probably helps them use the few technical control
features they do exhibit. A second, broader study will further
investigate alternative schcol arrangements and their organizational
forms. The paper includes nine references and a table charting

characteristics of an ideal technical control model for the six
schools. (MLH)

KEXRR KRR XK R R AR AR R R R R R AR AN A AR R KRR AR KRR P AR R KRR R KNNN KRR R R R RRRRRNRNRNRRRRRRNNRRR K

* Reproductions supplieé by EDRS are the best that can be made *
x from the original document. *

KXRRKKRKRR KK AR R AR R R AR R RARR R R RARNNRARR KRR R KRR RRRRRRANRNNN KRR LA RRRRRRRRRRRRNA, RAK KX

Q

ERIC

P e




86-SEPI-10

THE ORGANIZATION OF SCHOOLS OUTSIDE THE
TRADITIONAL EDUCATIONAL SECTOR:
AN EXPLORATORY STUDY

Dana P. Eyre
Rene Fukuhara Dahl
JoEllen Shively

June 1986

Dana P. Eyre and JoEllen Shively are Ph.D. candidates in the Denartment
of Sociology, Stanford University. Rene Fukuhara Dahl is a Ph.D.
candidate in the School of Education, Sociology of Education Program,
Stanford University.

Preparation of this paper was supported in part by funds from the
Educational Policy and Organization Division of *he National Institute
of Education (Grant No. NIE-G-83-0003), adminis.ered through the
Institute for Research onr Educational Finance and Governance at
Stanford. The analyses and conclusions do not necessarily reflect

the views or pr licies of this organization.

U S DEPARTMENT OF EDUCATION
Offics st Educational Resecrch and Improvement

EDUCATIONAL RESOURCES INFORMATION

CEMNTER(ERIC)

Wms document has heen reproduced as
ecewved fron the person or organization

onginating 1t

" M'nOr (hanges have been made 10 /mp ove

repraduction quality

OERI position of policy

oD

BEST COPY AVAILABLL

& Points of view or opimions stated in this docu
ment do not necessarily represent ofticial




STANFORD EDUCATION POLICY INSTITUTE

The Stanford Education Policy Institute (SEPI) conducts
research on current and emerging concerns in education
policy. SEPI strives to produce timely reports responsive
to the needs of policymakers, practitioners, s-holars and
other members of the education policy community. Present
work focuses on four critical areas:

the education of children at risk;

the quality of teaching and effective schooling;
education and industry; and

the effectiveness of the education policy system.

0O 00 o0

To develop a more complete underscanding of the
problems and issues in these areas, SEPI draws its
reseacchers from such diverse disciplines as economics,
sociology, political science, history, anthropology,
psychology and law. SEPI is administered through the School
of Education at Stanford University, and succeeds the
Institute for Research on Educational Finance and Governance
(IFG).

-




ABSTRACT

Thice paper 1s based upon an exploratory study of the
organization of schools outside the traditional educaticnal
sector. Our research has been qualitative and ocur findings are
based on i1nterviews with program directorss staff members. and
analyses of descriptions of program cobjectives. curricular
materials and information on instructional technigues in varicous
business and governmental organizations. Our giscussicn 15 1N
two parts. Firsts. we describe a technical control mcdel of
education and current arguments which favor this model of
education. Then based on their diversity and var:iety, we select
s13 alternative educational settings from cur sample and present
cur findings.

Our findings ralse questions about the widespread belief
that the more distant the 1i1nstructicnal unit 1s from the
institutionalized educational sector. the more technical contrcol
1s utilized i1n the organizational control process. FAdditicnally.
we found that education occurring outside the tradtional
educational system tends to exhibit many of the corgamizational
properties of conventional schools- from the credentialled
teacher- and the credit unit toc the use of "gocod faith" controls
as opposed to the direct i1nspection of instructiconal performance
cf learning cutcomes.
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Introduction

This paper desciribes the organizaticnal structures and
practices discovered 10 alternative educaticnal settings 10 A&
variety of business and government corganizations. First we
develop an ideal type model of these organizations. which we call
the technical control model. and then we report prelimicary
findings using this model as an analytic framework. Our study 1=
motivated by current concerns expressed abouat the quality and
management of education i1n the traditional sector and the claim
that education i1n non-traditicnal sectors 1s more efficient and
effective than conventional scheools i1n meeting educaticnal agoals
and 1n delivering instructional activities. Te examine this
widespread belief that education cutside the traditicnal sector
1s not only more efficient and effective but 1s organized 10 &
distinctive manner. we lock at a variety of schools and examiioe
their structure and i1nstructianal activities.

Our research is qualitative and cur findings are based on

interviews with program directors. staff members. and cw
analysis of descriptions of program cobjectives. curricular
materials anc informaticon on  1nstructicnal techniques. Ouas

findings do not support the widespread belief that educaticnal
instituticons cutside the public sector are marted ei1ther by
substantially different organizaticnal forms or by distinctive
internal activities. Rather, we find that educaticn cccurring
outside the traditional educaticnal system tends tc exhibit many

of the organizational properties of conventicnal schools. from

the credentialled teacher and the credit unit to the use of "qood




faith" controls as opposed to .the direct - inspection of
instructional performances or learning outcomes.

Our discussion is organized in two parts. Part I describes
@ technical control model of education which critics of
traditional education characterize as substantially more
efficient and effective. In Part II, we present our findings
based primarily on six alternative educational settings from our
sample that were selected for their diversity among variables

such as goals,; structure; and size.
I. THE TECHNICAL MODEL OF SCHOOLS

The Pressure To Control Schools

In recent vyearss a substantial and growing trend toward
increased accountebility and administrative control of core
instructional activity in schools has been noted (Talbert, 1980:
Wise, 19773 Wilkes, et. al., 1979). Arnuing that increased
accountability and contrul will result in greater efficiency for
the schools; more relevant and vital curricula, and better
educational performance by students, many groups such as
legislatures, academic critics, boards of education,
administrations, and parents’ groups have called for educational
improvement through tighter contrel and mcre supervision of
instructional activities.

In these arguments reference often is made to some other
truly efficient and effective educational system located outside
the traditional edﬁcational system which shouid be used as a

model. The image evoked is of a lean and unencumbered school




system without an educaticnal bureaucracy. focused by a cleariv
defined purpose that trains and educates students with efficirency
and effectiveness not found 1n the traditicnal educaticnal
system. Such an i1deal education system coften i1s presumed tc be
1n the private sector where direct, precise technical control of
schooling 1s seen as a central tool 1n achieving administrative
efficiency and educaticnal effectiveness. Arguments criticizing
the traditicnal educational sector. however. tend to blur
important distinctions between efficiency and effectiveness by
seeing both as positively related and by considering them as the
result of common causal processes. Before examining the i1mage of
a techmcally controlled schools 1t 15 worth examinlc;g  this
distinction.

Efficiency 15 the compariscn of 1nputs required for a ai-en
cutputi: an corganization may be said to be efficient 1f 1t
minimizes the i1nputs required toc ubtait a given lével cf ocutput
of a given quality. Critics of traditicnal educaticnal
organizations suggest that thev are substantiallv less efficiant
than schocols 1n the private sector. Th2 grail coften c:ted 1s =
lean administrative structure. lacking the unnecessarv Trills
which encumber traditicnal educational bureaucracies and 15
characterized by costi effective i1nstructicn. Ewrich 7198%)« =
lear’ing supporter cof tne corporate classrcom model and author of
a recent Carnegie Foundation Repcorts praises educaticrn i1n  the
private sector. say1ing "...instructional efficiencv
characterizes corporate training...the ambience [of corpoarate

campusesl] 1s very different [from traditicnal schocolsl...no




leisurely chatting and lecitering...behavicr 1s purpocseful. the

atmosphere 1intense an concentrated. ..schedules tights goals
explicit...time (allcted tc & course) 1s determined bv purpcse
tand not by the dictates of the schocl)...” ( pp 49-54).

Efficiency. then. 1s a measure of i1nternal organizaticnal
functicnings 10 examining the efficiency of an crganization we
Coempare the 1nputs or costs regquired for a qgiven uoutput.
Effectiveness. howevers 15 a measure cof the attainment of
outcomes by an organization. Measuring the effectiveness of a
schocl 1s simple conceptually: one measures organizaticnal
performance against a set of standards or goals and asks 1f the
crganization "measures up." That is, has the school sttained its
goals? To determine the effectiveness of a schocol clear and well
asrticulated goals against which to measure cutcomes are requiced
(Scott. 1981), Educational instituticns located cutside of the
traditicnal educational secter coften are seen by critics  ac
having & substantially greater level of effectiveness than
schools 10 the traditional sector.

ANy discussiocn of effectiveness must acknowledge the
important questions "Who sets the gqoals for the school? While
efficiency can De measured without regard to +*he desirabilityv of
the cutput. &1y sssessment of school effectiveness must alsc =st
1f the school’'s goals are needed and i1mportant. The ultimate zam
of the praivate. or corporate classioom 1s sssumed +oc be clear.
Ernest Boyer. President of the Carnegie Fcundaticn for the

Advancement of Teaching, writes that such schocals i -X

‘“..ultimately concerned about productivity and performance [of




the larger systeml...goals are apt to be specific, even narrow."
(Eurich, p. xiv) The goals of a‘scho:l, as implied in such
statements, should be set by the external constituency that the
school serves. This 1insures that the school’s qoals a&re
considered needed and important by this larger constituency.
Such a condition is purported to be found in the non-traditicnal
education sector where the ideal school focuses its education of
students on the specific functional requirements of the “real"
world. Only in the traditional education secitor are schools
distracted by irrelsavancies and internally imposed bureaucratic
requirements.

The nature and extent of the educationail activity in non-
traditional educational activities is seen as driven by the
requirements of the specific market the school serves: these
schools have no autonomous ability to define their own role and
aims, and schooling does not take on the quality of an end 1in
itselr. These schools, it is argqued, serve the needs of their
constituencies by effectively matching training requirements and
educational activities. Such a high degree of focus enables
schools to achieve substantially higher student performances and
therefore, higher levels of effectiveness.

Critics of schools in the traditional sector suaqest that
current educational control systems, often characterized as
"loosely coupled," are neither efficient nor effective und need

substantial revision. Lutz (1982), reviewing a case study of a

(L)




lcosely coupled institutions writes. "Looselv coupled? That is

hardly contestable. Eut what was the cost to the 1nstituticoa and

1ts guals...?" {p. The suggested remedy forr this
—“duvcaticnal malsise 1s x rigorcocus dose of “"tighten.ng up.” Lut:z
continues. "...might Tot a more tightly ccupled
system...{(prcduce) better communicaticon, participatiocn. cantrol.
and cutcomes?" (p. 453). Educatione 1¢ 1s arqued. shonld be

controelled using the same preozesses of technical control  and

rational management that are found elsewhere 1n scciety. It
should net be autonomous. wniguided. and fragmented a&as 1t
currently 1s claimed tc be. Proponents of this mcdel arque that

the means and ends of schocling. the qoals and the 1nternat
crganizational structure, which are currently seen as lucselv
connecteds must be more tightly connected by an  appropriate
system of technical control.

The mocdel we describe below 1s an i1deal tvpe construchicn

cf such a tightly ccupled system. It 1s drawn from those
impliciz assumptions 1n the writings of mans critics ot
contemporary public education. The sclution to proeblems of

inefficiency and lack cof effectiveness 1s seen as & tightliv
coupled technical control system. The remainder of this section
1s devoted to developing this model and then 1n Fart Il we use 1t

as a framework to examine educaticon 111 non—traditicnal settings.

The Technical Control Model of Schooling
Central to the idealized i1mage of a technically controlled
schooling process 1s a set of tight linkages vetween the cutput

of the schocol ands on the cne side. the specific functicns.




activities. icbs and rcoles of the envircnment and. on the cther

s.de. the school’s i1nternal processes. Eurich 1llustrates this
points claiming that "...teaching 1n the corporate classvocom 13
by objective. like management by cbjective: a planned and stated
goal. controls. and measurement of performznce. Course
development...starts(s) with assessment of need Tar
instruction.. .operational perscnnel...help determine

cbjectives...” (p. S4). Figure 1| diagrams these linkages. and
the discussion below examines each of these i1n deta:l. We will
alseo discuss the specific features of schools that character:i-e
the technical control mcdel. Thus. the discussicn below should
be read as a blueprint for a technical control process which 1s
seen as both a leading alternative to existing i1nefficient and
ineffective control mechanisms 1i1n educaticon and as an analvtic

framework which can be used to structure the examinaticor ot

existing schools.

A. Concrete Outcome Assessment

Qutcomes Dominate

The technical control model sees schools as  amenable %o
precise management. Concrete assessment of the training cutput
by students 1n a schocol. based on a clear and specific
understanding of the goals of the educaticnal system. 1s the
dominant feature i1n 2 tiantly linked technical control process.
Measures of student ocutput. assessed by actual performance of
required tasks. must permeate the control process throughout the
entire educational system. Outcome measures are the core of a

technical contrel processi schools do not determine their own

~J
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brcad goals o specific standards. Testing of students 13 ot
peripheral to the educaticnal process Jut central toe 1tTs

efficient and effect:i /e management.

Who D& rmines Standards

In the technical control model. the ultimate goals for  the
school are established by the relevant segments of the school’s
larger envircnment and nct by the school 1tself. Eurich states.
"The reason for...corporate education...1s the always changing
nature of technology...the need for the corporation for the best
possible worker. Productivity and enrichment of the workers. and
hence the company. are the gcals."” {(p. 47) As noted above.
arguments for increasing tight technical contrel of scheools
assume that schools serve a specific functiconal reguirement which
determines the details of the concrete cutcome assessment. and 1n
turn. 1nfluences the i1nternal technical controcl process.

In 2 technical control system. determining the criteria for
evaluation and corvresponding i1ndicators of success 1s ek the
responsibility of the school i1tself. but * t of the specific
environment for which the school trains 1ts students. In such =
contrel system. the schoeol responds and adjusts oo demands of
relevant segments of the larger envaivronment =nd does nct
determine or inte2rpret those demands. This means that a reievant
environment 's requirements and goals must be clear. specific. and
well articulated. These goals. then. are linked tightly tc the
educ>ticnal activity through the measurement of specific

achievement. and noct through procedural requirements. paperwork

inspections. or similar non-performance related standards. Thus.




neirther the schocol nor the teacher will determine the testing
requirements and standards they will usei these are determined bv
the specific segments of the schocl’s larger environment which
demand trained and eduvcated participants.

Examples of “Yese concrete cutput measures are
straightforward: the testing of pilots by actual check flights.

the testing of policemen on realistic pistcl and driving ranges.

the testing of chefs by requirements for meal preparation. We
note. however. thet such concrete assessment of cutcomes 1s not
limited to the teaching of specific skills. Schools aiming for

more diffuse outcomes could evaluate their success throuagh the
use of a variety »f concrete measures cof conformity to the
desired standard or 1mage. Thus. a school aiming =t
sccializatien of police officers to an appropriate ethic could
measure i1indicators of compliances for example. dress codes. use
of appropriate languages or cff-duty behavicr.

Measurement of the outcome of an educaticnal process is ot
limited to tests given by the eduéational system 1tself.
Ideally. a technical control system will follow students i1ato the
positions for which ‘hey have been trained and will evaluate
actual on-the-job performance. These evaluaticns would be used
to guide the schocl management 1n planning or revising the
educaticnal process. However. what at first gqlance appesars to be
an 1ntermediate alternative tc these rigorous requirements for
cutcome evaluation -- the monitoring of job placement after
school completiony, 13 not a useful measure of performance for

school managzment. FPlacement activities are argquably as much




influenced by external circumstances. e.g. timing and networt

affiliation. &s they are by competence and training. Thits. the
use of placement mocnitoring measures 1s 1 Tact. nct 1
conformity with an 1deal model of technical contrel. “in

educaticnal activity with a tightly coupled technical contircl
system must narrowly focus 1ts attention on measuring the i1mpact

of education on actual goal accomplishment by the larger svstem.

B. Linkages Between Outcome Tests and Educational Process

In a technical control mcdel. the goals a schocl strives
toward and the standards set for i1tself and 1t’'s students are
determined not by the school but by the specific constituency or
market in the school’s larger environment.

Two aspects of the educational process are dominated bv the
results of cutcome testing i1n a technical control process. The
first aspect 1s the organizational characteristics of the schocol
and the second 1s the selectiocn of participants 10 the

educaticnal system. both students and teachers.

1. Organizational Characteristics of the School

The first aspect of the educational process 1i1nfluenced by
the results of cutcome testing 1s the nature and organizationrn of
the schocol 1tself. In a technical control systems the results
from outcome testing should have a substantial. 1ndeed dominant.
influence 1n a wide variety of asreas. In the feollowing
paragraphs we will discuss some of the key structural features of
a technically contreolled schocl. It 15 1mportant toc note that
while a technical control system may function without scme of the
specific features discussed belcw:s a tightly ccocupled technical

10
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coentrol system carmnct functicon without a clear and direct

feedback lcop from educaticnal outcomes to the educaticonal

process.
a. Evaluation of the Teacher

Teacher evaluations and perscnnel actions based upcn
avaluations should reflect strongly the differential student
success rates on cutcome measures. Supervisor relaticnships with
teachers wi’l be dominated similarly by these cutccme measures.
Inde=ds administrative behavicr i1n general within the school will
be focused on the improvement of outcome measures through
management of the educaticnal process itself and on the
management of the relationship of the schocol to 1ts  larger

environment as mediated by goal attainment measures.

b. Administrator to Teacher Ratio

A school featuring a technical control process should be
mariked by higher administrative i1ntensity 10 the management of
the educaticnal process. This would mean a higher ratic of lire
admimistrators to teachers toc i1nsure that the technical contrecl
system 1s functioning. Substantially lower administrative
attention would be paid tc peripheral matters and bureaucratic
requirementss; thus. there would be fewer support staff 10

relation to teachers.

€. Curricular Control
As outcome measures become central in the management cof
scheols. curricula should be evaluated closely to determine their

impact on success rates for specific and required outcomes. A




specific versus a diffuse curriculum will be linked tightly ¢to
cutcome measures: what 1s taught will be determined by what 1s
testeds since what 1s tested 1s a specific reflecticn of the
needs cof relevant seqg.aents of the larger envirconment. Specific
Curricular decisiens. howevers will be made by the educaticnal
instituticn 1tself. using feedback from cutcome measures. and nct
the larger environment. Thuss 1n a technically contrclled
systems cCurricular and program decisionss 1.e. distribution of
time and effort. are internal management i1ssues determined by the
schocol 1tself. rather than devices used to legitimate the school

and link 1t tc 1vs larger envirconment.

d. Teacher Role

Implied i1n the preceding paragraphs 1s a change 1n the rcle
and 1i1mage of the teacher. A technical control system i1mplies &
shift 1n the role and autonomy of the teacher as contributocr of
unigue skills. As externally determined cutcome measures become
central 1n the management of the schocl 1tself. the teacher in
the classroom will be faced with reduced autcnomys. 1n~class
inspections and 1ncreasingly specific role definition. In =
technical control model. the educaticnal instituticon determines
the teachina methods that reflect the most efficient 2nd
effective means of attaining successful cutcomes by stndents

based on results of cutcome tests.

2. Selection of Participants
a. Students
In a technical control process. the selecticn procedures

used by a schocl are not controlled directly by the larger

12




environment, Rather. the selection procedures and admissicns
criteria used are validated by the results of cutcome monitoring
tests. Future participants are selected according to criteria
which are useful i1n predicting the success rates cof treinees 1n

final ocutcome tests. Similarly, coutcome monitoring informaticn

1s central to the continuation of students 1n the school.

It 1s clear that the information demands of a technicallv
controlled, tightly linked system are complex. Constant
me Ltoring of the relaticnships between training and outcome
success rates. the admissions criteria. and the quaiities of the
candidate ares, nonetheless. critical toc a technically controlled

selection process.

b. Teachers

While the use of cutcome measurements toc validate student
selectic.. criteria may be considered unremarkable. it shculd be
noted that @ technical control process uses cutcome monrtorng
infermation for selection and retenticn of teachers and
administrators. Outcome measurements for teachers are central to
teacher hiring and evaluation. Personnel evaluaticns and acticns
based upon them. should reflect strongly differential success
rates among teachers on cutcome measures. Both teachers®™ and
adminmistrators®™ preofessional careers are dependent on  their
students’ success rates on cutcome measures based on externally
determined qoals and standards. Such measures+. as we have
already ncted. are not limited tc in-school tests. Thus. 1n a
technically controlled school system. the survival of the teacher

and the school are bound tightly toc the students® nltimate




performance 1n the larger environment. Alsc. as the purpose of
schooling becomes clearly defined. selecticn of teachers shifts
from an emphasis on "teaching" skills to an emphasis on

"technical" qualificaticns of a specified conternt area.

Summary

The preceding discussion should nct be i1nterpreted to mean
that all technically controlled schools will exhibit the same
level of administrative development and technical control.
Rather. 1mplied in the i1mage of a technically controclled schocol
is a positive relaticonship between the complexity of the tashk or
sk1l1l taught and the level of administrative development and
cemplexity of thé technical controcl mechanism. In cther words. «
technical control process for schocoling implies that schools
attempting more elaboarate and complex cutcomes will have more
elaborate and complex administrative structures. The more
cemplex the task. the more elaborate the testing procedures.  the
greater the requirement for managing the feedback preocess. «nd
the greater need for active management of the technical process.

Also important to understanding the technical con:ral 1mage
are the conmnecticns absent in Figure 1. Note that the larger
environment dces not i1nfluence directly either the selecticn «of
participants or the features of the schocol. Instead. as stated
above. outcome measures determine these features according to
criteria determined by relevant segments of the larger
environment which require trained and educated participants. As
stated earlier, 11n a technical control processs the school does

not determine the standards which 1t must meet. but 1t 1s allcwed
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full and free rein i1n determining the methods 1t will emplov  teo
meet those standards.

In the first part of this papers we reviewed criticisms of
traditional scheocols. Critics consider them 1i1nefficient and
ineffective. They argue that a scurce of these problems 12 =
loosely coupled control system and with a more tightly coupled
controcl system, greater efficiency and effectiveness of the
instructional process would be pessible.

To determine the extent tu which the technical control wodel
1s present in non—traditicnal school settings, we conducted an
exploratery study cof various educaticnal settings cutside the
traditional educational sector. The remainder of this paper

examines the findings of this study.

IT. RESEARCH SAMPLE AND DISCUSSION OF FINDINGS

The alternative educaticnal settings 1n ocur preliminary
research represent a convenience sample of schools located 174 the
greater San Francisco Ray Area. They were selected for their
diversity and variety along such dimensicns as proximity o
distance? from traditional schocolss level of complexity and
specificity of skills taughti size of schools diversity of Qoalss
and whether they were free-standing cor part cof a larger
crganization.

Cur sample includes schools that train: bartenders.
beauticians. military pilotss military non-commissicned officers.
corporate managers and emplovees 1n high technology firms. police

at a criminal justice academy., firefighters. internal




departmental training for police. color consultants.s disabled
workers. bank emplovees. clerqgqymen, radic disc jechkeys.
department stocre managers. and computer and technical i1nstrument
cperators.

The educaticnal settings to which we will refer most
frequently 1n cur discussicn are described briefly below. Other
educaticnal settings that serve as useful eiamples but are less

frequently discussed are nct described.

1. Criminal Justice Training Center (CJTC)

The purpose of this center 1s tc train i1ndividuals toc become

police officers. Standards for training are set by a state
" agency. the Commissicn on Peace Officer Standards and fraining
(POST) . Annual certification of each criminal justice training

course 1s required by POST. Approximately 40% of the &2% how
cturse is "hands-on." e.g. drivings weapons handling. physical
traininQ. self-defense, and report writing. Courses 1i1nclude:
basic training for qualification as a police officers ore weeb
refresher courses are required every two vears: courses foir
promotion  to sergeant and lieutenant/captaini: and specialized
courses {(e.q. traffic accident i1nvestigation) are taught at thics
training center. There are approximately 135 part-time

instructors and most of them are full-time poclice officers.

2. Color Consulting School
The purpose of this school 1s to train individuals to  work
in the field of personal color and style consultaticn by

providing continuing education for professiconals and basic

16
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training for the novice. Initial course approaval 1s granted bv
the California Superintendent af Publaic Instructicn:
additicnally. courses must be approved annually by them.
Examples of courses offered at the schocol include color analvsis.
sources cof desiqn and design qualities of the human bcdys history
of costumes psychology of color and dress. make-up principles.
and professional ethics. There are two full-%ime instructors at

the school.

3. High-Technology Educational Center

The purpose of the center 1s to train i1ndividuals in the use
of this company’s products -= computers and technical
instruments., Thirty percent of the center’s students are
employees o7 the company. The center trains about 4.500 stndents
per vyear and the average ccurse 15 abocut five days long. A
average of seven instructors are employed: five are full-time and
the remainder are part-time instructors with specialized
knowledge. The majority of the courses taught are "commercial.”
focusing on the use of the company’s products. while & fow

ccurses focus on specific “technical” information.

4. Bank Training Program

The purpose of this program 1s to *rain this company ‘s bank
employees throughout the state in both general and specialiczed
areas of banking kncwledge. Courses include: 11nformaticon about
the bank and banking operations 1in qeneral; ccommunication
skillsi: teaching managers tc conduct perfarmance reviews cof their
employees; business writingi and superviscry and management

skills. Self-paced computerized courses alsc are offered to




employees. Five trainers teach in this program.

3. Training Center for the Disabled

The. pwpcocse cof this center 1s twofold: a)l tce train
disabled 1individuals (e.q. visual. hearing. crthopedic.
develcpmental. and emocticnal) in vocaticonal skills; and b)  to
place students in jobs after completicn of training. The
vocaticonal education group trains students for eventiual
employment 1n areas such as electronic technician. electronic
assemblys secretarial skills. and accounting. The center 13
accredited by both state educaticnal and rehabilitation agencies
and trains approximately 600 students per year us1ﬁq full-time

instructors.

6. Telecommunications Employee Training Program

This 1s an 1n-house educational proaqram 107 =
telecommunicaticons company. It’s purpcose 1s to train both
general emplovees and management level persocnnel. Courses zre
taught in superviscory and management ski1lls. effective
communicaticon. perscernmel evaluaticn. company philosophy  =0d

compensation plans.

PRELIMINARY RESEARCH FINDINGS
In our research. we doc not examine directly the claims cof
greater efficiency and effectiveness in non-traditicnal schocls.
Fathers we look at these schocols and ask to what extent they
exemplify the technical control model. While 1t might have been

desirable tc directly measure efficiency and effectiveness. the




development of measures allowing comparative assessment of these
charatteristics across the wide variety of settings examined
requires more conceptual development than we offer in this paper.
However, we gain insight through the examination of the control
systems used by the schools in cur sample.

The findings of our preliminary research suggest that few
schocls match the technical model of schooling across the
features described in Part 1I. Schools vary widely in the degree
to which they exhibit features of the technical mcdel. KRarely do
we see evidence of complete technical control of the educational
process,; either ¢to ovsiuate the performance of the teacher, to
measure student outputs, or to monitor the presumed link between
classroom curricular content and job requirements. Rather, we
find that most schools &xhibit only bits and pieces of the full
technical control system: also. most of the schools we examined

are marked by fragments of a technical control system without any

overall coherence or connection (see Table I).

A. Concrete OQutcome Assessment

The measurement of concrete educational outcomes is central
to a direct, technical control mechanism. Because the technical
model features a tight linkage between the educational process and
work requirements, and the measurement of student output by
assessment of actual performance of required tasks, we expected
to find mechanisms in place to monitor both the requirements of
the school’s specific environment and student performance. With
the possible exception of the CJTC, most schools in our

preliminary research sample do not exhibit this type of control.




1. Determination of standards

Accoirding to the technical mecdels standards for performance
and what will be tested are determined by relevant seagqments of
the larger envir_.nment. Schools themselves do not specify their
own standards and criteria for testing. In cur sample, we find
schools located along a continuum  ranging from self-
determination of standards and testing criteria to }1ttle or no
contrcl over those factors. At one extreme (and 1n accordance
with the technical model)., ° the high—-technolocqy educational
center. standards are determined by the company of which the
school 1s a part. In this case.’ the company 'repres-nts the
larger envircnment and 1t determines standards.

The rehabilitation school is noteworthy because 1t features
a formal mechanism for assessing or interpreting training needs
of the larger envirorment. The school®s training program 1s
influenced substantiallv by the findings of an adviscrv board
made up o 1ndust-y representatives who report on the adequacv of
the training curriculum. Thus. althcugh the organizaticon 1tselr
determines 1ts training gcals, 1t 1s subject to onAcn-binding
review by these committees. Since the committees sre made up of
representatives of major employers who hire many of the scheool's
graduates. their influence 1s substantial. Such a relationship
is unique, however. 1n the degree to which the arganization
receives an independent set of gcocals from the environment. Most
organizations we examined are substantially more autocnomous 1n
determining training goals. or exhibit great influence cn their

constituencies’ articulaticon of training goals.
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A wide variety of scheools are fully or largely autonomous 1n
their definiticn of goals or needs to be met by their training
activities. The bartender schocl. the color consulting scheool.
and the telecommunicaticors employee training program all exhibat
qQouals which are largely determined or influenced 1internally.
Although these schools have markets to which they attempt to
appeals most exhibit great i1nfluence on them. Thus. the head cof
the telecommunications employee training program i1nfluences the
perceptions of his/her superiors about the needs cof the
corporation for managemernt training. and the color consulticg
school is central in the development of the field i1n which 1t
trainst: 1t determines i1ts cwn guals. standards. and performance
measures,

The police and fire department training schools eithibat
interesting features 1nn this regard. The fire department 1s
required to meet a set of e:ternal training standards required bv
the 1nsurance industry to maintain favorable fire 1nasurance
ratings. while compliance with these standarde was reported bv
the operaticnal fire stationss 1nternal fire department training
management tools are only loosely connected to these larger
requirements. A separate internal training management system 1is
11 place and 1s used tc guide daily activity. The school 1tselr
has a central role i1n determining the content of these tirairing
standards. Thus, although ve see a set of standards impcsed bv a
larger constituency. the standards are not central to the
management of the school. The standards used are i1n large part

influenced by the school itself.

The <criminal justice training center exhibits a slight




variation on this theme. #lthocugh the school’s activities are
dictated clcsely by the state commissione 1t must be ncted that
the directoers of the schocol have great 1nfluence with the
COMM1ISS10N. Al though they receive much guidance from the larager
constituency. the schools have substantial 1influence 1n  the
development of that guidance.

At the cother extre 2 of the continuum. the color consuiting
schcol 1nternally determines 1ts cwn curriculas standards. and
per-formance measures. Nc external constituency or corqganization
1mposes requiremenitss goals. or standards on the scheocol. The
schocol has a central role 1n def;nlnq the color consulting  field

1tself.

2. Evaluation of Student Qutputs

Several schools examined evaluate students 107 a number of
ways that attempt to link directly the educaticnal process
directly tc job requirements. At the CJTC. students 2:re tested
in the twelve functional areas (each with sub-secticns) which
comprise the basic poclice cofficer qualificatiocn course. Each
sub—sectiocn has performance cbhjectives. referenced to s-- ;e code.
and grading criteria. These detail he standards a student must
meet tc be certified. IT a student fails at retesting. s/he 1s
dropped: 1f a student passes these requirements. s/he 1=
certified. Testing materials are developed at the academy level
and must be referenced tc the course cutlines. A statew:de test
question file 1s being developed. Standardized performance tests
are alsc given for the 40% of training that 1s hands—con. The

military non-commissioned officer course also evaluates 1ts




students using a number of standardized wraitten and performance
tests corganized 1n a manner similar to that used by the CJTC.
The military pileot training schocol has a standardized testing
program featuring exams and check flights during 1ts twentv-five
day course. These tests. however, are not as standardized and
centrolled as the tests at the CJITC and reéuxre use of judament
and evaluation by the instructor. Thus. although there 1s an
elaborate student evaluation program i1in these schools. the
standards which must be met are in large part influenced or
interpreted by thne i1nstructore themselves.

Students at the color consulting school are required to take
an exam at the end of each course and a successful performance on

the exam 1s required before the student can take the nre:t

sequence of courses. When all coursewcork 1s completeds the
student takes an apprenticeship ond his/her cn—the-cb
performarce is supervised by the teachers at the schocol. Thus.

the color consultant school appears to have more methods bv which
to evaluate and measure student outputs however. unlike the
technical mcdel. these standards are determined internally be the
crganizaticn. The link between job requirements and testing alsc
1s determined internally.

fMfost of the schools 1n cur research sample do  not hase
mechanisms 1n place for evaluating and measuring student cutpnt.
This 1s true of the bank programs the telecommunicaticons programs
the high-technologv education center. and the training center for
the disabled. Students are not tested or asked to demoustirate

newly learned skills at the conclusion of courses. At the




telecommunications company. "behavicral" changes are looled tor
i emplovees (by their managers) bv informal mesns. as an cutcome
after completion of a courses but the des1redichanqes are not
explicitly stated o evaluated. At the training center for the
disabled. students® shi1lls are “"tested" eventually 14 the jcb
market. but the corganization does not test students at the
conclusion of courses. At the high technoaleogy education centerv.
althocugh the center’s curricula 1s determived by 1ts parent
Company . there are no student testing or evaluation procedures.
Students attend courses and receive certificates of attendances
N outcome mormitoring procedures or performance requirements ave
featured.

fAs discussed above. the i1deal type technical contral s.stem
does not stop with an evaluation of the student on conclusic ™ of
the course o training. The student 1s further evaluated 1in
actual. on-the~job task performances since 1t 1s the i1mprovement
of this performance that 1s the uvltimate gosl of the technicall.
controlled scheool. This degree of development 1s found conly 1n
cne of the schools we eiamined. The notable eiception 13 the
military pi1lot training program. It 15 thae only training program
of the twenty that we researched which attempts toc conduct anv
systematic evaluation of 1ts trarning activities after the
students have graduated. fAs noted above. both the CITC and the
mi1litary non—commissioned cofficers training program
svstematically evaluate individuals during or i1mmediately atter
their formal train'ngs. but as with the cther schools. arganized
evaluations stop at the boundary of the scheool. The militarv

pilot training scheool. howevers sends cut a questicnnaire to the
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pilat’s unit siit months after ccmpletion of training. asking for

an evaluation of both the pilct®s job performance and the
training s/he received. The responses toc this questionnaire asre
used to modify the course content and procedures. Both the
police and fire department training programs receive 1informal
feedback on their ccurseé but this feedback 15 1rreqular o&nd

unsystematic.

B. Linkages Between Outcome Tests and Educational Process

We have ncoted that the technical contrel model features
specific outcome testing and a tight link between jcb
requirements and these cutcome tests. This model alsc festures =
tight linkage between cutcome tests and the educaticnal process.
Results from coutcome tests arz the central means by which the

school manages the educational process and ensures that 1t

effectively and efficiently trains 1ts students for celevant
work requirements. Therefore. we would expect to find explicit
control linkages which use cutcome tests to moairher  this

educational process.

Our findings indicate that while we see many schools with
some type of evaluation procedure i1n place. few of the schools 1n
cur sample have a formal mechanism for the use of outcome
measures 1n the management of education programs. Other schocls
have partial. fragmented linkages between cutcome measures and
the education process. Notable 15 the deqree to which the
evaluations conducted i1n the schools are designed primarily  to
evaluate the individuals trained and not the training proarams

themselves.
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1. Organizational Characteristics of the School
a. Evalua*ion of the Teacher

At the CJTC. we f-nd evidence of scme direct administrative
supervisicon of the educaticnal process through 1n~class
inspection and evaluation of teachers, although these evaluat.ons
are not related directly to cutcome measures. Zlassroom visiits
or 1inspections are conducted by a number of agencies: FOST
inspects classes approximately every four years (as part of a
majoir on-si1te review of the academy). while class visits by FOST
consultants coccur once every one to two months. Additicnally.
agency representatives who send students to this school evaluate
Classes and instructors via direct i1nspecticn by full-time
cfficers from local police departments. Ccourse evaluations bv
student satisfaction questionnaires are required by the state (a3
a means of indirect teacher evaluation) and results are returned
tc the academy and to the instiructor. The academy alsc hes its
cwn  student evaluaticn form which has been used as a basis for
rehiring cor noct rehiring teachers. In our sample. the academy
most Closely resembles the tightly linked technical contiroil
mcdel. Ferformance tests based on standards of the e:ter-nal
envircnment. are conducted and the informaticon 15 used to
evaluate teachers and manage the educaticnal proccess. Many of
the links 1n the systems however. are i1informal and diffuse.
Central to the system are a variety of process criented measures.
such as student evaluations and classrcom i1nspecticns by external
agencies. Therefcre. the CJTC cannct be considered a full
technical control system. It exhibits many of features of one.

~ -
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however . 1t 1s has an coverlay of brocader. more diffuse. arnd

process—-criented contrel mechanisms. Even tere. cutcome
measures. although i1mportant. are not central nor are they linted
Tormally to the eveluation of teachers or to the manaqement of
the educaticnal process.

In ﬁost of the schools 1n cur sample. evaluaticn of teachers
is not linked tightly to measures of student output. At the
high—-techncology education center., once  an instructor 1S
considered qualified to teach a particular course, s/he receives
very lattle in-class supervision. Evaluation of teacher
performanca is accomplished primarily through student
satisfaction evaluations. There have been instances when these
student evaluations were used as cone criteria bv which
hirina/rehiring decisions about teachers were made. It stould be
noted that student evaluaticons are not cutcome measurements and
Can be based on criteria not central to. 1ndeed. irrelevant Lo
job requirements or instructor effectiveness.

At the bank training program. student evaluaticns alsc seve

as the principal means by which the teacher (trai1ner) 1s
evaluated. Rarely are trainers evaluated or supervised bv
administrators on their classroom performance. Mo outcome
information 1s used. At the police department. teachers are

supervised closely only for the first forty hours after they are
selected. wfter that, they are supervised closely only 1f thev
are considered i1ncompetent. This determination 1s not made on
cutcome measures since students are not tested.

In the examples discussed aboves we do not find evidence




that . 1rect. technical control via cutcome measures of teacher

performance 1s used toc link the educaticnal process to technical
requirements of work. In most of the schools i1n ocur sample.
little or no administrative eff rt is focused un the 1mprovement
of outcome measures thrcocuagh teacher evaluation or the management

cf the educational process i1tself.

b. Administrator to Teacher Ratio

Implicit 11n the technical control mcdel are two predictions
concerning the staffing of technically controclled schools.
Firsts the model suggests that because of the focused and goal
criented nature of the organizationsy they will need fewer
support or staff persconnel because the schools will not have to
determine broad curricular qgcals, provide a wide varielty of
extranecus servicess or concern themselves with non-educaticnal
activities. Unfortunately. due tc the exploratory neture of this
investigations we do not have sufficient data to comment on this
prediction.

Second. the mocdel suggests that administirative acbi.itv
within the technically controlled school 1s dominated by the
results of outcome measures. Therefore. we wcould expect to find
that technically controlled scheocols will feature a high ratic of
li1ne administirators to teachers. We suggest that this 1= due ta
the large amount of i1nformation which must be managed in such a
system since test results are used to evaluate teachers.
students, curriculum: programs, and teaching technigues.

The results of cur exploratory study are informative but cw-

findings are preliminary and scmewhat problematic. There 1s wide
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variation in: the size of schools visited: the sector i1n which
the schocol is locatedi the level of difficulty or complexity cof
the subjects taughti ana 1n many cther potentially significant
dimensions for which we do not control. Nonetheless. cur results
tend to support the second prediction that non-traditicnal
schools feature a high level of line administrative activity.

The bank training program has one full-time administratcr to
five full-time trainers. The management training center has a
similar 1:3 ratios the high technology educaticn center has cre
full-time administrator for six full-time instructors and cne
part-time instructor. The military pilot training pragram has
three full-time and three full-time equivalent <(FTE) part—time
administrators for approximately ei1ghty instructors: the military
non-commissiconed cfficers training prcgram has three
administrators to 25 instructors: the broadcasting schocl has cne
full-time administrator to ten part-time instructorss the
bartender school has a ratic of 1:4. adminmistrators toc teachers.
The criminal justice training certer has three full-time
administrators and aparcximately 45 FTE instructors. I
addition. five full-time pclice officers from local departments
served by the center are sent tc evaluate bocth the 1mdividual
cedets <(students) and the i1nstructicn.

The preliminary data seem to support cur predicticon  that
schcols lcoccated cutside of the traditional educaticnal sector
feature high line administrative intensity, with administratoi

to teacher ratios varying froem 1:5 to 1:20,




€. Curricular Control
Contrel of curriculum 1s a more prevalent type of contrcl
found 1n ocur sample of schoolsi generally. this 13 accomplished

through centralized curriculum development that results 1n

the use of standardiced ccurses. Nonethelesss 1t 18 not clear
if the content of courses is linked tightly to actual job
performance requirements and how this 1s i1nspected. Nor 1s 1t

clear in what form standardized curricula 1s actually implemented
1N classrocoms.

The CJTC exhibits the most stringent curricular control and
more closely resembles the technical model than the cther scheools
we studied. Course lenath is specified at the state level - 536
hours? POST determines and develops the required curriculum for
all academies. Ccurses have specific perfoermance cobjectives
which are referenced to relevant state codes; if a student dces
nct meet these performance standards f(after retraining =2and
retesting) s/he 1s dropped from the academy. The classes have
"basic course unit guides" which are detsiled lesscn plans  for
instructors. These 1nclude cutliness reference nctes. «nd
1llustrations. Students are furnished with cutlines for each
Class which cover such things as basic definiticns. performance
requirements and procedures. There appears tc be « direct lint
between curricular content. job requirements and student cutput
tests. The CJTC is alsc notable because it features the onlv
cutcome based school evaluation procedure found in the sample.
At the end of the basic cuurse. the students are aqiven «
comprehensive final exams covering material from the core course.

The results of the test are not significant for the students
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(they are passed or failed based cm the tests qiven throughcout

the course). Instead. the results from this final exam are used
te evaluate school performance. The state compiles the test
results.s each school receives information ocn 1ts performance 1n
the twelve functicnal areas (e.q. average student score) and the
cverall state-wide average performance. If the schocl is below
average. attention 1s focused on the schocol in the relevant
functional areas. Schools which do excepticnally well are held
up as examples. This central feature of a technical conticl
model 1s noteworthy primarily for its rarity --— only the CJTC
features any sort of outcome based program evaluaticon procedure.
At the barks trainers from the central training office
develep and teach courses for bank employees throughout the
state. Trainer manuals and student workbooks are published for
each course. This 1s true for the high~technolocqy educational
center and the telecommunications employee training procgram which
alsce have standardized curriculum. The steff develaps training
materials. Instructor manuals are published and distributed from
a central cffice; these i1nclude cverhead slides. teaching rctes .
outlines and technical manual references. It would be erronecns
toc assume that this seemingly tight curricular contrel serves
anly functicnal {erganizational efficiency) or technical
purposes. Curricula are tightly controlled but adherence tc them

1s not 1inspected and the results of the curricula are not

evaluated using cutcome measures. The training center for the

disabled exhibits mild curricular control. A vecational

education aqroup reviews course content and 1s tnfluenced
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stronaly by review committees from local 1ndustiv. However
instructors have considerable latitude 1n adjusting curriculium
within the guidelines determined by the review committee. This
school combines external determination of standards with locose
management of the educational process. Similar freedom tc
deviate from an assigned curriculum is found at the hiagh
technoalogy education center. Although the curriculum 1s highly

specifieds a valued trait i1n teachers 1s the ability to tell "war

storiess" tce deviatve from the standardized curriculum with
perscnal reminiscenc?s and experiences. A specified curriculum
1s thus combined with encouragement to deviate from that

curriculum.

The color consultant schocol 1s more perplexing: 1t uses &
range of controls along a continuum from most to least technical.
The curriculum 1s specified by required hours. 343. approved bw
the state (Private Postsecondary Educaticn Division regulaticns: .
but length and content are determined by the school staff. The
content 1s very detailed and technical and students are requaired
to take exams. Courses are progressive and build cn i1nformaticn
taught 1N previcus courses. The connection between the
educaticnal process and technical job requirements 1s not clear.
although students are required tc put their knowledge to test 1n
an apprenticeship after they have completed coursewcik. The
color consultant schocl combines elaborate technical contrel

mechanisms with complete internal definition (el goaals,

curriculums and performance standards.




d. Teacher Role

As discussed 1n the previcus secticn on cuwrricular control.
teachers i1n cur sampled crganizaticns are provided with standard
curviculum gquidelines. However. as alsc discussed 11 cur sSeCticn
on evaluation of teacher. except for the CJTC. where classrcoms
are 1nspected regularly. and at the 1internal departmentsl
training for police where instructors are supervised for the
first forty hours of instruction. there appears tc be little o
no classroom 1inspection in the rest of ocur sample. This. we
infer that wunlike the technical control model, the teacher
appears tc have a high degree of autonomy within the classrocm ——
similar to that of a teacher in the traditicnal educaticnal
secter. While a specific curricula 1s said to be followed 1w the
schools we studied. teaching methoedoclocgy. 1.€.. how to best teach
the skills being taught. seems tc be left entirelv to the

teacher s discretion.

2. Selection of Participants
a. Students

In the ‘{=2chnicai control mcdel we would expect to  find
admissions and selecticn criteria validated by the resnlts of
cutcome monitoring tests. If this link sctualiy 15 present.
future participants should be selected according to criteria
useful 1n predicting the success rates of trainees 11 firal
outcome tasks. In many of the alternative schocls 111 oiir sample.
we do not find evidence of a link between admissicns and
selection criteria and success rates of trainees con final

ocutcomes tasks. One reason 15 that many courses do not have
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final cutcome tasts and measures. For e:xamples. at the bent and
the telecommunicaticns company which provide courses for companv
employees. students are not tested or asted to perform stills
that wcoculd i1ndicate more effective performance on the jab.
Additiocnally. these educaticnal programs do not have a selecticn
process. Except for courses reserved for management level
company employees. the programs have no screening criteria.
The color consultant school does not have specified admissicns
criteria but does monitor student cutcomes by requiring students
te complete supervised apprenticeships. How performance while
on-the-job 1s measured 1s not clear.

Students at the bartending and beautician schools are not
selected on criteria that predict their success rate i1n Tinal
cutcome measures. What they are taught 1n schocl addresses this
1ssues. but agein. there is an i1ncomplete link between admissiviis
criteria and results from monitored cutcome tests. specificallv

because theve are no admissicns criteria.

b. Teachers

In the technical model. we would expect teachers to be
selected on the basis of their proven ability to teach students
who then perform successfully on cutcome measures. This would
mean proven ability in both technical skills and 1n  teachinq
ability with more emphasis placed on expertise 1n siki1ll being
taught than on “teaching" ability.

Althouagh many of the schools 1n cur sample require technicsl
proficiency in %the skill area taught. most do not actually test

cr evaluate teacher skill in the subject matter srea. If

34 e
1.

(o




evaluation does take places 1t 15 generally done before hiring.

Once hireds an instructor 1s presumed toc have the necessarv
skill. A~ example of this 1s the military fTlight 1nmstiuctor
pregram. Flight 1nstructors are chosen on flying ability (mostly
reputaticnal) and not on their ability to teach cthers how to
fly. Specific performance requirements are not specaified
reqarding what a pilot must be able toc de to be a fliaght
instructor. Fire depa,-tment personnel are accepted as
instructors based on seniority and expressed interest and then
are sent to a state institute for twe to three weeks toc learn to
be an 1instructor. At the training center for the disabled.
1tnstructors are required to have areas of eupertise and on
1ndustrial education credential requiring five years of qeneral
experience 1in the area At the bank. the high-techncloqgy
education center. and the telecommunications educaticonal
procgrams. the cunnection between teaching rocles technical shi1lis,
and performance cutcomes 1s vague. At the high-technocleoay
educaticn centers teachers with previcus teaching experience s
well as five ¢to seven vears of work experience usirng the
cempany’s equipment are preferred. The police department program
1s the only school that has a requirement for actual testing ot
teaching ability.

fhroughcut the samples then, we find that selectiocn criteria
are diffuse and vague. Neither skill nor teaching abilities are
measured cor evaluated consistently and cutcome mea‘ures play
almost no role in teacher selection or evaluaticon. Student
selection criteria are alsc vagues only rarely do schocls attempt

to validate the admissions criteria by using cutcome measures.




II1. CONCLUSION

We have conducted an expleoratory study on the organization
of schools outside the traditional educaticnal sector. We
question claims suggesting that schools in non-traditional
settings are substantially different than schools in traditiconal
settings. Further, ¢this stu / raises questions abcut the
widespread belief that the more distant the instructicnal unit is
from the instituticnal educational sector, the more inspection,
direction, and evaluation based on cutcome measures are utilized
in the organizational control process. Additionally, our
preliminary findings raise questions about *he belief that
schooling outside the traditional educaticnal sector is beoth a
more efficient and a more erfective system. Our 1initial
ocbservations suggest that education ocﬁurring outside the
traditional educational gecter 1is not organized in a manner
wholly distinctive from ¢traditicnal schools. Schools in
alternative settings tend to exhibit many of the organizational
properties of conventicnal schools from the credentialled teachéer
and the credit unit to "good faith" controls rather than direct
inspection of instructional or learning cutcomes. We suggest
that it is their resemblance tu traditional schools which allows
them to make use of those features of technical contrel that {-ey
exhibit.

We are 1in the process of designing a broader study on the
organization of schools coutside the traditional educational
sector in which we will collect both quantitative and qualitative
data to investigate further alternative school arrangements and

their organizational forms.
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Table I. Characteristics of an ideal type technical control model,.

Schools
Criminal Color High Bank Tralning Telecommunication
Justice Consul ting Technology Tralning Center Employee
Tralning School Educational Program for the Tralning
Characteristics Center Center Disabled Program
School goals
determined by * - * _ * _
larger constituency
Student outcome * * - - - -
testing

Follo> up of
students t on-the- - - - - - -
job performance

High curricular * * * * * *
control

In-class evaluation
of teaching --
on going

Low teacher autonomy * - - - - -

Teacher selectlont

emphasis on technical * * * 0 * y
skills versus teaching v
skills

*  characteristic of school
- not a characteristic of school
0 data not avalliable
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Figure 1. Linkages petween outcome tests & educational process in
an ideal type technical control model of schools.




