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Introductio
This book -has a positive, co structive theme: it is about

a school for everyone!
The contents are not merely repetitive statementsrof my'.

earlier publications in the 1950s and 1960s. What sothe per-
sons labeled as "the Trump plan" had its place in schools
that sought ways to break conventional, uniform policies
and procedures. Those efforts helped point the way to
better designs. Too often, however, the changes became
ends in\themselves even though evaluations showed posi-
tive effects.

The design described in this book incorporates experi-
ences of the past eight years in a Model Schools Project,
called "Schools of Tomorrow," sponsored by the National
Association of Secondary School Principals INASSK
This longitudinal undertaking, partly financed by the Jaws:"
forth Foundation, involved at variou-S times 34 junior and
senior high schools. They were large and smal). they were
located in cities and smaller places, they were public and
private, to name only a. few of the variables. The present
design, however, differs. somewhat from the model in that
project..

The NASSP over thdyears has is-sued a number of major.
statements as guidelines for improving schools. -This book
-translates many of them into a wOrkable model. Chapters
1 and 2 give the rationale; 3, 4, and,5 describe the people "
involved; 6, through 14 show varibus program aspects; 15
through 19 indicate priorities -&xl progedures fp' r making



the.tchanges, and 20 presents the total Plan for the sch6ol
,with some future agendas.

..Although the si.ibtiqe-specifies middle. junior, and senior
high schools. 1 behevi the design t.vith minor mOdifications
is also appropriate in elementary schools. After all: the
kindergarten is ,conventionally the PlOst individualized time,
for pUpils in schools! .

This book is for everybody concerned about more effec-
tive schools. Whether one's interests are in a large city, a.
small town, or a Medium-sized place. regardless of financial
conditions. population problems. cir other pressures. this
book shows the reader how to provide better schools- for
everyone by breaking through the restrictions of manY
existing star-lc:lard policies and procedures.

'Gding beyond the provision of SiMplistic recipes that any.
one may follow bjindly, the emphasis. here is on alterna-
tives that creative persons can use to improve anY School.
At the end of each chapter there are Suggestions on how
to start.

vi



4

Schools can be better than they are. The programs
that conventional schopls provik today serve some
individuals reasonably we!l: i)tocr persons need
quite different arrangements. l'h2 .,-chool set forth in
this book is for all students, teachers, ancl,super-
visor-managers.



Who and Why?
Who shall speak friPpcZcotion? Whom shall we be-
lieue and why? Who Ahould determine what changes,
,if any, are to be made in a given school? What new
directions do the times suggest? Why are different
'designs necessary?

TODAY'S schools have both problems and critics. That
situation is not new. Only the quantity and urgency are
more pronounced.

SuSpending students, forcing dropouts, disriiissing
teachers, filing grievances, and calling strikes-may-be neces.
sary at times btit they are expressions of frustrations rather
than constructive solutions tp deeper problerns.

to,
The need is for Constructive alternatives. The desin

,"pres6nted in this book for 3 secondary, schoolmiddle,-
junior, or senior high;enables everyone in it to attain suc-
cess'and to have personal satisfactions. SuCh goiis. require
apprOaches to Schoo,ling Oifferent from, both conventional...
school programs 'and fragmented educational innovations.

What is needed is a school that offers a variety of choices
with appropriate guidance arid contro.s. Its program must
ernphasize the motivation, background, and 'opportunitiesor
that evOryane needs to' chooSe wisely among the available
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optioris. School,. policies also musr permit p_LIrticipants to
change their minds as added experiences.provide baSes
better choices,

uch a design avoids the fetish of uniformity that often
Ptagues today's. schools. Although new developments are
essential, conventional prograths are offered, too, but they
are enriched by numerous variables. .

The chapters that follow show how the school develops
the. Maximum potential of each 8tvderit. Lu-her, and -
supervisormanagement team member. Also in..;cated are
unconventional methods for evaluating individual produt;
tivity atid the quality of the school prdgrarni

To Whom It May concern
This book is for rriany people. Students need td under- .

'Stand pow schools Can change to serve their needs more'
productively. Since eachers have crucial., roles in the
change process. they need to perceive mord clearly what
their functions should be."The same is true for thOse who

\ supervise and manage the enterprise.
The school involves many other person who are V-

, volved in the control of policies, finances, and evaluations...
University professors who prepare teachers, work with the
Peroducts of the. schools develop materiall. serve as con-
sultants, and perform other serViCes for the schdols need
to comprehend what has to be done to improve, schools.
There are implications, too, for persons who plan and build-
schools and for others who Provide 'school supPlies, equip-
ment, transportatiOn, and cther physical arrangffnents.
Some have financial interests in the process: some do not:.

The point is that in this society, education_trulY is a wide
. :concern.. This book is addressed:to everyone: to whom it

.may concern is you, whoever you are. ,
The design here is for schools in any kindlof locale: inner-

city,.small town, big.town. suburbia. Teach6g and learning
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operate, from the sathe basic premises. 'regardless of the age
of the lerners or.where they live_ --,rhe differences among
scho6lS aie a matter of degree.

Efforts to improve schools- cannot exclude 3 ny place
whero teaching and learning occur. To dp so is to treat the
subject inadequately. Many ttiings that students learn about
life are taught outside, the school2in homes, the streets.
and elsewhere by persons-who have little or no systematic
preparation fOr teaching. Racism, sexism and drug de-
pendence unfortunately are remembered better than what
students learn in school. The mass rnediaAre also powerful
t,lachers. School professionals need-to aplyze and utilize
constructiVely the varied soUrceS of learning experiences:

This book is about the improvement of teaching and
learning in all .places. Theaim is to clarify not only .what
belongs in schools but also What needs to happen in homes
and in the community. CodfUsion 'abotazdS regarding :the
potential in each of these,:three environrrients. The result
may be irresponsible use of the iree, urireasbhable lack of
coordination, and Ineffective co ing with the differences
among schools. homes. and c6m iunities:

Who Wants To Chjange What?

Some people answor that qu, stion by saying, "Aslittle
as possible" or "Whatever...A/ill do the most good." Both.
answers are reasonable as..well as popular. Possibly a.more
basic question is\ Who wants what changed and:why? The
desir2 for Ohange almost always is highly pasonal since it

- relates to something that an individual or an organizkl
..group does 'riot like for some sPecific reason.

A parent wishes to change a school pjogram because a
son or daughter iS not succeedirig in the exiSting program.
A taxpayer wishes to\modify the schools because they cost

. too much: An employer wishes.to change the schools be-
. cause employees lack specific training 6r attitudes. A profcs-

1 0
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sor- wishes to change schools because few students are
interested or adequately prepared in the professor's
specially.

Student's... too. wish to change the prografii for many
reasodszthey are bored, believe they are working tob hard.

--feel they are unchallenged. consider the, material irrelevant. ,

or do not like a teacher.
Organized groups pressure tor what they define as basic

education. more attention to the free ergerprise 'system.
mote favorable attitudes towards organized labor, the capi-
talist system, conservation of resources, and a host of other-
special concerns.

Some changes are forced for unrelated reasons such as a
financial crisis that cuts budgets with no specific goals other
than "spend less."

Profess,ional educators.therefore, need to listen to critics
and to analyze force'?, because every criticism has the po-
tential for stimulating charige. Even more important. the
educator neleds to help perturbed people 'understand the..
ramifications that their concerns hold for seicio!
ment. NegatiVe criticistn -may be,-aS useful as yioitive

Even national interests of the moment can be .c.h.annel-
ed by the school to.improve, the progtam.

-

Kinds of Change
Persons who want to improve schools immediately

_confront &dilemma. 4\ reas'onable approach to .improVing
a program is to analy e first whar needs to be done: But"
who and whardetermi priorities?' ,

Sonie proposals are narrow and oversimplified'. For
example. fet.v gains result when flexible scheduling merely
redistributes' time into three days, a week instead of five.

**With some periods longer than othes, if the school doeS not
ch4n-ge itsxurdculum, methods of teaching. and a number
of other Fonventional features. Likewise. changing the grad-

6 11.



ing system merely fpr .the sake of change is ::poits tless- A
passfAilsystein is less des'criptive tnan,A b6 (.; D'I-.

Developing learning package's withoin Changing the Cur:,
"riculum prOduces few gains. Also. 'a. continuous JIrogress
program is essential kir 'each student tei go at Tpersonal '

sehool does not reexamine its curricu iiThe,oint is that
pace. Even continuous progress is tn<it beneliCial if the

change May be Merely in .fOrm and.:not inasu6Stance with-
Ohly superficial attention tc5 the resuks produeed. ,

Raising teachers salaries enables teachers to live better
'and to'haye more pride-in theiri.YOrk, but does.it improve
ttieir methods. of teaching? Building a new school may en-
Mance. pride in the commUnity and piovide a fribre pleasant
and healthful environment for studentS, but does it improve

qUality.of educafion?"
IWerestirigly enough .. one common approach to ehang

ihg schools'has been quite, suCcessfulthe' intrOduction of,
extracUrricular,activilies. Providing a variety of clubs.'athletic
activities. asseblY progr4uns:special contests. student goy

,
ernment adivities. specia rives and parr:ipation in corn.
Munity events:Ad a Jrost of other programs enriches'..the
curriculum. FloweVer',.imany studentS do not participate in

,- these actiVities., particular, those from less' affluent homes
_and with poor scholastic :.!,-'3ievernent and attendance.

These activitiei do ;eplace or alter- the curriculum:
they .are additional events. mostly elective, designed es-
pecially to meet current student and faculty, interests and
needS. Many students believe they derive more benefits
froM extracurricular activities _than frOm the regrlar school
prograrns. 'Some teachers condir. Consider. hoWeVer. that
if sax: ol programs were enriched, the need for 'extra-
cUrricular activities would diminish or P6s\sibly disappear
becau'se what is now achieved only by then) would be ac-
'cornplished in thetotal. MOre flexible program:\

Char-v.1es i .chools May be small or large:fragmentary
Or coinPrehenSive. Small ChzngeS are soporific.. Massive \

.L
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changes are dra'matic: Partial changes,: bring pleasant feel-
ings and create a community image of a school that con.
tioupusly seeks better ways of doing things.

.Total change develops an image of revofution rather-than
evolution.. Gains from 'partial change are minimal: the p0-

: iential of total change is maximal Thi we have dilemMas
whichbyqefinition are not solvable.- -low the school leader
ship works..with -these situations nd plans according!, is
he subject ohhis'book.

A Variety of pressuregroup's or erate both to change eind
to maintain the'status qua Mosr opposition, tb improving
khools is based upon inadequate information about Our-.
Poses. piograms. and. evaluations. It is essential that ei.$ery-
one underStands tha. reasons and procedures for making

...schools more r&evar-if76-nd adaptable to the needs-of stu
dents, teachers. and supervisorsmanagers: The goal has to

-.be' increased sharing. Of iriforMation. not SOking power by

Schools alsO need to involve professional help much
. "

mote-Than they do now. includino4the belp of lesearchers,
One reason . educationOseSearch has.: had. .relatiVely little-
impact yebool;:is that .many of the6e:;e4orrs.havobeen!-:---

..."too....far remOVecTorn, everyky schbot:-operations: Memt\
14^s7of -the .Ameritan:EdUCafianakReseardy,Ascia!ion do

.;, sophisticated research ancl.'prenr...their reports at:
_ Meetings and in pubhcatiOk. The...probleni::is they corn-.

municatifrinostly tvith other researchers..
ReseatcherS must:learn tO corbritunicate'Theiriindings-toi

'pravtitionerS. Mot*: of theK.'need to :Work. 'fOr. extended._
.pertOds of ww in 'schools...as. researchersjn:::residenee..The

...rnanifold :interactions in the seiting wr help evryk7ne:
goth universpy graduate students 'and profesSors rreed to

.Participate...in sliCh activitieS.'.4)65 with 'school personnel
'-v46o are also involved as consumers,.antn.nterpretem:of

research,tn:ateam effort. .

. 8
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, "Action research" has been atcrd for a long time. How
ever, as classrooms in the conventional sense change and,
schools become more open in concept. that research be
comes more 'difficult in some respects. Instead of one
teacher:and 25 students working together. in --a selfcon-
tained classtoom, a school may have three teachers and a
variety of aides working v,i.ith--100 .or more .sti:idents., Re .
searchers not only need different, apProaches but they also
need to work actively` on the Scene where a variety of teach
ing and learning methods are Occurring.

The challenge, therefore. is to cjevelop closer and more
effective relationships between persons who wOUld and can
improve schools for every9ne and those:.persOns who ac-
tually control the schopIt', Legally. schools in the United
States are -creaturof the states, not the federal govern.
ment even thougyfederal programs to improve 'Schools
are -,impressive, /Most states. .howc4rer. delegate*respon
sibilities to locaVcornmunities and their boards of education.
The- influences' and relationships among the tiiree levels
are indeed complex.

Who Shall Speak for Education?.
Does one person or any partiallar group have the right

to issue pronouncements on educational change? Persons
familiar with the history of Annerican education will recall
tRe many indMduals'in,key i4ositions .. specially appointed

_ committees of. professional organizations, innumerable ex
to.nal committees and commissions. and other groups that,
have influenced education significantly.

Several fklundations and commissions in recent year
ha've issue.d statements,and recommendations for changing ,
schools. While there is nothing new, in this activity, the fact
that many dIferent groups are advocating changes indi.
cotes that people are reacting to the dissatisfactions, ex

.

11
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prvss,d overeN by Students, parents. teachers. adminis-
thui,rs. as well as by persons outside the schools.

The criticisms, and proposals o .change especially con-
cern secondary .scTIFOls.alirougElEere -havebeen attacks
on elementary schools as well. Soine spetific manifesta-.

tionS of discontent inClude:
.

student activism in the late 1960s:

the emerging 'middle school as a pr.otest against the
elementary and junior high school programs for Child-
ren aged 10 to 14;

criticisms about irrelevant content or wrong emphases
in some subjects:

relatively Poor scores on stanaardized teSts of reading.
arithmetic, and spelling by minority groups:

.

lower scores on.tests used for college entrance:

failure to deliver guidance. ServiceS effectively to each
student: -

inadequate attention to career education;

inCr,eased opposition to higher taxes, "caused mainly by
rapidly increasing:salaries of teae.hers and adminis-_:,
trators

The concerns are widespread. to be sure.
Many books about education are now in tke marketplace.

Some offer little help because, the authors do not translate
their ideas and ideals into practicareducational programs
that can be understood and accepted by parents. teachers.
and tawayers. Many proposals are ill-conceived, not be-
cause of what they say, but because of what they have not

'Said. individuals and groups often propose simple solutions
to complex problems. Whoever speaks for education needs

'to be specific abouj what is being proposed as well as about
hoW to implernent it. Unfortunately the tendency is for more

10 15



critica) thinking in identifying problerns th-an in developing
solutions.

Who shall speak for education? The Consensus of as
many persons as possible in the local -ituation-is.the answe'r.
No knowledgeable person has ever said that '
eoucatiorr is a simple or an easy process. Many persons
necessarilyneed to be involved: the v;.,ider the spectrum and .

the larger the number, the better:
Essential, corollary questions afe: To whom shall, the

proponents. of better ec. ication,speak and how shall they.
proceed to obtain action? Our times make these questions
especially difficult tb answer. The legal. relationships are'
well, 'known: state to local boards of education, to central
office administrators. to local school administrators.
teachers; and 'to students. However. increased. acivities of. ,

student' and teaCher organizations with the tools of strikes-.
irid other. forms. of piotests alter the conventional'
hierarchial influences. Also. the use of pressUre groups.
money. prestigious individuals. and the mass m media''ay
create other dimensiOns_

.

These _persons and groups need sound directions and'
broad perspectives. Specifically they need help in translating

.their goals. selfish as wellas genefal, into a program that will
.. come closer than what exists today to serving their own in-.

terests and the welfare of the total society. ThoSe goals are
not as antithetical as many persons today belie've:

Chapter 2 provides ah overviewof a school that is much
closer to meeting 'individual and societal needs than con-
ventional schools do today. Later chapters add more details:
further i-easons kir the changes. plus specqications for
developing program.s and evaluating the reults.

- A SChool for Everyone

Some persons who speak and write Publicly seem io
belieVe our society .for a number of reasons is hea,ded for
catastrophe. This wrifer is not one of those pessimists.

i 6



The 'Critics Say:

This Is What You Shouid Do!

IMPROVE READING,
SPEND MORE 's
REDUCE TAXES
HAVE SMALLgE1 CLAdSES

LOWER tHETOP COMPULSOR
ATtENDANCE AGE

HAVE SMALLER SCHOOLS
OPEN,THE,CAMFUs°
EMPOsIig THE: AeADEMICS ,

BHOFifEN SCHOOL FIOURS.
,GET RIO OF!!ABCOF, GRADES
FOUR,DAYS A WEEK INSTEAD OF FIV
IMPRoVE COLLEGEPREPARATIdN
EMFHASIZE CAREER EdUCATIONi:
-MAKEC.URRICULUM MOR`EiRELEVANT

-TO iot.71-1,.NEths.
USE THE commuNrry
ASSIGN. MORE.HOMEWORK

LOOK 'MORE TOITHE FUTURE
FiOvivE cni).1D4As
nioriE FiEqui9ED SUBJECTS

'MORE hLgcTIOE SUBJECTS
RAISE TEST SCORES
MORg ATHLETICB
ELIMINATE EXTRACURRICU-

LAA ACTIVITIES
ETC. ETC. ETC.

SCHOOL
EMPLOYEES

.BOARD OF
EDUCATION ,

12 '

SCHOOLS OF
EDUCATION

LEGISLATIVE
BODIES



Other persons seem certain that better schOols will rem-
edy sOcie(Y's ills. That wishful thinking is attractive. History
shows that goal is unrealistic. ,

But schools can be better than they areand thateachers
and students in them carrperforrn better than they do. The
de n in this book shows how. Perhaps that improvement
iifth long .run will help society become constructively
critical of its institutionsand that is a- positive approach to
a better world!
rEverything in this book has occurred some place an'd at

some time in the United States. It is Crue literally that so far
as sthools are concerned there is today nOthing new under
the sun. The problem is that most schools' have not put

as together in a.comPrehensikre.,way .

'his book Presents a rationale and design for a school
that, aims to' make learning so exciting and worthwhile that
it hecOrnes a lifetime habit rather than 'somethkrig that is
oNy institutionalized in a school for young people. At, the
clo e-of each chapter are some 'pos'Sible)irst steps that can
help you and others to progress toward the school for
every ne

some Possible First:Stelis
for School Persons ..

1. Review published statements, locally ,and elsewhere. for
a Specific period to analyze what Is being `Said and written
about iMproVigg schooling and by whom.

2. Prepare a digest, not as recommendations for imrne.diate
action but as proposals for corrstructive study and discus-
sions by interested persons who are.in a position to initi-
ate helpful actions.

3. Solicit .the cooperatign and participation 'of involved
persons and groups )11 your community to conduct a

,§urvey (total or sample) to ascertain ..present local atti-
._

13



tudes about.e'clucation including strengths, weaknesses,
and especially constrictive ideas for improvement.

For Parents and Others
1. Help schodl persons to know, understand, and 'cope.

. .

constructively with the various individuals and groups
whO havedea about school improVement. ,Recognizing
that some !lave tunnel viion and ..special.hobbies, help
to channel their specific intqrests into concerns about the
general Wel re. Then.take your ideas direcirY tO .school
persori§, rat1ier . than merely to write a "letter -to the
e.ditor".or tc ome othermass medium,

2. Offer to he school persons in developing better corn- ..

munity understandings of the changes that schools need
to make. . .

14
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Achieving
Personalization

Why is e cojseprepersonalization so fundamental
for sa mprouement? To whom does the concept
apply? t positiud steps can help each group of
school gerso to benefit? What are the main corn-
ponenis. of this désiRn for a school for euèryone?

.

PA8L0 Casals, the late cellis't-conductor; Was more tharp
90 years Old when he. defined- the:purpose of educatiOn:
"We muSt tell the. children, when they are eight or' nine,
when they .can understand the sense of the word: ive are A
riliraCle-, every one Of us: Look at what our handS can do!
Tell the children:. Beethoven, Michelangelo, Bach, all greaf
people tkiere once children like you. YOU can be a Michel-
angelo:You are a unity..This is what parents and teachers

(tnusitell.children. There never has been and never will be
another child like you." .

The contributions Of any nation to humanity, as well ai-
to itself: relate directly to the 'degree that each individual
reaches maximutil potential Of self-development and to the
extent that each one also hai an- active .interest in and the

2 0
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skills to improve the general welfare. The major concern,
therefore, is that each school person*Student, teacher, or
:member of the sUpervisory,management team7--has.a pro-.
grarri that can help each one to deVelop his or her bwn
unique characteristics. . .

There is rio conflict between individualization and the
general welfare of the total group: IL.ater chapters tieatsOcial
sensitivity, cooperation,. and group needs and goals. In
fact,- the strength of any groUp comes from:the self-
adjustment and vigor of ..the individuals in it. At the' same.
time, there' must be specific /programs to 'develop 'group
concerns that sometimes are ignored When an individual
attains personal goals by cliMbing roughshod ave r. pOtential
competitors. .

7
. / .A school for everyone a. concept, a locale, ana a pio-

gram that responds adtively to the diagnosed needs of ea-Ch
,/ persón.

What does a school/ look. like when personalization is 'a
basic goal? Is. it O plade where open spaces re-place class-

/room vlls?: Does /each pupil work alone instead of in
groups of 25 or X(7. Is it a program where teachers seldoM
interact with students? Are students' free to determine whaf,
when, apd hoW th4, should. learn? Are textboOks and other
conventional solurces of inforMation replaced t;y learning
packages tha

eachers.,in thelocal school prepare or pun
chase? Does/individuolization require that students. spend

:more time in the community and leSs in .the school build-
ing? Are canveritional grade levels abandoned? Are stand-
.ardized textbooks: and competitive examinations: an-1i:
noted? bO-belis rio longer ring to separate.the school Jay
into standard-length periods?

TwO words anSwer all these questiOns: "Not necessorily.7.
Some aspects of the ideas expressed in the questions, how-
ever, are basic. No wondei1 that many perSons in and out
the profession of teaching, either deliber-alely or through
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loose thinking, fail to understand the.,relationship between
individualization an'd tfie general welfare,.

Persdnalization in a school is directly proPottional td the
, ,

number of_ opportunities for cnoices tnat .the program pro-
VideS undei systematic guidance and superVision:

Concepts such as- unrestricted, .unstructured, ulidis-
.unplanned; deschOoled; untaught, and unevalu-

ated.are not necessarily the ingredients of individualization.
Such considerations inay .be .appropiiate to some degree

. for perons who thrive ocn those arrangements, while otherS
become frustrated and'impotent as a result:

Personalized- leaiming and .teaching do hot automLtically.
req'uire .more use of audiovisual deVices and lessreliance

. .

on reading as a learning methodolog. Neither does the
concept iMply a uniform Teduetion of time in schoOl with
increased time in the community of at home. The list of
alternatives could be extended. The challenge is to develoP
a program to encourage, serve, and 'monitor the develop-
ment and expression of each person's aspiratiOns and
talents.

A school foi everyone must resolve issues and dilemmas
in a feasible program better than most schools cro now. The
deign in later chapters shows how to meet the needs within
the scoPe of available financial, and other resourCes: Tis
author bas alwasiS urged. "Doing 'better w wfiat ybu.
haVe!"

^

Individualization fdr Students ,

Any school program is personalized tb the eXtent: that
every sttident has opportunities with guidanee'lb eXplore
potential interests- ai'id talents in all a-teas of human knowl--
edge and actMties. The program 'described in Chapter 6
ieflects the idea that all curricular areas are equal in 'im-
Portance. The amount qf required learnings in each alea

_
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is 'reduced greatly go that eaCh student has tinie to exploie
other areas and.to go deePlyinto some omem, -

How atrocious it is. 'when conVentional sChOolS_force
ptipils in some geographic and cultural areas:-to Spend so
much time in remedial reading and mathematics. without
knowing why and .acCePting the need at the time! Realistic
molwation that stirs pupils in .a given environment has tb
come before:remediation has meaning for thern:

Teachers, no matter what thei.r.speciaRty, must be respon-
sible for mbtivating students to study. They must do go
continually since interests arise at different times in each
'student's developMental process. The goal. is for every
one.of them, with allowable 'variations, to. identifY personal
IntereSts are talents related .to the various sthoOl subjects .

and.to*follow those areas to:as great a depth as liossible.
For indiVidualization, each student midst be able to cor-n-

plete not oily the re4uirecrsegrhents Of.the curriculuMTbUt-
also thé:specia! interest SUbjetts at:a pace-that is appropriate
for him or her.. The. Conventional idea that all stUdents ,

,skould ComPlete courses or units Of work in 'the same,
amount . of time is .unrealistic. However,. personaliiation
does not mean that students worlvalone. ACtually,:Students

;work periOdically With -Others who are- at the.. sarne.steP of
deve.lopmentin a given subject fie!d.

Students learn' at hOme., in coMmunities, 'ancrin school.
Personalization requires that school prograrns proVide

;guidance to students in selecting the best place to achieVe a
particUlar purpose as well as make that place readily avail
able for each of them, as-shown in Chapter 7. As is the case'.7
in other aspects of individualization, the..school'-program

.provides infOrmation and:motivation with resbect to.these
three optional locales 'and' helps each student to-choose
wisely irt,termg-Of persOnal intereSts and talents: .

IndiyOualization further requires that eaCh student, with
guidance, be able to select the Most helpful teacher.-The

'school must acquaint students with the talents and interests

-
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,6f.all teachers and approPriate non-ceracated nstructional
..._assistants.in" the' School and with potential instructors in the

community. Even though the schoolhas programs designed
to help individuals'get along better with each other, to deny
a. student" the privilege of, learning from someone with'
Whom he Or she relates especially well violates the concept.
of individualization.

Many conventional schools over-emphasize reading and
undei-emphasize listening,. Viewing, and doing. One meth-
od for all learning is unreasonable. English, foreign Ian-
Iltuages; mathematics, and social studies all rely heavily on.
learning by reading.. The fine arts, physical education, and
practical arts rely more on learning by doing. Science tends
to. plot a middle ,ground between the two extremes. while
also emphasizing laboratory experiences. To claim that any
of these methods" is superior to the others in all aspects is
wrong. Individualization requires that each student'uses the

methods that are best .f or him or her as determined with
appropriate guidance.

Individualization also requires a variety of carefully
planned .teaching proceduLes. Teachers need to motivate
students through presentations,' visual exhibitions, in-
tereStingly written materials available for reading, and small-
group discusSions in which highly .motivated. students inter-
.act with les§ interdsted students., Motivation...is -a process
that must occur regularly on a planned basis in all subject
areas during every year that students are in school. Chapter
9 tells how-to do it.

Another basic feature of individuál;zation is that every
student be constantly monitored by a teacher adviser who
considers all the data the school has on the, student. The
adviser helps each one' to discover subjects and leiirning
place in which the student has special interests and com-
petencies. and "then schedules and monitors progress ac-
cording to procedures described det in Chapter 3.
Such a program is necessary in all scho s..lt is absolutely
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essential in large schools. Counselors with 300 or more
students assigned to them cannot effectively provOe this
assiStance to individualS. no matter:how hard they try.

Individualization also requires a variety of evaluation pro-
cedures to measure:each student's progress or tbe iack of

all curriculum areas, to record the. projectS in which..
each one has had Unusual success or difficulty. and to in-
dicatestudent achievement on.measures.that provide corn,
parisons' with other students on, norm-based. instruments.
However. in harmony with t1-..e cdncept of available optiOns
emp.hasized In this design; the student who prefer§ a com-
bination type. s4-igle-letter grade for evaluaion. Should
receive it. . .

The point of:view expressed here is relevant to all 'schodl
procedures. For example if a student wishe!; to have a

teacher assigned by.the administration, to be in a cO- wen-
tional class for a standard length' of time, br to be. involved
in 'other tranditional procedures. the School should proiiide
these arrangement's as described in Part 3.

These requirements for individualization and personaliza-
tion sound like a big order.;They are! But the changes can
happen' in any schobl by modifying existing financial and

_

other resourcesas shown later in this book.

Personalization for Staffs

The concept of. individualization applies also to the teach-
ing staff in much the sarne way. Individual differences exist
among teachers, the differentiated instruction:al staff, and
the supervisory-management tearnjust as they exist arnong.
stUdenfs, Conventional schOols, however, establish standard
salary schedules, uniform work loadls. and other generalized
expectations and control over what these individuals should
do. .

'Moreo .er..the success of these persons often is evaluated
on standard instrurrients applied equally to all of .them.
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. .

Member, of the sup.ervisory-rnanagement team, need tO.
help teachers diScover and make use of their own -interests
and te.tents not only for the- studentst benefit, but also for
personal satisfaction,. The concept of differentiated staffing
ilescribed in (..thapte; 4 tells -how schools organize to fulfill
these needs

lndMdualization 'aiSo .applies to the members of the
suPervisory.rnanageimnt team who. like: everyone 'else.
.possessledtatents and interests. This group iiicludes the
school principal, assiStant principals. department Chair,.
persons. and others vifi"5.1iave-spe:cial concerns for attend-
ance: discipline. building management, publiC relations,
school finance, cornmunity agenCies, and the like. They too,
need to work in positionS and an environment that is mosi
.appropriate as described in Chapter 5.

Unfortunately. a .1ack:and.jill.of,all.trades" philosophy
novki ,applies to the instructional and supervisory staffs. In-
dividualization req-ues -first ari..analysis of- what has to be..
done, then a -determination'-of%who -is best able and most.
interested in perfonningthe...v0Ousiasks,.

PreserVice and inser4e PrO.oraMs: for then? like the
studefi.ts, need to inelude. What everyone has to knbw and

.

.do irder to make the-School and the commAitY fUnetion
as effective learnirig.-enyironmentS.. Then -the Procedures
help eaeli Orson. tolind an optimal role in the program, to
grOw in cOmPetence. and evalu4ed on the basis Of
achievpo in relation.to sot goals

Imiltlications for the-School .Design

The model to foster Perspnaliiation among students,
teaching staff, and the supervisory-management te- must

0 be quite different from usual School patterms that e asize,
standard policies foreveryOne. Later chaweqs show in detail
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the differences between uniformity and equality of oppor-
tun:tri in all sties of schools from the smallest to the largesta,,
and in l;inds Of locales.

One's nilia image of individualization almost always is
()tie of chaos. lack of structure. or of too many people. doing.
Wh3t thet, wan; tc.7. do ristead of what the system requires.
That image is.not correct

Mdre structure. bUt-.9f a different kind, is required to de.
velop personalization. However, structures vary with pur
PoSes. The deSign described in great detail thrughout this,
book and synthe'sized. in Chapter 20 iS' at the same tiMe
More complex and more personalized than other Schools
provide V,-ihen So Much is left to chance:

For exampfe. an on-going argument rages (her the ques.
tion of heterogeneous versus .homogeneous grouping of .

students in schools. The issue . typically revolves about
whether an individual, regardless of the extent or.nature Of
_talents and interests, is bettei served in a gioup that is
relvively similar -in interests or talents. or. in a grouf3- Of

iferse characteristics.
Actually, both kinds of groups are essential at different

iiIT16 in terms of the goals to be accomplished.-Students of
'limited talents certainly-can learn muChfrom move talented
'students: provided the evalitation Ultimately is not between .

- the two, but rather on the procress that each of them makNit.
as a result of their,working together. A talented student may
leani much while teaching another student whose present
learning is less than his or her own. bf course, highly suc-
cessful students benefit from working at tirneS _with other
highly succesSful ones.

SiMilar analogies may be drawn with respect to teachers
and the supervisory-management team. A school that
emphasizes diversity and individualization for adults is p.
stimulating and helpful p:ace in contrast to the schooi that
develops the'same policies and expectations for everyone.

,
.
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The picture.of individualization proposed here is a group
of adults trying to help each other. interested in,finding what .
ezch person does best. lOok;ng at tasks to be done. and,find-
ing who is mciS1 interested in doing particular ones. The
whole process assumes. that hat everyone does iS im-
portant .--andithat alkasks in this,school are worth doing.

The standards that schools; currently follow in defining
educational 'experiencel areoverly sipiplistiC. Certainly
they .are not the benchmarksrolf a society concerned about
the welfare of its total populapon. Today's school policies
and practices restrict freedom of choice in many ways. Why

-should there be a uniform . age tor entering. or leaving
school?,fs :here a single method of teaching t.hat is good for
all teachers or all learners?,ShoUld &state mandate learning
competencies for all students?

'Beyond niinimum' !earnings that a school Or society de-
F&rnir.'s as essential for all. thre are no subjects.or any set

length of time studying thern thdt Constiti.ite defensible re-_
quirements for all students. Even the deCision.abbut what is

ssential should.be open-ended .
the definitiOri.of teocher. too, should not be limited to

include -only those who participate in a specified ,nurnber
of years of schooling and take a pres ribed set of courses
ir ,-ontent ;-ind pedagogical methodS. Ndr should 'all super.
visors ant: :nanagers have .:identical 'training and job ex-
pectations.

The school described in this book emphasizes the right
to choose and change minds as'added experiences pro-
vide a background for better choices..What is right for a .

person at one time may prove to be wrong at a later time.
The program responsibility is to provide the motivation,
experierce, and opportunity for each individual to make
wise decisions. .

That 7,00 big order! But it c :lappen if a schooi is'
deigned to make it. so..
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The Model Unfolds
The model of a. school for eueryone, as detailed in this

book, :Iiises from the needs discussed earlier in Chapter 1
.'and this one. The basic features of the design are indicated

here aS background for the subsequent explanations.
.A triangle represents the three aspects of schohng-that

help. the learners: the people, the program, and the-'struc-, .

ture. The diagram emPhasizes that all three Sides Of the
triangle relate to the learners and also to 'each other. The
details- of these comPonents are in subsequent cillapters.
Further reasOns for the changes and how the progOm op-
erates constitute the material that is essential -for becision
making relative to the change process in anr'sch-oOr.
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No one knowledgeable about schoOls has ever said.that it
is easy to improve the quality of the services they, provide.

,Real difficulties arise in'harmonizing professiOnal arid Ia
interests, learner and leacher interests,- concer,ns of the
central office of the school district and those of. an indivi-
dual school, arid the relationships between ,6 school and
'such external groups as state departments of education,
re-g' ional_accrediting associations, higher institUtionS. and
'employers. Parts 2 and 3 provide specific procedures to
follow.;

:Failure to understand and cope effectively With the inter-
:relatedness of programs in the past has Inhibited the po-
tential .effeCtiveness of many -.school improvements.
Changes on any aspect of any side of the triangle affect
other aspects and other sides as well. Therefore, .careful
analyses of changes must be made if they are to be!ittliy

, productive. 1--fow0 to go about this process is .described 'n
Asidei:able detail in Part 4 of this book.

Leadership to harinonize divergent interests 'anCl. forces
cornes froM a supervisory-management team along with ys
differentiated staff. ,This group works with all persons in-
volved and .coordinates the comprehensive changes th6t

,SChool improvement.requires.
The next chapter focuses on the learners for whom

school programs .exist. Creating a better environment for
them must have priority.

. .

Some Possible First Steps
'for School Persons

t I. Consider the school that yoil know best and list some
aspects for individualization that are most neglected so
far as students are concerned. Then indicate which as-
pects sho'uld receive highest priority for study and pos-
'ale changes.

3 1
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2. Do the same as in No. 1 but use teachers and/or the
supervisory,management learn for your investigation..

3. construct and administer a survey to obtain, opinions
from the various, grouPs in school and the community
about the idein this chaliter. Tabulate and report
the data for use:in discussion grotips.

For Parents and ()filers
1..Recallyour own schooling and prepare a list of items or

ideas about how you asan individual benefited arid/or
suffered from schOol policies and practices applied uni-.
formily,to everyone.

2. Work cooperatively with school persons to help collect
information' and constructive opinions from the corn
munity to discover cornrrion .:points Of view and major
agreements On how to personalizeeducatiom
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Changes are needed in all aspects of schooling to
provide alternatives,under propei controls for stu
dents, teachers, and supervisor-managers. 'This
design for et school recognizes the individual differ-
ences of all persons and, utilizies their personal --- --
talents to serve them bette'r."

;of
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liel101tig Each- Student

Is every student in the school knowVand m6nitored
closely by soMeone who cares and does not have too
many advisees to know? Who is this person, what
responsibilities are involded, and what can be done
constructively? What do the school counselors do?
How do students' needs for individualization relate to
their needs for socialization? What prograins help to
protect individuals and society from persons who . .

violate the rules?

RSSENTMENt ar;cluncerliii4characteriZe the mood of
many 'youth today.

A considerable number of these 'students drop out of
schools; some are tmemployed arid diSenchanted by society
and its Mores. Some are.-als-O into drugs and narcotias -and
involved in petty and even serious crimes,. The.e students
ands others engage in all sorts'af rebellibug attivitie-ir In rand-.
ourbf school; they find fault with curriculum reievatice and
school pOlicies; and, in generS1, they gie turned off.

Their protests take many for:ms. Some stay in sahoor
because their frienas and the action are there: However,
their attendance is erratic, behaviOr poor, achievement low,
scoresion tests inferigr to what they could be, and their
boredom is unconcealed.
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At the same time, many youth attend school quite regu-.
larly.and .achieve reaSonablY well..SoMe, as always,haVe
outstanding produciivity as they win aWards and please
both .their parents and school personnel.

School teachers and other officials are frustrated as are
their Parents' Oen they try..ict find solutions for disen-
chanted -students and further stimulation for contented
ones. It is easy to blame the mass media:: government
apathy and corruptiOn. 'the capitalist system, wars, the
ecenomy, and. Other factOrs over which schools haVe little
control.- .

The prescriptions tO solve 'the foregoing.dilemmas range
..frOTTI lowering the compulsOry attendance age to proyiding
early .graduation from high school so stUdents may go. to
college or to Work. Both of these solutions and others might
be nceptable for some perSons. The point is that aicifool
for everyone does not apply simple solutions to complex
problerris, nor doesit expect old. rules to apPly to new,
.garnes..,

Every cif:iapter in this bOok highlights changes that schools
can make to. helP alLstudents reach. higher goals. and to.
cope better With today's societal problems and I:infest: What,,,
follows here is a specific, positive program to reach student
needs faster and more completely.

Personal Attention Is Needed
Imagine a school in which every student, regardless of

ability or dePortment, is really known and helped by a staff
member. It happens when a teacher is persorially resbon-
sible for monitoring the progress of several students and can
take cc:instructive action. Suth teacher advisers have basic
roles in this book's design for school improvement.

Monitoring Means much more than collecting data about
progress-. The teacher adviser works with each student in
the designated group to diagnose'lproblems and analyze

32
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r successes: Piescriptions are then cOnsidered and choices.
,

made to help the student.
. .

Implementing a specific prescription may involVe changs
in program. the place and time for learning, who teaches,
the methods used, or other modifications. Thereafter, sys-

1: ternatic evaluation pro& --qs data kit still more diagnoses;
possibly some alternative prescriptive actions, implementat c'
tions, and further evaluations'in a continuous effort to dis-
cover interests and talents so the student may capitalize on
them. .

Obviously, a guidance- coUnselor with 300 or more ad-
visees. or an. assistant principal or principal with similar
numbers, would find such an assignment impossible: A
homeroom teacher meeting with 25 to 30 -students daily ,

.10 minutes, or 50 minutes.once a week, could not fulfill the /
Y . role either beCaUse that time is inadeqUafe *and the group- /

_

setting interferts with individual cOnferences. Moreover,r/
hdineroOm teachers iically cannot change 'student proj/

ti
grams anytirne as needed and perform the` other services
that students requite.-Nc.wonder that in many schools large

-tluinbers offstudents are neither known nor monitor6dsyS-
tematically by anyone. A. student has .to be very good//or

_

very ba.d to get attention. .
,

Obviously, that system has to 'change, Accountabilit : for
puPil progress in schbol means' much more than. ke Ping

r track of the gubjeCts'compleIed, 'grades earned, scoes on
. standardized tests of achievement and ability,' and the
maintepance of cumulative records.

Schbols need -systematic arrangements sO that every
student is known by someone who does not haVe tp consult
,

a file before talking to.'hifn Oi her, or t'o the parents, a pro-
SPective employer, or a college representative about the
student's total edycational picture. Classroom teachers, it is
true, know pupils in their classes, but only as stbdents -of
their subject:The school, among other. things,/needs to be a
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place where every human being is. known, sYstemarically
cared for, and valued by at least one other petSon.

Changes
1

for Teachers and Counselors
A teacher. has Iwo basic tasks in thiS school design: one is

to teach a.sehool sUbjd-ct; the othetis to be a teacher adviser.
In the first role, a teacher is concerned with disseminating

an area of human knowledge and with the learner's acquisi-..
tion of information, concepts, skills, and attitudes. The
teacher's relationships with students while they are studying
a'given subjett may be relatively close when they work on a
one-toone basis, or relatively distant when the teacher
works with a large group of studenti---:with a variety of situa
.

:tions between the two extremes. But in Aily situation the
focus of interest is basic:ally on one Subject.field, the.one in
which the teachet has special expertise

In. the second tole the teaCher serves as:-arelviser-to-a-----',
specified number of studOtS.:The teacher in this capacity is
interested in each student on a wider basis: -a human being
who is striving, to identify 'and develop special_intereSts and
talents'. Now there nuist be.unbiasedconcern about all sub-
ject,fields and the opportunities to learn tiiem in the school,
the tomMunity, andthe hdme. The Student remains in con-
'tact with the Safne teacher adviser fOr th e. entire time that
the student is in- the ,school unless a change is made for
good reasons.

The .teacher adviseeassumes responsibility for helping.
20 to 30 students on apetsonal ba'sis with their schedules,'
their independent study programs, their future career and, . ..

-- educational interests, 'and,. as a friend, with their everyday
problems. The go& is to personalize the education of every
Student despite varied abilities, interests, and backgrounds. .

The school',s professionally trained counselors, hence; ar.e
-free' frorn the routines of program making, Checking bn at-
tendance. and it e kinds of disciplinary-problems that often:
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result when students are in the wrong classi2s, with the
Wrong teachers, and in the wrong places. Professional
Counselor's have highly specialized training. They should
not be expected to participate in the dayby-day instruc-

.-tional process or the diagnostic and prescriptive activities
that teacher-advisers use in their work with the students
assigned to them,

. The Organizational Framework,
The basic organizational unit is an advisory group. of 300

to 400 students, with one ptofessiorial counselor and 12
teacher advisers: A school of 1.000 woulcl have three such

rgroups: three counselors and 36 teacher ,advisers.- Larger
' schoolS- Would folloW Similar ratios.. A school with feWer

than 300 studertts has-43 teacher adviser for each 25 o so
students with part-time Counselors, e.g., a one-half time
CounselOr and six teacher advisers in a school with about
150 students: sharing counselor "services with another
school.

Students assigned arbitrarily to a teacher adviser should
come from eVery grade or _year in the school so that the
teacher-will not have to learn a new group oistudents each
year. The assignments- are made at random rather than by
special interestS, abilities, vocational intentiOns or the like.

Teachers in larger schools are assigned to theadvisory
groUps of 300-400 students so thai, the teachers in each
group are fepresentative of the totalistaff. Thus a given ad-
visory grotip includes 12 teachers with 'a range of years of
eXperience as well as interest in the various.subjectAckpart-
rnents, programs, and projects in the school.
a The school principal. and assistant princiPals in larger

..sehools, are memberS of the guidance system, each working
-with one or two cluiters of, 300400 students and their
teaCher advisers and counselors as shown on the chart.

Tt--Oth-e-rs- :involved are: psychologists, psychometrists, and
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specialists who may be a part of the schocil staff in a large
..high Kbool or in. smaller..schoqls aS .part of _the. 'central..
office,staff. available to indMdual schools .on.a_ parttime
btis Thechart also5nows.how the systern.works in school's

differentiotal enrollments,.
This arrangement is not a conventional r'house.plan" that .

some schools. folkiw.. The. paposes ,here are different be-
cause of increased program flexibilityand the roles of the
teacher advisers. . , .

Such Organization assures continued :iservice growth of
all the professional persons involVed asindicated in Chap..
ters 4 and 5. In the early stages .of development, teacher
advisers should meet regularly, at least once:a week.with
the coun'Selor, The purposeis to help everyone as they ob
serve the interactions taking place among teact- advisers.,

_ students, and counselors. Such meeffings are _important also
ter4tiffP'131-; eN3nirrit.e ...e. e o et o ...eve o, . s 4. the*
in touch with the total school population: . ..

Counselors need toknow more abOut the daily problems
that student l .ti.N.!. b.ith .in completing required learnings
and in developng trl,..' T own ;ndividual interests and talents.jCounselors therei..,,learn about the kinds of academic.
problems that teacrien experienCe. The relationshipi

.

among professional counseling: therapy advisethent, and
instructional gwdancv thus become better understood by
el,ieryone, .

The expectation is that all teachers in .the school. will Ice
both advisers and ins:iuctors. Of course. some teachers are.
more 'effective' as teacher advtsers while others are better
instructors. ,Inspite of these chffewnces. the.premise is right.
Tiome teachers may spend more time on curriculuni de-
vdopment or other necessary staff functions and for a time
not function. as .advisers However, if the teacher adviser
szstem 15.: to operate effectively,. tile:entire professiOnal
teaciiiity staff. or neariuLsfc-TiFeds ;o bei:ohle involved in
the prouratrr-----7
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The student. remains with that same advisory grouP..until
leavtng the school, unleSs a change..is mado.by the.profes7
sional counselor. When transfer from.ope group to .another
ts desirable. ,7-ither the student Or the teaCher adviser initiates

?the changt petitidning the, grouP. counselor; The spme., '
approach. would occur if a student or a parent-does not.
Wantio participate at all inaheteacher adviser'program. If
the counselor fails to approve, either partY may appeal to
the proper assistant principal or principal Whoever makes
the decision doeS so on the basis of what is best for both the
welfare and effectiveness of the persons involved. ,

A transfer should -not be made to discipline -a student or
to accommodate a student who does not like a decisien that
has been'made by the :adviser,. Both teachers,and students
need to learn to participate effectively 'and reiSonsibly as
members of groups. Times arise, of course. when it i4 better

--tochangermembership-,

Providing Options for Students

The teacher adviser and the student togetherdevelop the
individual student's scledule. The data sent from a preutious
school help to determtne where the student- fits into the
program of continuous learning. .How much time the stu-
dent spends in the various curricular , areas and in school.
home, or community learning is determined cooperatively
by the student and_ the adviser, ideally with recommenda-
tions from parents. The resultant prescriptive action is not
permanent b.ecause aherations in the student's program and
schedule may be made at any time when the mrsons in-
volved believe a change is desirable.

The teacher adviser and the advisory group should meet
daily for about 10 minutes..preferably ri tise morning when
announcements are made and attendance Is taken. At that
tlme, teacher advisers or students can initiate appointments
to get together later in the day.
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The frequency of conferences tiween the teacher ad-
viser and inciividual advisees 'Janes. Some stUdents need. .

frequent contacts. Others may go for sOrne time without an .

individual cOnference. The decision should' deperid..:.upon.
.

need, as felt bY either the student or the leather. fathr-than
. .

by an administrative arrangement that4equires COnferences:
at regular intervals.

. .

Teacher advisers know more about their advisees than
anyone else in the school. Data of all kinds are channeled
to the teacher adviser bY others in th school, home. and
community. Better cornm6nications systems. better. tech:
niques for recording and. analyzing data. and more 'clerical'
assistance for teachers make the:program work. Denying
teachers these .helps would be like asking doctors .to seive
patients without data. records. and competent assistants.

The school also provides a;:piopriate privateor at least
___semi-private_=offices_lar_.ajvisers for this work and their

other tasks as professional teaCherS Data processing helps
the teacher and advisee to analyze the matefials athand so
that together they diagnose and suggest ahernative prescrip:
tions to enable thiystudent to move forward.

The teacher advise; has expenence and the student has
perteptions: together they; reach consensilS on a tentative
action to implement a proper program. Implementation re-
quires determining what is tp be learned, where it is to be
learnid. with whom it is to be learned. and the kinds:of data.
to be collected to measure the degt*e of outcomes in know!-
edge;skills. and affective behavior. Both the teacher adviser
an&student need to know precisely what these goals are in
terms that both ca. understand.

Monitoring students usually requires little time and effort
,

beyond a hurried glance at tneir reports. At other tirnes and
for some students. monitoring requires much' effort. The
goal of course. for al! students is selfdirection and self-

. evaluation The kinds of data that need to be gathered and
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the process of evaluiltion.are discussed in Chapters 13 and
14. . c.

Having a teacher adviser rather than a guidance coun-
- ..selor. assistant...principal. or principal iesponsible for deci-

sions .about 'programs and procedure represents a basic,..7c1ep4rture in_Philosiaphy for most sch ols.. Counselors and
administrators working with large n gibers of students
simply do not have the time to make these kinds of deci-
signs. A school for everyone needs to reak up the masses
of students into smaller groups so t-iat every tudent 1.s
known comPletely and continuously,. y. someone who has
the time.and the auth6rity to take Coistructiire actioc. /.

Theteacher adviser needs to sliend an average of ab'out
five hours a week on .this assigment. If more timeAS re-
quired. the counselor, and tea _her adviser should/analyze
whether the teacher is spen ing time in areas that really
belong with the .profession l counselor. Teachers some-

----times become overlyinvoed v..ith their adviisees personal
Troblems in ways that should be handled by Counselors..

GrOup Guidance and Other Arrangements
Some student needs should be handled in group guid-

ance. either in classes or special programs. Counselors and
teachers plan and cohduct guidance instruction in such
matters as bases -for selecting programs. pupil personnel
services available, elementary psychology. opportunities for

. advanced education beyond high school, vocational alter-
natives- and employment opportunities, procedures for
a-drnission to universities. Scholarship information, and other

-matters of interest to all Or many students.
The entire staff should decide where the school will make

-= such information available, what presentations about it are
made and by whom, and whom students should see when
they have questions relating to these items. Teacher ad-
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visers do not have tirne to provide this information to all of
th-eir_advisees..Most schools plade information in the general

. library or in the counseling offices. The facilities shoUld in
places fOr printed material 'a's well as areas wh,;r-e

students may view and listen to filMstrips and other record-
ed and visualsPresentations.

The teacher adviser needs to make sure. that students see
the appropriate'person on the guidance staff in and outside
the .school. The duster arrangement shown earlier in this
chapter, along with further details in Chapter 5, emphasizes
how superviSory-shanagement team rp-embers have- desig-
nated functions to avoid duplicatio,n'and conflict of intexeSts.
Charts' ahd structures make good pictures on paper but, if
the school ISIO help each student to develop maximUm po-
tential, the responsibility for that goal has to be plaCed firmly
in one person, that is, the teacher adviser.

The goal is a school in which every student is known by
someone who cares and can help to facilitate maximum
individual development. No matter how large the school,
every s.ident has someone to talk with, someone who does.
riot need-to consult a filing systern. A parent, an employer,
or a 'college Jepresentative now can talk to someone who
really knows a student. At the same time, these advisers
haye back of them skilled persons assigned to helpa pro,
fessional counselor, aprincipal, or an assistant principal.

The Individual Stude and the Real World
Crime, violence, and vandli are part of today's sod-

ety. Daily reports of them fill rewpapers. erupt visually -on
television, noisily on radio, an freq ently in the conversa-,

tions and adions of students..chook', subject to the same
problems, cannachange, the societal mores but school pro-
grams may help students to become construdivdy critical
of the actions of society, particularly in the locale of the
i'chool.
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What causes crime, violence, and:vandalism..in sch-opls?
There dre no .simple answers. The student whO sees little
justice in the system of rewards and. punishments (grades,
and.the like), -little relevance in the curriculum, methods. of
evaluation that stack the cards against him 'or her, little T
concern:for personal needs, seeks ways to. get..attention,
withclia.ws or performS-dritiSbeial acts.

The school, like society. in general; must take both posi-
tive andlnegatii/e stepS to attack the problems. One .basic
positive step is emphasiied in this chapter: the role .of the
teacher adviser, fully implemented. This development is
possible only when other program changes are made as
outlined in subsequent chapters of this book.

As in society, positive approaches are not likelsi to
achieve complete succes. so the school must also utilize
law enforcement procedures to the degree . necessary.
These arrangements include: (a) restrictions in proper rela-
tion to infractions of .reasonable rules that the group has
helped to make; (b) trained officials---not just well-meaning
teachers unprepared to cope with .criminalsto see that
offenders are apprehended and dealt with in order to pro-
tect lives and property: and (c) constructive programs to,re-
habilitate offenders. ,

These stepS will seem harsh for-some readers who con-
tinue to :hope that schools can create a better society. That
hope is commendable, worthy of effort, and should never
be out of sight. However, until society changes its mores,
schools that operate differently' face- insurmountable ob-
stacles that actually interfere with.achieving the humane
goals that this.schdol for everyone envisions.

The problem .with Many schools is that group activities
not only are overemphasized but their make-up is deter-
mined in advance and continued for at leaSt a semester and
more often for a year. Students spend most of their time in
classes, whose constituency is Cletermined by the particular
philosophy that the school f011ows and by socioeconomic
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and . other external factors that influence. , enrollments in

elective subjects or activities: .

The school deign in this book includel.a nurnber of pro

grams for. socialization. Motivational prefsentations to large.

grOups emphasize equally the_importante of, all the school'
subjects. .Systernatic small groupS teach interaction skills.

throUgh "experienee 'arid constructive heti)... .Socipiii0friO.,.

deVices are significant in- dianostic and prescriptive func-

tions. Program evaluation procedures consider ali aspects

of what the school does and what students, teachers, and-
supervisors. do individually and ih groups. betails of all
these prograrriS appear later in this book.

The optiOns that the design provides for students give -T

opportunities for those who wish to be in .regular -classes

with one teacher for a specified.time to do just that in some

subjects or in aH of them. The program May require some
stu.dentsto 'be in grouPs where movement and conversa-

tions are . strictly "limited.. These arrangements result from ,
.ProfesSional dedsions, however, instead of.general polides

applied to everyone.
The.qUality of a sodety depends on the excellence of'it .

individual members and their willin*ass and ability to co-

operate effectiVely. Individualization and socializatiOn are
not opposites. The program plan described here and "in
subsequent chapters generates quality in both spheres.

Positive Punishments for Doing.Wrong -

The usual approaches that schools use to deal with stu-*

dents who persist in violating rules involve suspension or
expulsion. Some schools even list the number of days that

a student will be suspended for committing specified of-
fenses. Foi example, one school automatically suspends a

student for three days wherothe student is truant for a day
which almost seems like contributing to the Offense. Wide
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:variations exiSt in determining What constitutes causesrfor
expulsion frotn schools.'

A school'that seeks to develop the maximuM potential of
each student must use. pOsitive Steps tO retfabilitgte those

1. Persons who defy the system. What changes in .prograins
arid prcacedures can help? The school design that unfolds in
later chapterspf this book. has many answers.

The basic approach is diagnosis of individual problems.
Why'does a student.stay at hqmeor go to some other Place
in the coMenunity?.Why ,did the student commit a ,violent
act against another :student or a member of the school.

st,,aff? Equally necessary is the decisicin on what prescriptive
,remed9 tafollow.'Alternatives are considered and deCisionS .

_ made to iniplement one or a:combination of them. I. the
follow-up evaluatiOn is negative,- re-diagnosis leads to
further prescriptiOns, and soon. .

. Most school persons underStand the need for the preced-
ing steps but lack of PersonneLand inildequate programs-
get in the way Of imPlernentation. Some specific Steps. are
recommended in Chapter 11. -

This chapter has emphasized the crucial role.: of the
teacher adviser with the supporting help of couns'etors and
other members of the .supervisory management team., But
positivestepS call for tnaq other changes in schools and .in
the relationships with homes and cornmunities. '

These changes are what this book- is all about. Chapter 4
$1-1Q1A/s how teachers in the school find time and different
personal assignments to assist the process.

Some Possible First Steps
for School'Oersons

1. Analyze who provides the following services to indivi-
dual students in your schoOl:
a. helps decide what cquises to take
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b. helps .decide in which extracurricular activities to
participate ,

c. checks attendance .

d.: handles discipline, . including susPensions and ex-

.

e. helpg in college or other postrsecondary s:election

f. analyses grades and other reports of progress

g. analyses standardized test. results or other data re-
sulting from inquiry forms and inventories

h. gives advite an health neds-orprobgrns
7 1. giVg5 4:clviee4in-otherisiersonattpipblerps"

j. assembles .4nd ihterPrets all irifOizrnStrorifOr cumula-.
tive recards and:reports. to c.'olleges -and employers

k. discusses cumulative record data to help studenis
arrive at prescriptive decisions

I. others
2., Develop cooperatively a transitional plan for imprOving

your school's services to :helP each student develop per-.
sonal interests and talents and then systematically seek
reactions from all students, staff, parents, and other§
who wOuldibe concerned. Decide which proposals in
this chapter need to receive high prority.

For Parents and Others
Help the school to plan and conduct surveys to discover
What special services to students each group would like

to see provided by theschool.

1.
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Teaching as a
Profession

"What should teachers do? How can they function
better? Who can help them improue? How does the
system evaluate the productivity and professional
growth and satisfactions of teachers? How are indi
'uidual differences recognized? :

MANY groups, abd, individuals have different ideas of
, what tea'chers should do. Teacher organizations, individual
teachers, boards of education, supervisors, students, par-
ents, and a host of, other Persons and órganizations have
reVealed frequently and openly how they feel about teach-

"ing and how it can.be irnproved.
Many different and someti'mes conflicting' images .

school- teachers, and their needs emerge. The .design pre-
sented here aims not only \to imprOve the qUality of teaching
butto make teaching mOre professional than it is- now.

.The need to recognize individual differences among
teachers is just as important in school improvement as is
recognizing individual differences among learners. Masi
schoolg operate as if each teacher is a jack-onjill-of-all-
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trades, equally as comp-e-tent. as all other teachers, in
fields.

That concept is wrong.-Here-is why.

. Goals of,Ttacher Organizations
Teacher organizations quite naturally concentrate- .

higher salaries 'and 'improved working conclltiOns .as
ceas for improving teaching. The organizations to. which'
most teachers belong, the American Federation of TeacherS,
and the National Education, Association; and their iocal
divisions,:have similar views on these Matters: as a matter
of fact, eaCh year they seem to be in closer agreement on''
what'the'goals for'teachers should be: To attain these goals _
they en4gage 'in strikes, threats, and other techniques suc-
CessfullY uSed byorganizedemployeeS in other fiela.'

For 'generations, inadequate teachers' salaries in the
United States were -a national disgrace. The situation is
much improved today, The effects of higher Salaries_ are
both psychological and real. Teachers need to live in appro-
priate housing, to dress well, fo eat well, and otherwise pre-
sent an image of 'prolessionalism. Higher salaries, as

-

pOttant as they are:lrowever, do not necetsarily improve
what teachers do in :schools. Other factors also.. need
attention.

TeaCher 'organizations also have concerns about working
conditions: They urge smaller classes, shorter work days:
fewer extradass aaiVities, appropriate 'holidays and vaca
tiOn periods, sick leave, and other. welfare provgions. Their
sigrg, protests at board meetings', and other aggressive acts ..

* urge thase matters eVen though no evidence exists to show
thatthese factors in isolation produce eitlier better teaching
or learning.

They 'are concerned also about relations with adminis-
- trators, other teacf`iers, and students, Whether ortra01-re-

.
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concerns are positive in seeking benefits for others is a
matter of opinion rather than demonstrated fact.

POals Tliat OThér&Ur§e

The polides...Of boards of edUcation, .as welt as. the.rules
and regulations of School.administrators, tend to emphasize.'
the.gatekeeping role of teachers.. Teacbers mUst be in their

-rooms .at specified times; enforce reasonable :discipline,
report absenteeism, keep their rooms neat, Prepare reports
on ane, and perform other duties that might be. classif.AL
mainly as good housekeeping and managernent.

The emphasis:is on process rather than on the_ product_
and that bias is unfortunate: Parents, however, are more
concerned about what and how their children learn in'
school, the grades they. receiv. the happiness th4 find,
and the respect they develop for their parents and Other
adults. Parental goals often are limited in scorie and vision;

-and swetimes related to their own social prestige. Some
parents actually hope that teachers will not expect too much

.froin them.
Employers judge the value of teaching by the skills which

Students develop for particular., needs, for example, 'speed
and accura4r in typing. precision in keePing records; quality
and quantity in performit g required taskst and ti!ie like.
Others judge teachigg by how well teachers reipond to their
requests to sell items, collect money or other things, par-
ticipate in contests, or perform tasks related to the purposes
of the organization or some aggressiVe individual.

What studen4 requite of teachers is more complex.
Some want strict dine;' others want complete freedom.
Some want close ra,:t7ort with teachers while others have
less concern in th mat2r. Sortie want teachers to be close
friends, almost b ,dtjes, while others want teachers to be
aloof. Some want advisers and advice; some don't. Some
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seek learning.. while whets 'reject it. Sjudehts who fail .or
make low grades use teachers aS Convenint scapegoats.

Many college professors:On the .other hand. urge school
"--:-.'leachers...tomake theirstudents into prOiessional writers, --...'..

11overs of Elizabethan literature. hiStorians. Mathernaticians..,.
:-..bótatiists....physicigs. star. perforMers. -athletes... mechanics,.

and so 'on. The surviVal of both the profesSors and .univer-
sities dep,ends Upon the' +r-ttirtuing floW of 's:OeciticlOty ., ..

school. Muclents to the universities,t Their hope is t'hat inatiN.
of these students will becomé '. teachers and go back .!.6 the
schools to ensere the continued eXistence Of raw rri:iterizls
for them. Theit major complaints are when too few studerts' -.

corn? to their and when the professors haVe to teach bwile
skills that school teachers'were upable to do.

Not all professors With such. questionable motives, how-
ever. are in the subject fields: Some teeth education courses.
They.. too. sometimes -have narrow sights and .expdct
.

teachers, tor example, toLbe interested morc in the social Oi
psychological foundations of education'. than they are in :

what occuts in classrooms. even:though the two, goals are
not dichotomous.. Some professors of sehool administra-

.. tion develop fetishes- about uniforMity. standard policies.-
.and . efficiency in management that get -in the way of per- .

sonalization for both students and teachers in schoOls.
,W.hat further complicates the_ situation is that schools.

and therefore teachers. legally ar& creatures of the 50 s:ates..
State legiSlatures 'in turn tend to delegate virivally all-re

(isponsibili:ies for education to local school boaids. Elec ed
6r appointa. the board members reflect not drily,their.o .n
ideas but.also group pressures about schooling . as they es-
tablish policies-and authorize school budgets.

No wonder so much confusion exists in. the minds of
teachers and others about what teachers should do and ..

how they should do it The sitUation .bechrnes even !nore
comple.x when one considers the existence of much folklore
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about teaching and the resulti fro:5m efforts ;o4study the
teaching process:

- ...-\ .SomeIrlyths To Abandon.
litost StUdies.**.teaCicing conce n the elemenAn9 school

lvclbis situattein- May tell,soin thing about the inteiests .

-61:4:ie&iindarg-schbol eduCatars in sturNing the process,
Nevertheless.... considerable'. research-, idoes ixist about
se&)ndary education its qualitV yaries, but the evidence
rejects many' ideas that' are perpetuated by teacher. organ'.

' zations university professors, School administrators who
supervise teacher s. a..id the lay public thai develops policies)'
and procedures for schools. We' mention a few of these.
idetiand the evidence for purposes of iHustration.

Sniallef:::elosses produce': better results fer leqrners
-4 Actually; there is little relatibii;betikeen the ske of class and

student learning as measured by conven a1.-initrUblent's, -

Srriall classes- often found in wealthy -Ho dits are
not the reason for better learning in those-diSir.

is home motiVaiTion. attitude' toV;aid schooling. ownership
. of materials, and expeCtations: Environthent. not Zlass sle

is tfik reason..
.

Higher salaries produce better resultS. Again, the higher
alaries paid in suburban areas are not-the reason for su

perior outcomes. Cities that have raised teachers'. salaries .- (.
s-
have found that the quality of teaching and-student learnino,

s .41d not automaticelv prove.. r
Younger teachert are keuer than older teachers, Quite

to the contrary, some older teachers have learned Much on
-the job and recognize there much yet to be learned. They

more-likerti to be,Apovative and to seek better ways of
doing things than, recently trained tearhers who have not
achieved a sense of security. Also, ounger teachers are
'closer to their Lniversity days, possibly still -heavily inllu-
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elici by the methods of their academic subject matter pro-
fessors rather than their e.ducation:professors who taught .

them the basic principles of teaching and learning.

college a ended.. and the like. are irrelevant determinants
11The p int is that ago. wx,.. subject area. ni.arital --,:aius.

of teaching and learningquality. ..
.

Anyone seriously inierested in teaching and teat iiig may
consult many studies that have been. conducted .ina 'variety

61 schools with diVerse .teachers and learners. However.

il appears that il'!e gtpups mentioned in the preceding sec
lions are. not griing tochange their attitudes and the .pres.
sures they exert by studyin3 research findings

What Can be done to change the foregoing attitudes and
misunderstandings? The need is great for teachers to spez;c1
more time and use 6etter methods to...motivate students. ip.

recdgnize and provide for individual differences inlearning
styles and locales, to work:with students individually at times
and 'at other times ,in small groups. to improve evaliiation ..

and reward systems, to work- on Curriculum. and. a host of
other matters that can make much. impact 'on school .-

. ..

improvempu,
Most teachers want help and cap. .perforrn:better. pro.,

vided the system- gives 'them the time and resource--- that

they need. Thebalance of tilis chapter and the total .schOol'
design show how.

Differentiated Staffing.and.PePsonalizatinn.
Differentiated staffing arose from.-Ae. need t,-) provide

teachers with more time to-engage in professional act;vities.
eaCh according to .personal talehts and- interest::: At the

same time. students would have more. adblts in- the .school
and conuhunity to help in a. variety- cn. tasks. Thi appro-5ch

to immoving 'instruction replaces the generalb24 Concept
that ..aays in effect that there. are. no individual diffrices
among te, -4yrs. that all of them are expected to do eveiy..
thing rei:niir4,e,. ot teachers..
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Analyse; macte several times in !he Past two decades Of
what teacher's were doing in relation to what needed to be
done, viewed as a total group. reveal .tha the school 1-.eeds
per teacher about 20 hours a week of instructional assist-
ants. 10 hours a week -terical assistants, and five hours a
week Df services by
with 15 teachers 'Mot.
services by instructi,
assistants. and T",
may altet the-
siderable exp,

,i1 aides. In Other words, a school
lee per week about 300 hours' of

150 hours by clerical
general aides. Local situations
:ations slighth4 however, c'on-
, thenticity to them.

instructionai . xorking side by side with teachers
in the various leari:g centers of the school, and in the com-
munity. provide a higher ratio of adults to help student's
than conventional schods provide. In addition to super-
vising students. the assistants answer questions, prepare
materials, evaluate pupil prOgress in s:.ills and acquiring

. facts. ard perform other tasks determined by the teach.
ers. Some assistants are former teachers wanting part-time
work while others, are beginning teachers who have not
obtained regular positions. Still others are persons in the
community with special skills. All are qualified to help stu-
dents to complete learning tasks.

z Clerical assistants type, duplicate materials, keep records-.
prepare:feports: check routine papers. and do similar tasks
that typically now require a third .or more of a conventional
teacher's time: .eneral aides assurne many tasks that do.
not require special competence in specific subject fields..
These aides get materials.out: put them back. and.perform
numerous other jobs- tharhave tO be done. but riot neces-
sarily by teachers or trained clerical workers.

Gains from the Ssistern
A differentiated staff helps both feathers T.!:nd students.

Teachers have the time ,to perform professional tasks that
are minimized in conventi9nal schooli or not done at all for

C.. <7. (y. -e.,
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"Jack-and-Jill-
of-Ail-miracles"

***-
-Am a

Teacher

I Do
Everything

-Monitor

Clerk
Questioner

-f Supervisor
Servant
:Presenter

Adviser
Researcher
Motivator
Discipliner
Writer
Develdper
Evaluatde

Storer
Repairer

Manager ,

and so forth!
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lack of time. Included are such neglected or inadequately
done activities as preparing materials, planning presenta
tions. functioning as teacher advisers..and Yisiting com-
munity .areas where students work and learn. The
supervisory.management team described in Chapter 5
helps the staff to 'select activities and to ensure that co-
ordinated servic'es to students are provided.

A second important factor iSthat. under this arrangement,
more adults are in the school to help stUdents and to super.
vise their progress. Many of these aides relate extremely
well .to students. even though they may not possess all of
the qualifications for a teachim: credential,

A third contribution of the concept is it helps teacher or-
ganizations andschool administrators in the *development.
.01 an apprenticeship system Hr beginning teachers. The
1.it.tai practice has been for a $eacher-to-be from the-
status of a university student in the spring v_ ..1fledged

i:professional in the fall as s ool opened with the teacher's
first fulltirne employment. he American Federation of
Teach-e: is not characteristic of labor unions that haye ne:
gotiated and assisted in the develoPMent of apprenticeshiP.
programs. The "practice- Or "student.' teaching that certifi
cation requires is in'inadequate substitute. The apprentice-
ship role as a paid instructional assistant helps both the .

young and experienced teachers in the school .

Perhaps the most significant aect of differentiated staff-
ing.is the contribution of the program to the school's recog-
nition of indiyidual differerices among. -teachers. This
arrangement makeS it passible for teachers and their assist-
aii.s to utili2e better their own special talents and interests.

The substaniiiijirancial and logistical considerations in-
volved with differentiated staffing. are presented in Chapter
18. Costs must be related to productivity. A typical teacher
now may spend one4hird of the time doing work that .a
secretary could do as well, and possibly better. at-a consider
ably lower salary because c,' trainino and general employ--
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Ment conditions. Other factors related to differentiated
staffing. including union negotiations, also are discussed
in Chapter 18.

Options for Teachers
The school for everyone described in this book enables

some teachers to spend considerably more time than others
in curriculum development, deciding which materials are
to be required and which are to be elective as hobbie.s or
careers. a concept discussed elsewhere. Also, as there are
selfcontained classrooms in this school for students who
t1/4;ant and need that setting there are places for teachers
who prefer to work alone with Student§ rdther than with
other teachers.

Some teachers are highly effective in motivating students
through !arge-group presentatiorik Some enjoy interacting
with students in small groups. Some work more effectively
than others with students engaged in special projects. .

Others are most effective in pupil.and/or program evalua-
tion. developing workable techniques and instruments as
well as creative analyses of the resultant ,data. Some
teach5tts would spted more time 'than others in the inde-
pendent study areas irp the school, or in the homes, and the
community. The school thuS provides a variety of -work
opportunities for teachers.

The supervisory-management team helps each teacher
to find his or her best place-in the_s9stern71t-is important
that this team have the 'proper data about where each
teacher performs best. Teachers. through self-diagnosis and
aided by members of the team, decide on the prescriptive
actions that will. increase their job satisfaction and effect-
iveness. .

Thelupervisory-management team also helps to rrionitdr
the success and growth of various staff members as they
work cooperatively in a variety of situations. Evaluation of,.
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teacher performance thus, becomes a cooperative 'activity
that contrasts sharply with what occurs in schools where--
administrators evaluate_teachers with the use of standard
cfiecklists or other methocks.applied uniformly to afl of them.

Thusihe reward system takes on a dimension beyond
.merejy ancither Step on Se:salary schedule. Increased job
satisfaction comes from .having an assignment in harmony
with personal talents and interests and from doing it -pro.
ductively for self and for others.'

The Teacher Adviser RoleStimulates
The responsibility for helping each stUdent discover and

deyelop personal talents anchnterests opens the mind of a
teacher to the opportunities for learning that the school,
home, and community offer. Many persons find much .

satisfaction in thisbroader perspective of working with stu-
dents whose interests and talents differ from.their own. It
has also acquainted them better' with all aspects of the
school program as described in Char:W.& 3..

In the process of using diagnostic and prescriptive pro-
cedures with students. a teacher also learns how to use a
similar process- in finding personal talents and interests.
Seeing the opportunities in curriculum fields, Other than the
iones in which- the teacher is a spetialist. provides-a stimu-
lating expenence that may lead to hobbies and interests
beyond the subject field that constitutes the teacher's major
concern.

Research and Teacher Growth
Schools need to collect more data about teaching not

only to help individual teachers beccirrie better teachers, but
also to suggest research and development programs in
schools, Professors and others who have done the research

;> . .
on teaching too often have, tunnel vision: They studY. only
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enarrow aspect of the activitYffil an effort to have their,
findings accepted by other rese.arcliers.

.

For example, in many conve tional schools, teachers.
talk about two-.thirds,of the time t ey are, in class. That talk .
is usually unrelated to pupil achiev ,ment. A tenth to a sixth
of all classroom interaction time isopent asking questions.
There is less use of questions in the upper grades than in
the. lower. however. Interestingly. teachers' use 9f questions
also is unrelated to pupil achievernent.. Much the same
may be said 'about teachers'. giving directions or construc
tive Criticism. Such research findings .are. interesting and'
provOcative but actually have not produced major changes.,
in teaching styles. .

Sehbols need to colleCt data systernatically on how
techers by departments, rather than as individuals, spend
their tiihe. in what activities. in what locatiOns, with what
numbers of students. colleagues. Parents. other adults, and
superVjSors. and with what- consequences and 'productivity.
Chapt4r 14 shows how to do it. These data relieve 'the in-
dividua,l front the concerns of an external, personal evalua-
tion asl the department engages in diagnostic Ofort, to
arrive at possible prescriptions 'for' improvement rg the total
efforts of the group:

As the individual teacher 'participates in the discuSsions
'and 'actions, there is a better chance for improvement than
through The use of the USCial rating. forms.- personal confer-. ,
ences..after classroom visits, and'othe'r techniques that cdo-
Ventional sChools use for that purliose. Since.teachers learn
the same as students, they need comparabie programs. The
deSign for 'teacher irriprovemeni gives them the reasons
and the time to improve. Chapter 14 has more details_ of
:this program.

.

This school for everyorre provides learning environment
for every . teacher just as.it does for every student. Since
learnin4 is a life-time actMtY, thc schoOl offers more 'oppor.
tunitie% than periodic university courses of the help that
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supervfsors provide by an occas nal .visit or consultatiorr.
Experiences in universities ma enhance: motivatiqri and
suggest techniques. but genu e impl-ovement occurs in
the local:school, comthunity and hornes where teachers
work with students.:

This co.nceat_of re.ac-héis- oitstantly seeking their own im-
provement in a schbad icathd to the growth of everyone
is a basic consideration ii the school described in this book.

The Methods for improvement outlified' here contraSt
sharply with what goes on in .soine conVefitional schools

.. today. That world is a -tough one in which ,teacher griev-
ances against supervisors and managers in the same school
are all too common and where.the school supervisors join
with central. office personnel in. almost unrelenting conflicts

;. with leachers. That situation is unproductive for both groups
and certainiy forimproving the school program.

How to re-establish communications and joint efforts for
mutual improvements isThe subject of the next.chapter.

Sorne Possible First Step
:for School Persons

1. Ascertain what teachers as a group-do now in the school
along with their feelings about the various actiVitieS. One
approach 'Could involve the use of an activ'ities-setting-
outcomes. form as described in Chapter ;14. Another
method could involve a simple inquiry torm .developed
by :some members Of the staff and then completed by
ah Of.them.

1

2. Organize study and discussion groups to analyze how
the s9hool. might make better use of the professional
competendes of teachers and then make ricommenda-
!ions i'or improvements,

.3. Compiete a functional analysis.by.each department, or
those,who to do so.-one (hat considers organiza-
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tional demands and constraints in relation to individual
wants or needs present in the faculty.

4. Develop a transitional pion f )r some of the teachers to
implement most, if not all, the, recommendations of this
chapter for some of the teachers. Be sure the plan is
financially feasible for the group of teache7s involved by
implementing the differentiated staff concepts. Indicate
how the results wouid be evaluated in order to arrive at
further prescriptions for,irnprovement.

For Parents and Others
1. Concluct a study to ascertatn what representatiye.per-

sons think the total teacching Staff is doing now anei, what
ideally they should 'dowith the,goal of .understanding
better and making positive recommendations about the
services..

6 3
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Exerting.Positive
Leadeiship

Does the pal have to be a 71ack-or.jill-of-all.
-trades"? Du .::>istcint principals have to be disciplinar-
ians primarily? Who should look after the building, the
buses, and the PTA? Does a school need department"
heads? What other supervisors and managers are
essential? Who should prepare all of these persons?
Wwre and hotishould it be done?

PRINCIPALS have always had problems.. They are in the
proverbial_ middleibetween the district administration on .

one side and the students, teachers, and parents in the
school on the other side.

Teachers file grievances against them, parents complain
to them, students dislike them for unpopular regubtions.
Supervisors expect them to improve programs and to
resolve difficulties.

Years ago a common statement in books and in lectures
was "As the principal is, so is the school," People who work
in education'do indeed know that a major factor in a
school's character is its principal. Although the principal is

k`
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certainly. not the only respon%Thle p-e-r.son on the staff;
forward-looking school programs are usually characteried
by competent principals Who know how to exert leadership.

Teachers, key persons in a school for everyone. learn
Many methods and develop many-Skills only after they start
teaching. They learn by doing, a change from their college_
days where mostly they listened to lectures or read .books -
about instructional methodology. Their daily encounters
in schools help teachers to develop a readiness for learning
about teachina not possible while they were in university
preparation programs:

Many teachers. today learn their profession through
relatively unsystematic ways: by trial and error. informal
conveisations with'colleagues and students. reviewing notes
from their university lectures, and sometimes by reading
m.agraines or books. Help may corne also from occasional
departmental or faculty meetings. or from a suriervisor's
isit. but-all these provisiOns are relatively uncoordinated
arid only partly productive.

The school provides teachers an excellent environment
for leaffling how to teach. The principal and other persons
involved in supervision and management must help teach-
ers take full advantage of the situation. Thu s. their students
also profitwhich is. of course. the Ultimate goal.

Three bafflers tend to inhibit supervisors.and managers .

in working with teachers. First, the principal isio busy with
other activities that .the improvement of instruction, which
should have top priority, gets pushed aside. Second; the ;-

personnel-for supervision and managemeot in most sthools :

is inadequate because many people do not. understand or
accept the importance of effective .supervision. This condi-.
tion leads to the third barrier: many persons now insuper-
visory and management assignments use. ineffective
techniques because they do not possess adequate prepara-
tion for what they are supposed to do.
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The design offered in this book attacks those three
problems by changing the number of persons involved and-
their roles in the process.

Limitations of the Principalship
Most .problems of the principalship are rooted in history

and expediency. The position originated in the early 18005
when schools outoreiv the one-teacher operation tnd
needed one person to be in charge. Parents and otherAis-
covered that -a committee could not run a school. In time
the governing bodies designated one individual as the head
or principal teacher-.

The early functions of this person involved discipline and
record-keeping tasks as well as a full teaching load. The
same situation exists today in extremely small schools.

As schools became larger =and more management was
required, the principal teacheit gradually taug-ht. fewer
classes to have more time for administration. When the--
tasks became more complex in larger schools. principals
hired assistants.

Today's principals are bogged down even more than
their predecessors as the job gets larger and larger., mostly
with duties and assignments not directly related to improv-
ing instruction. One example. recently portrayed in a na-
tionally kliown newspaper, showed a principal with a stern
appearance guarding an empty corridor in a large.school
with praise by the newswriter for his police-like duties. There
was no mention of the cost-effectiveness of this use of per-
sonnel in relation to the need for general program im,
provement

Reference was 'made in the preceding chapter to the
increased concernsand properly soof teachers for their
Welfare atid resultant increases in salaries and- other bene-
fits. Some of the strikes, negotiations, and settlements
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have had negative influences on the- professional relation-
Ships between teachers and principalS.Vhe natural outcome
in 5,ome situations has been tor principals also to become:.`,
.more militant and concerned their own welfare.
Relationships 'become strained h ;th long -run, sueh
.velopments may bring improv !v.:its/in schools but only if-
everyone contindes- tp p'ut nF.iur me nd efforts. on ..

program betterment
This author produced a film in I96 to .rnark the,;50th

anniVersary of the...National A:soti lion of 'Secondary
.School Principals. A portion of the 11 p-utrayed the typical
pnncipal arriving, early at schbol. gr king the teachers,
checking all kinds of building situations. Ld handling one
-F.Is after another througlrout the day. ilm shows-
' principal hours later. at the close nf the day. kking up.

c_
nv paper off the floor-and turning out the lights after the

PTA meeting,
.The comment that described the principaFs situation was:

"Eve;ything that he did had c5;;;1 be done, but did it have to,
be 'done- bi7.. him?" At that time, we recommended the'
supervisory.management team concept. Today's principals
have problems. however, that are-even more numerous and .

complex than in 1966.
!.. th diffi

culties of Sthe principalship_ ome percons in the position-
feel quite comfortable as custodian. r. ishlic relations expert.-..-
director of student activities, chief disciplinarian, negotiator.
and master of emergencies. In many cases. the selection of
an individual' to.be principal is based -on those skilts rather,
than the per'son's cornpetence in teaching, in working with
others to improve their teaching, or in developing an im-
proved curriculum.

. Furthermore. preparation programS for principals in
many universities only superficially cover curriculum im
provement., teaching methods, learning concepts. .and
program evaluation. Few persons urge the concept of
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. differentiated staffing for 'supervision alid rn'ar,Aggment,
With appropriate Selection and preparation. as. positive
rernedialsteps

Despite the&e problems and .practicts many principals
are sucCessful in helping teachers and otherwise improving
school programs, An encouraging factor in improving edu .

cation in the past few dscades is the increasing-awareness
by individual teachers and program directors Of the k4
hat principals play IR. instructional improvement, Un:ver,
sny preparation programs are providing more experiences

. and emphases along those lines.
The iirnq.is righl for extending the concepts of bptions,

affere'ntiated staffing. improved methodology, and better
evaluation to 'the programs' of supervision and manage
ment, The comentional principalship is changed and the
srvices enhanced in the:proces,'

The Supervisbiy-Manageraent (S-M) Team
,The S-M tearn in any school intludes (identified here'by

.. name only since their nuMbers and functidni are described
later): pnneipal assislant principal. building -achrlator, ..,
.extemal relations director, personnel administrator.* vines

..director._ind department Chairperson.
TheSA teaM, in mOst secondary schools is understaffed:

'Also, as is-the case with the principal, the services.of these
.perscins are not used ProPerlY or effecively. Today's assist-
ant 'Principals deal mainly with discipline. 'school plant' an:4
sUpply .management, and ettacurricOlar activities. Guid-
..ance counselors wOrk on attendance, diicipline- pupil
schedules.. c011eoe admisSions.' and vocational choi s.
DepartMent heads spend much' 9f their time on supply.
and equipiiiht." lists and the physical .conditions of .the
facillUes they use.

What these S,N1 members *do often has link relation to
'their preparation,. Assistant pincipals haye training similar
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to pnncipals in- management tvehmques. Guidance cowl,.
selms are prepared to do case and counseling; De-
partment heads.may have graci.J.iie courses in their subject
fields with one of two credits in general s;:hool admInis:

.tration.
Here ihiin are the S.M positions and brief outlines of .whot

these persons need to do...The implica2ons are obvious for
changes in preparation procirams

The school pripcipal is head of the S'M team_ This person.
needs to spend about a quarter of the time, supervising.
comdinatipg, and working closely with other Members. The
principal OS liaison. be.tween the S,N1 team in the schOol arid
the superintendent and other central office superViSors: The
princrbal also coordinates the refationships of the ream with
such external groups as universities, stale departments of
vducation:and special consultants.

The majotity .01 the .principa,',:s time rs spent directly on
the imprr;vement of instruction. The principal works specifi .
catty. with all or -a selected riurnber of the schnni depart-
ments. depending on the school's size. liovlever. evenin
the ltagest schoot$,in major cities and suburbs; the principal
spends most of his or her time.working directly with teach:
et; on improving instaiction,

1. Assistant Principal(s). This person, like the principal.
has a key rOle on unmoving instruction: The number of
assistant principals varies with the size of the school_ For

r7examp)e, a..school with fewer than 500 students i:vould not
require an assistant principal with full time responsibility for
instruction; assuming !he principal works in this area For
every 1,000 pupils, or Major fraclion of that /lumber. how
ever, thv school =weds an al.:4,istarn principal working full, .
tune.on couperapon with the ormcipai orr glStrUCtional
pywement. Ol course: in the continuum of school sties.
there will be soriw part. time asl.,i..ratit punopak,

2 Btrildinq Aclouni5truror, This. individual !.,:ipelvises the
geheral office!;, die cafeteria, phi,,,scat facilities.. and fraris
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portation, syswms. Along withAile secretarial staff. this staff
member sees incist visitors M'el salespersons. sometimes
deciding that they need to see other people, 'With spedlic
trainingior these assignments and knowingihe framework
of school obpectives, the building administrator rnaiws final
and effective de6sions.

3. Exteraal Relations Director This .SM1 team member
translates the school's financial needs into written proposals
to the central office, to all keels of goverrmental agencies.
to foundations, and *tc, other appropriate groups. Financial
proposals and,,the expenditure of moneys translate the
schoors goats into practice. This person also develops and
conducts the school's considerably expanded and improved
public relations program.

4. _Personnel Adtrunistrator This team member super
vises attendance. disciphne. and guidance. :Liaison with
other community yoUth.serying 'aiencies. including police,
and other juvenile authorifies. are pan of the assignment
Teachers work with this administrator op their own welfare
problems as well as those of their stticlent advisees Parents
an.d other persons haing problems or concerns wifh school
youth see this person.

5. Activates Director, This individual develops and over-
See6 student and faculty activities, including the supervision
of athletic and non,athietii: programs and social events_
Community individuals and groups., see the activities di
rector in connection with their use of -school racikfies and
other cooperative plans At times, by local decisions. this
person as.3umes responsibilities assigned to the External
Relations Director

6. Department Chairpersons The number of depam
mem heads vanes with the size of the school and i,.h the
local curriculum philosophy. These persons have malor
responsibility for curriculum development: including the
utilization of the- school, community, and home as learnitu;
env:form-lents The eight curriculum areas are Enolish. fine
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arts, health,fahess-recreation (PE), mathematics. other
cultUres (foreign language), practical arts. science, and
scial studies plus a ninth. religion, in parochial schools.

The departments are combined in smaller schools or in
sorne oTher s;:hools that- are .)mmitted .to a core or
common.learn WIdOSOphy Qf content orpnization
How much, ntne leacher devotes to the.role of department
head alsc depends on the size of the school, However, in
any school. this rfAe ne.tlds :denhficanon as part of
the S,M. ream_

Notice in the cletans that f::!!ow nov U functions of other
S.1,4 team members channel through department chair,
persons. This design makes essential more rigorous selet-
Uon of department heads than 's followed in some conven,
tional schoob whet.e. seniority or rotation systems operate.

The charts that follow show how larger, medium-sized,
smallet_schools are organci:ed for pmper functioning

f:-,f the IS M teams, The relattonships with the supenntend-
ent's office, the c-ornm.unity, and wth other external agen

are nclicaved on the chart ot larger .schools, bur they
exist l()t, all ',c-tio(115, They are 1es-s complex and nine-

n smaler 5.-choo4 5 and in maller communities,
Vit constiluie proHern-; and (hallenges with which
the t- must mr);2. constructivelv

Regarc:le.ss of the we .of the school. the pnnC:pal analyzes
the tasks To .1i done and dJop.-1 a coOpetalive Group t.
:to tbem This funct,on on-e many uets4
consultarit_rwd other p44 mai; prcA,:e.4,, con:itfucl;,./e

thi?ir h,,rmorwe5 with the in-
&rated r],::4?cE !eachme, '4,,,arn:nc,, and mt.:ire,

and nit,ni.p.qemenl

Program Development
In:pr-drliln l. pet- o detetm:ne's the

f),4. 11:T.
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works in a :ichool 'while continuing regular contacts with
university professors.

This NASSP provided motivation for the dei:elopnwnt of
pre-service internships in a stx-year nationwide rolect.'
Also Organized was a standing Committee :0 Prcifessors of:\
Secom law School Administration an,..7: that
cohtinues to make recommendation!: 1:1;.r rmriroving pre,
service and inservice ineparation

UflivOttiificti have the maior responsft4iiiiy lot pre,service
prep,In3i1013 With St.:1100k making necessary and significant
connobutoons on, Selecting personsi for pre.serviee prepaow
non, inimoviding places and local supervision for intern-
ships. and on analyzing the needs and successes of their%
program's. Conversely; continuing inservice education for
the S-M team is with the schook whew peopk' work wirlr
the uniyeisnies in a yanety of 50 ji iii Wks. Th t? marriage of
whonl and unryetsity personnel is mutually herwhcial (of
hoth nicrittnions.:.

Poepatatton progoarw, must wcogni:e the differentiated
honciions of S'M learn niernbers, and therefore the diffetent
oamtent and experiences that lire individual needs. No
longer should thew be unified program,: (Or all secondary
school admionsttators. The maim e tnphasis for rincipals
and assistant principals ic poi instruction and learning with
leci,rattentii'm than now tin the taskc assumed bv other
oneinhoo.: of the team

nwidniq (administrators treed instrocrron oftwe man
agemenv fo6d solvice1.4, piwsical iitics. SupOes and
equipment., and the like External re;ari,ms direeforN need
peepatation tt s;'hool finance and pirtil4: ielations Per
somr.4 adymniNtrators treed cornInohentAve pi 011 anis in
14,1.4111511A wook with ialWitcattow, on 1,01thAs homes,. and

' A 1,1410 ort Ole NA!,SP AkIrthnkrtatit.- ltnormliqr rt.m01,-
NASSP rw;t. No -1.13 ,tionimv WO", IP

11.41
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conununitv, Activity directors need preparation in the field
of recwation zind..eXtrZicurriculat activities in schools.
homes, and communityt Department chairpersons need

NI Preparation in cuniculum developmen,t, teaching methods,
evaluation, and the fike, as related to their respectiv i? areas
of spectalizanon, ,

Ali membeeir of the SA teatn need mote and better pre,
setvice and continuing education in the role of the school
in so-cietv, basic ptinciples of. It7athing, and general under
standing of how philosophies of education affect school
otganization and management The professors who teach
these coutses need to spend mote hme in schools, homes
and comtnuntiv 4,!hvitontnents to make theit instruction
immediateltr relevant to prestmt needs and programs

The limitations of this hook preclude giving the details
of pre-servIce and ::Ontiniiihq education programs for the
S M team Rather. it presents a rationale fo: a prograM that
is nutte diffetent from what univetsittes and schools now
provide The ltWhi:\: tot chan9e in these progyams is great
Genetalized programs, stnular for evovone, have not pro-
duced the kind s. of petsons and serv4zes that the umes
requite .

The futthet education of the S M team calk for a con
tiniong pro.pam l'enodicallv, members need ti attend
special instinites, courses,. and torkshops sponsored b
untvetsittes. state departments of education. professonal
hs;sociatton. and ^Tpectai consutant Toens These progtams
max last tot a we-ekend two c. hree davs, or two or thwe
weeks Moreovot, S M team t letnhers need petiodicall¼
to swift; tun tune to learn the latea re.watch !Wings.
clatho innovatwo ilt,I.S..4, i_VAti oberVe pri.7111N1 deVOormcnt5
that atm to imtove sk: hoot pro,cnams

Alt(tnatives Add to Quality
t he ktittei,,ntiawa wok:Kies Mane: 0)NriOn!,. (Or pet

who w 101 to 4 1et the twlas of 14,41T% l:ion and man

7 8



.agement For exampi.,,, persons who hke pubk telaons
.and excel at-it can find a pbce on the S.M team without
feeling uncomfortable because they ar not so wdl pre-
pared .to help in curnculum and teachinq metho4s. Com
ve, s'orne may:opt tot the instructionat atea. leaving
finance, puhltc relations, and a; tiyihes to others. Al56,
:counselors. have a spot tot advancement wOlout tvcomIng
miv-icoal5 or lean; the schoo1 .

rtdfowitlatIon also tacIttates betfer relahons w-Ithsimlarly
Oparated tunchons in area or central off;ces of school

isyslems The f-ame i ttAtc in relation .,to employers, com
munItv agenctes, 5tate educattonal departments and
unw ties .

The image is an S M i'e-am that accepts tesrx-I,ns11:lity tot
the qualin) ot the total school propam The pnncip.....; and
eot?eagues place highest pnoritzes on improvin9 teaching
and 1eatnint.i. No one outsIde the sel-tool ean provide,the
constant leadershtp tflat neecied Teachers (..tnnot and
yeill not improve :nsitnitction through nc,....01-1nols,
re':uitni.-1- or partoPaNng n convent:on.); insery,ce act

Ihe-S M. team is present on the seenc enkr demon
,tr,:te their influence ihecaue they ate PrePart'd. s'oneemc,
re:hiv tot action. anci: ,:-;hie to perform ettectwely The school
thtt tsecom.es an entmonment for continuous learning for
the tout S M and reacNng staff a5 wen as for the students

-

7s,

Some. Possible First Steps
fot School Persons

Ase.ettain r`11,, principat assistant ot::.,palis!. de
pattment hoacts ao:t. ot other petson5 introYeti .uNt

.oti IA!`kt :)! Cf011.4. :be ot their
turi4: !tons. as welt a. leel;r1q 01b-Nit rhv''

Ofiki apotoa:t1 o1d nt'olice the use of an
actiet setting ituteorne form at , -iNNi i C.hapteir
14 A rola:4-7:: ::::;4,1ty ot diavy ior



selected weeks Another method would he fot the staff
to develop a simPle inquity form and then Tequire
reports by all of them,

2, Organize study and discussion groups to analyze profes-
sional eompetencies neeed hy administrators and
superv:sors and then make recommendations for
prcw ins, the settna to uhlize competencies behet

1)o:dor; a ttart$1t:onai plan co impiernnt some. if not
the rt,sltlon, .the superviiotv Management team
Arta tvze Wh-at the. program Wou::i cast indicZee how rhc
W'S-uttS 4,77:1*PtV c'tvalUatd m orc,4er to devek-tp turih

tot 1mptb%.- e ment

For-Parings ancl Others

CorRitxt a sarrpttnz!.,7-ody to dett-,,rTnne what tepresenta
o.tits,de thc szho&. think

Inament rk,,Norts art: dom:..1 flOw and w, hat
the .4Yould c! --wth tht:, ot udersta.noling

hetter aod at,,,>u! a4w

Z.,



A

. Changed views about what the curriculum requites
7-and what .is_electiVe provide more'reievancy for all
stude,n,t.s. Systernak use of school, home. and_com.

--muntrsi environments enrich6 learning and reach-
ing opponunthes, Creative appft,aches o mottva-
tion, plus more spestfiC programs to improve human
relations,- and personalized arrarigements for study /'
and work .smooth the way for each pers-an, Time, /
spack, fc.3t ,?expenditures,and school plants. are"- ,e'r
les:s uniform to serve' thediverse needs of evervone
All the foregong changes help to improve the
evaluation of puO progress as well as Ih effective,
ness of the total program,

1-4



Making cwriculum
Relevant

Who oeterniiries Cumt-utor
i-eco`ro,p otecti ov. mess impeAdorit and wilv?flo:.., do
pfrviroti offerings aver to the unue intettelb
even' sttident? 6b.bjerts ore cover ofitived'Who: ale th.e tlomett, tO curriliturn ImpfaVemete
Paffot are s-ortle Cortslitif7gvesteps to irnproo.e the 5ifti-
o,T=On/ .

c.

ADRAMATIC contrast ests between whal many
today's youth want to leam and what schoolS teach. Televi
don, radio: pubkanons, life in the;streets, rnoi.s .. theatet .
pornography. as wet! a brarteS, museums, abro-thet cult
tural offerings pius incleaseci travei have ,.itasticathr changed
the woad of youth 'These develoom,!nts c so affect
the 'school cutritulum.

The fact is that 54,7h1i)i requirerni. too _much
the ,same No one knows how many tt Out oy
do not find Nrii..faction in schooi bi,cau-.7e of inadequate
sutriculum offerings and restrictive school poticies.

When seni9t hinh schoots by state taws and local teuula
tions iequire three ))r-fOut years of English.one or two years

-

- SI
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BREAK OUT OF THE BOX
HELP EACH PERSON TO FINO PLACES

IN HOBBIES ANO CAREERS

/ L \
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4
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NIMPAIMNIMIM 1.101111111MINKOM

REALM WORLD
OF

HOEMES CAREERS
IN ALL IN ALL/
AREAS
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filec i,tti,or Muse to attepd or theY become disruptive Then
the .sch,:of a45the home for help and cOoperation In some,

rhe 1.w.hoof terUMS the students to homes and the.
.comnumity by suspension or expulsiOn, Is that Use of the
community the best that schools can do?

Learning occurs at all times and in ail places. namely in
Three stltings home. cotnntunity. and sChool r aikne to
analyN .and utilile effectively the unique characteris:ics of
each Of these places is one reason education in schools is
not as effective as it might be. It also limits the potential for
learning that homes and communities ink-7,vide

f Which of the three is best.for specific learning outco es
ond how do the three relate.3-SiLziciety can np Ionger,affo
to'ignOce -these relationships or fail to understand them The
L:hool described here focuses'on this issue constructively.
i Important concepts and skills that vitally affect the. atti-
:odes of young people. their personal happiness, and their
effeenveness as-- human beings are Jearned informally pt .

home and in the community from persons who have rela:.
tively little formai training in teaching., At the same .time
many subects that are less essential for survival are tele-,
gate& to schools where there .are more apPropriate.
instructional settings and teachers with specific training..

Since many.-yOuth_ate turned off by school prograMs...
some peoplesuggeSt -that'communities assume more re-
spOnsibility for providing edUcatihn- away from the school.
corfraunities already haVe legal rcNOonSibilities for provid.

/rng education as delegatedlo Them t* state statutes..
Very. few 'persons. howeVer. suggest that 'the homes

s Ould take over what .sehoOs have failed to do.. Appal....
.., may people believe that the' reck7hers in homesmothers.

fathers. brothers. and skters -.... have li)t their effectiveness
as teachers and their ability o. create enviionments .favor--.
ableior learning..

At the 'same time people cribcize the schools for irrelevant .

-eurricula and for the .attitudes of their employees who dO .'.
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not relate well NI youngstei's -esPircialle ghetto and so-
called culturally deprived ones and then families,

Erthghtened human beings need to analtle -systemati-
'cally which loCale'is best for learntnj what, What should be
learned at howie and why? What at school and why? What
in the community and why? i .st of all. hOte:may coordi .
nation among the three envirt, nments be improeed and
who Should lead in the process?

Highlighting the Issues
"Mr Xectsion.making process can be illustrated by ex

amining an area of learning that is controversial. namely.
education about sex. No one can say that learning about
sex is unimportant. It cettainlv should be considered along
with learning about tile history of our country. how to solve
mathematical problems. or bow to read 'and write Where
should learning about sex occur -in the community, in the
home..or in the schooP

If the school assumes responsibility for sex education. the
1 conventional approach would be for a teacher to make

assignments. followed by study and then by a recitation.
open discussions, and an examination in a usual classroom
with evaluation by .an ABCD or F grade! And. of course;
remedial classes would soon be organized. No wonder
some people object to having the school provide sex.
education. -

If -sex education is done in the home, which seems to be
the logical place for it. other problems arise. There the
teachers are the fathers, mothers, brothers, and sisters. In
many cases they are incapable or are reluctant to assume
the responsibility.. Consequently. the home often' fails to
fulfill the obligatiOrt.beeause of neglect and sometimes in .
adequate.information or improper attitudes.

Sex education is generally relegated to.the.community.
The problem is that the community is not well.organized
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and coordinated to provide the education The mass media.
booksioies. newsstands. dieafers, and the kke .ott4 Ma
totals and piogiams with relatively utldefilied standaids.
Libraries. ieligious .-gani.-abons. youth gioups. and many
others also operate prOgrani,, again with minimal coot dina
tion or systematic approaches to the 101 iith who need
instruction.

The ptofit motive is significant in what' is done Supri
vision is minimal. I's.. this approach the best that an 'en-
lightened society can provide? So. students teach eisch
other, many ot them with inadequate information and
vithout the proper methodology.

The ttrsponsibilitres of the school in this:area.. therefore,
become appatent. It sex education is taught in the sehool
with the quality and mtegrity that the design in this book
demands. mst.uction will be more systematic and better.
Theiefore;the seho is the best place,

Other examples eruld be cited. Consider the numerous
programs and agencies Uwolved in such areas as improving
mental health. avoiding drug abuse, preventing crime, and
making crimir!al judgments. just to name -atfew. Specialists
in community agencies. parents. and others in these pro.

. grams perform many functions that schools also do. They
teach reading' and other basit Skills. develop' attitudeS
toward authority and viokrto'rs. demonstrate how to
prove human relations, and many others. A major need is
for improved coordination 'and planning. The appropriyrte
individuals and groups need to be organized to work
together.

The :schocil described here organiZes teziehing and learn.
ing processes differeAtly and. also recognizes specific roles
for hom6 and the community. How this dMsion of 'roles
-could operate .better in sex edudition and. other subjects is
indicated by analyzing the responsibilities and methods
.used in the three settings.'
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.. School liesponsibilltioN
Noithet sun Nk, noi imitonn guidelines apple to ow thwe

places t \I 1,0 ling. sollool, hollie, Alla C4)111111l11111v St)1110

1101110S EIVOVId0 Iettet 011001iments loi kotnintl thnii
OthOIN; so do some communities. The school sof In vo,
07,0!:Ation with otiwt, ;winch's nec,ds to kiVtgli 1111110 in uncb

104:1110 hOW liv11,...3., 111010 OVPOillintlit/S :110 90 that en,
lightened aeosions onn.be madt!

ono inte.ofihnint Is Avntoonilto The s011601 ASS111110
It'SpkillSibilit4 101 ioaching the NISICS that i'110 essentiol 101'
0.T9y(MW. Even thotigh some basics mat; have beon Wined
at home 01 in Ow conintunity, Ow SCluvl needs to AscottAill
WhCiltlin or 1101 thQ student has actwired those essential

\
learnings. A

The other two aspects oi 1 w cult ictillim as destrit'vd in
the preceding chaper, include lie special inteivsts, activities
ot hobbies that enrich the lives 11)\t'VC1v011C! and the cot-vets

, that beCOnW available, to ..s.ttideutho study even more
deeply. The 'school has resottrces for tt.itients who developi

speeial interests and talents but the hOnws and the com-
munity nlay ptovide better . and more 'realistic loaning
eNperiences. , \ ',.. .

School teachers organize motivational presentations and
discuSsi;ns that can arouse the interest of all Students in
learning what the school requires. When conummity per-
sons aswell as family members participate, they add an
aura of :reality, However, no one else can organize a series' -,
of motivational' presentations so- readily as the school;
moreover. the students'ale there.. .

.

The school striveys the community and homes to 'cliiter,
mine the learning opportunities currently present or that
they can'clevelop. Stutients thus have a catalog of learning
resources to use. Finding these resources in the Community
is relatively easy. It is more difficult to discoVer systemati- .
cally the learning opportunities available _in homes repre,:

. ,
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bomos svsk,mottctilly asstiffie Moto tosfonAthilllioN, f:of

oNample. when Illo 110 lotirwr awwiries temiont;thillIV
tot all Itisiitiction lolated to attloniolilles, beeatise.lentning
oppoiltinitiw: ate piovided by garai)es And 011101 111!. OW,

W(11431011111 Cs int toat111119 almul 111111Mei4Il1' q in se11001 1,3

14.3Ss

enlisting Connfinnity Stipport
As In developing ony now or different ogram. schoa

persons must prepare carefully, 1,:irst they must identify all
oiganiZed Toni)* that can tre'br:Oright. together tor discus.
sions about sytilemalic' surveys of the available community
opportunities, Service clubs, chambers of commerce, or.
ganized. labor. civic and patriotic-dulis and lodtlini. WOMent
organizations. church grouPS. and the like 'need to
ticipate.

Teachers.' school .admintstraters anth membeit of the
board of education repiesent the schcipi when they explain
to ollwr groups why cooperation is needed, wKat is ii .
volVed, what .gains are anticipaktd focstudents as well as
for the individuals. tho organizations and the comAnity in
general. ancl how the school program would be changed 10-'.
scope ,and cost as coMmunity agencies assume more
responsibility.
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ortwiAtely, rout ortunk 0',.10 l, 0110,,,11$.1 Ihtf4ff fvrrc

rrti OVriffildff, ffffIfiti ts hook now +perato CieoperatIve dIS
tributive whir anon prooranis whore §ludents work in van.
rats ospricts of ftlf-ftrhfirlfli5ifIti Mid leriti Iff if id proccdtoek

filtsflq also work, in v,ff) o goroges, shops, and cTittSint..7
tirin forodw i, They work fro boats on' the ( ;toot Lakes.
They study in fibrotic,: and in professionaLoffices. I he list
is extensive. the potential i5
vory from close. sVOVPRilfir.: WW1; to ()fliers that relaPvely
informal.

The school design here organizes these arrangements to
benefit hoth the students and the places where they learn
arid serve. Alco, the 5chord keeps a curnukilive record of
each shident's community learning experiences Mid (ffit.
comes as part of the cbAsier described in Chapter 13.

leiV arc some oticoi,N; for study in the community.
Flow does cjoverntrien: op:late in ways that affect people?
low may student§ assi,A the government? What may,

he learned at libraries. museums, galleries, religious in .
stilutions, private social agencies, and so on? What do
offices, factories, and rrther commercial and service institu-
HODS produce? Who does what (labor and management
relations): what are the products. and What are the end
results (profit§ arid losses),, and .the like? Students seek
answers as visitors. reseorchers, and/or as part-time
employees.

Determining where each student will learn best is a pro,
rer' fessional decision, It cannot be the same for all students,

all communities, or all homes. The conventional school
makes only superficial gestures toward the goals described
in this chapter. The school that we envision goes far beyond
that.

This program planning is quite different from and much
more promising than the type of public relations that school
systems.now.conduct. Moreover, the goals are more exten .
sive than the conventional efforts that usually call for in-

102
1. 0 3



%It;ir 1#.1 ,v1Y4": t' I 11)11/1 ir tutooded. f, 4'14 own e for's' !II»,
irir tease s.ilaries. and rne0 othur h'',l r ordowel

0,10,

improvett 1mm entriff At if (OPP

'leachers and arlaunistratras need to lift(fPrqtaltd what
lenrning re'sourt es homes can rfvilc.' I fre1.1W/Pl, teachers
Fold otiwr 7..Olool r fie:Wz nopd riot ,itart by taking bloe,k
block surveys of visiting every home. fri many corbrrionitie,
such an activity would bv wciardqd :14 snooping beyOnd
the responsibility if teachers and school corrw
ghetto areas, the visit s. could be dangerous.

A better vim) te., appr thP irrIprowment of school
home relations is 'through the context Of teacher .advisers,
As the advisers become better acquainted with parental
expectation and concerns, they M't! eihk to sense respon-
sibilities that parents are wilhrig and able to assume. accept-
ing the individual clifferenCes that exist. For example, scrrne
"family assistants- and "neighborhood social workerS- can
prouide effective help as paraprofessionals to teacher ad .

visers and guidance counselors,
Consider some aspects of home teaching and learning,

What do students learn from newspapers. rnagazines,
'television and radio, telephone- conversations, and other

. media? What do students learn from conversations with
other youth and With adults at home? What .hobby ac.

. tivities arid work experiences are occurring at home? What
are students learning about such matteis-as taxation..install.
ment buying, insurance, family budgets, consumer activities,
repairin§ and maintaining household equipment. recrea
tion, care,and improvement of house 6nd grounds, and, so
on? What'arethey learning in the field of human relations?

Their experiences touch virtually every curriculum area.
The school must ascertain to the best possible, degree the
answers to these questions fri) every student presently
enrolled..
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I e..0 her:, !3fi, '1+4' f t#) fro:rid that th.4".1 gOryl

s-; ir/Ortlits +4!) 14,'41l1W; P1r ;0 Firefly than if)
bool 1frquiro,1 torirrowil tePgiht and ie41111,0 4t

mandardited -hoto.t.:work e3tqfr.iorriont,:" that all
'ir er14 fr t:,,rop;zrtze Yice tkir )4r:

hooi. ';ocrie the otlA hand, may be the best
ItirrtM thtrifr, that ate tJnirpr for each eou.

dent spef. ial interet.ts. hobbies. anti even c"reet
4-'esTri" hfirri0; may vcftv ttie. Other horrie..; c/.

;.q,varirirri,!ritrifra t!;)1(litil ;Ind should be used
fully.

tea,,her; arse: the materials they reepar.e. suggest
potential leMilltIT- fra studer V, horn,: Some activities
are directly fi;%1 into ,91Ii.)t stig.%.,.?its are studying at V:iirP"il

e.lt particular time; others aM tW)IC re mo-ted,
How may schools cope with the_tremendous differences

that the FirgrIC:!,0 present as 10.'4friirli en,firrAirrients? low will
what students leam at home he incorporated into their
portfolios (record forms; that the -.-i,chool maintains for each
-student and that teacher advisers use in their diagnostic'
and prescriptive activities? These questions, with appro /
priate modifications, ill-ustrate the ones that the school
needs to answer with respect to learning.at hornc. There are:
no uniform data.

Other Potential Effects
When 'school personnel systematically develop programs

to uthizibetter the hoMe and community as integral parts
of the teachingleatning environment:all three rnay.change
materially. School personnel will develop wider horizpns
that include the place& where students live, work, and
recreate.

Although there are many kinds of teachers in theSe three
environments:. the school teachers are the true: profes-

, sionals. They have specialized preimration and experience..
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They know more than many of the teor;her,, in the h--)rner2
and the coirmuntly 4bfort iow to teach, ovi to organize
learning. and ,),./4/ to evaluate the results. Of course, the
school teachers also learn from many of the leache.rs" in
homes and the community ;tone of whom have even more
formal education than the schonl personsor others Who
have learned in one way of another to become extremely
effective instructors

Thus. the school develops, an approach tO differentiated
gaffing that is likely to be more prrAuctive than when assist-
ants are brought only lino the school One difference is that
most persons in homes and,the.cOmmunity are not on the
schook payroll, In return, the professional teachers and
other employees of the school system provide significant
services as they work with the people in the community
and homes. adroitly making suggestions from time to time
to aid the persons who .,vork with-students and report on
their activities and ,pTogress. At the same time, the various
groups of "teachers" can learn from each other.

Providing opttors to students is the most important part
of this design of a school for eueryone. A student that for
one reason or another finds school intolerable does not
have to drop out or be suppended or expelled, NOr does the
school ;iystem have to tent an abandoned warehouse or
seek an unused school bCilding to establish a special 5c:tool
that makes better use of t`te community, Work at home or
in the community Provides an alternative for students who
'remain in contact with the school, receiving credit for their
arcomplishments 'elsewhere. More ,aid about these
arrangements in Chapter 11.

, Building upon-Experience
As is the case with many other aspects of this proposed

school for everyore, the use of alternative learning environ:
merits is neither new nor untried. For example. vocational
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agnculture programs more than a half.century ago effect
ively combined the three learning environments. Students
learned the theory in school and conducted some group

periments there. At the same tithe, they had individuallY
selected projects 'that weie conducted On the homelot in
town or in fields or buildings on a farm.,The comMunity
provided some materials andeven orginizer§fatrS tO show
the products. Students often sold their-products ih the corr.
munity with resultant profits Or lgsses. Suprmvision.of t1,=';

. .

project was done jointly by ,fhe, school teacher and the
parents or. guardian. with help from community advisory
groups. Such prOgrams were highly productive fOr many
individuals.

.Other examples froM other curncular areas could be
cited Cooperation of the kind envisioned here for the eritire;`
school, for all student's, however,, is limited in conventional
schools mainly to the practical arts., the fine arts. and physi-
'Cal education. Many Schools today- have an activity. called'
experiential or actioh learning. NumerouS _article's and
books describe:Progr'ams where stUdents study and work
wiih school supervision. in a variety of places away-from the
schol. The schobf: for eueryone systematically provides
programs in 11 subject areas. -

4 propos& .in one of the major cities of this country is
that each se'CondarY schol student have one semestevol
"learning in the community." Both teachers and 6-udents
would'spend a seenester in a common learning activitY con
sistent with the general purposes of the schoOl but 'enriched
by using sociew as a laboratory. The proPosed ratid is one
teacher with'12. students. :

That proposal is cited merely to illustrate thinking along
the lines'of this hook. However, one.notices in this example
and others.the tie-ih,with.donventionai school programs in
the 'recommended iength'of 'time and staffing ratibs. This
book urges the abolition of s:uch conventional procedures..
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Operational Procedures

Th eacherI in the school need to work dos,* together
with those in 'the communIty The community experience
may be a part of the educational al:ferrate of many stu .
dents but not necessarilyft all ofthem. The amount of`time
,spent irt the community and the.activities conducted are
determined after:diagnrisis of each individuars.needs and
possible .Prescriptive actions that a student and his or her
teacher adviser develop with parental consent When legally
required. Sch6ol counselors and:other persons of the'
supervisory management team also help to develop these
carefully ,designed relationships of 'school, hrime. and .-

cornmunity. ,

The member of the S.M team, described in Chapter 5.
with major responsblity for identifying opportunities for
StUdy-and work in the community is the external ivlotionS
direc:ot. This person Workl: Under the.general sup4rviSion
of the school principal with. links,,to the various School
departments. The principal or: an- assistant principal .work-

tn irrstruction coorifinates the psograin.
, The school's relations with the inxii,vidual homes in the

community from whic!-; 5A/dents corne are conducted .by
teacher advisers as in Chapter 3. The schoors
guidance counselm, wn are",coordinated by the Onncipal
or' asSistant principal with assistarce from the personnel
director. 4The foregoing prograhis and Personnel illustrate again
that- a school for' euerydne is not a haphazard operatiotr
withoüfto9trols. adequate supervision. arid careful evalua,
.tion. Beher utilintion of all -three'settings for. teaching and
learningschool, hOrne. and Corrimunity,..-is crucially im,
portant in personalizing education,

Chapter 13 describes how evaluation and repotting pupil
progress hIp to Monitor the system, The next 'Chapter



tells how.the school motivates interest in the various locale's
and. in general. to feam and do more.'

Game POSible FIFO Steps
-for Scimel Persons.

1. liwoiVingall the schpofdepait ments. ana4,se homework
asligitments (or a orieweek pedod.7 After each one. in-

dicate whether the. ass'o,gnment would best a) be done at
sChobl b) be done at honie c) be done ,:lsewhere in the
community di.be dOne equally well in any of the settings.
Summarize and disctiss implications of the,findings.

Survet4sles'ent syitematic uses of the commtmity as tr.
learning environment.--for example. distnbutive educa-
nor), part.titne employment. assigned research ot papers..
partiCipatiOn of Students in ci5mmunity 'musical otgani.
tations,7etc,

3. Ask each departinem in the sch6o1 to take a representa
Oive 4m:it-or-section of some tourse that the present prO-

gmftl 'Mfers to- sturientsi Analyze 'wha't portions could be
learner/al borne th tn the: conimunity ainfl,:v#47 ii wouldh
he afiprophate or inappropriate to doit thaiViTly.

, . .

,, For Parenti.and Others

A*,..a person in ono:W, these categOnes. write out Yotit

own ideas abbut how ithodis..homes. and.coMpuinities
kr be-utilized better for your personal benefit,:I

. 2 'Escge your- ideas with other ,krsons.jike yOe.tiself in
anticiP;ition of heiPmg sihoof,perSOnS to develMi; hetter,c;
prrigrams along thelines of the 'presentation ip this *:.
chaplet ;

st!.) ow ifivisj Jmol:poSsibly as a volunteer.
: 3 c6ntati !tie p:incipat of: vour school to see if. you Might

heir)

: 7
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Compreiwnswe _

Motivation
/ /
_//' . .

I
hat weaknews in present motwational programs

.o schools need to overcome" PlOw do systematic
presentation help to motivate? Miocit motivates .

; _teachers and supervisor.managers? HOu does rnoti.
vatton relate to evaluation, cyrriculum development.
and where learning occurs? ' ..

MANY present approaches:to motivation are. negative.
Schools sUspend. even expel students if they dO nbt attend-
regularly or do:dot fbllow. existing rules and regulations.
School persons notify-parents of students disruptive actions
or. their failure to, measure up to the expectations thaLthe
system .has determined: Schools also_ threaten .t6 transfer.
Students to another school or place that is less Ctesirable.
Adverse remarks are oLten placed in.'their curnulalive..rec-
ords or perscinnel files. There are threats that if an individual
doe'not behave and do Well, there will not be a top job, a
good college, o.r better pay.

The 'conventional school's reward systems presently
.emphasize higher -grades, special awards. better 'colleges...

i /
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and enriched jobs. However, personal limitations, poverty
conditionS. Minority group membership. physical handicaPs.
and Other factors often make conventional 'reward systems
difficujt \Or impossible to achieve. .

Peóple should .understand the consequences of their acts
and hotly these consequences are reported to them and to
others. Additional _factors. however, need to. be considered
in mdivational Programs. Most of the other chapters in this
book discuss them. The goal here 'Is to.highlight some spe-
cial procedures. not to diSparage all conventional motiva-
tional prOgrams. The challenge is to provide optional
approaches that workbetter for a variety of Persons arid to
find which.ones are b`test for given personS.

'Motivational Fuctors for Students
Every aspect of the school for everyone has relevance foK

styclent motivation. The summary here highlights ortly a few
of the Rrovisions. .

Motivaticipal threads.must run through thewhore process'
of individualization. For.1 example motivational materials
that introduce a student 'to .learning sequences-are ni-Ually
written: they should also be on tapes. slides. and films Since

.

theSe media are fnóre motivational for many studentS_Such
staternentS not only show the general' cofitent and meth--
odology of what is tO6e learned, but emphasize the, impor-
tance of learning it. The a2peal is not onl.y to career and
hobby interests but e enrichment of daily life.

In most conventional schools, where all students stqrtsa_.
unit or section of a cOurse at the same time, teachers typi-
cally provide some oral, mOtivational statement. A contin-
uOus, progreSs program 'makes .this .type of introduction
more difficult because students begin units at different .

times: The solution is to make recorded m4kerials available
for individual or group use.
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Here are examples Of bther motivating. aspects Of this
school design:

The eValuating and repotting system, with available
options. airrrs at positive rather, than negative feelings.

Wider choices in the learning environment -:places.
selection of teachers, students to. Work with, varied
materialsall contribute to personal interests and
potential satisfactjohs.

Continuous progress opportunities plus curriculum
content that, is more' reles..zak tO1individual needs and
interests...are condigtive to good feelings about the
ptogram.

. .

The teacher adviser is someone wh,o cares and can act
on the student's behalf.

This chapter emph`asizes a systematic way to. Stimulate
students to go more deePly into a great variety of siibjects.

Motivational Presentation* tO Students
The aim here is to interest students in learning and doing

more in .a ikin subject field Or activity than the School re-
quiresor more than they..believe they need or Avant. The.
genesis of these presentations was in .the. "show and tell"
progranis- commonly used .in elementary.schools and in
"assembly programs" that were a part of secon'clary,schcipls

-for many. years. Not all of these experiences motivate'd
everyone; howeyer: such presentations have provided
Much stimulation and still do where they are used.

Outside the sthool, and in some cases 1nside,`motivation
is-provided by radio, television, newspapers and magazines,
and other forms of Mass communication. The idea of
"mass" is significant because it implies that the number of
persons a school might asSemble for these activities may be
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lar"6er than conventional class size so long as every individ-
ual can see and hear.

A major difference between ihe sPec?al motiyational
presentations that schools organize. and the presentations
that ti-ie -mass media use is the degrep of specificity for the
'more 'specialized needs of the school. Hc'irever,. there are.
.similarities that school programs :could utilize -to improve
motivation.. 0

. .

Motivational presentations need to include a wide varigty
of tOti-ics. Since the basic goal is to intei-est Students in learn-
ing More in the various curriculum areas than the students
themselves think .they want or 1-tegd to know, as described
in Chapter 6, it is extremely impoetant .thl-t career and hob-
by opportunities be used to arouse intereSt: Each presenta-.
tidn. must indicate clearly where the student may go for
-more informatiOn,

Many audiovisual devices typically used in schools have
'been tOo-stuffy.and; like the curriculinn; too unrelated to the
real 'world .df careers and hobbies -where Students at all
levels of ability have interests. The sChool.envisioned here
does mit imitate uncritically all-practices in broadcaSting oi
cornmericial inotibn pictures. On the other hand, by using..
audiovisual.proccsses better, the schobl entrs aliWthat is
importanf.in the experienCes of e.very student since ti-; da-y

each Was born.
This approach aiso uses printed materials' aS sobrceS of

motivation and enlightenment:Books, magazines, and pam- .

phlets: are obvious in -the, school library and in, resource
centers of the schOol and.community. Reading at times maY
bethe best motivational experience for students when the

. _levels available are in'harmony with the differences among
'them in interest and ability..

Teacher-pupil planning in Connection ;kith mbtivational
'presentations is important. Students who have 'already
developed interests.May help to 'excite other,:students along
similar lines. Likewise, students without an interest in any:...
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,
thing the schobl hag to offer.may proyide important sugges-
tions from their out-of-school experiekes,- ones theY .not

.only find -interesting but in. which they also spend a good
deal of tfr-ne and:energy. Certainly the presentations go far:
'beyond the school's conventional awards- ceremonies-- for
speCially gifted persons. :

Faculty members in many schools tend to make most of .

the presentations. HoWever,:the school destribed here 'also..
.utilizis: regularly three other resources:students*, people
frorn the community, and audiovisual devices. There is no .

rule-of-thumb bn how many. presentations .eacb should
-make but the sChoOl might well start by diViding therri.
equally. That wauld,4-meari teachers as a .departMental
group would prepare nine or -ten presenlations a year. A
similar nuMber would be ex*Rected from each of the other
'three sources7-:

The .program should include weekly presentations in
each Of the,eiOt onnine majOr Curricular areas as described
in Chapter 6. Each of these. presentations should last about
30 minutes and be recorded On audio airid/cir video cassette'
tapes so they may be repeatetr tf necessary: -The school
thereby develoPS a'.libiary of *such materials for use in rn
dependent study activities or by abgent students. Also
school's May cbllect"' presentations developed in, other
school's Or by commercial and university agencies.: ,

The purpose Of these motivational 'presentations requires'
that all -studehts attehd. However; if a tudent believes that
participation,: in 'a given curriculum irea wastes time, the
teather 'adviSer may' remove this 'eicperience from that
person's schedule. The assuMption is that this faculty rnern- .
ber knows. that the student l-as made eareer and.. hobby
decisiong, zit least forthe time being. Therefore, PaYticipatiOn ,

:is eliminated. Until that decision occuis,': all students must
attend in order to discovgrpossible interest.

The sluderit .audience 'for these presentations may be
elatively large to make better use grthe preSenter's time..
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Although such presentations can be done effectivelY in
large school auditäriurns to a thousand and more students;
rnost teachers and others are mOre comfortable when the
groups a0 much smaller than that number. Typically, the
size rangeSfrorri 50 to 100 persons. :

Teachers sometirnes find the task of preparing motiVa:
tion l Presentations novel as well as frustrating,: Most of
them. ll'ad 'little training in such motivational techniques.
One Olution is in the concept cif indMdualization for teach
ers as 'ndicated in Chapter 4not all _of them.need to make
the pr Sentations. Some Who have talents comparable to
.what ctors possess should 'carry major responsibilities.
Réme ber, the design calls:tor only aboutone-fourth of the
presentatiOns, to bq. made _by teaqhers; the others are by
carefully selected:studentS,Iadults outside the school, and
audiOvisual devices: The variety adtls to the motivation.

Motivating School Employees
the. school doeS for students the program -tleds to

do &so for teachers arutmembers of the supervisOry-man-
agergent. team. TheL,conventional approach is to provide
presentationiat local faculty Meetings or at state or national
conventions, Individual motivation often results from read.- ..
ing bulletins, journalsand other materials, but;the outcoine
is not 1Systematic. The kirids of presentations described 7
earlier /in this chapter wouldrePlace the conventional faC-

,- ulfy rnigetings that traditionally are concerned with admin-:.

istrati4 trivia.
Reference was Made in Chapter 4 to other changes, that -

the School needs o undertake to mOtivate teachers. Corn:
parable statements in Chapter. 5 applied to the supervisory-
mnagetrtent team. Differentiated staffing for both grOups .
requires similar motivational experiences for the various
assistants that work with the professional staff.

As a matter of fact, a highly motivated itaff may be the.;

single, most important factoriri the motivations .th'at sfu- .
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dents feel; The negative effects of teacher strikes and other,
evidences of job dissatisfactions may affect student behavior..

and achievements adversely. The same is true when super-
visors and managers have unresolved cOmplaints or. un-
usual problems.

This school for everyone seeks many ways to motivate .

euerlione-.

Piitting It All Together
. Thl,s chapter earlier listed a number of counter- oductive

motivational efforts whiCh have _caused sorn students,
teachers, and administrators to takenegative points oVView,
about motivation.

; Some extremists urge that the best way td motivate is td
give , everyone Complete: freedom in .choosing /What they

. Want to learn or do, When, and where.--The "what-dd-ydu--
want-to:do:kids?" syndrorrie was unfortunate. orne

: teacher organizatidns now appear tO be taking a similar
point of view, that leadership dn the part of the isupervisbry-
management team likrise should allow teachers to do
_whatever they. want to do.. And the S-M group .resents
interference frorwthe central office of the school-system:
.,.Cooperative planning is a comprbrnise between these

- 'two extremes of over-direction and non:direetion. Unfor:
turfaIelY; cooperative planning sometimes means that the

I. person in chaige-7teacher or adeninistrgtov.sees thg task
as conning.others in,t6 doing what the organizer wants them
to do. Coopetati&planning in fact may be a sham. The
school we enVision recognizes tfie,., problerns in these ap-
proaches and tdies the. More positive actions that this book
describes in the next chapter...

Students3and others need to have choices but they cab-,
not make choices Wisely without motivational Presentations
that stretth, their minds and reveal alternative actions avail-
able to thern. Discussions that follow in small groups help to
clarify thOse alternatives. The curriculum organizationand
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the provisions for stUdy.and work make optioriS -available. A
variety of reward systems Snd othffr evaluations also are

. .

ayailable in this school for eYeryone.
An anal6gods situationlielates to teacherS and the super-

vlsory-management. team._This hew school design neither
abdicates its responbilities-nor plays gatnes in the motiVa-
tional. process. SYstematically.developed programs of high
quality help to motivate all the persons conne.cted with the
school.

Opportunities then exist for persons to pursue the inter-
ests they .want to idevelovith conStant suggestions on
hOw to broaden those inferests. Personnel policies are de-..
veloped cooperatively; constant efforts are Made to itn-

..,
firove conditions for study .and work; cooperatively devel-
oped -systemS/ of rewar-ds exist .and genuine interest in ..

working" conditions and other Matters arc present to play a:
"Part in-the'process..- ;; °

MotivatiOnal programs create a -forinat .for personal '
growth through-informing, pnhing, shqring; and develo0-
ing in contrast to cdnfrontations on suchmatt&s.as disci
pline;atteridance,.extracurricular activities, and-Other crucial
subjects and. policies. Motivational preserlations stretCh
minds and set the tone of.the school'.

. 81ubseq"ue.nt chaptets add other concepts ..fOr improved
#rriplementations of the ide'as thus generated. The-next one
dealS with one important "aSPect: deVeloping better' .oral.

/communications skills and human relationships.

Some Possible First Steps
for School Persons

Prepare cdoperatively.one or more motivational pres-
entations on some possible alternatives in school im-
provements for students, teacherS, and the superviSory-. ';
management group. Avoid ag much as possible fdvorit-
ism for any one proposal.
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2. Conduct a study of satisfactions and dissatisfactiOns that
students, teachers, and supervisors-managers feel in the
present situation. Have a representative group develop
descriptive items on a form or interview that Would be
answered by "agree disagreeuncertain" a'nd tabulate
the results.

3, Prepare to use the foregoing data in discussions with
personnel to arrive at items of 'greatest dissatisfaction
with suggestions of reasonable, constructive approaehes
and methods of evaluation [see Chapters 10,. 11, and
14].

4. Select and implement some action (s) iminediately.

. 5. Be prepared to repeat the process, systematieally and
°continuously.

431 For Parents.and Others
1. Analyze one or more recent programs in a p;rent-

teacher or Citizens meeting, or other group that focused
on wayg toImprove the schobl. Were the presenta-,
tions constructively motivational? Analyze why or whY
not for future lanning..:.

-J I A 8
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9
Improving
Human Relations

What must schools do to improve interaction- skills
tind human relations? How does a sthool teach group
participation skills? What kinds of data appraise
preseht situations and suggest.improveinents?

# THIS design teaches interaction skilli§ and hu 'rn'an r7ela-

tions in every sUbject. Conventional schools assign the task

mainly. to English and social studies teachers in public
schools and to religion teachers in parochial schools-These
limited programs are inadequate since the need permeate§
all areas of human concern.
. Teachers and supervisors Particrpate in this -activity to
improve their own as well as the skillg of others. Thus the

entire school systematical:.) improves cornmuhications and
-human relatiotis.HOPefully, the emphases and methods in
schools will have impact also On their Communities.

Limitations in Conventional Schools
The typical school class or faculty meeting is too large for

effective teaching of diScussion: iriteractiOn, and human

i 9
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relationt skills. Dividing a group into two or three sub-
groups In the same setting, however, is not adequate. A
teacher With a class of ?.5 to 30, or a principal' with a faculty,
of 20 or more, cannot be available all the time to' assist each
small sub-group in their. discussions. Moreover, the corn;
position of the, groups tends to remain constant, limited 'by

-the 25 to 30 students regularly assigned to26 conventional
class for a' semester Or year. The situation for the principal
and faCulty is analogous..

:Most students and adults do not know how to conduct
discussions either oh a one-to-one ba§is or as a MeMber of a
sroup: Members 'of the suPerkiisory;managernent team
need to get away from the concept of rule by fiat or author-
ity. So do parent and citizen groups. All groups in fact need
to learn not only how to develop and utilize leaders, re'cord-
ers, and observers, but also the functions served by different
types:of groLip members and how all of them relate to each.

: other.
Conventional schools have helped to develop human re-

latIons- skills on an informa1.15asis but this is:inadequate for'
moSt. people. For exaMple, in some ghetto areas; gah?
violence has been reduced through Conscious use of inter-
turf _groups, rumor clinics; and weeliend training programs'

-group dynamics. Schools also use remedial groups in
human relations. However, everone Seeds6to learn these
skills so that even those inaividuals less likely t&-volunteer or
those With special problems are included:

Regularly Scheduled Student Groups
The design here provides that oll students meet in small'

groups' to react to the motivational presentations discussed
in Chapter. 8. In this school for everyone, systeMatic pro-.
grams helP them to learn the dynamics of groups, interac-
tion skills, and sensitivity to others.

Teaching students tO -discuss/ effectively and to respect
'each other in the process .h new experience for most
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teachers. Tea Ching that prOcess is more difficult-than
ing how to te:-..ife 'and mernorize facts. Moreover, teachers
and supervisors themselves, often lacking university prepat-,
ation in gioup process', have to study and practice -their .

roles in small gioup discussions.
,

So far as students are concerned, the,school program has
two basic purposes in" Scheduling these grobps. The first is
tO learn discUssion and interactioh skills through Practice.
originally, the English 'and sodal science departments typi.-
cally: had the basic resPonsibility- for teaching these skills*
Other departments haV.'e an interest in. the outcomes but are
not likely to be as' intereStedin teaching-thebaSics. .

. The Second purpose is to proVide 'an opp6rtunitY fol stue-
dents in all departments to react to and to disCUss PreSenta:
tions 'that theY haire experienced, The emphasis here is
centered more on the presentation, and student reactions
to it, than. on learning discussion skills: hoWever, teachers
are conscious'of. the benefits.that come from proper practice
of good techniques.

The reactiOn -groups .of 15 to 20 students. should 'be.
scheduled as soon; as practicable after the, motivational
presentations. Fewer students take up ztoo much teachPr
time: larger numbers reddce the posSibilities for inclividUal.-
participation and gain. School persons have learned that
30 minutes is about the right length of time fOr thesegroup
discussions,.The ;number of -these 'meetings. each week is
determined by the nUmber of presentattons..Althodgh the'

' basic purpose is not the. development of distUssion and
interaction skills, these'. groups permit 'teachers to aPpraise
how well the school's program teache5 these desirable
outcomes. .

Teachers and c6unselors determfne the make-up of the .
student groups. However, group composition should bp
changed frequently. For example, if .a teacher determines
that two or three stUdents dominate .the discussion in: a
given group,:those students should.- he -transferred to. an- '
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other_grodp_where_there arestrOnger -;:tudent cficussants-so
that everyone;participates equitably.. Both groups the one
that the studentS were in and thes.riew group benefit fro&

.such a change. -Group composition-tan have a variety of baseS: friend
'ship, emotional maturity. gender. quality of past school

:.,worW in the subject special interests., vocational or educa-
bona] goals, and many Others..Ceunseling records interest

achiey*nent reCords teacher opinions. socio.
Metric and other aPpropidate data may.be utilized in assign-.
ing'stUdents to gi-oups o ;KZ-hanging 9fpdp composition.

SOme ;Schools prefei;16-inake the*ginal grodp assign
merits on the basii of achieVements in the cbrfitular area (.5:
produce more hOMogeneity and better: zdiscussions. 'The
fault wAh that systeni.is that-more able st4iients do not:ka-Ve _

the potential of motivating the I.ss able no-perfect (Vay
.apparent.

:Developing GrouPParficipation:Skills
The first step in developing a progs'a:,) for,-the Superst y.management team itself to undertitand how to organ-

cor.duct, and evaluate group dised..i.gions: If ril6ne or;
the school staff has a '..;ackground in these processeS: an out- :

side consultant probably is needed. Titre supervisOrytman-
, . agernent team then teaches the teachers and the teachers

instruct the students-so everyOne: may learn by practice,
Most profeSSicinal libraftes have materials that assistpersons
in learning about improving group processes.

Here.is a brief suMmary of what staff members. need 1.6.?,
.knOw and do. First of all, there has to be a diScusSion leaer
One issue that divides teachers of stroll groups is whether a
stUderit Or a- teache(shiitild be-_-'#letted initially as leader,'
The arguments pro-kid_ con-are obviOus. If.a tcacher is in
capable -or unwillinf,to- relinquish-the leadership role., it is
tin'obably better that he or,.she noi assume it. However. a .
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teachetleader for.. the first. two Or-three-meetings c.an

tekte a .good example of. how a leader should relate to the

group,. Such brief.time, perrnits,natural student leadership .

.to.ernerge, .

The lirstrask of any leader, is to help the groupdecide
.1.kohat to discitss: to de,tify issues: and io help the group plan

procedures, ating: the. :discussion, the leader tries to
volq .as..many persons as poSsibleL,for examPle náting
that sometmemberS are nOt participeting. raising,the. ues-

ton 'of what the groupis Missing by not knowing what those,.
persons ate thinkinT The leader.then 'may call on some of
them for their.knOwledge or opinions.

If the §roup.departs hom,the subject of.the discussion, the .4.
leader tells them, what is'. happening and asks the grotip to
decide whether- they"1:irant to turn. to a neW topic orcontinue
discussion of the original one; If -the dikussiOn s §oing
badly, the leader calls on the group observer fOt:reactions
on why that satiation exists,. PeriodiCallyohe.leader calls on
the recorder.lo surpnycirize the discussion to date or asks the'
consultant 'for darific'ation,-or ror more: adequate inforrna.

The leader ako .help s. the group to be tonscioui, Of .1110','

time ..hmitS on their meeting and thus helps thea-v to.-focus. '
their discnssion mote sharply. AV in all?' the leAer aims. to.,..

help indiOdual members and the group :tei becrathe more
effective'and'fficient in ..their diScussions.

:Another' membet "of ihe.grouP has. 16 be-aPpointed re
coideY;This rndr idual i4eri.'"a record of the.content'O.1,..the
disiusion in orderto report to the'group awrequeSt. Since
.the grouPis concerned more with whar was said. than who

Said it,.it is unnecessary to record, the names, Of persons
making contributions. The recordet notes aret.s of: agree.,-;,

.ment and 'disagreement> rather thti reOrding..everything
that y.1 as said:by reach ruerson.: Usuaily therecorder prOvIcleS, .

a summary of the disitission t the close of the period, but
may be called upon anytime when a, report i needed,



A student, fn addition to the teathet. is asked to serve as a
group observer. This person does not participate regularly
in the disck3s;on in order to concentrate on,-what is happen-
ig. Theobserver .usually keeps a tally of individeal partici...
p.ationi. The tOctie7 ;nay' supplement this record by keep-
ing a qualitative appraisal of contributions. Anyone may
raise questions on points of evaluation, trying to, help the
group impiove the quality of discussion rather than ScOlding
soine peoPleand praising others for what.they say.

The teacher. another member Of, the group; or someone
specially invited to meet with the group for a given discus-
sion, serves as a consultant., This person is not expected to
give a-speech or to monopolize the diScussion, but rather to
bring specific information and experience that other mem-
berS of-the-group 'may 'not have; ThiS roleis a.difficUh .one
for' a teacher because of status. The purpose of the 'cOnsalt-
ant..is not to set too. high ?. level of discussion or to dominate
thigroup.

On the- other hand, if
. a teacher o- other consultant finds.

.a group member making a gross misstatement that mis-
directs the discussion, theteacher is responsible for-correct.-
ingthat information. Decicang whether the error reallY mat .
ters:is a difficult one that tests the comiultant's qualities as -a
helper:of students who are learning te diScUss more-effec
tively.

Periodically. the teacher- meets. with the group leader,
recorder; and Observer to heRp -tbem..grOW in:their-various'.
:responsibilities. The teacher.also talks te the MembeiSof the

:. group,helPing them aS individuals and as .6 group to under-
. stand better what they are doing, There ;is need' to analyze,

for exaMple. the member' who cOntyibutes little, who talks
toe much, Who gets the -group off the subject. who asks ir.
relevant. questions, or.. who antagonizes. Conversely. posi-
tive 'effortS: point out. group Members Who are .esPecially
helpfurty such actions as introclibeing desirable information
.at the right time. sumplarizing the discussion. clarifying
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issues, and helping non-cooperative group members be:.

tome cooperative in the interests of group progress.
Group. members Must understand what their responsi-

bilities are. Negative roles should be avoided as niuch as
postible for example, the skeptic who will not listen to the
ideaS of .any other person,. the humorist who turns every;
thing intO a joke, -the pcillyanna,type who: accepts every-
thing that anyone says'without .question, .or the silent type
who keeps Personahdeas away from ethers. .

. In contrast, there is the creative mind that builds on the
ideas of others, the constructive critic who iaises questions
thai.will help .the group, the deductive and inductive thinker: '
who helps the group to produce sound conclusions, and the
.person who develOps questions and problems. for further
investigation. The group member who elaborates,:haimon,-
izes, summarizes, seeks consensus, and evaluates is an ex-
tremely helpful person. . .

; -Audio or video taPe recotidings of small discussion sés-
. sions that illustraie good andbad.proceduies are helpfy in

judging' individual performance as well as' total group.,
achievements. Emulating the good roles and avbiding tke,
bad ones are 'learned through practice, and reflection. The
English and social studies departments need Io provide

instrUction in group processes.

Systematic Program Relationships

These regularly- scheduled small-grouP discussions
should occur as soon, as possible after, the mothiational
presentations described in Chapter 8. Teachers from the
department. that arranged the- larger-group meetings now
meet with 'small groups of students. While they are doing so,
'students not involVed at th:,, time are supeivised in the
st'udy and work areas by instroctional assistants and a
teacher. Rerhember that these small groups are together for
no more than 30 minutes a week in each subject area.

A
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During the large-group presentation, subjects for discus-
sion are.suggested..The.srnall group then 'can request clan-
ificatiOn or react.,to ideas that were highlighted. The teacher
meeting with the small ,group obServes what needs to be
.Presented more effectively in future large-group instruction
and helps to appraise the.most recentone.

Teachers also help lo 'stimulate independent' study
through small-groUp .discussions by- sCheduling occasiOnal
brief reports from students engaging in special projects.
They may also suggest extehded.study activities that grow
but of a discussion Or a motivational presentatiOn. Thus the
teacher ensures planned relationships aMong all three of
the basic phases of the instructional system.

There .are.differences between these small groups organ-
ized fot discussion and the variety' of small groups that
develop as a patt of independent .study: Teachers need to
instruct some small remedial groups and to help -Sj3ecial
interest groups.' Also, one staclent teaChes anothera
group of twoor two or three of theM work togethef. An-

' other group asserfibles for a reinforcement or remedial ses;
sion under the direction of a teacher. A study group pUrsueS
at goal that has interest or Meaning for the participants, fOr
example, a career or. a ;pecial subject. Such groups are a

: art of the school's studyland work programs:

. Evaluating Human Relations
EvaltiatiOn here two dirnensiOns. In the first place,

evaluation occurs while the'small group is meeting for dis-
cussion .purposes. Periodically, the teacher or a deSignated
.persOn notes whether a pupil's contribution encouraged'
f'urthev discussion, helped to clarify what was being dis-
cussed, facilitated a degree of consensus among tkse group
on the topic under consideration, Or was nothelpfui \or ac-
tually. hindered.

A second type of evaluation comes from the group Mem-
ber serving as observer. This person reports aS requested to
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the group on such.matters as the degree to which The group
reached the goals of the discussion. how well group mem-
beis understood what Was going on, how wide the partici-
pation was, and how well group 'meinbers:respected each
other. The summary might describe conclusions or plans of
actiOn that developed.

Sociometric techniques .alsoare used to determine 'the
nature of interpersonal relationships with-reference to spe;

. cified goals. To whom woCild you talk about a specified
question .or whom would you see to get a stated action
underway? What students, teachers, or administrators
would you systematically contact for those purposes and.
others? A series of such inVeStigations reveals'who talks to

:
%A/horn and where authority exists:

Sociograms reveal the need for prescriptive programs'
-Respect for :other ,persons improves as individuals *develdp
Wider contacts and- understandings of what motivates and r.
satisfies other hUrnan beings...This whole.area, grossly neg-
ected. in most schools, has high priority in the school that

this book dekribes.
-.The goal of these activities is to develop a climate in

which students, teachers, and the sypervisory-management
team relate better .to persons in their own group§ as Well as.
across 'these .three groups. The degree to which students
and-teacheis no longer feel in competition with each other,
or teachers feel competitivenesswith the stipervisory-man-
agement team indicates success. PeOple.are free tit:: discuss
'with other human beings nOt only their personal Problems 1/4.
nd succesSes but their prbposals for improving the total
school program.

Breaking the Barriers

rio part of this school for everyone is more, difficult.to
achieve than the proper functioning of these snip groups.
The exiSting syndrome in schools and the World OutSide
emphasizes one or more persons.speaking to a mass audi-
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ence. The "maSs" May be one, a hUndred, or millions. Sys-
, r.tematic feedbackand interactiOn may be provided but ther

are Seldom immediate and direct:
Nevertheless, sortie reasonably good examples do exist.

Both .public service arid;coMmercial television occasionally
present interaction programs. The press has letters .fo the
editor. Radio has talk-back programs.7Civic and special
interest groups hold town meetings and comparable pro-
grams. UndoUbtedly, more would be done if school pro-
grams placed more emphasis on the idea.

A sChoolpiat is more open in concept.makes interaciions .

in small groups easier. Teachers cdrne to realize that being
in charge of learning no longer requiies being front and
center, lecturing and asking qUestions., Supervisor-man-
.agers also; help to implement the concepls, as they reduce
the number of total faculty Meetings and change the nature

7of them'. .

:The point is emphaized once more thal Such small
grOuPs are financially feasible within existing budgets. The
school can save money as. well as staff .time by uSing Jarge
groups when approPriate and by increasing the ailtot.iht and
variety*Of independent study.

The quanfity gnd quality of regularly scheduled discuS"
. siOns in small groups rare essential ingredients in reaChing .

; 'the purposes of a sOiool for everyone. Working with. small,
group discussions challenges :high profesiorial tompeten-:
.-cies on': the part of teachers and supervisora-rnariagers. A
,study of group' dyna.miCs Acquaintance with princi-
ples'of sociometry and behavioral psychology is essential.

Latei chapters in this book provide further suggestions on
how tO st-art,Lboth for'teachers and ,the S.M team. The next
one provides fufther stepS to personalize study and 'work.

Some Possible First Steps for SChoal PersonS,
1: Conduct sociometric studies both within and'among the 4'

three 'groups in the .school=students, teachers, and
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supervisor-managersto produce data on who. talks.tO
who in order to obtairi the given information.as listed
or to obtain action- bn identified concerns. The study
,should involve everyone: however, the iternSshould.be
litnited to one orlwo situations to conserve time and.
energy. Obtain c8nsultant help- if needed from- the cen:
tral office or a nearby university.

2. binduct studies of sOhool climate to indicate degrees of
permissivetess, openness, authoritarianism, and so on:

3. DisCuss th-e findings in. order to develop constructive
remedial programs. Implement the recommendations
and repeat the studies to see what changet occur.

4. Analy±e group processes in present student, faculty or
superVisbry meetings as a guide to possible improve- .
ments in produCtivity.

For Parents.and Other Persotis
1. Recall occasions when yoU needed information from the'

school or to talk to some person. What difficulties did
:you encounter? Who Seemed to :be mciM helpful and
'why? Tabulate your personal answers in order to help
school persons. understand better the cornmunicatiOns.,
problems in:your school and cornmunity;

2. Apply the principles of group process described in this
chapter to your parent meetings or to some other groUp.
to which youbelong.
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Personalizing Study
and Work

..;
What does.independent study repily mean? How do

.conuentional school practices differ from and relate
to the design in this book? What changes in 'super-
uision, facilities, and scheduling are needed to,
accomplish the purposes? How does the -school
implement the constraints ahd priuileges of freedom,
controls, and independence for each person?

.!

ASCHOOL that stresses independent Study recognizes
that students have to do fhe:.learning arici that there is no
effective substitutefor-refore Personal exPeriences in school,
home, and..corriThunity,'This concept of personal study and
work experiences applies to how everyone learns.Teachers,
the- supervisory-management tearri, parents, eversione
learns basically the same way despite differences in age,
experience, and previous training.

This chapter clarifies issues that sometimes conflIse, in-
cluding permissiveness versus control, freedom of choice
versus required learnings, individual study verSue-group
learning activities, school study versus. learning in homeS
and community, teacher-dorni4ated versus Student-

.
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dominated activities, mental verstAs physical activities, and
reading versus listening and viewing.

Independent study encOmpasses the extremes of these
issues and recognizes that what may be appropriate for one
learner may ndt be for another, at one time and not
another, nor in a unique loCale.

The goal then is to,reach all studentsfrom those who
come to school only because their friends are there, some-
times to gamble and be more disruptive than attentive, to
those- honor students at the other extreme who could
become even mofe self-reliant. Comparable extrerites; of
course with different 'activities .and needs,. exist 'among,
teachers and supervisors.

Contrasts With Conventional Schools
Most 'conventional schools structure study fOr'all students

in similar places for identical amounts of time and with ap--.
proximately .the sanie activities and materials. In contrast,
this school for everyone emphasizes individual differences
among students in .their talents, interests, and:goals.. neci- .;
sions .about study are. madc:,individually :by. each student
with a teacher adviser and the teacher in charge of the sub-
ject at:ea, with varied amounts'of control asneeded.

The learning activitiesJequired and 'elective, school,
directed and self-directed, individually7centered and group-.
Centered constitufV1hdependerit study, which thus be-
cornes the central .function of schooling. The individual's
study and work program is supervised by subject matter

:teachers and the student's:teacher adviser who participate
in diagnostic, prescriptive, and evaluatiVe.attivities that helP
each student fully to develop personal interestS and talgnts.

This concept of indej3endent study requires considerabNi
more structure but of'a different `nature than that Which con-
ven,ticinal: schools prdvide. Independent-study is hot syn-.
Onymbus. with terms such .as flexible schedules, unstruc-

_

130



.
.

tured time, and open campus. Students are not engaged
merely in doing what they want to 86, when they want -to,
arid Where, even though they participate in decision making
along those lines.

The amount of firrie that students in this school for every-
II

one deVote to stud., and work is much greater than most
conventional schJuis. provide. incidentally, conventional
schbols'provide more independent study time in praletical

.,
arts, fine arts, physical education, and in some. aspeets of

L
s-cience than in other areas.

Conventional schools also provide relatively more' studs)
and wbrk time and better facilities foi, pupils in kindergarten,
and first grade than in other years. Children in th 'kinder-
garten spend most of their time in independent study; in
the' first grade they typically spend two-thirds or/More of
their time in situations where they are not forceditb listen to
theif teachertalk. They engage in such learning activities as

, .
/1reading, filling in blanks; working together, building things, .

performing, andthe like. .

_I/ 4.The difficulty is that .in every school year after, the first
two or three, most teachers demand more grOup attention
on the part of pupils.; This developrrientleave'S less time for -
independent study. Of course., puPils differ in ike degree of
self-direction, creativity, and performance they can attain,
but all can profit.from a greater degree 4findepehdenc e
than most conventional.daSsrooms provide...

The proposed independent study Program recognizes
the different interests, talentsand goals/that students. have,
Staff,thembers may .Suggest, even insisti/with the consent of
the teacher adviser.i; that a student join a remedial group'
that meets regularly. Students.:with, s'Pecial talents and in-
terests also are scheddled for.group- meetings for indefinite
periods of time,

Students in most conventional school's experience a
sharp break ,between full,ytime-school attendance and full-,
time attendance elsewhere when they complete or -fermi.
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nate their schooling. The school proposed here makes that
separation a gradual, carefully planned and supervised ex-
perience that occurs over a number of months and years
rather than at' some dramatic point 'called "graduation" or

r ."droioping out." Moreover, the 'school's serviCes continue to
be aLailable.for persons to droi:On at anytime as' needed or
desired in what iS called lifelong learning. --

This school design recognizes that students some day will
. not be 'supervised all day long by school teachers and 'ad- ,

ministrators. It strives,, therefore, to prepare every student:
through expetience for that lime of independence. Every
teacher adviser and every sukject matter teacher S.8eks to
achieve maximum developmInt of self-reliance and' self-
direction to assure each student as much svccess as possible.i
when no longer in regular schOol attendance.

*Options hi Supervision

This school for everyone arranged for more adults to help
slud6nts 'learn than do conventional schools; , moreover,
th.e'adults come not orily from the school, but also from the,.
communitY- and home. Sorne-comMunity persons that the
school selects 'may not have teaching credentials .but all
possess competencies for a sUbject area or activity. Parents
and other, adults regularly in contact with a' student- at
home receive considerable infolmation from this school so
they can knOw the kind of supervision and help they may'

:be able tO provide in their environment.
A v6riety of persons in the community are recognized.

officially 'by the school as instructors, in the stotes,offices:,
factories, agencies, museums, -or wherever pupils are
scheduled for learning activities. It is difficult to over*.

. emphasize the significance.of this enlarged and diversified
teaching staff for all students.

-Jhe school, of coarse, needs to help students locate po-
tental teachers and locations in the community. In their
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roles' as subject specialists, the tea hers in the 'school
develop closer relationships with the practical, employed
"teachers" in the community for the potential benefit of

1

eyeryone. Teacher advisers help jstudents to make
selections. .

. The overall ratio of adults to st dents, not counting
parents, is one to about 12, which provide rhore adequate
supervision with a greater variety ot persons ava.ilable for
assistance. Thislratio, considerably more favorable to stu-
dents in this 'school than in 'conventional ones, also gives
students access to individuals who in many cases bring
more relevaht and up-to-date supplies and equipment. How
all of this program may be accomplished within the range of
conventional school exp.enditures is shown in Chapter 17.

The supervisory-management team sees that these adults
in the community understand better than do many conven-
tional school teachers how to provide help when students
need it without being overzealous or overly protective.
recognizing difference's among studerneeds for assist-
ance. They provide tegular and ,systematic 'reports- about
difficulties and special, accomplishmentsThey strive for
The proper balance between over-supervision and under-
supervision. The emphasis is on as much freedom of activity
and exercise of initiative by students as possible in terms
of individual differences.among them.
.. The, program encourageS students tO discover with
careful monitoring who can help them most. The open en-
vitoninent ,enables them to work with one or more other
students or to work alone, whichever seems best at the time,
Whether the student seeks help most.often from the-profes-
sional teacher in the study center or,from some instructional
assistant in the school or the comniunity is for the snident
and teacher adviser to dedde.

, Some school centers ate closely supervised to provide a
different learning environment for those students who need
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or wish more structure. Teacher advisers assign studentS
to a 'designated room that becomes a homebase for them.
The teacher in charge then assumes many functions of the
teacher adiriser by scheduling each studenti-for-agreed on
lengths- of time'to the physical.education,. fine arts, science,
practical arts or other pilces in the school. UsuallY the mit-
dents receive-instruction in reading, writing, arithmetic, and
other basic subjeCts' in the homebase room. The teacher
and assistants establish a nongraded environment some-
what reminiscent of the one-room school but with the ad-
vantages 'of a readily available diversified school- and
community program.

The teacher in charge of the room keeps close contact ,

with-nth-Stildent's teacher adviser ahd thus with the home
and with comthunity opportunities. The goaLof course, is
increased selfdirection and control for the students, a pur-
pose that individuals reach at varied degrees and titre.

Options in Materials and Facilities
.dev'eloped materials guide pupils at all age

leviels and.in all curricular areas. Pupils know clearly What
the school-requires and also what it suggests for additional
study and.-Irork:The-activities include ories of greater depth
and ones tht- stimulate creatiVe effOrts. The materials also
propose learning posSibilities at home and in a variety of
confrnunity locations.

Required outcomes and optionai .activities are spelled .

out in study and work guides (learning activitics packages,
or.whatever title is used) in terms that each ptipil can untr-
stand. That nieans 'that the conce'pts:: skills, and ot .er
purposes 'are defined in behavioral terms 'to tell each pupil
precisely what the school exptcts. Pretests and post-Wsts
enable Students to know' when . they have attained their
goals and are ready to be evaluated officially.
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Details about facilities for this school for everyone are-in
ChSDter -12.-thist as this school utilizes teacher and stient
talents and tithe better. the existing, school building I'.as
mot' 44.;jent treatment. Ever, overcrowded buildings are
relieved through better use of space in the schooi and the
'community.

The study and work centers that the schoo Ovides for
each Student area, are equipped appropriatelsL d dec-
orated, often by studentS and teachers:4o present 'an image,

rk.of the particular 'field. The study area is-where students
\read. listen, view, think, write, and Converse informally

ith frequentlY used materials readily 'available to help-:.
them cover the required content in the .various depart-
ments: The library houses materials used by pupils With
advanced or unusual piojects:

Work areas are where the' speCialized "tools of the trade-
for ,each subject -area are' available, for example. science':
labOratoriei; gymnasium, woOdshop, social studies labora-

, tory, and so:on.. Beeause the 'tioise 'abd activity levels vary
betWeenjhe study add work areas. the two are separate
although near.to each other. .

Close to '-the Study ,and work centers are Conference
areas that provide meeting spaces for relativeim' small
groups of pupils i-AO-gather to discusslheir study arid work
.projects or to hold meetings with' teachers. These. rooms
have doors and.other souni barriers to .makethern More
usefulthan Ordinary open spaces.

Other types of' Study areas .include a few spaces similar
to ,conuentional classrooms.. PupilS- who cannot at 'the
morrient assurne responsibility for their own learning utilTze
such spaces. Incidentally, their nuinber is smaller than most:
people lealize. As indicated previously; they need close
superVision bY" a teacher1Whosê interest and competence
are in helping these pupils to solve their problems, either..
academic' or personal The goal islo reduce the number of
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Pupils who do their independent study in this, intensive care-
While- the number of-such -students-will. vary from

opl to schopLan.- average 'or not More than one oi two
percent stioitld- be. in-these.'sputes..--Ifthe number-, grOws
)aiger.'sthool perions need to reeValuate the program,

This school a4o Pio-vides a relaxation area.-*placo wheAt
pupils go to snack or Janch, talk, watch television. or.jtiSfsit
for a feW minutei away from.other activities. Like the.study
areas.. it proVides a variety Of .Spiices in, terms- of size and-
sound control-Unlike the large conventional cafeteria which
has to be able to accomModate many 'adults and students
all wanting w eat lunch at about noon. the Spate may be
smaller since- not all people are-required to eat lunch at the
same time:

Adult supervision, as described in Chapter LL is provided
in aD. of the spates for independent _study and relaxation.
Actually, the adults work so cooperatively- with itUdents
that in mocl-tases their presence is -scarcely noticed either
by vowrs' or by the students themselves. On the -other
h-and. tie !..,:ents know the adults are there: ready 'and
willing to help 'Imben needed.

The adults retr)gnize their responsibilities to maintain
the kind of environment that facilitates the -purpose for
which the institution exists.The atmosphere, is. not one of
unbridled freedom. disorder; arid chaos. To the ccintrary .. it
is an appropriate env;tonment for learning, eor discussions.
for relaXation, anti .in general for students' .personal growth
and development The controls are always there. Disruptive
studentsfewer in number than in conventional schools.
are placed under close supervision with restricted mobility
as described earlier.

Options in Scheduling and Attendance

u ent's typir -,!! schedule includes eight or nine moti-
vational presente'lions a week, one in each oi the major
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Subject areas of the school. teach-lasting about 30 Minutes:
Similarly: it includes One small group discussion session in...
eacii.t.'uhrict fieldfor the-Same length of time. Therefore the

the Work and study time of &student 2.1 to 22
hours-, the lest of the week beyond the eighf or nine hours
that the school requires in large and small groupS;

Remember. hOweVer: that students do not spend this
time alone ih a secluded space, going through_learning
packages 'and passing examinations!:There will be regUlarly
scheduled, meetings of speCial interest. remedial, 'pedal
talented.pr other kinds of 'groups.

The amount ot time spent by each student in the varioirs
independent areas of the school varies with each person's
talents and interests. Both the stiident.and the teacher ad-
viser-agree to the time. Thus the 20 to 22 hours per week of
'independent study thne might be divided among three,
four, or more subjects and in work or study activities away
from the school with conceivably no two student schedules
in the school exactly alike. In reality: of course:Were:is no

reason several _students cannot have the same schedules if
their interests and talent's coincide.

The Ultimate Aim
The schoo/ for everyone sees independent study as the

central phase of its efforts. The goal is.to develop stUdents
who demonstrate personal rdsponsibilily for their own

Mtellectual .Inquiry as revealed by their constant
'searching for better knowledge. improved skills, and satis-
factions in achievements, and creativity in seeking new
ideas and relationships The teacher's goal is to become
increasingly dispensible as students develop mor e. respon-
sibility for self direction, self-analysis. and self.correction.

These goals are not achieved In a month or a yearand
never completely. However. evers, student iailute along
those lines is viewed as a challenge rather than as an excuse

137



to resort td' the earlier route of teacher domination...ahd
'cont.r41..Such cop.out do.not :improve teaching or learning.
Most problems come frorn i.padequate planning and
execirtion arid giving .0 too. easilY instead...of Using further

diagnoses andprescriptions. -
The schciol measures its success as an institution by the

degree.tambicb the ultimate goal is_reacheck_tojeach each
perscin how to be a, better independent learner for the rest
of his or her life. The schOol's program and people are basic
determinantsso also ..are how the -things of education-
are utilized, as the next chapter proposes.

'Some Possible First StePs
for School Pers-ons

1 Investigate the present status of study and work in all
the school departments in terms of time spent, activities,
and loCatior. e.g.. supervised-in classes, study halls and
libraries. ,homework: and community locales. Are the
assignments and activities appropriate?

2. ATIA-,e' a series of five consecutive lessons or ciass

sessions in a given subject. How much time does the ,
teacher allow student's to think, write, do. and pursue
knowledge and skills? How much 'time do students
spend in sitting and waiting for recitthions and teacher

talk to end?

3. Reduce the number of class meetings per week. e.g.,
five to ;')ur Ot less, in selected subjects for selected stu-
dents in order to provide more time for them to engage
in independent study under different. supervision. Then

appraise the result,:.'.

4. As a studeot, how can you learn more in the time you
have available? Prepare a proposal to discuss with the

appropr:ate person in yozx ,chool counselor, teacher,

principa or whoever is best :a your situation,
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For Parents and Others
1. As a parent, 'analyze the present effectiveness of the

horne as a place for lea ning. What personal helps can
siou provide?

As..an individual or a rrernber of a. community gr up:
think through 'sorne po+ble Ways thar you rnigh help
to nrich independent study for the school's stdents.
Then discuss your ideas with school persons. ,/
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Using Structural
Realities ,

How do people in the school for everyone spend
. time as.they study. teach. or' superuise-administer?

'Whi-ele-ct§"tupplies'==='-
and equipment? What are the coils? What options
are appropriate?

THE program and people of education should always
take precedence over structure. Conventional schools tend
to revetse that order. Some of the controversies, strikes,
and governing loard policiesas well as existing criteria for
judging school excellenceoften make the same mistake.
Structure serves' people and program.

The school's 'strUctural realities include the elements of
time. .numbers. \ spaces, supplies and .equipment, and
money. How students,leachers. and the supervisory-man-
agernent.team use these elements to improve teaching and'
learningand utlimately the quality of what occurs in the
school, community, and homesmust be analyzed fre-
quently. Using the structural realities differently assures a
unique educational sertinc.
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Sinee changes in the things "of educatioR produce few

threats.to people-end -programs, the tendency -in conven-
.tional khoolS is to focus on these eleinents to produce. a.

_favorable. image. However,7a new--building with- rrickle-rn
supplies and equipment May- haVe l4ile bearing on whaf

-; leachers ahd learners do. A, flexible SEheclule thet proVides
30:Or 20-minute niodufes of time (instead of the usual 50-
minute class periods), Oth most classes meeting for two or
three "mods," may not in fact change the wagthat students
and teachers utilize their time: Many Other exaMples are
easily cited.

Spending increased Sults of money on teachers' Salaries
enables teachers to enjoy higher standards of living but
does not necessarily improve the quality of te-actling. or
learning. Neither does increasing the number of persons
emplbYed in central or regional offices to administer and

:,s,upervise schools:_autornatically _improve --a -school'spro-
gram. We do not- argue against these developments, but we
must emphasize that by themselVes such changes do not
irriprove schools. How the structural elements 'are utilized,
.however, is crucial.

The Element of Time
How time is used determines the character of institutions

and people. A student who passively listens to teachers talk-
, and to other-students' answers, especially wrong answers,
does not use time productively. A school system that
schedules standard length class periods and controls the
time by sounding bells every 30 or 60,minutes does not
help students learn how to use time produch:ely.

How aschool uses time has. financial as well as pro-
gramatic implications. Studies indicate that teachers talk to
students about two-thirds of the time that school is in ses-
sion, an activity that is-relatively unproductive for most stu-
-dents and teachers. Changing the way students and teach-
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ers spend tirne merely by adopting some form of flexible
'Scheduling to vary class periods does not have much value,
.however, unless basic changeS in *methods and- program§
are impl-emented._

One way to change-the use oltime is to redute drastically-
the amount of teacher talk in frontT.Of organized groups Of
students that are captive audiences. The *corollary is to
crease, in an equally, dramatic manner,. the amount of trme

'- that students devote to various stUdY and work activities in
schools, home, *pdckmmunities-7-14e-acherS also benefit
because they. hale time:for other potentially more produc-
tive activities. .

The'schOol described heie has no uniform prescriptions
for Ihe use of time fpr students, teachers, and supervisor-
managers. The student and teacher adviser together decide
.how the student spends time. The super.visor and teacher

_ ___together_.decide how,_.the tvarher...sppnds.:timeLSupervisox_
managers in cooperation with their c011eagues'in the school
and M the central office decide how each of the 8-14 group
spends time. Of courser, the system needs to make some
decisions on the uses of time that apply to everyone: for
example, when Meals, or snacks are served, when presen--
tations and reaction groups are scheduled, when buses'
operate, and when the school building opens and closes.

\ The amount of time that the system allowsfor corhpleting
tasks must recognize individual differences. The amount of
credit that a student receives for completing an assignment
or a course 'should not be based pn the amount of time
spent in completing it. The program may provide sugges-
tions on typical or average lengths of time but should not
subject persons to arbitrary Controls that ignore individual
diffeiences in motivation, skills, and interests.

This concept does not imply that the school does not
know.where students or teachers are at giVen times. Having.
made ,a decision with the advice and consent of his or hir
adViseT, a student is obligated to allotate time accordingly.
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The importpnt difference betweenghis program and the
"cOnventional, .school is that these decisions-are student.
r'tientered, under personal superyWon, rather than instify-
tionally centered with uniform requirements for everyone. -

No analogous siOation.applies to-teachers-and-supervisor-
managers:

Available-space in-the *sChooror in thecOmrnunity may
restrict the use,:öf time. However, such restrictions should be
considered temporary, With thigOal to change time as soon
as it is Possible to do so. Thus, the sChool design here helps
every "individual to plan more productive .use of time than
the conventional school program allowS. For example, ie.
search" has produced sound evidence that motivated stu-
dents' whd need and spend more time than others on basic
skills:instrUction have significant improvement ih learning

_

outcomes.
The use of is. supervised by human beings rather

than by a program clOCkl Careful planning avoids the chaos
that brought the bell system in the first place..The school has -
clocks and individuals have watches. Preparation for hfe
requires exPeriences in using effectively these devices and
the hours they designate.,-As a reminder, a relatively quiet

1 buzzer may designate hours and half-hours.

The Use_of Numbers .

What is said gbout the use of tiMe is applicable to the uSe
of nuMbers. As far as students are concerned, the school
has many kinds of groups ranging in size from one to many
students. The size of Fach group depends on its purposes.

When increased use of independent study was ernpha
sized by this writer, and others several years ago, the first
reaction in schools was to provide individual study carrels
to allow each student a private niche, with visual separation
from other persons; the group size was one "person. Some
students heed this kind of setting, but not all of them; in fact,

1 4 4
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moSt students prefer tio study with other students in variouS
,. sized groups. More often than mit, stUdents work in pairs,

although in many 'cases.... the -group is three; four, five, or
even more wprking together.

-How -many is deterniihed-by student interestS,LhOitsc-and
the task that is undertaken. There .cannot be, nor" should
tfiere be; ahy rule of thumb togovern.the numbers irf theSe
activities. It is juSt as wrong.in alaboratory to -insist 'that
every student Should have a partner as it is to expect every4
student to work alone.

Students spend SO percent or more of their time in activi-
ties that-are not scheduled for. a +semester or a year as regu-
lar "classes." However, this does not mean that they spend
that much time alone or in groups of two or three; or any
:other specified number. .

The' number of students that :are assembled 'for a givIen
task, remedial or special intdie-Sts,Vaifei Wffhfi4-Teeds and
. . ,

the purposes, of the students. This schOol deSign presents
various teaching and learning activities with different-num-
bers in groups, depending upon purposes and needs rather
than a predetermined size. A remedial group7may have.one
or two persons, or a dozen or more who need .a partic.ular..
kind of activity. A special interest gj'oUp Of a given siie may
meet for an extended period of time so that students qan
learn together, exchange ideas, display products, take field
tripsi-or engage in a variety of .other activities: Of coUrse, an
official basketball team has five players, at one time in a
game; there are some rigid group siies.

When the pedagogical purpose is to introduce a group to
ideas or to motivate students who may engage in the ac-
tivity, the size of the-group is irrelevant so long as each per-,
son.,can see. and hear well. The purpoSes, the method 'of
presentation, the effectiveness of the presentor, and the
interest of the subject are factors that influence size.

FollOwing such a. motivaticnal preentation, the students
are assembled in small' groups for reactions and questions.

VI-4
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N.
-The aim is to develop skills of dfsussion and interaction. As
indicated in Chapter 9, the oPtimum number for these
groups is approximately 15. If the umber is Muth larger,
individUals fincht difficult to particip te and raise qUestions
iri.the tirne that-the group-meets. lithe rOuPS are -Smaller, it
takes.tqd- Many teachers and ti3o rritic time to Meet with
the- group§ in felatfon tobther priOrities.

Spaces, Supplies, and Equip nt
The school design here departs often from s ndardized

numbers and policies. Just as it has no standard c ss

teacher.pupiP-ratio. there are no uniform sizes a 1" class-
rooms. nurribers of library books, lists orsupplies an. equip-.
ment 'in .relation to the number of students, and th like.
Rather, a variety of spaces are determined by purPos and
use. Moreover, the program no longer inSists that all learn-

--=-in-g-takes-plac-e in a "sc.trool building. The commUnit-9 and
home also provide useitil learning environments.

Standard lists of supplies and equipment imposed by cen
.tral-.business and purchasing offices are an educational
curse as well as a waste of money. The responsibility of
these offices should be to hear salespersons and assemble
information that teachers and administrators can use in
determining which supplies ancl equipment are most useful
and practical. as well as financially feasible, for the needs of
their school program.

TI-ie central office alerts schOol groups to ideas, samples.
descripave materials, and the like, so that persons in the
local schools have the necessary information to make wise
chokes. Central office personnel also may devise instruc
ments that help school people evalute the relative produc-
tivity of these materials.

Local school staffs-decide about supplies and equipment
with help from the school's supervisory-management team.

, Individual teachers are forced to learn aboth materials. They

a
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also are prevenfed from making,unwise decisions in-spend- .
.ing the usually inadequate fUnds available for these pur- '
pose§ or frOni unnecessary duplications of what others=may
order. Business administrators in 'local and central" school
offices' then use sound procedwes in purchasing,..ordering-,71:-
and delivering the materials. However, they, are not ob-

sessed with huge quantity.'pu'rchases. which are thrust. Upoh
everyone and sometirnes not used.'

The,Use of Money

The "doing better with what .you have", philosophy of

the school that this book enviSions requires. that the amount
of money available for operating conventional schools 'also

be available to the school where theTrogram is mOreindi
vidualized. The school shoulif aim to spend neither. more
nor less thz.,n conventional schools. The relationships be:

' tween-money -andproductivity7orquen,zes noed tn hp
understood and-measured systematically. How money is
Spent determines the character of institutions and people.

This author for many years advocated higher salarieS for
.teachers and other school employees. Teachers should be
able to live like other professional persons and successful

workers. There is no reason that teacher& satisfactiuns from
their work should be their main reward, rather than money.
We do not apply such a -standard to business-people, farm-
ers. or other workers.

Onlhe -other hand, teacher organizations pleas for higher
salarie on the basis Of improved productivity and better
learning results by -students are unsupportable. Higher
salaries enable teachers to live better'but do not aUtomat -
ically improve teaching quality. Job satisfac:ion and merale
are influenced by.higher salaries, which could conceivably
cause better teach,ing. but certainly this is not always the
case.
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The purpose. Pf a school is to serve .the interests.of stu-
dents___However_the.sChool also provides a pleasant ,and.

Ior teachers and the superviSory-manage-
ment team .to 'work and to earn a living. Earning a good
living is extremely iMportant in business and in other hu-..... . . .

man, endeavor's and- for tke same reasons shoula be.. ic .

ceptd as..iMpcirtant in schools.
The construction of a schoo; as a monument to the corn-

.miihity, one which the chamber of commerce and citizens
point to with pride. may be a defensible reason for expecl-
inglarge sums of .rnoney, but it certainly does hot autorti."
catty increase the Otiality of teaching and learning. To live in

-.comfortableend inspirational surroundings is pleasant, but
enfold building with proper levels of comfort and beauty
ma;/. also be a satisfactory environment. ATI old school build-

_ ing may not provide the communitsr pride that comes from
the external appearance ora neW structure, but the ex

-penditure of money on the edif1cp itqpif nepcis to be-Con,-
. sidered carefully in relation to other needs..

Similar prin-Aples 'apply to all aspects of the school as
described in ot-her- chapters of this book. The needs .of dif-
ferentiated staffing. diverse kinds Of supplies andequip-
ment, the varied grouping, of . students-for teaching and
learning. and all the rest, have implications for the manner
in.which school mc eys are spent.

Standard formuk:s or norm-based averages of per pupil
expenditures should not be, applied to all or individual

-schools in a system, a state, or a nation..Such approac.:hes
ensure that half Of the schools are below averageand half
are abov for no good reasons' The staff needs to be as
specifit rry:21ble in describing its objectives in perform-
ance tftrm., z::-A to collect data regularly and systematically
so that th rizmters can be related to the use of money

c and other mil .ctural elements of education. Such responsi-
bilities, plus opportunities for increases, provide motivation.

1 4 8
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The cotiicept-of:Options.

.a..
How students, teachers:and supervisor-managers use the

.. elements. of tirne, numbers, spaces, educational _supPlies :
and equipment, and money determines the excellence of -a
school. The emphasis has to be on hoW these matters affect"
the teaching-learning .ProceSs. The datettrat the school
collects' should shOw specific outcomes in improved learn.; _".".
ing. teaching:and supervision-management.

Some school districts because of unusually abundant
natural resources, the location of marrimoth industrial or
business facilities, the presence of other wealth, or the desire
to build monuments may wish to spend more Money on
schools that this program requires. That option does exist
and may be utilized .so long as the other requirements of this
design are provided': tertainly there are analogies in other
aspects of Pie: for Oxample, parks. monuments, museums,
or government office buildings.

The argument in this chapter is not-against luxury or
beauty However, such option's must be second* in, im-
portance to the quality of the school program. Pride -of
physical arrangements does not automatically improve self-
concepts and learning:

The chapter that follottis this one has more to say- about

_
school buildings and grOunds. as well as other aspeCts of
the environment.

Same Possible First Steps
for School Persons

_

1, After presentations and discussions about theuse of the
structural elements, the sthff may select some program
change . that by consensus seems worth initiating.- Arty
element in- the school design would be suitable. An ap-
propriate person (s) would then analyze what the
changes would involve in the reas of time. spaces, sup-
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plies and equipment, and money.. Referrals would be
made to the staff for discussions ,abotit what might b
eliminated OT Changed in preserit practices in the areas f
struCtural-elements: The staff should also-conider
to evaluate the effects of the change using techniq ies
described in-Chapter -14:

2. The [list steps is a -talk and _paper- operation. This,
seconil step would be to implemenikhechange in rez.lity
and then to evaluate:the results.

-3.-Select soMe- area a the building, possibly'the- entire' .

struaure that presently is unuseil'iir underu"-sed.-Arrive
at conSenius for better use of the space for a .specifically.

. stated purpc.ie. Haw some comPetent person(s) pro.
vide cost .and other factors inviilved n rehabilitation.

. SiMilar proceduies could be used for reexamining'tise
of school.glounds.or community areas, keeping in mind
sectirityagaint the risks.of instrusions. vandalism. rob.
berles. ad other PciSsible rip offs.

For Parents and Others
t These elements ef 'firm humbe.r, spaces, supplies.

equipinent,and money apply to perS6ns, families, and a
variety of ctrganizatiods and activities touching all aspects.
.of. life. As backgrOund for yourselfand 9our group. select
some part of your oWn life to analyze along the lineS of
this chapter Ind to makerecothmendationfs) and some
positive channe(s).

.2, Use 'that backgrOund asa basis for working with school:
persons to analyze the school's use of the materiality of
9ducation.
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12
Functional. School
Appearance

How ran the school building and grounds relate better
to homes and. Onlinurottes? What facilities does a
school require . for study, work. and conferences?
How may presentattons and chccussions be helped by
.specialh: designed .faciliues? What other features
help to Make-the &Aiding and gronds more seryise,

aroactive, efkcieru. and economical? Hor is
the 'cooperative use of facAties b choots, home .
and commyriav.iinproved

THE ,irouble with .most schools is thitt They look like
schooli. Their roots are in the past whell windows were the
main SOurce of, light -.and ventilation. ()they oaracteristics
that have given the School its preSent-daYitnotIe include:

The central position of 'a teacher. stancitog in front of
acquiescent students lined p in rows of relatively uni- .

form, often uncomfortable sea?..s

The offices of the supervisory-managemt team are
'at the front4ntranee_isolated,from the rest of the 13uild-
ing, assuming that most .comkts are with
outside:
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The teacher's "office- in a classroom. which means it
has to be empty when the teacher has a fr i.? penod
or.else. the teacher has no place to go except a faculty
!ounce

Most of th, ks are in a large library where they are
guarded k+: !hp person in charge:

-The ,:e,tre footage allocated to any depart.
mere l education because there have to
be :or the spectators who attend the
eigh eie basketball games held there during

2,the ye,i'

if an auditoriutrrs provided.. the architectural style
Copies motion picture theaters or civic music halls.

The 'grounds are influenced principally by the dimen
sións of football and other playing fields with the necs
essary spectator ath:enr..ndations.

The whole establishment is supposed to serve neighbor-
hood, communityeor city pride, a place that illustrates out-
stanOing interest in .education, That -impressive purpose
gives rise to what is called the 'edifice cornplex";if it is new
and large and costs a lot of money..it has to be good.

The school building and its grounds. t.i-ihether new or old.
need to contrast sharply with the foregoing images: Their
.beautYsnould -be in form and function: Comfort inside
comes ffom chmate control -and a variety of furnisbinos.
Utility resUlts_ from numerous kinds Of places for working
and learning, listening and interdcurio._ and as _the building

ounds serve other needs that an urban, suburban,
smaD t. n or rural area requires.

The sa.iool building reflects th.;-= .,:onpt that the home
,and community arecomplemergai- Teaing environments
The school us-es them and they uni.ze the school. The total
complex shoUld reflect the need to pros;ide the best pos-,
sible environment for students. teachers, and the super-

;3
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visory.managernent team to interact with- each other and
with persons in the area with the help of a vanety of ma-
tenal aids.

Even if the buildinc Is new, it is never fin:shed. It evolves
continuously as a constant setsrch is made for better ways to
serve st..i.a-trt-s and the area population.

'Cria same piosophy- applies equally to school supplies
and equmerit. _The school does not, for example. repli.
cale the up.to date supplies and equipment of automotive
and othe- ceriters in the cOmmunity. Conversely, the corn,
rnun doe4,..)1" need to replicate recreational f.?cilltles that
are avaltaere in. frie school building and on ita groUnds, often
not used_ after school' hours, In some seuincs, such use re-
quires poke pm:.action, and other securiry measures'.
netided wherever .geople gather. However. such measures
are redu-ted wh.,:n school programs siere evPiryone boner
an:I-more humanely

,

Functions and Locations

The mar portion of the buildind comprises study, wori;,l
and conferense areas for students and teachers, The meaor
sub;ect fiel,ds have specialized areas hi larcer schools these .

areas serve rilj one subiect. while in smaller-schools, with
fewer iTudents in,rolved two or rhOre of the subject are2s
may be combined.

Each area is relatively larie. Dividers, ilowever, break up
the open spaces so that students Can work on learning pack-
ades or study da.lide.s.. either individu,:igs; or in.croups'of two

or more, Suc.- partal or total &eiders also pro.4tde,walls for
students an4 leachers to display materials and other46:e
decorate the areas__ arpeting, like the dividers. helps to-
keep con;.,,e.rsaeional and wcri.:,::-Junds reasonabil;

tineart,i are 5..mall.,conference .vzorns we;er.r?up to ZiLstu,.
d.nis can gather s4oiunti..1rAi or are ic.'ne.riuled i'or a variety
stnal group acv,.iI:ies. A: .-:erai lexat-.4ns, :n some cases

,



serving two or more of the subject -centered areas are moti-vational places where audiovisual _devices are used extensively. Also included in the-se study areas are small roomsfor conferences arnong teachers, ip_struction assistants. andstudents on a orie-to one or at mast two or three personbasis.

varaus locations in the school', also convenient to thestudy areas. there are offices for each reacher to work. holdconferences with advisees, and perform other professionalduties some schools .pu-t teachers.of the same sub'iecz togene?, i.ihJ other icin.c./.;:r. !;-,tiectrate the sub3ect areas Thereis no preferred ay Sen.C.4? iect menet. teachers also serveteacher advisers, and thus are ri touch with alt of theottier sub-JeCt areas. the school desion de-ti-----1.:ee here favorssub!ect -centered teacher offices so is easier forX.eaCi'pe.;',S to confer about their sub;ect. duties Theteacher-adviser function calls less frequenti; tor conferenceswith teachers in other departments
Since the principal andassistant principals devote most ofthem time to working with,teachers and .tudents on the im-provement of instruction. their offices 5hot.dd be in the samedeneral area as the study anct work r.4-inters for students-andteachers Most parent conferences about student progreare neid - these areas, another reason why pnricipals andsisr4r r,,t-mcpals shicAiild be !coated there,

/department chairperson's, have them oftces located near themain envance of the sichoo; for theconvenience of it =vors.Those- person5 who actually r:eed to 'See the principal., anassisreay principal, cr department head are directed to therriby the receptionist who h4e!ps each visitor 1;0 determine who'can provide the assistance needed. ThR other S,Itit teammembers. near the mem entrance f3r, the first fir.44- are read-ily accespbl.e to most of the 'prersrent:i1,4:10 neer": to see them_
The proces.4 and the Oie i0C-716o-ns thus help pubiic refe-
r:Joni and save time for ah SM !earn rnerneArs

I



Where Students Learn

-The work and activity centers for the tear,ous sub?ects are
located around the penphery of the building. close .to the
outdoors. Students engaged in study activities may walk to
a window for a brief chance of 9:enery when th,e need
arises. Science needs 'special places for animals and plants
TO grow and for the conduct of experiments where safety
and protecton are siandicant elements. The noise factors
that occur in the sdb3ect areas of health-fimess.recreation,
prac&al arts, and fine arts rfldie,e it advisable to locate these
activities near to each other and away from areas that need
more othet.

MeetingS of small groups after lar-ie group presermations
are h,6d in conference rooms adjacent to the itudy and

.rk centers InlieT-10,t rooms are preferred for these meet.,
hecause exte,':or rcg115 often present distractons.

Tne build'ina also provides teaching auditoriums for
tiational prewtations The principal ddference between a
teaching auditonurn and conventional ones used for con-
cerTs.. dramatic presentations, and spea:ers is the 'general
chap& the facility Some conventionakchool'aiadttorturns-
are_relatively levei and ha.ve seats uniformly .faegig the front
msjead of focusina on the center. stage,.Tbe atidlence space--
ts unnecessarily larce Such auditoriums are not ideal,
*; The rna-r:rrium desirable. seatina capacity of school audi .

toritirns should be about 500 To 600. Programs should be
repealed ;f rriore th3n Itlat number need accommodations,
The slope of the floor from front to back ts equivalent to
that from a hrst floor ro a third floor level Such a slope, with
ail .c.ears focusino on the stage: helps the authence to see
and understand the ofewn'taton In larger schools where
more motwationa pre,4entar;ions r,iccur each week. movitbk,

prez.entations ri the r'r_,44-ittrjrium permit three gro6ps to rroW

iirro4:::Ink%fdt:;ii'i.
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These presentation areas need the best ,possible equip,
rrn:mt to enable everyone to see and hear well, not only for
the motivational presentations-but also for fine and speech
arts programs. The teaching auditorium de.scribed here is
especially suited for these school progiamt, because every.
one in the audience has a good seat. It is beneT to repeat
.performances if .Morepeople want to see them, an expen-
ence that the participants enjoy If there is a special occasion
for gathering a large audience, it is more economical for the
school to rent a public place. School auditnriurns must be
teacliino facilites

General Considerations
improving -a school's caletena can be done in man.; ways.

Certainly the lcor-2 ,ervice facility should be bpen for longer
periOds of time to avoid The great 6nru5h of students dwing
the middle o the day;Already one large city school cafe
rema serves 6.t.4.?afast with many lunch periods and after-
noOn snacks, a good practice. Also, the cavernous, cafeteria
should be replaced by'a number of smafler iOoms, each with
a particular type of sening and supervision. Some areas are
relatively small and quiet while others are somewhat larger.
Art and borne economic '. classes plan and execute the
decor

The cafeterta n this school for everyone is not a place
where students of necessity eat what the home econornic5
department arld +V' ->ts have been unable to interest stu
dents in dung namely, to e.at a balanced junch Students
have a wide variety of ch&ices in what they eat in the cafe'
tena. Some areas euen speciali7e, in gourmet 'cooking. the
work belng done partly hy students who are interested in
the orl 44. <1 he4h,by and by othf...,1f> who wish to pursue it iirX,FI
hone/4. As is the C4S,e with other icjites. the 6fetena

-Nteil community needs, e g lung:hes ft;r5knior citizeAs

1 :3 ti . .



A number of other general features in the building need
attention. YearrOund programs require year-rOund air
conditioning. The use of glass in schools needs fo be-com-
promisednot sO much of it as in the "greenhouse-effect".
that was popular for many decade's in the mid-twentieth
century and mit so little as in the "windowless" schools
built by some architects in the 1960s. Small windows should
be placed in sitiategic positions so that the people inski. the
building may readily determinethe condinon of the weather
outside.andio rest their eyes by occasionally looking at
more distant/ vistas and attractive plantings ',that SPedally
interested.sttidents develop.

Careful planning Of access routes 'within the school
largely eiiminates conventional unproductive and costly
institutional-type corridor spaces. Study and.work areas also
economize on space as comPared with traditional .class,
rooms that have aisles, teacher areas in front, and othqr
relatively unused spak:es. Of course, all these improvements
and other changes must be in accord with fir? and Wilding
codes or other legal cor,straints. Sornetimel; outmoded reg-
ulations need updanng.

Transferring appropriale siludy and work activities from
the school building to homes and the Community reduces
the size of buildings in relation to pupil enrollment, thus. also
providing savings.

The general atmosphere of the school is improved with
its carpeted floors and ils studentand faculty involvement in
decorating their spaces. Plants and flowers should be
around not only as a pod of the borlicuhural work of the..
Khool but also for the general interest that young people,
teachers, and comrnonitY adults have in hying things: Stui,
dents enioy plants 1,11d fe.bii positively to them ilS do dulls,
Creative arrangements thus moduce pleoant place
WilViC people cal ernoi studying, working, and, learning
tOgether f161 only in comfort but. With obvinto pleasure in
doing
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Thi:s kind of atmosphere generates a camaraderie thatls
inspirational. The school is a place where 'People of all ages
are wekome. Thus it truly becomes a public service institu-
tion that enhances community interest and support, This
school environment actually produces better attendance
fewer discipline prohlems7 and higher leVelS Of Scholarship
and achievement than the conventional instutionalized
approach where some teachers and studentS seem to be
involved in a continual, compentiVe game. The few students

/ mho cannot (or at the time wienot) function properly in
-such.an erwironment, are changed to a differem place: the
school's close supervision area or to the community, as

determined by each one's teacher adviser ,

Ouiskic'the School.Bolding .

The s hoot grounds'should resemtke a park, with a %Part-
,.ety of 1 laying .areas and outdoor facilities. One school

known to thi.s writer had.'a shallow pond with plants, fish,
and water (OM. Students and staff alike entoyed it as Weli oi
ar.".i atilareol patk that combined the natural environment of
the area in which the school was located, The facility was
used by school departments and also by adults

The school grounds need to be a living talintatory (0
many of the school sub)ed fiel is. The obvious example 15
for the physical and biological . _iences; but this design also
extends to the fine arts, the iracticaI arts, English. social

::studies, and in lad, MI solnect fields The ylounds can be
ccoie an exciting 'place f Or int ex yorn.!, troyd both by students
i-nd adults.

,T.Il., separation 01 paik boaids' and school bo:ods and
slmilat .gioups ts on cniorninate development, We can
hope. however . 0..,at lp,9,/ will s.chednie many coopoanve
tictivilio'

ni,'J 4' 4) t tit 0 4. -



Supplies and Equipm0ht
Furnishing the schoctl with the tools of teaching and

learning should be ,a gyaduai and never-ending process.
Present. budgetary-prwe-luresopergr.20.al in many school
districts need te, be changad in orde-,- to-make funds avail7

contimaotirsle_ for jhe purchase of supplies and equip,,
ment as the program develops rather than requiring mas-
sive expenditures 4:,,s a part of.Construction costs. Spreading
-expenditure over longer periods of time helps to create the
image of an evolving school that, is never completely fin!.
ished.

Another important process with respect to eçiucational
raaterralS is to involve the co aria'con.
ducting the educational program. The school &sign etn .
phasizes an enlightenqd and cooperative relationship with
the community. Included is having students use supplies
and equipment located in the conununity as well as in the
school, .

The conventional approach has been simply to ask every
one in the community to pay taxes .which the school then
Spent 'to meet its own purposes An on-going, continued
relationship, in which conuMmities and schools share ap .
propriately produces better utilization of supplies and equip.
ment, For example. offices, garage*,stores, and the like
have profit motives to keep modernizing. Students whose
advisers arrange for them to siVi4 and work thete benefit
from those experiences .. lt'the school purchases some new
equipment that the adieus do not have. cooperative pro
otams niake ii available to them. There -are realisticrvalues
in the closer rebtionships among home. txhool. and cam-
munitv

The Evolving School
Teachers, administrators. and influential' community

members change their Ideas about education horn time to

15j
15;4



time_ Students differ about what they want to learn and how
they should learn it. Educatiomal research and-development
authorities recommend novel approaches to schooling.
Shortages in supplies over which the .sehoul system has no
control or the diseoen of new methods of heating, lighting.
ventilation; and the like may make alterations in ex'istin
buildings desirable. Since a school is never fi.mshed, future
needs for change must be anticipated by eas,e of remode

How to provick tOT flexibility brought some problems in
the past; for example, a decade or more ago the reaction
that some architec;$ had to the concept of flexthility xas to
provide movable wails. Unfonunately, these walls were not

from the standpoint of sound commt,-
and-thev ,...:,.tirnes interfered with proper ventilation and
lightmg was really needed were walls that couId be
changed trom trme to time with relatively little costs as the
needs ot a program changed. SeldOin does U need to
be moved immediately. In most mstances. a et,v days' ot
weekend's notice could be given

Mulh-purpose spaces in a-s..hool also represent a p,,or
solution to 'the need for flexibility This concept has n?ade
audrovtsual presentations in conventional classrooms un-
Satisfactory Carpeting AU rooms is also unsatisfactosome
should have hard surface floors: Conversely, hard:Surface
floonng n all rooms, interferes w'ith audio presentations.

f.Also, such rooms are noisier than they need to be since
students and teachets converse trecierenfiv

Those persons who plan buildings and grounds, inct
ing architeets, need to keep in.mlnd how these facilites wAl
be chan,qed as educational needs evolve over a`LO Oars We
restate an' 4.nnott3nt designconcept made eatlier ;'.ri this
chapter: &hoot buildings and the grounds are never corn
pleted They most evolve with the changing times so that
the ideas that students, teachers. supervisor managers, ald

c4r .4, .74e .11 .;
1544.



community. persons devekp may be incorporated with
reaf:onable costs and efforts.

How does this school for everyone determine when
changes in educational facilitor any other aspect of a
schoolare needed? What kinds Of data are needed. and
what methods are used? Such needs .call for different ap-
proaches to evaluating present programs, the subiect of

Chapter a Closely related, however. are -the techniques
that schools use 'to evaluate pupil progressthe subject of
the chaptet that follows this one.

Some Possible First Steps
for School Persons

. I Survey students, teachers, and supervisor.managerS to
solicit inadequacies or other problems with the exiging
school and grounds At the same time ask for sUgges-
trans on ways to improve the situation,

2 SeilW1 sorn e. part of the design for schoOl impmvement
from other thapters in order to relate the needs for that
changero the data collected-under the foregoing sun.rey.

3 Analyze how the .proposals for inCreased .use of -horne-...4
and the community as stidy and work centers
changes in utilizanon of space in the present building.,
could provide savings to be Used for better schOol facill-

4 If i:Narts of the present. bUihirigot even a total building
are now unused because of declining school enrolh
ments, invesngate how community groups. o private

, enterprises might use these facihties in return for which
the), eould.contribuw funds or ,iervices that would 'help
the school

lot)
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"For Parents and Others

1. Analyze how the ex'isting facilities for teachMg and learn
ing in homes and the community duplicate unneceilsar-
ily the school facilitiesor are unused to some extent
because of-existing school or community policies.

2, Conduct a Survey among persons in homes and corn-
rnitnitv establishments to discover possible interests in
and .iaeas -about how they might better utilize school
fa6lities.

..
3 Use the data from these stu&es meefings w;th school

officials to explore the possibilities of jotnt efforts to ttn
prove educational facilities for everyone:

a

I G2
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13
Evaluating
Pupil Progress

What are the ti tractions oi srigie letter gradeseven
pkoes and tnintoes? How does a school indicate-

haw far a s.tuderu has ptcsressfd -in all subjects? How
does the who& show how a student cornpates tth
orher? How' does .the schOol describe the unique
things :fiat each student has occornp4she0 What
Options are aiYeabie re the sludents?

Ptik:SENT systems of appraisig and reporting pupil
progress are at best inadequate and at: times represent a
comedy pf errors with traok ::cqn.seqtrences,. Schools main,:
tain these methods. farge!y 't:ecause colleges use thern,.."
Despite low levels of reliability and validity. the systeni
pin-ST.51s:

Prospective employers consider carefully the letter gradei
that hiih ichool students receive be-ause .ffiat is all the
schools provide in any systemabc way, Parents.- products;.
of the-system and unaware of options, support the program
and in fact resisichanges in it: They fear they will not under-
stand a'ne,w system,

_
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,
Teachers and schoaadsr6rotti, it.% rgoatrak .-,0 the

leneugrade system.; are comfortAle wAh. a .1nd,; hesaate to
change:, moreover.They have.had personally rq,Cvardincrex,
PetferiCeS with Wkly. succest,,itzii: completing their own

... - , ,-sChiii,.11 and universiv Programs.
' StudDnts .theiiis'elves have pers4na4 r:13.0ses: tcs4ny of
thOrn. especially ttose who reeeive. gol.;41. inarks, defend
the system for man,Y of the same reastine

i -

Present GradngSystms . .

Ca6srm of the A B CD r Or °Owl' sinnlar marking sjs

terns are frequent howeve,r. Instead of surranzing and ci

reheating all the fauhs that ,generations of teeiterk ,rhave
-panted out.. let'S !ook at six shortcofnings .01.g.s.7,0ngisnd
.repOrting pracfices. They provide background fOi;:the,;:c
maim) system:described in this book

First. Me present system is based .mainly upon competir.'c
fion afnong students rather than on measudng progress of-

indivIdual studems. At hough there is nothing.; wrong with
compoition. emptfasizing a competitive marking system
:ignores the ha-sic needs for.individual appraisal as described
later. The argument that "life is tItat'way"..Sca.rcelsi applies
here, ;

The real *Odd soos 'human b-eings into a vanety.Of socialA
economic. and occupational groups whereas the.:.',i4chnot
puts all -of them together ihrt\ one competitiVe '..systetn.
Competition ts a reasonable moyottonal devic;aonly when
the participants haVe a chance to 011 for many i4,ifeit,s

-that chance is minimal with.resultant frustration.. .

-A seCond fault adses,from the reason for continuiN the
-letter grade system: Sthool officials hke the system hecaise
it faci4ates the calculation .of-rankin-dass irAgmation that
-university admissijon Officers often reque.st, employers seek
and -scho-ok themselve s. use to select i.i.-inners of scholar

..c :6..4. GP IN 60
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'Changing any. schol rna'y be complicated..How- .

ever, ways'exist tb facilitatethe process. Systemati-
cally planned options help to resolve differences of'

pinions .about open and closed schools, thus
Aacilitating the process of change. Decisions to
.implemeni selected aspects of individualized I
methods of learning. teaching, and management 1.
are less traumatic when everyone has more choices
ayailable-..1Also, the procedures recommended here ,
call for spending money differently rather than to;

\ spend mqre, a goal that usually is popular. am!
unique. Since this schoOl's progrard involves more
persons both inside and outside the premiseg
plans and operations, ere is more widesprea
understanding of the changes and what k;appen
Transitional steps that harmonize with the ultima e.

/.
goals help to make program developments easi r
and more readily acceptable.
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15
Open and
Closed Schools

How does clarificthion of .terms and soncepts help
the process of change? What are the differences be-
tween closed and open schools? Which type requires
more srructiire? How may options in schools resolve

. the differences?

WHY should schools change? Does the. heed come from
k pressures to ameliorate some ills in the social order? Or is it

because societal pressures force changes in the programs?
ichools refleqt the social mores in* which they exist: The
rdea that -schools may remedy societ(al ills' and.,produce
utopia is attractive. However', that notio is u'nreal'and with-
out preCedent.

The realistic aim is to provide studfnts, teachers, and
administrators with motivations, rationOes, ahd methods to
work with thernselVes and With oth4rs to improve their

(.School. The methodology ihcludes enlightened, construc-
tive criticism, and participatory democratic action& 'The
focus is on the diagnostic and evaluative efforts that schocils
practice everyday.
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Thus the emphases in this chapter and the balance of .

Part 4 are on, poL'sitive programs and actions to cNange
sthosols. The aim )s to indicate some steps that schools
might consider in moving from current -practices to more
desirable ones. Any negatMsrn, Here is deliberate to show
the need for changihg those present practices.

Selecting priorities and !flaking decisions about a'rneliora-
tive piocedures are .extrejnely important. This Chapter con-
sider7TRT educational environAent. Subsequent ones deal .
with methods cl teaching and learning, expenditures of
school funds, .how to select priorities, 'relations-with the
world outside the school building, and the methqdology of,
decision making.

r

The School Environment

A basic need in plannIfor change is, to understand and
'define the present and t ultimate schoOl environments.
Every .school operates somewhere, between a 'corripletely °
closed tnvironment and a completely open one.gt reality,
there is probably no school at either .extrqme.: open or.
closed in all aspects of program andversonriel operatiOns.
What cOnfuses. is that some schoOls that claim to be open
are in.fact quite-closed:The opposite.also istrue.

A clased school environment has conventional clas-
rooms:each with a. teacher in charge.. It also has class per-
iods of standard length in all SubjecfS'excePt for laboratory
sessionS which .haVe additional time. -One 'half or more of
.the subjects.that count for graduation' are required of every-
one. Stud-ehtS work it-I.-Classrooms, study halls, or libraries,
almost alwa9s in the, school building or On the g-rounds out-
side. Homework is assigned quite uniformly. Progress; iS
measure,c1 b9 a fiveletter marking system: half or more Of
the students will receive CS;about 10 percent As or Fs, and
the balance Bsand Ds equally divided.
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All teachers and students do about the same things, es:;
pecially in the academic areas: A general attitude prevails

' that the academic subjects-are c9nsiderably more important
than the so-called min-academic Subjects of fine arts,.prac-. _
tical.arts, and physical education. '. .

At the .opposite extreme, the open school provides -a
pariety of spaces for teaching and learning, each having
dimensions and fürnishings related to the specific-activities

. that bcour in the space..Homes and the Corhmunity ?are
.used systematically as teaching and learning environments.
: The open school has' relativels; few curriculum require-
ments for everyone. Standard lengths of time. for complet= ..
ing cdurses do not exist. Courses aro included more on the
basis of how they'help stude s in the present world'in and
outside tl..school and Iess on t e . sis of meeting uncer-
tain future. needS. Learning is measure more in perfo4
ance terms than as mem 'zed content. valudion in the
open school emPhas schang 'n indivi ual performance ,

More than cOmpa isons of individua s. e open school in
harmony with the times uses more audiovisual aids to learn-

,ing, with casomewhat lesS emphasis Upon reading- require- ,
ments but certainly ho.t neglecting. them.- Decisiciris .are

. based more on what individual students need at &given
time. .

The .open sChool provides a 'larger instractional staff,
sane of whom, dd.,not have conventional teaching certifi:,
cates, based 'on-completion of specified (college. 'subjects:
Stut:lents.' have' 'many opportunities to select their Own
teache: f . A minimum of .regularly scheduled group meet:
inns le yes More tinie for studentsto.study and' work.indi
-viduay or with selected grouPsin the schOolf and commu-
nity: In all this, the school reflects the philosoPh9 that Ogfii-
ficant differences 'exiSt ainong individual students and
teactieti an d.that they,vary-considerably at'different times. <2/-

Schools need not be completely . open or completely ..

closed. Forcing all students and.akteachers ioto the same
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open or closed environment is n'either depocratic nor hu
mane: To .serve the- irarying needs of every student, and
teacher requires what both the operipind .cloSed eftvirCrl%
ipents can provide --a, variety:of teaching anerile-"Simng-situ,
ations with cortStant, constructive supervision. of all person.-
nel. Acceptance of that point of view makes: the change
process. easier ecause the entire school %does riot operate
on orie philos, phy.or the,other.

Personal Relationships r
.1

Opera:schools involve different concepts-of adifIrstirdeet
1-lations4ps. Possibly the most adverse,criticism against the
ielfcOntained classroom is fhat the eent is limited for a
semester or a year to onejeacher, a.situation which may nOt
be good for the teacher either. Spending five hours a day in
selfcontaineci classrooms also isolates,theteaCher froin the

. stimulation that comes from working with other teachers
amtwith members of the cornmunity. .

Students in seq-contained classrooms typically shave
limited-opPOrrunities to-interaet with other students.Mist of
their time is spent In interacting with the teacher,.....r.esp"dha.-
ing to .qUestions, and f011owinsAirections. Thatletting. pro-
viaes mihimal experiences fel- them to work actively. with
other students .on Prds or- .whileleaining the subject

-requirements: .. v. s 4..

Aischoal that is open:physically and philoSophically deals_
. consfructively with these situations. Students. work "with
other students an,d. with--a:.-Aiety of teachers. Even the.one-'..
to-one relationship between astuderit and a teacher-adviserv .

can be changed bsceither party as described in. Chapter 3.
: teachers..V,ork with .a vafiety of student's and' with other .

. teachers on a more personal basis.....ersons'oUtside 'the
school assist teachers-and, strider-Os, thus providing other'
types oPrelatioriships.

These:bppprtunitieilor expanded human -reiationshipS,
j however; must not tie taken for granted. Cliques "rnay form

-
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in open Schools as easily as in others. Teac r advisers and'
others need to conduct sociometric investigati hs from time
to time to .discover Who works with whom, onwhat occa:
sions, and with what satisfactions and difficulties. These data
also help tO develop readiness for change.

Certainly .there are-some students whO need :constant
interaction on a temporary basis with one teicher;.61so,
groupings of students.for a timea. re appropriatefor a variety

,

-of reasons. However, decisions on these matters,result from
professional prescriptions after diagnosis and.not merel* for

...the convenience of:teachers or schOol-administrators.---
Curriculum and Time

The conventional school Curriculum Organization is sirn
ple. There are .subjects. Called Urfited Stafes' history, tenth
grade English; typing or public- speaking. ,Some schools
have 'different _levels of courses, such .as basic or general,
industrial or commercial, or college preparatory. ,Sdme of
these subjects are ietiuired; others are elected. Once:a stu-
dent decides to take one of these courses, usually a semes-
ter or a year must be spent in that course; moreover, there
have. to be enough students to elect a course before it can
be taug h t

The mmicourses," ,becorning increasingly common,
often have definite time requirements for everyOne. T4ohat
'situation still is relatively closed. However, such develop-
ments'provide transitions to an open schodl where studernts
may take co.urses of varied degrees'ofdifficulty, for different
lengths of .time, 6nd start them almost\ at any time.withañ
adviser's approval. That goal requireS more organization
arof a .different nature ..than does the conventional pro-
grr 1..vhich the teacher knows that the students aregoing
to be the're for a stated length of time. ` .

..Fortunately, schools now may keep track of indMdual
.,student's,progrsss through the u`se of computer programs..C.
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Printouts show their adVisers aiad other inteiested persons .

where the students are and tAJhat they have accomplished:-
The process of change is e'asier because teachers and ad-

rristvetors have better information.

Evaluation and Personnel Polities
Jhe conventional school evaluates pupil progfess witha

relatively closed system : of letter grades. A student'S
achievements on 'tests, class discussion, papers, and special
projeCts are aVeragedsometimes adjusted ;up2Or. down to
reward effort or punish behaviorto giVeyeriodic grades or
final grades. in various courSes. Those marks determine
rank-in-Class, admission to a university, and often emplby-
ment. The organization of that system is quite simple.

individualized appraisal and reporting of pupil progress fs

moee complex. Eierything a student does is important. As
shon in Chapter 13, the m th'od is to record `the' number .

of segments that a'.student ompletes'iri the learning se- .

quence in the major areas of Iuman knoWledge, a'S well as
.;the unique or special things t at a 'student does..Also re-;

corded are the student's scores on standardized measuring'
;instruments, both norm-based and criterion-referenced, to
provide a basis of comrison between this student ,and.,
others, r

A productive transitional step froM ;conventional. prac-
tices to the evaluatiOn system of pupil progress in the school
for euepone is to supplement the single ;letter grade With 'a

.

repodand a record of.tlie unique things each student d,oes ,

as described in Chapter: 13: The extra time spenf in wri ng .

these brief reports will be productive bothin goodwi and .

A in mo ivatiOn for improved work.
e open school's supervikry=management team recog-

nizes the differenceS'among;individUals.in talents; interests,
and.Preparation; so that each.perst*4bes what he or she is
most a-ble to do..This all"-angenient call§ for more seParation



of functions, along with' an 'organization to avoid duplication

and.assure coordination. Precisely the sameanalOgy applies

to the "all-purpoSe" teacher vis-a-vis the concept of differ-
eritiated staffing as preSented ih Chapter 4...The compen-

satory achiantages to staff members. were pointed out in
those earlier chapters. ,

Transitional steps for teachers include scheduling twO or

moie teachers with the support of clerical, instructional, and

general aides as- described in: Chapter 4, and a group Of
students,for a block of time ,the more of each the better,
all depending on local decisioni4 .5y the PerSons involved.
Similaily; the differentiated "staff for superviskin and man-
agement may be started fore part of the school or to intro-.

duce some aspects of the program.in ChaPter 5: -

Openness without increased planning,. structural analy-

. ses, .and specific assignments and goals produces. chaOs.
Many of.today's conventional schools with looselY defined

purpoSes and practices, in a relatively. unstrUctured and at

times' unsystehiatic manner, fail to Produce the kind§ of
services to persons to .curriculum, and 'to all the other as-

- pects of Schooling that ere needed if tomOrrow.'s 'schools. are

'to be better than today's. On the other hand, an unplanned

open school will not achieveoits.goals either. That is why this

-chapter empnasiiies transitional procedures in relation .to

established priorities.
. .

The Role of Options in Changing ,Schools.

ThiSphilosophy of school' Organization and rnanagement
that emphasizes alternatives facilitates the process

chahge from conventional arrangementh to:the SchoOl for

everyone. Since a school should not be completely Open or

closed, the 'transition wisely provides a variety of programs.

Students and -teachers make choiceS; the supervisory
Management team provides the -arrangernents and sees to

. .

it that the programs work well. .

,
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A reasonable staa would inClude one part of the school.,
where the teachers. supervisor!. , nd students fUnction as
prescribed in this book. Another part would be complet4
cowentional -With moSt subjects requii-ed those being *.
Mainly academic, school bound except. for homework
assignments., and with self:Contained classrooms, the .,
.ABCDF grading system, and the like. A third part of the
school would resemUle what most schools are -like today:
transitriallri nature between the two foregoing plans.
Larger schools might have several transitional schools; each

1 with unique characteristics:
The change procesS thul desCribed must be accompanied

by the coil tion of "data to help everyone understand what.'
ishapper,iiig. to students and teachers and how productive.
the9 are in the various schools within the total program.
What really is occorring is )at alternatives ,are open to

verybqe,in all aspects of the program. The school resPects
diversity arnOng itS clients, its eniploYees, and the communi
ties it serves.

These differences -among locales-7-and even within a
given :school and in separate aspects of its.program7may
Cause consternation arnorig persons who deplore. the .:

'limited use Of comparative research data in education:Such
..,.criticism is not well4ounded. The neceSsary data Come'

from Studies Of one time in relation to another in the same
school locale.

Options do not require separate schools, sectregated Staffs'
and students,' or 'dichotomous policies that . produce an
either:or philosophy. The school organization described
here has :alternatiVg provisions, under positive controls to
meet everyon e' s :changing needs. The schdol is hot merelY
permissive: it has a structured approach to assure oPtions.
That ogoal requires prodigious planning.but holds enorMous
hope. :

1'V -The following chaptert provide more details The empha-
sis is on howto:doit. A reminder at this point iS important
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to the pt actical teacher or administrator: everything does
not have. to be done aronce nor, is the 'ame program fol-

lowed by all Persons in the school. The method islo provide
mote options.

Some Possible First:Steps
for School Persons

1. Discuss Some_ aspect of school Managernent in order to
bring out changes in methodo!ogy that will make the
school 'more open or closed.

,
2. Take the Same aspect and develop a set ofcprocedures

. that any ;eacher in any conventional classroom coeild
utilize to make the program there more individualized.

3. As a student with a particular option that yot.; wish you
had avai)able, submit a proposal for a change.in your
program to the appropriate person in your school:Be
specific in such matters as what You:want to do, how you
propose to. dolt, where and for how lbng, and how the
results are to be evaluated. ,

For Parents and 0 hers
1. SinCe expressions of some perso s and media presenta-

tions show confusion about the t rm, "open education "
ask school persons to organize a study group to consider
changes in School structures that would permit more'
individualization with increased total productivity for the
schoaprogram. The goal would be increased enlighten-
ment to offset the heated arguments that sometimes
result from inaccurate proposals ard reports.
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Teaching
and Learning

What forces influence schools? How cire decisions
made to try new .cleas or ...lifferent programs? How
does the school I qr everyone resolve problems'with
more ciptions for.. tudents, teachers, and the:super-
utsory-managernen "team? Who is in charge of
whom?

WHO decides whether or not to try new methods and
piogi-ams? The answer is complex, yarying from place to
placje.. Teachers and/or Students offer suggestions, as dp
others. In many schools, the principal-Makes the decision tO
change. In others the decision-making power is with centrl
office personneL

Local boards of educe ion \and superintendents with their
centralr\office staffs Issuè policy statements and prescriP-
tions. In \larger'cities, thes diiections also can be relatively
remote from a local school, 'even when area offiCes are
created t6 bridge the gap.

Legally, schools are'creatureS of the states. Their conqol
ova/. eduCational programs; hthyever, are remote, Mostly
tied to finance. State departments of- education often en-



'courage innovative practices in schools by proyiding funds
'marked for designated programs. PriYate foundations exer-
cise influence by granting funds for specified developments.
Aggressive salespefsons, comrn.carclal groups. pressure
groups, and others urge changes in methods; -materials,
and programs. .

In the final analysis, the deCision to seek better teaching
andlearning IS mainly local; school by school by the per,
sons whO work there With approYal of their goVerning
bodies. ThiS decentralized ,approaCh has produced changeS
and continues.%) encourage the search for better ways -to
conduict teaching and learning;

,

-The Past Has PrOduced Chanes

This concept of a school foreisryone is neither new nor
.uriiliue. No conventional school today allows sti.identf.-,
nearly as much .time .fOr independent study.as did the One;
room school. Few, schools today make as effeptive: use of
.the.. Community as a'.1earning emfirOnment, s voca0onal
_agriculture prograins dItil more than-a half century agoiand
still do, Those were the days when.a youndster enter
the (1st grade nof by the date A birth but at the ectsion'of
OK. withihe mother. Th-4-tontinuousprOgress con-
Opt, although'Aone quite poOrly years ago was called
doublerpromrstam.

Were'schools better 4 half-century or more ago than they
'are tdday? T1-1 answer depends upon the'criteria that per-

.
-ogns use. Those ichoo!..s had Shortcomings that do not exisi
t:odaY eyenin conygntional schools: On the other' hand, in
,th..2 zeal for efficiency and tinproved teaching and adruinis,
'.ii-ation,i'some feature's Of indMdualization that characterized .

.

schools then have since been abandoned.-
_ -World War 11 interrupted the progress toward niore indi-
vidoahzed learning and professionalized teaching\sunder.



f

taken during the educationally excitin2 decade ; of the
1930s. Physical education, glObal/geographp, and industrial
education received considerable emphasis in the interests of
winning the war:

.14atjona!'dviense programs in' ine.195bs and early .1960S.
emphasized the fields-of r ,athernatics, Science,-and fOreign'
lan4uage with greatly incrE;ased numbers.of sChotil counse-
lore-to urge ;large 7student!!nrollMents :in these fields..Some..:
good was done. WI many students were 'turned off by the:
resultant programs. ,During the same period, foundationi:
and governmenti supported a variety Ofprograms
indMdualizelearniWirichools; to make better:use -Jf
vision and. other neWsdiatand to obtain better utilization
of the prólessiorAlients of teachers. .

s'Extensive natio614p4ets in :English and, social studies
. .reshuffig.ci the'curricirJusil and modernized teaching in..theSe

4 V.lds bat ,failed, to make the kinds Of 5urriculum decisions ..

:described in Chapter 6.:' Efforts tp improve the fine aris
.u-Sually focused on excellence and appreciation rather than
011, how to Utilize the ideas of form: beauty and ctilture in all
aspects.ofliying for,all:Persoris.

..Advancq in &L.: 2iocess1ng seemedi4offer`poWntial for,
..indii,;idualizing school programs bi:0-,.1--mforiunately those.

'techniques...Wire most Si-Rh used to...do laster what should
not..beclone anyWay. -They p)rinted.out7,tie Same kinds .of.

:grading and rePorting formS:. Modular sehêdules'chan4ed
time allocationS.but little else. Better records of exPenditures...:
for 'sChool supplies : equipment. arid ..perSonnel, seldom
changed the philosophy of tlie schobles.in,.making better
-tses of therm --

Many of these tnnovations of. the fifties and sixtfes..were
fragmentary and disappeared' soon after the indney to
stimulate them was gone. These-efforts. however. contribu
led to the present dissatisfactionS,with the status quo-6nd ."
produced readiness forchan§e.RelativelY few persiins -want
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,1 to retuin to a particular ki d of schOol in the past eVen

!though they have difficu ties in arriving at\consensus abOut
: what needs to be done. -

Examining Some Key Issues

Barriers to school improvement arise: when people spend
too much time and energy in defending thek opinions in
stead of seeking b,etter solutions 'and rnore workable pro-.
grams.

AlmoSt two .de6des a*go. this aUttior identified and dis
cussed: "Eighteen Representativelssues to be Resolvecr if
education Were to improve. TKrey are included here because
-.they represent exampl6s u(the need for resokition, not for
defending bositions at/le extreme or tfe other as is done
8o freqUent19. 2 .

DiscusSing these)4sues nbw can enable yob aild others to
take significant firit steps in developing the options that a
school for evet-yone needs:

4. Freedom-arid CompulsionWhether educational pro-
- grams of the futuie shall:develop students who feel free

to conform Or to rebertonstructively. and who under-
-Stand hoW. to participte in moderate social actionor
whether theY shall produce students with a compulsion.
-to conform or to rebelandiwhq either aSsume a
faire attiiude or conduct violenf social action.

2. Communication Whether the school shall deyelop
students who communicate effectively with .their I

peers-Lor shall continue to produce those who fail to
listen. observe:speak. or' write well.

3. Indepehdeni Judgrnent Whether the school shall
plan programs to help students know when to rely on
their own judgment and resour&s --or shall allbw them
todepend on Some-adult or other person to whom they
are personally attracted fOr some reason or other.
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4. Using Knowledge Whether the school-program shall
develop students who understand thai knowledge is
essential for cre17tivity or inquiryor, shall encourage
students to ignore basic knowledge, or value it largely
for its own sake. I

_

5. Men and MachinesWhether teachers shall resolve
-for themselves-and their' students the respective roles
Of men- and machinesor shall ridicule or ignore tech-
nical progress.

.

6. Explaining and DiscoveringWhether teachers. shall
make enlightened choices between explaining matters
to students and encouraging sludents to discover things
for themselvesor whether they, shall over-emphasize
one,or the Other in their teaching.

_ .._

7. Professionalizing TeachingWhether teachers as indi-
viduals or in their organizations shall work for institu-
tional arrangements that can professionalize teaching
or shall continue to focus narrowly on certain salary,
welfare, and certification aspects o a jo .

8. Curriculum Organization Whether, the school shall--
develop curricula that are logically and sequentially

_planned from. izthe beginning to the end of organed
educationor shall continue a pattern of artificial divi- .

sions, unnecessary or unplanned repetitiveness, and
aibitrary terminal arrangements. °

9. Basic and Depth Educatiob Whether institUtiona)
.arrangements shall reduce or eliminate the cornpetition
among subjects for the basic education time of *dents
and yet providetime. for specialized interests-6- shall,
continue to encourage curricular competitiveness and
inbalances.

10. Independent Study Whether schools shall create set-
tings that encourage independent study by pupils 'and
professional activities for teachersor shall continue to
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foster .conditiOns that inhibit those objectives through
rigid use of space, time, numb-us, and content:

11. National and 'Local ControlWhether schools shall
deCide what curricularNand other educational arrange-
ments need national uniforfnity and what need the im-
print of local and regional differencestor shall control
these matters locally as much as p ssible.

12. Student Groupinj Whether soh° ls shall vary the size
and compo !non of pupil groups with the purposes and
content off instruction and the needs of individual stu-
dentsor 'hall, continu'e to use standard-sized classes
and classroo s for allpurpOses.

13. ,Appraising and Reporting Student PrOgress Whetherz
-shall carefully record.theprogress of .each stu-

dent in all aspects of learning that the School monitors,
noting especially the particular productivity 'of each stu-
dent in comparison to his or. her own previous efforts,
while using norm-based instruments to hplp the student
assess better his, or her talents and accomplishments
or shall schools continue 'to' compare students with
other students of A particular group wifh resultant
grades of 'A 8 C p F.-or pass-fail, and the preparation
of reports showring rank in the.particular class 'or group
to which the student belongs.

. k.

14. Human ResourcesWhether the school shall Con -
stanq reevaluate the use of human resourcesor
whether it shall follow Conventional policies that em-

ize unifOimity, 'sstandardization, and operational
smoothness.

15. Educational FacilitiesWhether schools shall des./elop
rational educational specifications and then build and
rzmodel accordinglyor shall permit routine material
fe-aturts or standard designs fo get in the way of sound
educational Practices.
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16 Schoat Monesi Whether schook shall spend relatively
less money for some aspects Of instr!ctional serVices
and capital outlay and more for cthars, the aiteriOn
being qu&ity or education& outcorrtesor shall con-
tinue to fokw standardized fiscal poiicies that, tend to
ignore relationsr.ps between financial input and. prod7
utt output.

17. Evaluation Whether sthnolS shall" evaluate school
excellence-on standards :hat are essentially .qualita-

%

tive or shall continue to use those that are mainly
quantitative.

.18. PrOfessionalizing Stipprvision and Manaement
Whether individuak engaged -in supervision and man-
agement will have' assignrnents especially .related to
each one's talents ,and ihterests with a staff broad \
enough to cover the various functionS that need to be

e or 'shall continue to assume ,tnat' all members
engaged in suPervisiOn and management wi11 have the
same kind of:training and be expected to be expert. in
all aspeCts of the tasks.

The questipn is not which point of View is righ-t. but rather
how may a schOol accommodate divergent points of view?
The challenge is to provide as many alternativesas possible
and reasonable:with continuous evalUations tO help every.
one. make -bitter decisionsxbout teaching. learning, ,and
supervising.

Program Planning and Decision Making
A basic characteristiC of this School is that.everyone has a

voice it decisions that can influence personal achievements
or the school progrant That goal contrasts with conven:
tional situations where sodometric analyses reveal the VII-
portance of knowing whorrkto talk to about. what is needed
in order tc get "SomethinV.done. Direct communication

,
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among' students, parentS, teacher advisers, counselors, and.-.: the principal or assistant piincipal provides.the action whenany one of them requires:attention
in -scheduling, locus ofstudy arad work,.progressorlack of it; and a host- of other

, important-considerations..
. Whom do you seie' to get 'action on suCh-and-such a per-sonal -concern, a program change, to have a repair Made., or'Some hew Supplies or equipmeni? The .key to. answering
those questions and Others is in the differentiated staffing

. arrthlgernents with the specified--;lines of authority and .-decision making as.described in- Chapters 3, 4, and 5,. alongwit 'the comprehensive program eyaluation methods- pro-pose in _Chapter 14. '

Struc ure° without substance-, howeyerils inadequate.Conventional sChoolS have formai and informal tvays4143
..- get things done. Many-persons in them .havelearned how toplay. file garnes in ;pose ielatively closed environments.

. -Analys e s reveal the devious youtes. The-difficulty is that .som&per\ons are Dore succesgful than others, a factor that'is not con iicive triidh mcirale and equality of;tipportuniii,,.
:,ties.

. .

The decision-making process .and the neessary corn.
:rnuhicalicin lines mdst .be eqtlaily-open: to all regardless of
'-status. The'voice of the leastipowerful.-student, teacher,. or
sUpervisOr:manager needs to. Wheard-andaceed ufiontheSameas any other. The teacher adOser system and the

-. superyisory-management amangements deScribecf in 'this,'
1book make that gOal poSsible. - ....

Decisidn making also is widely shared. the:mOt-e oRen
...-.the school, the greater th&opportunities .-Por that -result toOccUr. Periodic investigations, trfarefforts, and ccintinuousevaluations ensure that it does.,

..Many, of-odats practices..are contrjw to the, fpregoing',goals. The situation results'. from colletive,,bar§aining,strikes, griev,agce procedures; negotiations, and th`e like.
.



which seerkfiecessary because individuals believe they are

not allowed, to participate adeqvelY in. making deciSions..

Breakdowns' in comrininication and the reluctance of gOV-

erning bodies to act in the spirit of the proposals.constitUte
.

other barriers. ,
_These break owns result from a varietyOf eikrsete.. Cohl-

pletely opPosite points of View, unwillingneis of\ some indi-

vidUals to talk wi h others, issues that have highlexplOsive .

inherent qualitieslunreasonáble selfishnkss, and iftempts to ..

make decisions about matters over which persons have no

legal Control are oily .a few examples.
HuMah selfishness and other asPects of nature, are not

changed in a weekend of a month.- On' the other hand, as .

persons in more opeu,%choolsorries, and in community

-. environments experien e cooperative ,give-and-take and

consensus-reaching apPrqaches to decision making,, the

restilts cah be much.better than conventionally is.the case.

.Most strikes ahd grievance procMtures .result from the .

Of persons to ieath Yeasonable conSensus.

Ultimately they do so but, in the meantime, scliZols dose, .

tempers flare..vlblence. develops, and otlier occurences re-

sult from yes or no anSwers that interfere with -operationS,

7 and humah riglys.orpetimets, COuise, sti;dents, teachers,

Parents, adfniniStratOrt, atld others do not know Or sacCept.

their ri§htS and r$sponsibilities.Ultirnately judges and jurieS

.may, have to rt4ie deCisions ingteacr of thSchool people
themselves.T14 outCome is not the -goal ive seek.

. -WRat are the/answers?
I

The pripritylin this schooNor everyohe, as reiterated tirite

and agaift,- is for optional Prograrns of personaliiation: The

antithesis is- when a*Conventional school applies policies

equally to everyone. The proCeduresLhere in Part 4 empha,_

size-the develbpment Of unique goals for giveb:institution

and for each individual related to it. Thejewer "yesiof no"

anstvers the better..The task of eaCh'PersOn who has to help

someone else make a decision is. to consider the availE,ble
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alternatives and to seiect :the best one,' recognizing that
fur4ecisions down the road are possible.

UnifortnitY and Variety
.

..

Variety is said to be the spite of life. That is true for many
persons. Othef . individuals find more satisfaction in uni.'
formiiy. Moreover individuals thange their perceptions
from time to.time.The school that adapts unifOrthpolicies
and programs for all students, teachers, and the luper-.
visory-managen-tent tearri cannot posSibiy help every per.

.. .- son to 'develop humahpotential to the fullest:
:: Providing options makes the operation of' a school a...

3.

simpler procese A school .that adopts 'and forces uniform
polidies and procedures on evexyone brings.. unnecesSary
Problems to those perSons who are responsible rnfo ranag..'

\I: ifig the enterprise. For-example, to announce a po icy that
no._ one in the sChool will receive a failing grade is just as

: wrong as it would be to say that the possibility of remving a
failing grade is inilictedupon eVeryone.:

Na defensible reasoexists for forcing all students into
any sySterri.- There are-/Sbund leasons for the PropOsals in

.. Chapter 13 fpr eValuating pupil pro'gress. True prpfessionals
will tonsider efind explain the'viable alternatives suggested

: there.' .
.

The fetish of uniformity that charatterizes' so mah'y edu.
7 catiorial programs develops froth -the false notion that such.

procedurgsare thelairest way' to treat all individuals.- More
realistiCally, such policies' develpp-so.that administrators do
hot' have to' think so mah atAut what is best fo;:lhe indi:
viduals who are concerned.

Superi/ising and managing' an ente-rprise that seekS. to
. develop fully the interests and talents of- each individual

calls far arnethodolOgy that has hot been emPhasize8 ade-
quately in Most preparation programs for, teachers and

. dministrators. There never, has been, mit- can there ever be,
_
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a single 'best way to organize the curriculurn,to design a
- ,
schoOl building-and provide suriplies.and equipment in it, or
to..kreOare teachers to teach, to organize learning and evalu-

4ate progresS. That /is why options are; essential.

,

Chaos Is Not the OutcOme
. ,

Alternatiire .decisions about teaChing and 'learning .need.
7 not produce confusion and disorder. All the a ternatives are

-under control and sUpervisiony,
..,Sorneone is a.tways observing And e<Cia the results:
teachers/and teacher advisers over students,:superiiisor--.

'managers over the differeniiated instructional staffs, central
office personnel over the/local school supervisory:manage
ment team, officials in itate education departments and

iregional.accrediting a'ssOciations over all the others, ancl the'
' pbblic over everybne7/and,conversely.in all eases.:

.7 How decisions are/Made is one key issue....How the oat-
comes are evaluate/4 is another. The goal ;s constantly to .

make the' school ,A&better institution for ever;:n2. Sys-
tematiC decision rripking with-constant attention and follow-
up enhances hurnan values, Sornebody care's!

alternate approaches urged in this chapter make
changing a- .schdol an easier and More effective process .

pile question remaining is, will it cost more in taxes'Or per-
-gOnAl expenses? The chapterthat follOws this one provides
answers.7 .

/. Soar*? Possible.First Steps
for School Persons

.1. Think of the nkcist recent controversy in ybur school or, .

,an ittack ork the program as it nbik exists..Then through
prbcesses of involverinent by personal contacts or mail,..
find the variety of proposed Solutions that persons have
to suggest.. Be sure to iniiolve some parents and .oter
taxpayers. as well as the staff and students.

V.
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2. Select several of the proposed_solutions based bottipn
frequency and ease of implementation that Will likely
find wide acceptance.

3. Provide these options in a:well developed and eViluated
program.

'For Parents and Others

1. Perhaps you have harbored in your niind for some Arne
an adVerse criticism of present school programs. Think
how the sch8ol could meet your objections without forci

-ing yoUr ideas on everyone: What options do you pro-
pose?.Then discuss your ideas on.that basis with schoOl
officials, using the approathes deScribed in this chapter.



osts and Productivity
C 7

What methods Pie blet for assuring accountability in
Chool Programs? Hi)w can the perkparice of stu-

dents, teachers. and: supervisor-managers. be im7
proved? How dre eZpenditures related to pro-
\chigtMty?

: ..;1.

t-

HOWa schOol district spends its money actually reflects",..
-

the eduaational philosophy of the voters, the governing
body, and t e employees. That generalization applieS-tckall.
districts reg rdless of the finances available

- The basic question that school employees and other re- -

lated.officials need to answer is: what changeS in outcomes
for student, teachers, supervisor-managers, and the com-
munity in general result from past, present; or proposed
financial expenditures? Stated_chffer'ently, hem cf;bes finan-
dal knput affect prodUct output? .

Answers to stich questions db not come.easily forja num-
ber of reasons. Some ptocedures are beyond the t'ontrol of :

school personnel.: Powerful pressure grdups influence the
pasSage of lows and,enforcement 'Of regulafions. Also, there
are Sudden and at times unexpected changes in what,
money buo, effect§ of supply and demand on personnel



and .goods.. unanticiPated alterations in
policies; and outcomes, and others.

school -needs, .

.1.

Confusions Abouf Cause's and EffeOts

5Chool''ClistrictS.vary. widelyi in the ,amount of available
fu-nds to support schools. The affluentzRnes can and usuailY
d6- pay higher salaries to their' emPloyees, spend mOre

c funds on iupplies and equipment, provide more:seryices,
have lower teacher-pupil ratios. build more expensive
school structures, haYe'r-nore books in libraries With more
elaborate facilities to house them, and furnish more services
than do Other less.saffluent school disificts. These superior
finances,usually result from higher tax bases prbduced by
indutry,,business; luxUrious residential areas, or other spe
cial resources .

the pupils in theSe' affluent school districts tori4irorn
highe4:-,incorne. hoines° where .the: parents be!ieve in the,
kind Of education that the school provides and the kind of-
expenditures' that the program represents. Most of the par-
ents,.are college graduates who have high expectations of7

' -their ,children. The parents are also capable and wi1lirg to
h* their sons and daughters._
'Consequently, the ,pripils from these homes do relatively

well On standardized tests and other norm-based examiria--
tions. More of -them go on to colleges and universities and
,more. of them succeed then: do skidents from average or
below average income homes. The natural assumption,
therefore, is that quality education results from the expendi
ture of more money per capita. 4 -

Conversely, in areas that are not so affluent, teacher's'
salaries may lower, fewer books are in the library; and the
building may be old and shabby. Moreover; the students
who graduate from these schools do not go irr; large num-
bers to universities: certainly not so many _of hem go to the
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prestigious ones. The students do not perform as well on
standardized and norm:based examinations nor do they
win as many academic awards as their counterparts in more
affluent areas. .

The conclusion is that the school system does not spe5id
enough Money and that the whole sitUation wbuld be re-
vbrsed if the expenditures were increased substantially. Is
that logic sound?

The idea that, school quality depends directly *Upon the
amount of Money spent per pupil has produced some
S:iocking results in recent times. Many people conclude
that if the amount of.' money sPent on inners:city or rural
/t3i.ith Were increased to the . levels of the'affluent, sub-
Urban areas: the quality o( education would be increased. r
The results are disappointing. It simply does not v!,ork iht '
way.

Costs of Tht,School Desgn
The schooljor everyone described here does not need to

spend more money than conventional -schools.' excepc
possibly fOr smite initial expenditures. For exgriple, it. May
be necessary to spend money to,helP parents and taxpay-
ers understand what increased fidividualization.and the re- .

deployment of the pecifessional Staff really Mean.
Such money would be Well spentespecially whenione.

-considers that money has been spent improperly in sothe
: communities to \provide parents and taxpayers With erron:q.

etaus concepts; the 'need to reduce class size, to inereaSe'',
teacher salaries to consolidate .districts, to cpstruct new
bUildings and to f)urChase expensiVe suppli0,and- equip-

. ment as sure ways to improve teaching and learning.
Truly professional peopleas long as they have Prpper

support staffs=,shduld be laaid saWes that coMpare fiVor-
ably with those Paid to other person: wiih similar mniverSity
preparation and with coMparable responsiWities.'AS the '

2
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schookdeSCribed ,'Iee j)TolitiCes better' i5utconies' fin sttgto
, -

.dentS and ihe hOmes and the coMmunity it serves, the rea-
sons for higher salariesffor the teachers and'isdrnintitraiors
who mOce it-work becomelncreasingly apparent. --
7. The 4Inph8is Setie is on spend,ira money differently.

,,I--
SchcoOlCostsedan.andinuSt be.relat 'directly to productivity
as shown latoin this chapter. 1

Cos.rn and Ptogram Chaiacterkstics
4;i:':, :ii,t ,.,. .? .::,

The need increasingly is to show hoW:different school. ,:. : ':

expenditures rita§ ihcrease-stfrdent, and staff !productivity...
------;*ch7ainalyses.=gn.le.pe people who7provtde financial sup- ..

lioif -arril other,. typkof _assisianse-::onfidence that aiejr , ':
efforts ib change prOgrOts'and.: eziperiditurq are prOducing
better results. The Oaragraphs that follow sfi',.'it:i...-.10...v this Can
be dne. '5''' ,:'; '.`::: :,. ' I;;--,-;, - --'.-e. :.

... i...

-.:.-:.-. Chapter. 3 emphasized the ,.tole andthe.-contributions of,:,.......;;.
......,

-, - , ... .e the teacher adviser system-4f one. assumes ,that teScherS f -1
, . - .: , . :

....have a''Work .week:inf -apiirox1'otely=140 htlires.the sug:.: '
gested allOcation - .? :,-,, h4:,urs. uYeekio tirefunctl9n of ,.

'tea6h6-adviser c.,:ill: i:..ir the ,2venditure 16f ottgth -of".
'',..,.. ..

'the aVerage teachers.,saleiv, for this actathh7.Tbei'statisticA,-...
,

. ..,

here involves ,reiatir2r,..Ship t6 the..tplal salaries of alkeach- :
:::. ..tt.s:in. the," schObVrathdi, than in terms:of what is paid
t., giVen incksfrdual.
,...- l'she follOWind4uestions illustrate hcrt&: a school can Ine:

. ...

.sUrethe productivity of-this expenditure,:/,:,1 !*- * . ..`--

4-71-0 what extent ha.,s each; StUdentin the school.arrive# .
1, , ..... .

., at tento,ive career choiCe(il and deVeloped a series -,

i' olhcibbies 6.r'speCial intersts'? . ,....1; ':' ' ".''''''':-' .. ', , ,,,
What'-effedi has the'pragram. had on nu,rntind .

.characteristits- of,...dropouts and Jailures. both of
Which the teacher advr systern aims to decrease °-..

_ sharply:7
.
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How have the self images .91 students in this schliol.
changed?

'Whom do students see noW in order to solve a prob-
lem. resolve 'some dilemma cir make soine decision
that is. Important to the individual? What are ;the
outcornes?..

.::,--if-thed-nswers to these questions arks others that the staff.
end Community:list are more-positive than the answers pro-
vided in the past..the taxPaYers have a basis for knoWing
that the expenditures. of . tunds alOng these lines is Mcire:
prod tictiv.e. in this school.drlormerly.

: ChaPter 4 presented the piCture ot schnol.where teat:h-
i ltig was more fruly a profession. How does ihe performance

of teachers in this school der now.from..what teachers did,:
formerly and What are the results? Here are questions that
need anSwerS with significant data:

What curriculum changes haiiie occOrred?

Is there more precise evalUation of pupil Progress?

is thereincreased use ot community resources?

.What different teaching...Materials has the staff devil...".
oped? .1.:

. .

Do teacheirs sPend less.tiMe on clericat.dutiel.i?

Have teachers been released for .momProductive Work;
-through the help of instructional c3W.Stahts?

What-new materialS, professional articlenitv. Meth-.
odS, and the like, have teachers kriduCcd?

Have teacher's found and:are teachers using their. own
special interests a.ld performance in aKeaS where
they have Special *talents7again 'as comparedwith:
teachers in this schoOl in the psi?

* HOw 'irnitch time do teachers' spend with IndividUal
t;todents as contrasted with grdups of.students?
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Chapter 5 disCussed what the suPervisory-management
team needs to do. Many of the sime que§tions that' were
raised with respect to teachers are relevant here fbr the col <

lection .of data on productivity as compared with baseline
data in this school. Specific answers tOsuch questions as.the
following are analyzed:

'How much time do the principal and 'assistant princi.
pal Spend directly in working withteachers arid what .

activities are used to improve the quality of teathing
'-and-learnine

What is the quantity and qual6 of information about
the school that the external relatiOns director
provides? ,

Wnat evidence shows that the community has better
information than formerly about schoo: expendi-
tures. serviceS to students with special "problems.
relationships with other community agencies, ern-..
ploy.rs. school ac;ivities, arid the like, and the-pro. ,

.ductiv4 of the differentiated staff for supervision
and management?

The answers to the foregoing questions about changes in
performanee of persons are essential for determining
Whether' taxpayers. parents. and studenis are getting in:

,creased productivity for the dollars they invest.
Chapter 6 described .a school pfogram in which funda-

mental and. productive curriculum revisions occur. The
analyses in relation to costs consider what has happened.

To what extent has the school reduced the amotint
.and kinds of content and activities defined as essen;
IV and, therefore required of all students?

Are studenis less bored with school than they formerly
were?

How many students believe that the curridulum in the
school is relevant to their needs and interests?
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What changes have occurred in hobby and career
choices by individual students?

Chapter 7 analyzed where learning occurs and how to
choose thea best loczale for it to happen. The analysis of
productivity examines changes in homework and how the-
community is utilized as a learning environment:

How much time proportionately do students spend in
learning activities in the three localesschool, home,

rand community?

What learning outcomes happen iIeach of the three
places?

° How. have school expenditures ch nged. as a result of
systematic use of the cornrnuni y and homes as
learning centers?

Chapter 8 described methods used for motivaUg- stu-
dents. teachers, arid the supervisory-management team,
Numerous questions were posed in this chapter about, how
people spend their time and -with wnat productivity. The
emphasis was on comparisons of a school at one -time uis-

. avis a later time with analyses extending over a number of
years.in such outcomes as the following:

How-has the school's program-for motivating students,
teaches, and members of the supervisory-manage-, .

ment team increased their productivity?

Do.they feel more safisfied?

Chapter 9 emphasized the development of human re-
lations and interactional Skills. the productivity Measu'res
here concetn how _people are getting along in the various
environments:

Do sociornetric measures indicate more 'and different
kinds of contacts by students with each other and
with adults as compared with those contacts previ-'
ously?
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What comparable changes do teachers and super-
, visors experience?

Chapter 10 developed the concept of study and work.Sin Ce these aspects represent the heart of the learningprocess, productivity concerns learning the essentials, doingspecial projects and creative ctivitieS,.as well as scores on
various types oftests. The data need to indicate:

What do various kinds of students do that-is not re-quired?

40 How does this productivity compare with the 'required-
and-elective system that operated previously?

How does student learning in homes Snd in the com-
munity now compare with earlier hOmework and
the use of community resources?

Chapter 11 concerned the elements Of time, number,
, money, spaces, and educational supplies and equipment.

The data are:

How do all of these structural elements in the school
compare with or contrast in quantity and effective-
ness with similar data from earlier times?'

Chapter 12 dealt with the appearance of the school.
ProdUctivity isjelated to how well the building ancl grounds
serve the needs of the educational program.

Do' the facilities produce negative, neutral, or positive
effects, as feVealed by judgment on a checklist?

How does ,the extent of duplicated facilities among
school, homes, ccirnmunit, cOriipare with data fromearlier studies?

Chapter 13 dealt with. evaluating and reporting pupil
.progress. The productivity study analyzes the quantity and
quality of information..that students) parents, employers,.
and colleges receive in comparison to the A BCDF or Sim-
ilar marking systgrn the school USed previously:
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How does the new information compare in quantity

and quality with letter grades?

Since this activity represents one of the most important

functions that a school performs, how much more

time, effort, and money is given to evaluating and

reporting pupil progress as contrasted with earliei

-analyses?

Chapter 14 outlined the methods of evaluating the pro-

gram. Data are colleCted to answer these questions:

Do more people understand better and believe More in

the program?
o_ _What changes on norm -based or criterion-referenced

Meisilling_deVices have occurred since the previous

evaluation?
.

How does the productivity of this schobl compare in all

aspects with similar studies done earlier?

These Data Are Crutial

What may appear as redUclanCy in this chapter is cieliber-

/ ate. The basic questions are: Should a schciol district Spend

increased funds on a conventional khool?.Should affluent

/ commimities that Spend money easily and extiress

faction with what its favored students produce, really feel

satisfied with their productivity?
The reader Will notiCe that ihe comparisons Pf: data "are

V/ith thOse findings in the.saine sChool at an earlier daie

rather than with sOrn0 other school. The usual aPproaches

are otherwise. That temptation must be resisted because of

eri:vironmental.differences that influence and contaminate

the results. Are we as good as they ? is a natural question.

The answers may motivate changes. However,. the opposite

effect also is possible: We can never be as good as They.
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This. write'r believes that any nation, state, city, or coUnty .,
must use a method that analyzes increasesin productivity
from year 'to year within the same school environment
rather than' emphasize comparisons between, one school ..
and another. The-concept here is that an'y school may pro-
duce better results with Present resource's. A b*ic step is to
do bette-ir with what you have.

. .

. The analyses 'presented in this ctiapter call. for .different
methodS and .more efforts in evaluation than most schools :.
provide. However, *se steps constitute the only defensible..
way of meaSuring whethera. school is' actually performing
as we1i as if should 'be 4oing. Even more important, are
increa\ ed 'expenditures for whatever: purpose producing
better results for student's,, teacherS, or supervisor.-man-
agers? -. .

Increased expenditures to cover increased costs 'of living
ancLraw materials are on.e .thing. Increase's for improved
productivity are: quite another. The school for euerypni
serVes both needs as costs:and resujt. are related.

The data 'must provide .analyses that everyone cad.
understand. -Equally' important, the, people that receive'
the report's must have motivations and the; methods to do
something constructively..For example, if sttidents have not
developed identifiable and recorded. ,hobbies . or special ..

f- interests'beyoncl the school's required curriculum, the ...,
.' teacher adviser system is not working. The total nurnber of

-students .with. these 41or2tcoinings indicates degrees of the. .

sstern's.sliccesses Or failures.
Then there -Must be a Careful diagnosis, including analy-

. _

.ses Of.:corriprehensive data, to produce one or more pre-
scriptions fbr further improvernents in. the .system, as des-
cribed -in Chapter 5. After a period of implementation ,,-

putting decisions into praCtice the results are .arialzed
again to -show improvements or the need for further
change's. The same procedures .pre. used With-every' clues=

. .:, , ,
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.tionolliited earlier in this chapter7as well as other questions
that school and community persons evolve. , .

.

There is no other Way for taxpayers oUtside the school
and persons in it to get _better results from the money they
spen&That commitment brings a sharp break from expec-
tations and actions in conventional school t. arid in orne
recent state programs for improving so:called accountability.

Responsibility for relating costs to pioductiOn rests Pri-
marily with,the persons.involved with theactivity: Teachers
need to analyze how they spend their time an'd what resultS

-` come' frorn what th4y cost the taxpayers. Students and
teachers should analyze. time. materials,, and prograrns.
Supervisors and managers .shoUld do the same for their
wn activities and help students ansi teachers in their re-

.. sp7onsibilities.as indiCated.
.

'Central office persons can help to :develop procedures
'and inaterials to atsist locar'school persans in these proc-'.
esseSaS well as analyze their own.efforts. The board of
education needs to adopt.Policies that reqUire.these studies, '
reports', and retothrnendatiOns7and then, develop further
policies:to improve the situations.

All of these responsibilides and'efforts are directed not
toward bliri'd economies or Petty inotive,s but rather to
achieve better satisfactions and productivity .for everyone:
Schooling can, be More effective arid efficient when': the

, .focus iS clear and sharP on providing an environrnerit where .

each individual student, teacher, .and other employee has
'optimUrn satisfactionS and. productivity. Those goals are not:
antithetical. as sane pergons and organizations sometithes
say because they, have failed to analyze situations scientifi-
cally and humanely. . .

This iahool for everyone takes, a positive approach to
relating costs and results:To do sb'requires unconventional'
approaches to public relations as indicated in:the next cap-
.ter. :
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.Some Possible First Steps
for School PerSonS

1. SinCe'the number of ouestió posed in this chapter ihby
overwheltning,the suggesti n is that you and yOur

.c011eagues select ohe or two of e items for investiga-
tion. ;No outside person or one in?:iridual can decide
effectively for you wharitenis are mdst crucial in yOur
community. \ I

-2. Having decided what to study, be sure to state in meas
urable terms what performance and productivity are'
expected. Then collect the data, noting the present costs
of producing the results you have achieved. Keep the

.
resultant data for future comparisons.

3. The next step is to rhake whatever changes in your
program that you believe- are both .pOssible and impor
tant.

4. Repeat Steps 1 and 2 after the new program hasoper-
ated for a 'length of time, in most cases for a year at least.
Compare the data with what' the former program pro-
duced. :Then analyze what-ha-s-- or 'has' not produced
differences in your findings so that yourpay diagnose
the results for poSsible further prescriptive actions..

For Parents-aridother Persons
1. Some taxpayerS' organizations appear:to have only one

interestto reduce taxes without reference. to effeas
on school productivity. The focus is on school taxes be-.
cause those coSts often are the only ones over which

44

local persons have direct controls. Closer cooperation
with school personin designing' studies of more produc-
tive..procedures is essential. The first step is to attain
better comrlinications with school persOns in order to
conduct studies of the type that this chapter suggests.
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2. Organizations of parents and.teachers, that increasingly
include students, should take teadership in involving
other community persons and', groups. The goal is to
make democracy really function by seking consensus
and acfion by the majority .of persons rathe( than by
smaller segments of the7poPulation, that is;spedial pres-

s . sure grouPs.

a
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Relaiting to the Public

What, do conventional: programs Of public relation .

aecbmpliih? Hod, do schools create better under-
standing among persons inside and outside the place
of what needs to be done to improue educationai

'program*. What 'functions do innovative jafooi
prouide for boards of education, state departments of
education, regional .accrediting associations, and.
univerities?

. . \ss.

IDEAS about Oublic relafions as well as the varied associ-.

ations wide:connections within the school that thiS "bi ok
adVocatee=:diff'er irom those in many conVentional'schi ols.
What happens here also contrasts markedly with prabticeS
that business and industry as well as some governtnental
'agencies and schoOls follbw in their promotibnal and in-

: formation releases. ;!. ,

Too often, public relations aims to cover up the:ibad and
,exploit the good as the institution .or "Organization defines
those tVio qualities.

The design -here coMplements this "shoW and tell" with
"come )oin Us, and''see for yourself," in a concept of.open-
neSS. This school constantly seeks bettet ways of doing
things and relating to people. The goal is not' Merely to sell a.,
program.



,

The riIionale of some school public relations programs is
to proteci their staffs from external criticism and in turn to
create an image that all is well inside': That kind of advertis-
ing aims to creat a favorable impression with external
groups, seldorn irvolving them to the degree envisioned
here in theschool or everyone.

The constitutendes of any school are extremely complex,
touching as they do all elements of so'ciety. In turn the

.school itself is an unbelievably complex institution, Ryer
chtanging, elusive, and difficult for both those within and
outside to understand and to cope with adequately. Dis-
truSt. antagonisms. and uncertainties are commOriplace in
spite .of the fact that there exists considerable good will dri
all sides. .

Increased youth Crime; yandalism, antagonisms, and
revolt againsf conventional moralities produce tremendous
misun erstandingS 'that place the school in difficult and
sbrn rne-s impossible relations with external 'bodies and
persona. Many outsiders expect the schbols to 'clo what
other persons and agendes haye -failed to accomplish. '
When an individual-or alang of young people raid neigh-
borhood .establishments; private yards and 'buildings, or
:public placei, laW enforcement agencies Often use- Schools
as scapegoats. Proponents 6f radal equality likeWise expect
schools to accomplish what others ignore or fail to' do.
School persons, as a resultjAcOrne bitter and disillusioned.

The school .muSt have two-way communication between?
,all the person's in it and with all the persons Outside. Both
groups are composed of diverse persons with grea(ly varied
interests, needs, -and ideas. Communication must flow all
ways among and between these diVerse Foups.

: Involvement Creates Understanding'
This school for everyone is.closer and more open than

'others to the ho'ri-ies and the community in Which it eidsts,



to the public it serves, and to the board of education respon-
for developing, approving, and eValuating the policies

under which the khool operates. Closeness to the homes
comes from more personal involvement and openness on
both sides as well as with the provision of.better information.

Parents know whom to contact at the school; moreover,
'a teacher-adviser (as described in Chapter 3) really knows
their son or daughter:is concerned, is available, and is able
to do something when help is needed. Also, the information
in expanded analyses and reportf' of student progress
(Chapt6r 13) provides better informaiion to them. An ex-
pahded supervisory:managernent %team, with tke more
preciSe allocations of responsibilities that Chapter 5 des:
cribes indicates to anyone outside the School whom to ap-
peal_to if_theg,clo not find satisfactory answers and solutions
frorn the first Person they contact.

Not all homes have children in the school linwever;the
constant: search on-iibe part of the school, for the help of '

instructional assistantsand for perso.ns in, the community
who have specialized talents,: interests, cokctions of ma-
lerials, travel 'experierfces, wOrk experiences, and hobbies,
brings closer relationhips between tbe schools 'and the
hornes or.other ageneies.thaii a conventional school ever
attains At the same time, these contacts are handledjn
way-that the individual who'does nót wish .to be involved
feels no pressure to dd so.
. The'school prograrn emphasizes not onlY that the home
is one of the three 'vital learning environments (the other
two being the school-and Ihe commUnity), but also that the.
.persons in the school have thought seriously abOut what
persons in hoines'and other environments may 'contribute.
That goal contrasts sha'rply with the ,methOds of making
homework assignments that conventional schools use.
There exists a continuous.two-way communication between
J3sanle and khool.
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Much th,2 s'arne may be said viith 'respect to,comnitinity
inVolvement. The offices..industTial .establishnienti. agenm,.

, cies. and other community elements find their relatioriS
the-school. much more open -as 11*.y are used regularly,:t
respurces.. This tWoway $treet i as open as possible ford
botf,' school and comthunitymembers to travel. Community '
persons by 'this process thus undo stand bettet what needs
tobe done in the School,uisauis at home and,in the corn

. The whole proCess of open aOmmonica0,ons leaves better
understanding's on the part ot taxpayers. As.more persOns-
are involved, they know whatjs going on because they th
their' friends or acquaintances May have a., partin it. This .

kind of.public relations contrasts with the conVentional cam ..
paigns for' raising schoollaxes which seem toresemble ads. .
for soap or automobiles. Closeness to professional teachers'
helps to PiOduce better understanding on both sidespro- ,
vided each at-4 knoWswhat services are needed and h6w
they may provide the help or in1orrnatiot3 required.

1

The School and Bödies That Control It,

Open schoorstaff$ have closer relation$hips with their
t -boards of education than do thpse in conjentional Schools .

especially where there are several high sehools in the same
schoo) distriet.- Board members know better what is going ,

on because they have more a&ess to the programs: moie
than they would know-abot tthe conventional school which
haS relatively closed 'classrooms.

Conflicts between, teachers and boards of education.
even those which end in strikes and close-d schools arise
kir:, many reasons. Board memeis under pressure from
taxpayers to hold the line against salary increases may ,

have' little understanding of what really goes on in be
schools, in many conwntional schools. -respect for the
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iritegr4 of othirr personS, based on suspicion rather-than

'agy a...
Rpen communications. is unduly limited.:

Throughthrt this book the emPhasis is on the solution.of
problems and the-development af Programs by the meth
odal of better dignosis of the,cluses of difficulties, The

-

.

open \school collects- more data, uses .mpre persons y-rp .

analyzing the data to.anive.at'orescriptiVe:actiols, and in-
valves riat-ry_ persoOlikimplementio: and- evaluating ihe
.rosults *\ . ..: A .

Suppost that persons in the,neighborhood of the school ',...i
or even boi d criticize the teachers and administrators
lo,e0cau4,tott any, students-brk aming the streets., cgm-
Mining acts vandalism. steal ng. and other-. antt-social
atts The traditional school probo u hires more-guards and
emphasiies in news releases what a fine prágram the school
has..highlighting the achievements al outstanding students: : ''
the school for guerypne . on the other hand takes positive ..

,

stepi to hMp diSS'ident setidents to find consl'ructive activi:,
ties in the schooland when desirable awaY' from the con .
fines ofIte- building -1.-' that such.persons cal accept, Super-,
vision as described elseWhere in this book with monitoring
by the teacher advisin avoids-the syndrome of perniiisive-
nesi.and lack of caring, ..

Mostly the.school program described here is in .hatmony --

iath the -established policie4 of the board, of edUCation.
HoWever. if.present.'Oalicies for conventional schools (for

. .

exaMple, time schedules class-size or teacher .pupil ratio)
tonfliet 'with what-the more openschoOl requireAFthe board:;-
mernbers have studied Air reasonS:,,fOr differences and
made plans aCcordingly. As a rqsult they know the reasons
for the design how.it, operates and the evaluation At the
program.: School board:members and the profe*ional staff
of the school undersfand and respect each other -on a
higher Piofes-sional levelin.the proceSS.

The policies Of 'the board of education' need to recognize
the necessity of different edricational prograThs among-the

.1, .



higrsific;Ols of the'citY or county because of the particular
community that each school serves.As
ehaptersi-the fefish Of uniforMity has been replaced in this'

..design hi, a.-re.OeCt: for- the ProtessiOnat ,understanciAgTin
-each school. of what is beit for its ConStituency. The concept

!soinefirneS itdvcicateS on the bails of...etiuil
educational opportuMties actually intevferes with develdiI-
ing a prograM that iSbest for the teachers and students ina

. given school. The board of education in fact, praCtices indi-:
vidualization among schools.

.

Relationi between .the individual school and the state
Aevartment of education and 'region; accrediting associ-
ations are anak.gou,, to the school's relationThips with the
board Of education' k. .:ously.regional,accrediting a4socia-
tion,sand state departments should not use standard and'
uniltoM criteria applied equally to.all of the salools under
their jurisdictions, Their aim. is 'IQ 'develop the best pOssible
educational provam in each school in relation to The com'
W.:Unity it serves.

As described in Chapter 14.-eValuatioryrneaSuresshoW
how welt the school isachieving its own goals as approved

Lby representatives Of the .state educatiOn department and'
the regional atcrediting association. ConVentional schOols
in contrast may cooperate only to.the 'degree 'required to
make a favorable. impression. Such relationships not only
discourage initiative. creatiVity, and openness of communi-
cation but may emphasize the importance of .average
ocrity Theschool as designed in this book.constantly seeks
improvements with rhatever help the s..ate and regional
bodies may provde

Services to the Profession

One oilier charas..u4?.5t-tr 6iii; 'open school environment
's The iklitiigii-ess of the .schooi to share with other persons

. it has learned about the process of change, what 'con..

-^
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stitutes a suPetior program. how the reSUlts are determined,
and, how the_school constantly_Seeks improvements. To

iliese goals, the school has an. open door, policy for
visitors with_sYStematic arrangements io help thern.ObserVe
the paiticular kinds of programs that they wish to view.

The school .urges viSitors to talk:with. students. teachers:-
and the _supervisory-manageMent leani: An open .school
recognizes tha: it has .nothing to hide, that some programs
work better than others, that some problems have.. not been
solved as they_ should and car be ultimate!y, and that. at a
given stage some difficulties are:_described as dilemmas

.r8ther than problems becausethey are not readily solved.
Relations with universities are indicated elsewhere in this

book. lmprovernent of twoway communication means
,that schbol counselors and teacher advisers provide .uni-
versities with:better knowledge of gradriates. 'their pro-
grams. and their needs. The school's more open environ-
ment facilirates visits, research, and constructive help from
university personnel..

The school thus shaies.with other persons hk\wo it copes
with situations. The people in this school do not assume that
they have all the animers, that-the rest,of the world is all
Wrong. or that they have attained a zenith Of Perfection.
They listen to visitors.because other ideas may help. School'
persbos. explain in the clearest 'possible way what they are
'trying to accomplish and him it is being evaluated.

As another service to the profession: this SchOol.for every-
one also provides some constructive solutions to vexing
prOblerrts. Some individuals and groups are _vigorously
attacking today's secondarj schools as summarized in the
first two chapters of, this hook. The methods hefe aim to
provide constructive alternatives to solving problems that
others seem unable to cope' with or to resolve:. The plan
.here is not to give -up 011 some students or some programs.:
The design possess,Its flexibility and alternatives in orer to
find solutions.
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NO Last Word
.

evetybbdy's needs t.onstaritly.:change aStiersOnal
and-societal forces interact differently, .this.'school ernpha-;
sizesan 'open approach-: Wherf:sPme program: doe6111' work
as planned, alternative soltAons are developedrecognizing
alWays thaf MoSt prOgramS"ttre good tor somepeoPle. .

The school 'that f011ows the philPsophy of diagnosis,
prescription, 'implementation, and evaluation seeks con-.
tinuously to improve its methods and its products'..Thus,
sraents."' teachers, and .superyisors reflect an attitude. of
searching for better ways of dPing things. They are open to
constructive suggestionsanthir§e people to make them-. -

No one is. completely right or has,all the correct answ.ers;.
therefore. toleranCe and understanding are always appro-
priate attitudes. Beyond mind-set, there, are specific meth-
ods that Work well-in coping With problemS, as indicated in
the chapter that follows this one.

Some Possible First Steps
1 for 'School Persons

1. Using a sampling technique, find out whar different
kinds of persons outside the school would do: (a) to Ob.
tain inforrriation about a.given subject such as number of
failures, poor attendance,. declining scOres on norm-
based tests, success of students in higher education or'
on jobs, and the like or (b) to try to change some school
policy With whichthey disagree, or (c) -to-add some new'
program or eliminate a given practice. Then analyze the
existing lines of ,communication from. Eime to time to
note defects, improvements, or other changes.

2. Collect all the news and other information released by
. your school or school system during the past 12

monthsora shorter period of time if you wish. Analyze
the content under such:headings as finance. curriculurn

286
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- content, extra-curricular activities, per
needs, methods of teaching and lear
Classify the releases aCcording to purp

.obtain more Money,. a ..better ima
conditions for staff,: better learning c
dents, and the like-. Analyth strength
in all trie forms of coMmunication,
face10-face interactions.

3. Use your findirigs for staff discussion
rapport that these programs provide
and specific groups.

4. Follow similar steps regarding t
with the other agencies and
chapter.

5. Organize, Many face-tb-fa e coMmunications/ sessions
in which the school pers. ns listen more than/talkand
aim io seek consensus On goals as described in Chapter
9.

onnel Policies or
ing, and the like:
ses; fOr exaMple,

e, better working-
nditions for stu-
,and weakneSses
noting especially

about the:kind of
etween the school :

e school's relationsh ps
roups mentiOned this

For Parents and Others
1. The foregoing steps for school /Persons require your.

cooperation. Give your suggestiOns and prOvide-help.

2.. A problem in -many communities.,is how to reach the
considerable -number of ,personsboth young and
elderlywho have no children in school, therefore little
knowledge of)what the sChool does, and. could-do, to
help them directly.. When school people make appeals,
these persons may resist for fear the result is only higher
taxes. Organize special committees or group meetings of
persons without children in school to hold constructive
rliscussions on extehding school Services to such per-
son's.
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Cop log Wi Ah Problerns..

How does a sehool grow contirta6asly? What
methods are best to eniare progress?

TWO statements made- frequently are: "We have a prob-
lem" and "Weor sorriebody a'o something:"

'..The;first- step in coping with an issue is to decide, even,
tentatiie10 whether the matter is: really a problem or a
dilemma. A.problemby definition is solvable. A dileinMa is
not. -A problem can-bet defined, alternative solutions con- .

sidered, a single solUtiOn selected and implemented,,and
the resultS evaluated. A dilema cannot be_so ordered.

The eduCated individual nittinguishds betWeen problems
that can.be solved and diIeriias that have tore lived with, ,

often unpleasktly. How on èçpes with dilemrns reflects
to some extent the indivi effectiveness as well aS
mental and phySical- -adjust , ents:iThe- re'solutiOn Of -di-
lemmas certainly inflUcfnces th character`of an institution.

The peirson .who spends much time ancieffort trying to
solve situations that are actually, insolvable Only becomes
frustrated', However, an institution that tolerates dilemmas
can only appear weak and inconsistent. The effective
remedy is to do something.
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_
- ti ', S-R, M,.and DPI.. . .

There are three'-basic methodS for coping with problerns
and dileinmas: responding to sfimuh; relyinig:ow-mernory; or,....

utilizing processes that 'involve diagnosis .prescriPtion, irnc(
plementation and evaluatidh. :NI three methOds..can be . ...:..

:used bydndividUals arid institutionS.'' ;
! The stimulus-response. .(S-R) process goes back to the
dawn of recorded history. Although a ',relatively low leVel
mental. procesS,. S-R -is an essential activity for surviVal. _1

Humans use it while-driving cars, responding to fire alarms, ,

and confronting ernergencies.:. S-R.solutions, herwever, are
not the best way to cope with many situatiOnsthat students;
'teachers, and sChool administrators Jace, many of whiCh
could have been avoided by better planning and brepara-
tiOn. . .

. .

. MeMory (M) helps' an individual or institution to react in
.

xelatively the same .manner to a given stimulus whenever
and. Wfierever it occurs. Memory is a wo,nderful thing. It

: recalls advice:and tells iis Where to 'find things. whelps us to
keep from repeating mistakes: On- the other hand, it can
also-lcalise unwise decisions when the, new problerrrdoes,,,
not have the same elements as the old. .: : ..,

The procesS : of diagnosis-Prescription'-implemntation-
eualuation (DPIE) fs not new in education or in other enter- .._.-,.

prises. Without this process, science, 'medicine, industry,
and- other profeS'sions and vocations wobld still be under-

:developed. This. systematic process for coping with situa-
tions is an integral part of the never-ending search for bettei '

answers in all aspects of human life.arid endeai,ors. The
prodess may be cors.paratively simple or extremely, corri-
plex, done in a relatively brief Manner or over a span of
,many years.

DPIE Explained
Diagnrosis is a process to determine the nature of a per-

son, a thing, or a program through careful scrutiny of
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much relevant information, The focus-is on preparation
for decision making.tO improve' the situation: The diagnoSis
may__ be ser-cliagndsfs. However, in most cases it helps. if

.. tl e. diagnosis. is:. assisied. by another, perhps...more .sophis-
ti ated andcertainly lesS personally involved than.:the

-,i dividual.is with the problems or.theMstitution. .-
'Diagnosis requireS the availability.'of8 much data aS. are

reasonable. to yather. SoMe of the data were' discussed. .

earlier in this book, e'specially in.papters 13 'and 14. Un- .

fortunately, Much data collected for school evaluations are
relatively unriroductive especially if the evaluations are
made byindividgals outside the school. Such outsiders may
be competent, but they-are hot in a POsiliori to 'work closely
with Ihe students, teachers, and S.,-M team in faking átneli-

.

orative action. . .

The data, collected for diagnosis are ,meaningful only if..
the persons involved in the school perform the diagnosis,'
with the help of other competent individuals'. The function
is to stretch the mindS of.thbse being evaluated .so 'they will
analyze better a variety Of prescriptive-actions that would
like y produce improvements. The collection: of data with-
out iagnosis isTh relatively, fruitless endeavor. A diagnosis
that does not explore a number of alternative actions is
unwi e, potentitilly dangerous, and likely to-'produce frus-
tratio s.

.

St dents, teachers, and the sUpervisory-Management
t then need to -explore alternative prescriptions that
appear reasonable and might be undertaken by the various
groups in the immediate future. For example, if students are
spending little or no time in study and work experiences in,
the community, the school for everyone. has 'available a
number of prescriptive apions to coirect the situation.
DeCision making regarding those actions involves stude/Rts,
teachers; parents, arid the S-M team; plus action by the
board of edUcation and the central administrative staffs of
the school system.
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. .

If teachers are. spending much time Watching and con
trolling studentand little time in. pOtentially .more produc-
tive .actidps ,. they need to make amelioratiVe decisions:

afnOng ietsr. .of_ prescriptions _that they_ 00, members_ of .

the S.:Mt am inight suggest. If the S-M team sPends its time
in, relatively unproductive activities;,the solutions may be
found ih reassignrhent of dUties Or additiOn of .staff; The
point is that as mari; prescriplive steps as Possible need to
be identified, then discussed-.thoroughly by the Persons
inyolved,, and. decisions made about. what actions they
should take. ' . .

The third action, of course, is implementation of the se
lected prescription(s). While planning the implementation.
stage, the person§ involved should decide: what additional
data have to be c011ected for later ,evaluations. Most impor-
tant of all is.rnaking sure 'That whatever is implemented has
the sUpport-of the Persons inyOlve'd, that they are:prepared,
and will perform reasonably_ well what they need to7:10:

,

The etialuation stage, the fourth step in the process, re-
c.:,.uires data directly related to the agreed-upon objectives.
Tne objectives, of cinAse, are described in Measurable,
.petio-rm- ance terms. Theb-a. sic purpose is not to say that the
schod is better than anOther- one, but rather to describe as
sPecifically as posible whatjiaPpened as a result of imple-
mentinathe prekriptive action. ..

One finding might be that the evaluation was too soon
and should be postponed. before rediagnosis occurs..Evalu-
ation that does not .produce data for further. diagnOstic
activity is, relatively useless. The resultant evaluative deci-
sion on whether everYthing thM was reasonably possible
to achieve was- actually accomPlished: should be made by ,

consensus of all the persons who implemented the prescrip-.
tive action. Some..comprOrnises may be necessary.

DPIE is considerably easier today than it was in the past
when data collection was more difficult and timeconsum-
ing.: Schools today have the whole field of data processing
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1
.

available b:11--assist thern in the task. Unfort nately,. most.
. .

st-hools have failed to take advantage of co uter-baSed
operations, often using.thern tO print out the sa e kinds Of
stOdefit schedules, report, cards, and attendance e.ta as in
the past, thus not:.prodticing- as effective data aS w are
possible for dkagnostk purposes.

Data tprocessing,'Ior example, may assist. in monit
more effectively the progress of student§ in learning, or e

productive activities of departments;including the membe
of the differentiated instructional staff, and also the service
and Other activities of the §,-M team. The printiiuts.then are
analyzed as a part of the diagnostic prócedureiin the never-,
ending .s6rch for more prodUCtive and satisfying experi-
ences for everyone. . ,

The'fnessage of this chapter may be the most iMportant
part of our description of what a school' should be. Even
though.the suggestions.and the Proceses are not new,.the
usual school fails-to.use them adequately. We envision an
educational. program based upon. More systematic collec-
tion of data, More time. for caref4l analyses by the persons
involved, and better deciSion making l5ased upondiagnoSes
and prescriptive actions. As those actions.are iniplemented,
the collettion of additional and cOmparable data provides.
feedback of What is- happening.as a:result of the imple-
Mentations.

-Again, the goal is riot to say that a program is good. or
bad but rather to produce data for further DPIE in a never-
ending, continuous .prOcess to improve the .qualitY of what
students do. what teachers do, and what the supervisory-
management team does.\ The image is a school that con-
stantly seeks to grow and; improve. by systematic means of-
coping 1.iiith problems' that. involve the active participants.
The process of change tbUs has a basis of sound priorities
and procedures.
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The-Choice Is Crucial,

Any problerq may serve to illustrate- how these _three.
methods can be applied.,Perhaps there is a sudden increase

vandalism or a /rash of school fights involving dangerbus
weapons. Teachers, the principal,. or ,the tudent. council
ini6bt utilize M (memory) as a techniqUe for meeting the
crisis, trying to recall.how similar problems were handled lb :

,years .ago or even one year ago. HoWever, that solution
,might not work very well because of new conditiofis.

Another approach mi§ht be 19 use SR: eall the police;
hire more guardS, station teachers, student assistants, and
schoäl administrators instbe corridors, or expel the culprits
causing the problems. Any of these reactions may work
terriporarily to resolve the immediate crisis but they do not
solve the problem,

Beware of simple solutions. A tough principal can do a
policeman's jobso can a teatherand create an aura.of
having a school or, a classroom under control. But are those
outcomes the baSic purpOse of education?

Emergencies may require police ations. Hopefully they
will be clbne by-persons With the type of special training that
detection and enforcement quires. A recent metropolitan
newspaper showed a large picture of a tough-looking
principal in a leng, empty school corridor. The accbmpany-
ing article.said the school was under control sO learning was
taking place. There-Were no pictures or words that told the
story behind the closed classroom doors. Nor was the ques-.:
tion raised about the pOssible use of trained law enforce-

41- ment persons instead of teachers and principals. The diag-
nosis was inadequate and the recol-nrnended prescription
questionable.

In, the fin& analysis, 115PIE must be utilized if any situation
really is to be improved. This process, with various degrees
-of sophistication, is essential in the never-ending search for
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better solutions and progress in all aspects of personal and
group living as Well as institutional services and programs.

Chter of thiS-book!reviews and elabOtates the--
total -desigri for this .sthodl for ever-One by putting it all
tOgether spedkally'in a brief sumrnary.

Some Possible First Steps
for School Persons

1. Recall several problerng or crises that your choo! had to
cope.mith recently. Were they resolved bi S-R, M. DPIE,
or a combination of these methods?

2.Take the solution to one of the° problems listed- under
o. 1, or som.e other problem, that has not produced the

results that you and.others hoped for: Then plan more
systematically, collect additional data, and follow the
DPIE procedures that this desic,n recommends. .

For Parents and Others

.

1. The DPIE process is wonderful for coping With personal
or family problemswith the cornparable uses of SR
and M. as described in this chapter. The tWo first steps
listed for. school persons are analagats .foy your- situa--,
tions. Practicing these approaches Wilt helP you to
understand better and 4ielp with the approaches to
problem solving that school persons are using.

2. Apply the same approaches to improving your parent-
teacher-student association or citizens advisory group.
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Totarchange is the goal. Howeyer; partial changes
when carefully planned and executed 'represent
real:stic: transitional steps. Understanding all the
relationships helps to clarify the decision making
in each school. The leadership role is emphasized.
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ombining, Selecting,
and Proceeding

How idoes a School ',tit it all together? If Pnitial
. changes bring only limited gains that tend to. dis.

appoint and disappear. what changes will bring the
new:school into. being? What pr4cesshelps.1to make
deciiients on how t start? How is motwation to
chanue maintainedand coMplacency-reduced? Who
is responsible for what?

EVERYBODY wants to improve schools, The "cilestions
people must ask be.fore starting are: toviinuch. for Whom.
and in ohat ways? But agreements on anSwers do not come

: eatily: differences develop around whatto Change and Wow..
tO do it. Specific:ways haVe been proPosed In the-.preCeding
19 chapters,
1. Two basid features of the school for everyone make it%
design unique. lt has mote options, broader In scope, than
today's schools provide. Second. there arelspeCific- proce-
(lures. fo r. developing and Monitoring the beSt possible pro- .

. graniforeach indMdual persOn.
; What may You expect from this school?.

The -des:gn provides specific standards for organizing,
:conducting. and evaluaiing. a school. lt serva as a basis for
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judging -preserit..prOgrams in school's, planning and imple-
menting..future change, understanding bette;. why inade
quately planned or -pooriii implemented changes .are .less.
-successful° than they r.-ould be. and for guiding long-term
undertakings to improve schools

Everyone in the school community needs a .collective
configuration to recognize thepotentiargais aS Welt as the; .

. limitations of whateVer thang0 a sChOof cornmunitY de7
cides to initiate. The proposals are zeviewed hereto assiSt

.

the selection, the. plarinng, anc: the. developMent Of the
localprogram.

.
.

Progiarn-Pg:opie-SttuCture
A triangle.in Chapter 2 highlighted the three elements of

the school that interlace with each other and with the learn-
ers: PROGRAM. PEOPLE. and STRUCTURE Such a com-
prehensive. design helps decision making to avoid the fetish
of unnecessarily small Or piecemeal changes., that neglect
important factors. . .

An example rnay help .to illustrate ;he planning and at-
: how pr6cesses. Suppose a decision is Made to place more

emphasis on career education; First, reference is made to
the chart.on page 253 that cOncernS PROGRAM. The out-
line that goes with it -calls for deciSions on:changes in cur-.
riculurn content, methods, the locus.cd where the learning IS
to occur and euahantion. -

Several question:) t.IL10-q\-must be answered. So far as cur.
rieulum is concerned, e..nth of the listed subject areas are to,
be involved? Which .rnethCds?. Wt..re will teaching arid
learning occur? HOw will pupils be graded and hOw will the
total career education program be judged?
. The next step is to p!:n in more detail ,. using the oiitiine:
Prbgrain Elements starting on page 252 For' example,
(1tRm a), What will be !eugrit about -careers in all Subjects to
all students? Or (under rn,-thods). will there be presenta-
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tions about career possibilities to all students? Where will
career education occur and who will be the instruCtor.s? And:
so on. Note esPecially the eleme-rits under evaluation.

At the same time; the plans will Consider the people who
will.be inyolved: the chIrt on page 257, and their activities
in caxeer Pri ucation .as4outlined on pages 256-259. Also,
siMultaneoUsly, the. plAs will include.: the structural
ments in the chart on page 261 And the specifics under
structural prescriptions on pages 260-263.

Alongbwith these plans; there should be reference to the
:appropriite earlier chapters in this book where all of the
fOregoitib items are dismissed in detail. -Whether the pro-
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gram selected is -career education, improvement of basic
skills, increased creativity', better discipline, changing report
cards, action learning to make better use of the community,
or any Other aspect of schooling, this syStematic approach
will produce better results:.

Let's review and take a' elbser ldok at the three cornpon
ents. First there is the PROGRAM.

.4

. 1. Program Elements
The PROGRAM side of the model's triangle lists 19 as-

. pects of curriculuni content, methods, locus,:and evaluation.
Seventeen Prescriptions for implementing the aspects are
outlined for purposes of local decision making.

Program Implementatidn
Curriculum organization:'
a. Essential learnings fOr everyone 0 all subject areas;

required of all students. .
.

b..Hobbies (special-interests) that recult when a studot is
motivated to learn more of the subject than is essential;
studied in greater depth and/or tabe creative.

c. Careers that are-op.en to students who' go beyond the
essential and hobby levels.

Methods of learning .an4 teaChing:
.

.a. Weekly inotivational experiences (in relatively large,
groups) with presentations by teachers, puOils, outside
persons,: and. audiovisual devices:that aim tp stimulate

. students' to study .more .in eaci, curriculum' area than
they- think they warit to do; required of each student
during all years of school unless excused by the individu-
al's teacher adViser. ,

b.' Reaction discussions (in "small-groups) where 10-20 sfu-

tioris. for further m.otivation, clarificati alop-dents systematically gather to interac tO the presenta-\
nd:.deve.\\-:.):-.,\ .
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ment of interaction skills with a teacher present to help
thsm in these processes; iequired as under a.

c. Supervised study and work (independent study) indi-
vidually or in groups, in the school, home, or commu-
nity, follow ng guides prepared by teachers, with a vari-.
ety of learning strategies; emphasis is on pupil responsi-
bility; applies to all students as arranged by teacher
advisers and subject teachers in the various curie
areas.

d. Continuous progress arrangements ehable each pfudent
to proceed at his or her own pace and individu I lev'els
of interest and goals; non-graded, with non-time-se-

./ quenced arrangements. . .

Locus of learning and teaching:

a. The school has a variety of study and work centers in
all subject areas: silent for individual work; group study
areas; special help areas; close supervision areas, and
work areas in everi subject field (shops, laboratories,
gymnasiums, etc.). 'AlSo the school provides presenta-
tion areas for lage groups, mall areas 4or discussion,
bind study and 'Mork areas for teachers, their assistants,
and for the superVisory-rnanagement team.

b. Community offices, shops, theaters, museums, etc., are
used by students when these locations are better than
the school can reasonably provide and when students',
can be scheduled there , and supervised by school-ar,
ranged instructional assistants in the various locations.

c. Home facilities are uged for those activities and those
persons that eari be scheduled there when the facilities
are adequate or possibly superior to those in the.school
or community.

Evaluation "of pupil progress (appraisal, recording, and rek..___
porting):

4
a. Periodically, the school reports to parents and others the

progress of eaeh pupil in completing the required. teg-
..:5.; .
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ments n the learning sequences oi all the subject areas,
including cOgnitive, skills, and affective growth.

b. Comparative test scores, standardized or lodai, re- ;

ported to show how the pupil has achieved in relation to
others as based on various norms. .

c. What each pupil achieve§ beyond the required se-
qUences ip appraised, recorded, and reported, e.g.,
played on a team, completed a special study or projéict
in given Subject fields, participaied in a play, or finished
any other project not required of everyone:

Evaluation of the total program (sehool, community, home):

a. Changes in pupils' 'learning roles, 'attitudes, inte ests,
:

behaviors,,etc.
. b. Changes in teaching and supervisory roles, productivity,

conditions, accoMplishments, attitudes, understandings,
and related matters.

c.. Changes in community (including p6rents) perceptions
qpf schooling, attitudes, support,- interest, and general
productivity, _

d. ChaPges in utilization of learning and,teaching resources
ip the school, comMunity, arid hpme; utilization of
money, time, spaces, and other features that influence
learning, teaching, and supervision .

The.prograrn becomes operational as'a result of the per-
sons involved and what they' do. Who are the PEOPLE?

2. ThePeople That Relate to the Learners
The left side of the. triangle refers ,to both professional

andlay persons who have contractual responsibilities for ,

working with learners: Parepts and guardians are not in-
cluded because all of them are riot employed by the school
system: The:design, in fact, enhances their role* A consid-

. erable number, of persoqs who supervise students in the
community, are not included either. Their number varies,
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from place to place. The teacher-adviser, system and the
more open environment pf ihe school emphasize clbser
relationships and improved understandings with all, these
persons as descrihed throughout the design*.

The PEOPLE side: of the triangular, design for improving
schools lists' 14' kinds of persons in four categories: instnic-
tion, guidance, supervisi9n, and management. Fourteen
prescriptions for implementing each category indicate num-
bers of persons in relatron to the number of students en-
rolled in the school.,.

People Presciiptions

Differentiated instructional staff:

a. Professional teachers are released from many clerical
duties,and routine supervision of Pupilsto-provide time,
energy, and facilities so they may prepare, perform, and
evaluate better, advise students, develop curriculum
materials, analyie needs and develoP ptofes`sional solu-
lions, each according Iv individuAl talents andi interests.
The total number of teacher's in .relation to the total,'
number of studentsis the range Of 1 to 20 or 30, de-
pending on loCal policies; the design recommends about.
1 to 24-26 or so. Local financial support`and exNcta-:
tions influence the decision. . ,

.b. The system provides abOut 20 hours per week, .Multi-
plied by the number ofWachers, in the School, of in'struc-
Hon.& assist'untS, who help to 'superviSe the study and .

work centers, develop materials, and.peiform Otherin-
structiOnal tasks under teacher supervision; competent
in the subject area, they help to sUpervise students ancL
provide time for teachers to perform professional ta-sks..

c: The system, also provides clerical services for about 10
hours' per, week, mUltiplieii by the nUmber of teachers,
for use bY teachers, beyond other clerical workers-that
serve adrriiniStrators and suPervisors.
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d. The systeth provides about 5 hours per week, multiplied .

by the nurnber of teachers, Of general aides to supervise
the cafeteria and other areas and provide services not
requiring clerical skills or special\training in subject con-.
tent, such aS getting materials out and .putting them
back

Differentiated guidance staff:

a. Teacher advisers monktor the educationatprogress of 20
to 30 studentshelpin each of them to change sched-
ules to find an delop interests and tafent,conferrirg
usually- on an individual bass, helping to-solv\eeduca -
tional. problems" and overseeing and reporting Pr\ogress
or the lack Of it.

-

b. Professional counselors help stUdents with personal
ptoblems, help teacher advisers to inctease their skills
in recognizing problems and referring pupils for counsel:
ing-, ea61-1 counselor working with about -12 teacher ad-
visers and their 300 or so advisees.

c. Special conSultants are used by 4?oth teacher advisers
and professional counselors to help with difficult caseS
beyOnd the scope of their competences ;

,

Differentiated supervision=managemént staff:
Ate

a. TheprinCipal spepds three-fourths of his or.her. time, on
improving instruction and one-fourth on managing and

. superVising other programs.
b. For each 1,000 pupils, or major fraction thereóf,-there is

an assistant principal who spends full-tiMe 'on instruc-
tional improveMent (also Sotrie part:time persons):

c. The buildino'ddininistratiii- 'supervises clerks, custodians,
cafeteria staff, bus drivers, etc.-7arid the programs they
involveand also sees visitors and salespeisons; the
training is entirely different from the principal or assistant
principal as is the.case of the persons that follow,

Z. b'



d The external relations director is concerned with local,
state and federal finances and support, 'foundation,
press, Tadio, TV, community groups, etc.. with special .
training for these tasks.

e. The personnel administrator deals with police, juvenile. .

authorities, pupil arid teacher welfare, and oversees the
.

differentiated guida.nce program, attendance officers,
.

school nurse, etc., with special training along these lines.
f. The actiulties, director supervises school clubs, social

events, athletics and other performances, exhibits, and
other "extracurricular activities.P [According to the size
of schools, items c-f inclusive are combined]. .. .

g. Consultants from the district or 'entral offices. of *the
school system or from state eduCation departments,
regional accrediting agencies, or unhiersities help the-
school staff to improve the ,program but recognize the'
fact that the success ,of the school depends basically.on.
items a-f inclusive as they ,worl. effectively With the in-'
structional staff and others.-

What people do and the effectiveness of the program are
limited or enhanced.bia variety of essential environmental
elements. The third side of the triangle deals with STRUC-
TURE.

: Structural Factors
The conventional school tends to allow time, numbers,

money, spaces, and -materials to control the school rather
than to serve it. These elements not only are the easiest to
count but also the eaSiest to change. Bodies ihatsegulate,
schools -eniphasize these .factors in accreditaiion for the
same reasons.. The publits is often caught. Up in a similar
syndrome.

Scjiool improvement requires that the structuyal elements
become the servants of the program and people ratherthan

69'



their master. How the schooradministers these structural
elements determines the effectiveness of the program and
the utilization of human resoUrces. The design indicates.19
prescriptions related to structure.

Structural Prescriptions

Time:

a. Year-round school availability plus continuous progress
arrangements and systematic use of home and school .
learning environments provide students, teachers, and
supervisory-management team members with Much
flexibility, under.appropriate.supervision, to plan thq use
of time for students and themselves in relation to. pur-
poses.

b. Individualized scheduling for students removes most
control of time from the central office to the individUes

7.-teacha. adviser who can change a student schedule,' -ariytiMe as 'interests and 'talents change. The Office,
.f schedules only presentation and reaction groups:
c. Teacher ahd S-M tearn schedules also are individualized s

as decisions about who does what, and when, are made
.by individuals and their appropriate supervisors,.thus
Changing conventional "loadS" applied uniforrnilY to all.

Num'hers:

a. Pupils are sCheduled into large-groups (40-100 Or mOre)
. for about 30 minutes per Week for a "Presentation ex-
perjence" irc eaCh subject area (eight in public, nine in

'5Asjeenasossible, or convenient, after the large group,
pupils are scheduled into a small group of .10-20 for
abOut 30 minutes for a "reaction discussion."

9. Numbers vary in study and work centers: 1 (alone); 2
(one teaches another); 3-4 (ditto); 10 etc. (interested in a
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comnion topicpr a remedial group) etc.:- the numbers
vary With puiposes and locales...

Money:

a,--Fktripciat-input-is-analyzed-in-terms -of-product-output '
not 01:!'i. for purposes of accountability but especially
for init=rong program and People.

b. The basic goal Of nornecessarily spe,nding more money
per pupil than do conventional schools-in the same. dis-
triclis to encourage better practiceS.

Spaces:
.,-

a. Reducing the arno,unt of relatively unproductive 'spaces
,such 4s corildorsand standard-sized all-purpose rooms,
plus .the spy!ma,tic use:of the community ond homes as:

. , 1

teachmg-learniag envirOnMents. produce 'economies
that irl twin pay forbetter accoustical and visual servkes,
additional equipment and supplies, and also for more..
specIA.tz d teaching and learning environments.

b.- The 5iie and treatment of.rooms relates to the specific.
.-purpose for which the facilities are uSed. ,

c. Some Taos are relatively noisy and others extrernelY
,

quiet, .tAillth-graduations in between; too, many combina-
tions of the extremes are i4tolerable.

d. Some el)d,§ting spaces in old buildings are utilized suc-
cessfAi wth minimal modifications; new spaces should
comPlement the old in meeting the requirements of the
new program.

,

e. School s :a
"closed '!; co- biriation of the two, with easy changes aS

t ces should neither be completely "oi3err or
rn

needed, i essential ?and More econoMical.

\Materials:

a. Study and..work majerials .Provide for both inductive
and dedUctive.apProaches to learning arid teaching.1

. , .
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b.. Mat range from theordtical to practicaii are
deSigna ed so that students knowthe difference.'

c. Tlie Same as b., except dealing with sthplé . to complex.
d, Ditto. considering the wide variation's invmanipulative

skills among learners and teachers.
e. Provide alterncitives to students who may prefer to view

or listen instead of 7e-Ad. '
f. Materials to be rea&,shouid 1-aavedesignations indicating

levels of reaqing comPèt: ,:ce reauired: wide variations
of materialsare needed in Mint schcrols.

Requisite aptions
-Some of the foregoing prescriptions are specific while

others 'provide ahefnatives. The fact i that a school for
ever9one. needs 'options for everyonewith competent
guidance for helping the individuals in it to# make wise

. choices: . . .

At one extreme are ,some students who need constant
supervision by a teacher and Aides.the number dePending .

on the sized the group For examplea 'grOup of 3.0:sUch
, students needs a teasher and two aides who bring in other

special teachers on occasion. The essential (earnings and
skills in reading, arithrnetic:and communications-are taught
here along With the development of social auitude and
understandings. Professional decisions govern whea and
where studenti go elsewhere for physical developfnent; fine
arts, work ?xperience, and other specialized prograMs. The

gentral setting is like An enrichr r!tene-room school ti-itht-,ut
thelimitatio,ns of that bygone institution.

.At the otherextreme are the highly motivated, coMpetent
sniclents who are largely oniheir ownbut still monitored by-
their, teacher adviiers. They haVe defined their gi.ials and
know how And where to reach them.. . .

The school has a Variety of programs for the mgjority of
the students whose tlen4r and interest,s are in between the

. , .
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twc: t:emes. Eackone als6 needs the_individual attention
that the school gives to the very able and the, less talented
persons.

The organizAion of schciols.-within:aschool is a prothising
. transitional approach in schools with relatively.large enroll-

Merits. One school in,the building has.feW required subjects
- With much emphasis'im the Co-M.:Minify as,a learning place.
Another groups students with serious interests in the so-

. called academic subjects. The fine and 'practical arts .are
. -.Central interests in aitOther- school m the building-.-The

could be extended.'
Thesg differentiated programs can be an ;antidote for l'ee

educatiOnal fads that pressure groups thrust on the schools
from tir4e.to time:for spurious and selfish reasons:Changes
in emphasis occur but the presence of options Makes adjust
ments.easier while the total program Maintains an'essential
st;0-14te,

ResoMng the Diffictilties of Change
Earlier,chapters presented the arr. 1C rationale'for-

changes: However. When eVeryth:ne c put ii,gether as done.
ilithis chapter, the result can be over whv

schools cannot alange totally at once. Newly organr2ed..:
ones heWe a bettef chance btit even: such schools-have stu.
dents. teachers, and supervisor,managers with conventional
school .eXperiences and ideas_ some more so than others-:'
Because Of,tha!, we have emphasized the need for options.

The model proposed here is an ideal, In a practical sense,.
ideal models are seldom coMpletely realized. However,that
situation is not necessarily true, for an students and staff
members, Some can make the complete change:others find
those steps more difficult or. for !h.?. time, being. impossible.

Schools are not static inStiuttions;, The idea of 'not chang
Mg-a school is Unrealistic Some-liersons plead for the by-
gorw others want to ignore problems, hiving they-will

264
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. 4
disaPpear or :solve themselves regardless of What happens

". in.the meantime. SuCh.riegativiSm is usually unproductive.
,'..the emphasis in this school is on positive action Schools
ore not improyed by blorning university 'preparation Pro-
grams, extremist' groups in' the 'community. the nOture.of 777

the student body, tfie social_ mores. or by alOing os 'some
school .adrninistrators. teachers. boards Of educatio,n'and
Other personssometirnes do..

Many of today's schools are beset bY trroblem;. As
pointed out repeatedlkin this bock. there is nothing new in
that situation. Suspending students. returning ?!... the .-bas,
ics" without recognizing what is jmportant for different stu
de/nsat various. times in their lives, or blindly reducing the.
number -of years: of schooling or the fixation of it without
carefully determined rationalesapplied individually are
overly simplistic escape mechanisms. The' same May be
said about such solutions as stationing the principal. assist -
ant principalS. or Other guar& in the halis or schOOl groUnds.
to mant&n discipline without taking more ccVstructive
steps to alleviate the problem.

'Some other Schools today have7fewer prOblems than
- were encouthered a few_years ago. Declining enrollments,
\less student activism and disciplinary problems, Nwer
teacher grievances, and More. willingness on the port of
parents:are welcome relief to some- school leaders. Unfor
timately such developments can.also produce complacency
and continued ignorino of basic needs for changing schOals
to make them better and rnore-prodUctive for eVeryone.

The 'sthool staff needs to utilize problems regardless of
/ the source as a basis, far diagnosing and ores6.ibing re;

medial actions_ They &so inform and involve Members of.
the community, Eroadly defined. as variety of actions are
considered foe implementation,

Who or what. MU- bring the school for everyone into.
being?
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Most changes in the.past have roots inAeveloPrnents in
:1 the society. National emergencies, riew. technologiesre=

quhernents for economies:extra funds provided by govern.-
mew; and foundations. the urging and support.Of a variety
6f comniercial -and prOfessional ass6dations. and the like
generate changes. All have impact 'for awhile. .However,

4

when' the particular impetus stops, thei new prógrams alqo
tend t,:, disappear. ahhough usually not completely.

The school involved in the changes did so usually be
cauSe of -.?iggressive interests and- actions by a-few persons
typically. a -superintendent :Coy principal, but sometimes a
teacher. a board member,- or even soMeone outside the
sc.:tool system: Ah43ays.there is local leadership and rnotiva
lion li either changes. the program also changes. -

.The'actions taken-show the 'ciffality of educahonal.leader-
ship in a school. Some persOns wait for emergencies and
then take-pride in.copingwith them. A few padic-ildhe face

......

ofcrises and require externai help. True leaders constantly
Seek, to improve the environment and the methods used to
help eVerydne. The maintenance of continuous motivation
fo: improt.e proarams is less- dramatic but more rewarding
in-.-the long run. h is ais6 easier on..o;erypne's nervous sys.

-_- At this point many readers will ask, what partS of the prcr-
gram do you recommend as a start? The temptation to give

-defir :;,i.i? answer.; and. recommendations is greal ,..but that
spOn2 Must be aloided, however, since schools and

-c orarni,nities differ.as tio the indiinduals in thern.
The author, has no doubts about the rightness of all the

.r.hecprfirnendations in this book. They are, essential in a
school- Ihat truly serves everyone. How ti implement the
program in -2 given loci.ile is the challenge of professionals
in each ';'7'r'0.61 'as ;hey work more-closely than evey-b4:3441,
not o.I.L .., -.h. eachthoer- but especially with the students.
parifriy,. ,:i.:.1 cornrniirity. persons

t),
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Someone has to start the development of a school for
everyone. That person could be you!

Some Possible First Steps
for School Persons

1. Prepare a "motivational presentation" that indicateS
.some local , school problems that might be helped by
changes in the program-without specifying what those
changes might be in order to solicit more creative think-
ing.

2. Use this publication and/or the NASSP film, Tomor-
row's Schools: Images and Plans or the filmstrip, Whys
and Wherefores, to indicate the broad spectrum of pos-
sible changes so that persons in the audience have befter
backgrounds for decision ralitg. Write to the NASSP

-for rental or purchase informatiol.
1

i.'Organize gin-all-g-Foups to discuss and react to the various
proposals. -

4. Provide further facts and study materials related to areas--
of concerns and consensus that emanate-front-the-
groups.

5. Hold further 'meetings_ to-arrive at further diagnoses,
consensus, and decons about what prescription (s) to
follow.

6. Take the necessary 'steps to implement the decisions
with plans to collect and report data for evaluatinr the
results

For Pa ents and Others
1. Ask schOol persons to meet with various community

groitils to-study and thscuss the proposals in this chap-
ter. the aim bemg to seek consensus in planning support
for school improvement

267
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. .
2. Either individually 'or in _study group-7, 2ct and ana-

lyze the criticisms of schools' Currently :Ippettrir,g in news-
papers, magazines, book,S, televisio71. ;:tid radio pro-
grams. Relatelhose- Qiticisms to the s.AostionS fOr
school imtiroVeThent in this chapter...

26A.;



THE NASSP MODEL SCHOOLS PROJECT:
SCHOOLS OF TOMORROW

The National Association of Secondary School Principals
received a substantial grant from-the Danforth Foundation
in, May 1968 to demonstrate in a droup of schools the edu-
cational opportunities that would be enhanced when a
variety of educatiOnal innovations are 'assembled and, co-
ordinated over several years with improved methods of pro-
gram evaluation . The NASSP provided wide publicity about-

the grant and invited inquiries.
The original proposal was to work with seven schools.

However, after many inquiries and visits to schools, a deci-
sion was made to include seven additional schas. Re-
quests had also come from several disfricts that, Were start ,-

ing new high schools and wanted to tailor them after the

- niodel: five such schools were included. Finelly, later in the
year of the selection process, an invitatiOn was issued to
designated districts to wOrk towards the model in whAt wap
termed a "communications network." Fifteen scflools
agreed to do so. Thus a, total of 34 schools participated in
The project for varied lengths of time, most of them for-six
years.
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The philosophy was to place Major responsibilitY.,in the
local schdols for working towardsthe prescribed model.
Therefore, the central project staff was Unusually small in

--qomparison with most other projects. Financial assistance fo
the various schools varied. considerably.

The students, teachers, and administrators in those..
schools have contributed much to the present book, A
Schoo/ for Everyone. Although the ideas evolved over
many years and from many sources, the experiences of the
past eight years give the author much confidence in their
validity and transferability.

What developed in the schools with respect to achieving
the pre.scribed model for schools of tomorrow is told in an -

other publication that shows what these schools found
easiest and most difficult to change. A third publication
reports illustrative data gathered by the school staffs and
others to indicate how the. programs were evaluated. A
fourth, written mbstly by prIncipals who volunteered to
duar16e developments in their schools. tells what happened
and why from their vantage points.

'Zit)

7

'



The NASSP Commitment

Since its founding. in 1916 the NASSP.has been foriLmaie
in staffing itS national, headquarters with some of ti-e top
professionals in the field. Each has had in-depth ey.t.tstience
in schools and Colleges and each has,sontributf...--.i signifi-
Candy to the state of the art. Not the least of thclse ii authur
J. Lloyd Trump whose influence, over the paSt ihz'ee dec-
ades has won him a Orrrianent place among th.,:.: rountry's
leading educators. ..

Another characteristic of ihe Association war.?Oing men-
, tion has been its willingness to re;rakamine the eking order .

and to probe for better methods of education. .NASSP's
strategy has been to build On the ,stiengthci oi Jhe existing

I system and faithfully follow Horace Mann'3 durl mandate:
I first, to continue those programs proved effec-,,,,t.-. and in so

doing to stabilize and perpetuate the socie:ty: -,4-id second, to
serve as agents .for constructive change. In this !:tter rolt,t
Llbyd Trump has been both a stimulator and mover of p..?:`,-
ple and .their schools.

41
In A School for Everyone the author pOints out tho? L'. a

societvas diverse and complex, as ours; no institutip:t. i.,zi:-.. i
effeci,v.ely serve all -people. In our sChools most :ittidents
.fespond well to what educators have come to dcii:.,ribe as\

i the triditional approach: Others re4uire altrile.tims in non-
traditional categories. The fact that we c.ontr ,'ie. to have
almost one million high school drop,.p.,,i,; (:,,,::h year gives
credence to the conclusion that ::.7. s:di;dard offerings
'simply do not meet the needs of all -tudents. This book
describes several viable and humat,.; alternatives which

. appear to hyld. much promise for the iuture, and,we corn-
mend its seriowi review to both professional and layman,
alike

Fortunately, the gual of findir ,...4 ;a 26etter way is shared with
a ritunber of others. In this projci:i !hp Danforth Foundation
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deserves substantial Credit. It ;willingly and enthusiastically
supPorted Lloyd Trump's quest for higher quality piograms
for the children and youth of,..,the. nation. NASSP's parallel
commitment to continue in tF4 never-ending search speakS
for itself..
, OwenS. Kiernan

Ex2cUtive Director



CREDITS

NUmerous persons of all ages 'over- many years have
contribUted the ideas that'generated this book. The most
recent, of course, were the students, teachers, ana adininis-
trators involved in the NASSP Model Schools Project, plus
a.nurn6er Of persons who Worked on the project staff.

The following individuals read an early draft of this book,
Making useful suggestions: Lloyd Bishop, Division of Ad-
ministration and Supervision, School of Education, New
York University; Lavern Cunningham, Executive Director;
Public Schools Commission, San Francisco, California;
Roxee W. Joly, Assistant Superintendent, High School
Division, NeW York: City; Edgar A. Kelley, Division of
Secondary Edudation and Educational Administration,

. University of Nebraska. Lincoln; and Robert K. Lowery,
Principal, Bishop Carroll High School, Calgary, Alberta,
Canada.

Thomas F. -Koerner, Director of Publications, NASSP,
and Martha Christian, former Assistant Editor, NASSP,
furnished editorial directions.

Melinda Padgett provided secretarial services.
William Georgiades, Associate Director of the project,

and Professor of Education, University of Southern Cali-
fornia, and I have interacted constantly in the preparation
of this book and others groWing out of the Model Schools
Project.

The project and this book V. yuld riot be reality except for
continued support over the yeA-cs by the Danforth Founda-

- tion, Gene Schwilck, President:and the National Associa-
tion of Secondary School Principals, Owen B. Kiernan,
Executive Director.
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ABOUT THE AUTHOR

J. Lloyd Trump has been teacher and administrator for
30 years.in both public and private elementary and second-,
ary schools as well as in undergraduate and graduate uni-
versity ptograms. The schools were rural and urban, ranging
in size from 200 to 3,000. The university positions involved
teaching and reSearch, administiation;, and field serviices to
sthools. Professional:association-staff work, speaking, and.i
consulting.have taken him to aft 50 states and to numerous
foreign countries, includinga six-month' aseignment in
Pakistan.

hlis interests in educational innovations started in 1929
while be tVas belPing to develop a cu.rriculurn4or a new,

.,consolidated 12'-grade school. Teaching in one of the 30
schools in the Eight-Year Scudy in the 1930s adde'd others.
Consultir6 in the work-experience progtam of the National
Youth Adminjstration, with visits to all high schools in
Chicago. and -the sUrrounding areaSAighlIghted the possi;
bilities Of, differentiated" staffing and Other programs. -A
pritincipalship 'in a large K-12-school in bary; Indiana, a Sys-
tern with many innovations, prOvided other perspectives.
Helping to direct a statewide curriculum program in Illinois
and 12 years experience:On the BOard of Managers Othe
Illinois Congress of Parents and Teachers broadened his
contacts with all types of schools.

The, author has been a taff member Of th National
ASsociation of Secondary School Principals for the past 16

-- years. pirecting four nationwide projects, two supported
-Partly' by the Ford Foundation and two by the Danfoith

. Foundation, involvid.many schools in a variety of projects.
Working with humorous NASSP committees and programs
helped,further to cr.ystahze the school for everyone that this
bOok describes.
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