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TH3 SCHOOL Bohuu AND THY, TBICHIIG BOTY
By will C. Wood, Superintendent of Public Instrazetion.

Host peonle who are =2t 3ll in touch with the situation
recognize that city school adminiustration in ameriea is on sn
unsatisfactory footing. In most every ecity there ia lack of
harmony ia scheol 3dminiatratian, varyiag in desree but avperent
even to the casumal observer. There 13 lack of continuity of
policy and in gome instances lack of the spirit of nrogress be-
gause of fhe constant shiftiag of resvonesibilities end changes ia
in manarements. During the last ten yesrs, Chiesgo, for exanmple
has had flve superintendenta; Loz sngeles has had three; Boston,
three; and Qakland, three. In low York, Superintendent Maxvell
wag abla to hold on for years only by constontly fighting for his
offlcial 1life. fThe averace itern of city sunerintendents in Califoraia
13 only sabout four years and in most inatancey, changes in the
superintendency bave been due eithor to friction or lack of whole-
hearted community support. School boards come snd 0 with sur-
prising regwlarity, 411 of thig militateon againat continnity of
rlan 2nd cheeks renl progreas. It malken for tha develonnment of
Mads” and ths pursnit of "foneies”. Such surnerintendionts snd

boards seeking to continus in office fr aquently Peel called uron

to emvhasize the snectaculsr in ecucation rather thon the sube

15 >
stential. It makes eluc for ex travapance in school expenditura

LY

ﬁ':{!

\m.


TJung
Typewritten Text

TJung
Typewritten Text
California Department of Education                  Modified 01-Apr-2009
Historical Documents


since 2 change of policy meens the "scravninz™ of the old, znd
proparation for the new. Edueationzl prosress snd economy of
administrntion both demand thot some way shall be found to se-~
cure better continulty of school policy.

e cen not meet the situation by treating outstanding
sympioms; we must seek for the deeper czuses of which the things
I have spoken of ere only symptoms. In my judgment, the cause
ig not to be found in the pergsonality of the surerintendent. I
have knovn too many srlendid suverintendents who have moved on
beecause of unhappiness or even more urgent reasons, to atiribute
the shortness of terma of aervice to the perzonality of the
supserintendent. O0Of 211 the nerve-racking nositions in the field
of government, the city sunerintendency i3 pre-eminont. The
martyrdon of thousands of good men is silent teatimony to that
fact. Under our present system he is forced to bear a burden of
responsibility thot few human beings can beer without bending or
breaking. The very nature of hia work,--the ghaping of the lives
of children, reaunires that he shall be s man of broad and deep
sympathles. There are fow men of really gympathetic nature who
aro not also gensitive. o have, then, s mogt trying position
fillied by a sensitive man, = truly incongrucus situntion.

I belicve that the renl csuse for frenuent changes in
thoe superintendeney is 4o ve found iz the gyatem. o man shoulgd

be required to bear slone the tromondous Tegnonaidilitles now

FAL)

]
L
el
d
g
}u—!



resting on the shoulders of the city superintendent. The chief
defeot of our ciiy cchool administration is the unwise gentrali-
zgticn of resronsibility in one man. The RBoerd of Lducation ought
to bear 1t3 share of the dburden. It should not assume that ench
new sunerintendent 13 2 pronhet to be followed implicitly wntil he
proves himsel{ merely human. It ghounld start with the aﬁsuﬁption
that he 13 humen iike the rest of us, and that zll edueational
wisdom ig not erowded dbenesth his cranimnm. %o ask too much of 2
guperintendent when we ask hizm to he omminotent, omriscisert and
omninrezent, agd many school boar@a do.

12 we are to wmrevent this guasdrennial hesire of auper-
intendents weo muut get sway from the idea that the superintendent
is & polley mekowrs iHe isn't, 2nd he enn never be = rolicy meker
in eny American commumity. The \nerican veonle are so comstituted
that they do not nceent any policy without gquestion, no metter how
hsndsoma the wravrings of the rackago may be. They want leader-
8hip and advice, but they reserve to themselves the right %0 analyze
the offering, selecting whnt they desm good and rojocting what they
do not like. A schesl bosrd fails in its daty to the superintendent
88 well as tho public when it accants any nollery before it i3 cone
vinced of its semmdness. 1t shoula Treoulre tha\augerintenﬁent to
proeve all things in roopect to noiligiee hefore ageaptling them an
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antisfaction of u voord of laymen can afford to walt. IF 1t 15
sgeented solely wpon faith, it has In it the eclgments of fnilure,
aince the commmity cen not be exnected to 2ccent 1t more readily
thaon the membhers of the Board who have had better opportunity to
gtudy its worth. And a pelicy that is not acgepted by the com-
punity is not a2 poliey after =11.

?his brines me 0 a considerstion of the relation of the
superintendent %o the vumblie. . superiantendent con do good work
only when his relation to the publie i3 cordial and syﬁpathetic.
It i3 hig business to know the commmity if he is %0 2dvise it con-
cerning its eduecstional interesta and policies. Sohool Systems
argﬁiika plants that may bve transplanted. i school system that
serves Pittsburz in ezeceilent [ughion may de poorly adapited to
Los ingelesa. A school zayotem, 1o be mosh worth whils to a community
must be the cutgrowth of community conditions snd needs. Only 2
wan who knows & community thorouszhly can susgoest the most appro=-
prizte lines of school develommeni. PFor that reason the quUPCT-
intendent must know the peonls with whom he is working. Yo must
lmow the clty geogravhically, must know 1t indastrially, goeinlogical-
1y, economieally. We should know whors ezpsnsions of the acnool
limits will probebly be made, 3o thet he way vlan school extensiona.
Ze should tnew the ladustries of ise commanity if he is to plan

vegational tralning to weet community necds. He must know

manufaciurers, business men and lsbor lesders with vhom he muat
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work. He muat know in cordial manner the newspaper men and
ministera who have munch to 8o with shenlng pudbllc ornianion. He
muat be in tounch with all kinda of civie organizations, women's
clubs and parenteteacher nssociotions ainee they are the informal
jnstrumentalitiea throush whieh democrzey funetions. Directly
and throush assistznts he must keen iz touch with parents and
pupils sothat he may find the resction of school polieies uron
them and their resetlon unon school policiea. He must be so close-
1y in toueh with offsirs generally, so likesbla, so respected,
th=t every crganization and newsnaper will bo oven to him for the
exposition ond internretation of sehool poliecios. Fe must be as
deeply interested in communiby develovment a3 any other eitizen,
and ma2t be 30 broad in his ocuwbtlock and symmathies that he wrill
be regarded as = community builder in the broa&er sense. In all
nig activities, however, he must be nonepartisan, and iz all hia
official dealings aon-scetarion, since he is representative of a
community institution which inclndes all parties and 21l geets.
Before passing from t:his phase of the gub eet, I want
to smphasizo the responsibility of the sunerintendernt as 8 Ccomne-
munity educstor. Visg chief Pfunctiocn iz 4o internret the schools
to the peonle, to keon thom iaformed, o surpost nolicies, to
racelve their supgeutions nnd eriticlsms. I+ 1w his business *o

keep the schnolo hoth nublic and ponrular. He must be an evance-
Ng;

1ist of eduention, thoroushly believing in hia mioeion and nbla
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ipatitution of which he is the calef oflicer.

In discussing the relation ol the aunerintendent to
the teaching force, I trust you will nardeon me if I make s brief
analysis wmith a view to bringine ond ceriain princinles which I
deem Tundamental.

The sSchool system 13 the chief instrument devised by
demoeracy to insure the continued existence of demcerzey. Democ-
racy iz not prediented unon documents, eecurt decisions, words or
rhrases, but upon the lntelligence, enlighienment and cherzeter
of the pecnle. It 13 not a thine that neorple inherit from thailr
Torofathers; neither iz 1t o tiing t> be conforred upon any
generation or peoplg. culte frequently peonle grow uv in g
demoeraey without becoeming demoerais. The liexieans borrowed the
forms of democraey but used them to cloak autocracy and later,
anarchy. ZIoch generation must grow inte democrnoy, coageguently
a democratic nation looks cargfully after its growlng boysand
girls. They ars the omes who will determine the kind of a worla
we and our children shell 1ive in. The imeric=an school Systom haa
been establiched to prescrve and advance demoerscy by devoloning
good citlzens - law abiding, self-summorting, rarticivating, co-
overating, progrescing citizcnSL IT our school systam doew not
do thet, it 13 a fallurc.

dow peopla becomc demoeratic eltizens by s vrocessy of
growth. A mon may he twentye-one yesrs of age, »ut he i3 not a
democratic eitizen unless ho has leerned %o P
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democrscy, to bear its reapongibillitico, znd 1o co-onersie with
his fellows in common affairs nnd entsrrrizes. The achool gystem,
up to vory recent times, has not afforded opnortunity for parti-
cipation and co-oneration. I% hns been an auntoeratic scheol
gystem, from kindergeriten to collepe. Thero have been few cwpor-
tunitisa for self=-directing porticipation or for co-omeration.
Even the recitation hez been a matter between the tencher and sne
puril, - the one who hanvened to be answering the quastlon. In
recoent times, the ownirit of the schoolz hus choanped somewhet.
Punila, e8peclally in high sehools have been given oonortmnity to
particinate and bear responsibilities. Cluba, organizations,
enterorizes have been iatrodueced so that wupils may grow in ebility
to assume resnonsibilities and to do things instend of rosding
about them. The resullt has been 1ifs and srowth.

Poople grow by assuming responsibilities and by having
a part in things. "hat is true of pupilas 1a true of toachers.
In the past, they have not beon exvected to think avout Tumdamontal
achool problems. In meny instsnces they have been denied the
right to determine oven the details of “helr work. In neny syastems
they have heen aunervised in detslls 4o sueh an exwent, that
Individuality, life and gpizit have boen crushed onut. In tazchers
lastitutes, such teschers are inerd =md llstlesy - they hove lost
the thinking habit. Iverythine is detormined from above, so Mghy
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rsspongibility sssuming, co~-overating eitizens? The answer iz -
they esn’t. Tho only tanéhsr worth while iz the one vhose think~
ing powers have not been subject to atrophy, who dcss planning
on her ovn 2ccount, who particirates in maxine sehool policies,
who co-onerates with her fellows In something becidss e sewing
cirele.

It 1 time for us to introduce democracy in our school
orgenizsiion. I wounld have swpervision, dut I would not confuse
gurnervigion with direction in matters of detail. I would have
rlans, but they would not be imposed by the supervisor. They
would be worked oubt by te=mchers uwnder the leadershin of the super-
visor, theory and nractice haviang oproriunisy to meet, end adjust
themsclyes 1o one another. 1 would have intarnal schooi policies,
but they would be worked ocut by the principal with his teachars,
or by the superintendent with his commeil. In every city school
departmént, there should be a eouncil of representative teschers
slected by the tescohers themselves to discuss with “he super-
intendent and molke recommendations uvon matters of lnternal school
poliey, subject of conrze to revicw by the bvoard. Btters pertsin-
ing to courses of study, promotion of pupils, zdoption of text-
books and 30 on sihould be nresonted te them. The sumcrintendent
ghould present hig plans io thiz body, answer cuestions, asccoent
criticisms, and when the vlan 19 submltted, it should be the plen

of the whole body. In this wey we chould throvw resvonsidbility
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where 1t belomga--npon the teachers; they would grow profession~
ally throurh participstion; they would loara, to co-operate; they
would learn in zectusl practice the vrinciples snd applications of
domocracy which they are exwmected to teasch. In no other way, I
belisve, can we keep professional spirit among teschers; in no
other way can we overcome the anirit of unrest now prevelent in
the teachine body: inm no other woy can the superintendemt keep
the confidence and co-overation of the teachinz hody. The plan
will, I believe, dignify eclass-room tesching nnd will eliminate
mich of the Irictlon in the school organizstion. I am pleased
tc note thnt your eminent retiring superintendent, Dr. Albert

L ¥

3hiels, hag alresdy made o gplendld beginning along democratice

Let me summarlze, then, the ehief points that ahonld be
kept in nmind in comsidering this problem:

Firat, the school beard, reprevsenting the public, is the
body charged by law with suprame adninistrative resronsibility.
It should rstain in its ovm honds the pover sné responsipilits of
pa3sing upon all mattors of public scheol policy excent »rofession-
al matters.

Sseond, all profeasional matbters, ineluding matters of
internal pelicy should he delegated to ths superintendent or to
professional assistenta, ftiwoush %he neoney of the superintendent®s

offica. Ia tho Interest of real nrozrsss, the guperintendent



should sdvize in theze matiers with the renresentatives of the
teaching body, whenever thot body iz rightly concerned.

Third, the teachers chould be accorded the privilege
of conforring through their representatives direetly with the
Board vhenever their salsries or workiangs conditions sare under
consideration.

Pourth, the Board should sdhere to itz prasent plan for
the appointment of teachars, siﬁilar te the eivil serviece plan,
lssving tha rating of anplicants to professional assistanta.

P fth, the tenurs of teschers should be dwring efficiency
and good behavior, but a reasonablie plan for dismissal of
inccrmetent or mndesirsbie teschers should be provided. The
guggeation of Ir. Steddom made at the last meeting, has mwch of
merit in it. |

Sixth, the elty of Los ingeles, ia the interest of con-
tinuity of scheool policy, should elect its bhoard members for
longer torns, and prcvidarfar gracdusl retirement of members instead
of a sweeplng retirement as ot present. Ia my Judsgment, thia is
8 vory negessary chonge.

The fundamental thing, in the roorranization of American
eity achool administrotion, is the introduction of the spirit andg
machinery of demoeracy. It will, in my judesment, rolieve the
superintendent from resvonsibilitics which hae should not be

expected to benr smd will encourace teachors to nlan snd worl with
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better spirit and to better adventeere hecsuse they will feel
that they are no longar cops 1a a great unwisldy mechine, but

o pvurt of a living institution. It will subastituts eo-operation
for inhsrmony so nrevalent in many city systems. It will slso
enable imerican demoeracy to renew itself continuslly and in a
natural way, throuzh a school system demceratically orgonized

and democratically administored.
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