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CHAPTER I 

INTRODUCTION 

Flexibility is a generally accepted principle of 

school administration. Too often this terra is not explained, 

but is left in the realm of theory, without adequate exposi

tion of the techniques for applying flexibility to a public 

school program. 

THE PROBLEM 

The problem of this study was the creation and pres

entation of a o;eneral course of action which a principal 

mi^ht follow in establishinfr̂  and maintaining flexibility 

In three selected areas of r̂ ublic school administration. To 

lend concreteness to this proposed course of action, the 

study attempted to point out definite criteria by which the 

principal might evaluate his prograT. to determine the areas 

in which flexibility was being maintained. 

SCOPE OF THE STUDY 

This study dealt with three areas of the principal's 

administrative duties: (1) the curriculum, (2) the prin

cipal's relationship with pupils and patrons, and (3) the 



principal's relations with teachers. The emphasis of this 

study was on formation of a flexible, but not Inconsistent, 

program. Flexibility in the area of the curriculum would 

concern such procedures as course requirements for students 

with special needs, modification of the content of courses, 

and other variations with reason from an established pat

tern. Likewise, the flexibility of the principal's rela

tionship with Duplls and patrons and the flexibility of 

his relations with teachers were similarly considered. The 

study attempted to point out the broad, comprehensive pro

grams of the school system in these three areas. The role 

of the principal in each of the areas was used as a Justi

fication for the establishment of flexible policies by the 

principal. The limitations and the difficulties that face 

the principal in his attempts to maintain flexibility in 

the three areas selected for this study were recognized. 

These limiting factors did not, however, prevent the estab

lishment of general criteria to assist the principal in 

deterTinlng the amount of flexibility present in his school 

program. 

For the purpose of this study, other duties of the 

principal were not considered, except as they Influence 

one of the three selected areas. That the principal must 

function in the areas of office management, pupil account

ing, lunchroom accounting, and textbook accounting is 

generally recognized, but since these areas Involve only 
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the principal and his office staff and deal primarily with 

the bookkeeping system of the school, they lend themselves 

readily, and perhaps properly, to a very inflexible program. 

Probably an inflexible approach to these problems is desir

able in order to maintain consistency and accuracy. 

The principal's responsibility for maintenance of 

grounds and buildings, supervision of the custodial force, 

and safeguarding of the health, the safety, and the welfare 

of the pupils is generally recognized. In these areas the 

principal should strive for maximum efficiency rather than 

for flexibility. The principal would desire to maintain 

the highest degree of efficiency obtainable in these areas 

even though the degree of attainment is subject to many 

external Influences. These duties of the principal were 

considered only as they Influenced the principal's respon

sibility in public relations or staff relations. 

The principal also functions in many other areas, 

but these likewise do not lend themselves to an evaluation 

as to the degree of flexibility, and therefore, were 

excluded from this study. 

The scope of this study did not include a discussion 

of the merits of democratic versus autocratic school admin

istration. Nor was this study intended to commend or con

demn any school system or any administrator for the type 

of program carried on in any particular school system. 



Specific situations were gleaned from the literature or were 

contrived for the purpose of example and explanation. 

PURPOSE OF THE STUDY 

This study was baaed on the hypothesis that flex

ibility is possible and practical in a school program in 

the three selected areas under consideration. It attempted 

to determine the techniques which may be employed in estab

lishing flexibility and to present a method of evaluating 

'the flexibility of the program by setting up criteria to 

determine the relative flexibility present in any school 

program in the areas considered. The principal may estimate 

the amount of flexibility present in his program in the 

three selected areas by determining the number of items in 

the criteria to which he can give an affirmative^answer. 

He may feel that some of the items are more important than 

others and therefore may wish to give his own relative 

values to the criteria as listed. 

SOURCES OF INFORMATION 

Pour principal sources were investigated to secure 

information for this thesis. Writings of recognized authori-

ties in the fields of school administration, curriculum 

development, public relations, and staff relations were the 

source of most of the theory. Materials prepared by pro-



fesslonal education organizations and institutions were 

profitable in validating the theory and in ascertaining the 

newer trends in these fields. Periodical literature was 

employed to indicate current practices of teachers and 

administrators. Theses and dissertations were used to indi

cate the frequency of use of the practices and to give some 

of the localities in which they were being employed. 

DEFINITION OP TERMS 

Curriculum. The word "curriculum" has been used 

in several ways. Chamberlain and Kindred presented an excel* 

lent contrast between the traditional meaning and the more 

recent applications of the word. "Conventionally, the 

curriculum is interpreted to mean a particular arrangement 

of subject matter set out to be learned by the child."! 

**Viewed in more dynamic terms, the curriculum is r̂ egarded 

as the total of all experiences that pupils have under the 

direction of the school."2 Throughout the remainder of 

this report the latter definition was employed. 

Flexibility. The term "flexibility" was used in 

Ithis study to mean possessing the qualities of, or being 

-̂ Leo M. Chamberlain and Leslie W. Kindred, The 
Teacher and School Organization (New York: Prentice-Hall, 
Inc., 19WT, p. 323. 

^Ibid., p. 324. 



capable of, being adapted, modified, altered, adjusted, or 

suspended to meet changing conditions. 

Patron^ The term "patron" was used in this study 

to mean the parent or guardian of a child enrolled in a 
I 
public school* 



CHAPTER II 

REVIEW OF REL/.TED STUDIES 

Though much has been written about the curriculum, 

public relations, and staff relations, little has been 

written about flexibility in these three areas. Because 

little experimentation or research has been done in these 

areas, there Is an acute scarcity of scientific studies 

related to the subject of this thesis. 

THE CURRICULUM 

Educators and informed laymen sometimes decry the 

present status of the curriculum, but such outcries gener

ally end lamely with a statement that "something should be 

done." The word "flexibility" is often mentioned as a basic 

principle of curriculum construction, but usually no con

crete guides are given and no specific criteria are listed 

to help a principal establish this type of curriculum organ

ization in his school program. Though little research has 

been done in the area of flexibility in the curriculum, 

"The Eight Year Study" bears enough Importance to merit 

consideration in this discussion. 
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In October, 1930, the Progressive Education Asrocla-

tlon established the Commission on the Relation of School 

and College. The purpose of this commiseion was to explore 

the possibilities of better coordination of school and 

college work and to seek an agreement which would provide 

freedom for secondary schools to attempt fxindamental recon-

Btruction of their inrtructional programs. After careful 
J 

consideration the Commission decided that research to reveal 
1 

the relationship between the study of traditional public 

school subjects and the grades received by students in 

college would prove beneficial in plaxming future school 

curricxilums. This research study, which was conducted from 

1933 to 1914-1, is commonly known as "The Eight-Year Study." 

To institute the study, the Commission made arrange

ments with more than three hundred colleges and universities 

to release the graduates of thirty selected secondary 

schools from the usual subject and \init requirements for 

college admission for a period of five years. When this 

agreement had been made, the Commission then selected 

thirty schools representing a wide range of school environ

ments. Public and private schools, small and large, from 

eleven states, from Massachusetts to California and from 

Wisconsin to Oklahoma were Included. In the fall of 1933 

the experimental program was activated. Very little control 

was placed on the curriculums, methods of instruction. 

file:///init
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subject-matter taught, or administrative procedures. The 

school? set up their own objectives—the things that t'ley 

,felt would best equip citizens in a democracy—and taught 

iln the manner that they felt would best achieve ther,e 

objectives. 

^ Because the acknowledged purpose of the study was 

an evaluation of the relationship between the study of 

traditional school subjects by high school students and the 

grades received by the same students in college, the evalua

tion of the study was made while the students were in 

colleges. Over 8,000 graduates of the experimental schools 

went to colleges. In the colleges 1,1|.75 were comp£u?ed with 

graduates of conventional schools. Each individual of the 

(experimental group was matched as nearly as possible in 

Intelligence, socio-economic position, and aptitude with a 

student of the conventional group. Comparison and evalua

tion were made by tests, teacher observations, interviews, 

honors received, and achievements. The results of the study 

in general indicated that in all subjects except foreign 

languages the students of the experimental group scored 

|slightly higher than their counterparts. In social develop

ment the two groups were about equal, but teachers generally 

stated that the students of the experimental group had a 

better outlook on school work than did the comparison group 

and approached problems in a more realistic, critical 
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manner than they did. 

'̂ The Commlseion drew the general conclusion that "the 

assumption that preparation for liberal arte college depends 

on the study of certain prescribed subjects in the secondary 

school is no longer tenable."^ The Commission stated that 

the study seemed to indicate that "students from the parti

cipating schools which made the most fimdamental curriculum 

revisions achieved in college distinctly higher standing 

than that of students of equal ability with whom they were 

compared."2 

"The Eight-Year Study" answered p8U?tially some of 

the questions in regard to the establishment of a flexible 

curric\ilum« It was'by no means, however, a "cure-all." 

Since little or no control was placed on the experimental 

schools, some deviated widely from the traditional patterns, 

whereas others varied only slightly. Ho statistical data 

on the variation were recorded. The Commission felt that 

the subjects studied in high schoels by students have little 

bearing on college success. The study did not prove con

clusively that either a m-ore liberal or a more rigid program 

would produce a higher quality of students. The study 

indicated to the Commission that the secondary school 

^Wilford M. Aikin, jKie Story of the Bight-Year Study 
(New York? Harper and •Brothers, I9I4.2T7 T7"p. 110. 

2lbld., p. 117. 
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curriculums, which theoretically are college-preparatory, 

have little influence on students' academic achievements 

in college. 

PUBLIC RELATIONS 

Several studies have been made in the area of 

public relations. Earl J. Boggan, Jr., conducted a study 

in Pine Hill High School, Cheektowaga, New York, to deter

mine the causes of drop-outs and to find a remedy for them.3 

In obtaining part of his data Boggan prepared and sent ques

tionnaires to faculty members, former students, and currently 

enrolled students to determine what each group felt were 

the reasons and causes for student drop-outs. Some of the 

reasons listed were these: 

1. Lack of parental interest and support 

2. Too narrow curriculum of the school 

3. Desire to go to work 

I|.. Lack of Interest in school 

5. Lack of guidance 

Some suggestions for remedying the condition were 

these: 

3Earl J. Boggan, Jr., "Administrative Techniques 
Used To Increase the Holding Power of Pine Hill High School, 
Cheektowaga, New York" (Unpublished dissertation. Univer
sity of Buffalo, 195U)* 
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1. Increased guidance 

2. Increased elective offerings 

3. A program of work experiences 

I4.. Expanded student activities 

5. Closer contact with parents 

6. Acceleration in required subjects for better 

students. 

Boggan reported that in an attempt to remedy the 

drop-out situation, the methods of teaching were changed, 

the school paper was published every two weeks Instead of 

every six weeks, a student council was formed, home visita

tions by teachers were inaugurated, the guidance program 

was enriched, and a citizens' advisory committee was organ

ized. 

Boggan reported that two years after these changes 

were put into effect, the number of drop-outs was reduced 

by approximately one-half. 

Nlles E. Norman of Pennsylvania State College con

ducted a questionnaire study pertaining to citizen reactions 

to the school program. The citizens questioned Indicated 

from their replies that in order for a school to have a 

good program of public relations, it must consider these 

three principles: (1) A happy pupil is the best public 

relations media; (2) The public should be kept informed 

concerning the total school program; (3) The public should 



13 

'̂ be given complete, truthful information.^ 

In 1952 Sol I. Zweiback made a study of problems of 

high school principals. The study included 135 principals 

in high schools in the states of New York, Pennsylvania, 

New Jersey, Maryland, and Delaware. The majority of the 

problems reported by these principals were in the areas of 

faculty relations, pupil relations and guidance, and internal 

organization and administration. The chief problems were 

maintenance of (1) unity and cooperation among the teaching 

staff, (2) student attitudes, and (3) flexible dally 

schedules.5 

James S. Collins made a study on effective and 

ineffective practices of high school principals as based on 

observations by students, citizens, teachers, principals, 

and superintendents. The responses were personal opinions 

and no attempt was made to ascertain the validity of them, 

though some selection was made to rule out obvious preju

dices and unreliable answers. The students considered as 

"effective" the principal's maintenance of a high degree of 

efficiency in school functioning and equipment, encourage

ment of students and teachers in participating in the 

^Niles E. Norman, "Citizen Reactions to Public 
School Programs" (Unpublished dissertation, Pennsylvania 
State College, 1952). 

^Sol I. Zweiback, "Problems of High School Princi
pals" (Unpublished dissertation, Columbia University, 
Teachers College, 1952). 
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planning of the school program, and participation in out-of-

•chool activities. The lay citizens felt that he should 

keep his school organized to function efficiently and effec

tively, seek new and better methods of doing things and 

listen to opinions of others in this regard, get acquainted 

with the pupils in the school in an honest attempt to under

stand them, keep the community informed, and provide lead

ership for school improvement. They felt that he should 

not be arbitrary in plans or actions, should not be incon

sistent, should not be overly active nor entirely inactive 

in community affairs. The teachers felt that the most 

effective practices were to offer counsel and assistance to 

teachers, to encourage initiative and participation in 

decision-making, and to support teachers in their actions 

and deeisions. They felt that failing to respond to re

quests and suggestions, showing favoritism toward some 

teachers, and making of arbitrary decisions were among the 

most outstanding ineffective practices. The opinions of 

principals and superintendents very closely resembled a 

compilation of the opinions of the three previously men

tioned groups." 

None of these studies actually considered or 

discussed flexibility as it might be applied to the public 

^James S. Collins, "Effective and Ineffective Prac
tices of the Public High School Principals" (Unpublished 
dissertation, Columbia University, Teachers College, 1953). 
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relations of the school. Some indicsted areas in which 

flexibility was needed. Others indicated the best methods 

of bringing about successful public relations, which often 

pointed the way to flexibility in the program. Still others 

provided information in regard to the practices which could 

be used by a principal to strengthen the public relations 

of his school. Though none specifically dealt with flexi-
I 
b i l i t y i n publ ic r e l a t i o n s , some provided information 

per ta inent to f l e x i b i l i t y in a school program. 

STAFF RELATIONS 

I 

John A. Green conducted a study of the personnel 

administration policies and practices of over five hundred 

schools throughout the United States."^ To determine the 

policies. Green surveyed the handbooks and constitutions of 

a large number of schools. To obtain data concerning prac

tices he sent questionnaires to 990 administrators through

out the country. Green's study revealed that in over 95 

per cent of the schools personnel administration is the 

duty of the superintendent. In the other 5 per cent assist

ant superintendents, principals, or others were given this 

responsibility. 

'John A. Green, "The Policies and Practices of Per
sonnel Administration In the Public School Systems of the 
Cities Between 10,000 and 30,000 Population" (Unpublished 
dissertation. University of Colorado, 1953)* 
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In regard to employment Green found that certifica

tion, physical-fitness examinations, and citizenship were 

the most frequent requirements. Marital status, place of 

residence, and religious belief were the three items which 

were least frequently considered. In less than one-half 

of the schools was age considered in employment. With very 

few exceptions, the school board approved the candidates 

recommended by the superintendent, though the principal 

often helped with the preparation of recommendations. 

In-service education as prescribed by the board of 

education and the superintendent was required of all person

nel in almost every school system. 

Many types of leaves were granted, though leaves 

for illness and military service were the most frequent. 

Forty-four per cent of the school systems had per

manent tenure provisions; 36 per cent had continuing tenure; 

20 per cent had annual contracts. 
t' 

State-sponsored retirement plans were in effect in 

97 per cent of the schools. Five per cent had some type of 

local retirement system, and 8 per cent had provisions to 

allow their teachers to participate in the United States 

Social Security program. 

Green found that in 195lf 97 per cent of the schools 

had single salary schedules, that only 13 per cent provided 
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extra pay for superior teaching, but that many schools pro

vided extra pay for extra duties. Some of the more frequent 

duties for which pay was provided were:8 
Coaching athletics Sl\% 
Music directing . 5 W 
Publications sponsor . 1^1% 

Speech and dramatics . . . . . . . . 22^ 

In over 95 per cent of the schools, the principal 

assigned classes and other duties to the teachers in his 

school. In the remaining schools the superintendent or the 

personnel director made assignments. The principal partici

pated in the evaluation and recommendation of teaching 

personnel for promotion in slightly less than one-half of 

the schools. 

Using the questionnaire technique, Eugene W. Bowman 

conducted a study which compared the attitudes of Oregon 

administrators with those of teachers toward selected per

sonnel administration policies.^ Some of the findings of 

the study were these: 

1. Seventy per cent of the teachers and 91 per 

cent of the administrators favored employment of married 

women. 

®Ibid., p. 121. 

^Eugene W. Bowman, "A Comparative Study of Teachers' 
and Oregon Administrators' Attitudes toward Selected Person
nel Administration Policies" (Unpublished dissertation. 
University of Oregon, 1952). 
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ft- 2. Forty per cent of the teachers favored equal 

consideration of prospective employees regardless of race 

or religion. Fifty-four per cent of the administrators 

favored some caution in this practice. 

3. Ninety-four per cent of the administrators and 

90 per cent of the teachers favored physical examinations 

for candidates for employment. 

l\.m Seventy-nine per cent of the administrators 

and 8Ij. per cent of the teachers favored teacher participa

tion in the fomiation of personnel policies. 

5. Seventy-five per cent of the administrators 

felt that teachers should have a great deal of freedom in 

the classroom. 

6. Eighty-one per cent of the administrators 

favored complete support of teachers' decisions. Fifteen 

per cent favored some reservations. 

7. The single salary schedule was favored by 61̂. 

per cent of the administrators; however, 30 per cent 

favored a flexible schedule which would apply to some 

teachers but not necessarily to all. The majority of the 

teachers agreed with the single salary schedule, but an 

exact count was not listed. 

None of these studies were related directly to the 

problem of flexibility in staff relations, but instead 

these were designed to determine the current practices in 
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staff relations and the opinions of teachers and adminis

trators toward these practices. In the process of deter

mining the policies currently in use and the opinions of 

school personnel toward these practices, flexibility was 

often implied though not specifically stated. 

B<:': 



CHAPTER III 

THE PRINCIPAL AND THE CURRICULUM 

The principal is the responsible head of the indivi

dual school. His responsibilities include curriculum devel

opment and instructional supervision. The principal is 

charged with the responsibility of carrying out the general 

policies of the school system, and he must guide the per

sonnel of his school along lines of improvement within his 

school. For this reason the principal is the chief impetus 

in any type of organized curriculum development. He must 

provide the stimulation by which change is to take place.1 

The principal is the nominal curriculum leader of 

his school even in a large system where there is specialized 

curriculum personnel.2 The specialized curriculum personnel 

sirould actually be a resource from which the principal and 

his staff can receive the assistance needed for planning and 

executing a program of curriculum development. 

^American Association of School Administrators, 
toerican School Curriculum, Thirty-first Yearbook (Wash-
ington, D. C«S American Association of School Administra
tors, 1953)# p. 100. 

^Cliff Robinson, "Curriculum Leadership by Secondary 
Principals," The Bulletin of the National Association of 
aecQndary'^Sch'ooI Frincipals. JDDTlx (October, 195i4-}. P.*^. 

20 
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HISTORICAL BACKGROUND OF THE CURRICULUM 

The basic ideas for the American school system were 

transplanted from Europe. The chief reason for the estab-

lishment of elementary schools in America was the same as 

that in Europe: to provide the children with the knowledge 

and skills necessary to read the Bible. The chief reason 

for the establishment of secondary schools and colleges was 

to prepare clergymen and other leaders who would be well 

versed in religious teachings. The Latin graranar schools 

in America were organized on the traditional English plan 

with curriculums devoted almost entirely to the study of 

religion €uid the classics. These classical curriculums 

persisted largely Intact throughout the Colonial period.3 

In the middle of the eighteenth century the first 

major curriculum change in American schools was made. This 

change came about through the establishment of Benjamin 

Franklin's Academy which broadened its curriculum to include 

modern foreign languages, English, history, and natural 

sciences, as well as Latin and Greek.M- The academy proved 

to be a popular idea and exercised a tremendous force in 

3Hollis L. Caswell and Associates. Carriculua 
laqprovement in Public School Systems (New York: teachers 
College, Columbia University, 1950), pp. 1-2. 

^Ibid., pp. 3-l|. 
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formulating the present-day school curriculurae. 

The major school development in the nineteenth cen

tury wac the popularization and modification of the academy 

idea. The Boston English Classicel School, opened in l821, 

is generally accepted as the first high school. It was 

publicly supported, and its curriculum resembled those of 

the academies.5 The nineteenth century also saw the first 

large scale production of textbooks.6 

The history of the public school curriculums in 

America during the earlier part of the twentieth century is 

a story of experimentation. The writings and teachings of 

Pestalozzi, Herbart, Froebel, and Dewey exerted a particular 

influence on American education. The theories of Thorndike 

and others brought the study of psychology to the attention 

of teachers and administrators. The experiments of Wash-

burne, Dalton, and others made a deep impression on the 

techniquer and methods of teaching in America.7 

Curriculum changes during most of this period were 

administratively, and often arbitrarily, made. Frequently 

the program became sonewhat confused, because the modifica-

Sstuart G. Noble, A History of American Education 
(New York: Parrar and Rine'hart, Inc., 1938), pp. 1H5-188. 

^Edgar W. Knight, Education in the United States 
(Boston: Ginn â j3 Company, 1951)* PP» 121^-125. 

7c&swell, jO£. cit.. pp. 8-11̂ . 
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tlons were made on a piecemeal, experimental basis. This 

type of curriculum revision resulted in a patchwork of many 

courses which left the curriculum both highly fragmented and 

crowded." 

Not only are the curriculums of most present-day 

schools fashioned on a fragmented basis, but also the mater

ials taught are not in keeping with the objectives and the 

philosophies of education. This inconsistency between the 

established goals and the practices advanced to achieve these 

goals is clearly set forth by Harold Spears in The High 

School for Today. He stated that jever since the cardinal 

principles of education appeared in 1918, the goals of the 

high school program have been stated in terms of what people 

do in the world, but the curriculum—the means of arriving 

at those goals—is organized on a logical sequence of the 

culture of the past.9 

LEGAL REQUIREMENTS ON THE CURRICULUM 

In most states the schools are required by law to 

teach certain designated subjects. Though some states have 

very few legal requirements on the curriculum, others impose 

a great many. A compilation of some state requirements 

®Ibid., p. 1|2. 

^Harold Spears, The High School for Today (New York: 
American Book Company, 1950), p. 65. 



21̂  

gives a clear picture of the frequency and diversity. The 

chart shows only the subjects that are required by twelve 

or more states.10 

Subject Number of 
States 

Agriculture 15 
Arithmetic . 27 
Bible 12 
Citizenship 13 
Civil government . 21 
Constitution (federal) . . . 35 

rjConstitution (state) 20 
Knglish. . 27 
Fire Prevention 17 
Geography 28 
History (United States) 29 
History (state). . • . . • • . • • . . 23 
Humane treatment of animals 18 
Importance of animals. • 15 
Morals 12 
Alcoholic drinks i|.5 
Patriotism 15 
Personal hygiene 13 
Physiology and hygiene • i|.l 
Physical education . . 30 
Heading 28 
Safety Ik 
Social and ethical outcomes . . . . . 18 
Spelling . . . . . . . . . . 27 
Writing 27 

Requirements for graduation in three states illus-
i 

trate other limitations. North Carolina requires four units 

of English, one of mathematics, two of social studies, two 

of science, one of physical education, and six of electives. 

^OHenry J. Otto, Elementary School Organization and 
Administration (New York! Appleton-Century-Crofts, Inc., 
19i44)» P* ^$ citing Raymond Fletcher, "The Role of the 
State in the Administration of Elementary Education" (Un
published Doctor's Thesis, University of Texas, 19lUj.). 
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* Ohio requires three units of English, two of social studies, 

one of science, one of mathematics, and nine of electives.H 

Texas has an even more elaborate pattern of requirements. 

Article 2911 of the Texas Civil Statutes states: 

' All public schools in this State shall be 
required to have taught in them orthography, read
ing in English, penmanship, arithmetic, English 
grammar, modern geography, composition, mental 
arithmetic, Texas history. United States history, 
civil government, elementary agriculture, cotton 
grading, and other branches as may be agreed upon 
by the trustees . . .^ 

In addition the Texas public schools are required to teach 

kindness to animals, protection of birds, physiology and 

hygiene, and effect of alcohol and narcotics. Obviously, 

the laws are not adhered to strictly. 

! OTHER INFLUENCES ON THE CURRICULUM 

In addition to legal requirements on public school 

curriculums, many other factors must be considered in the 

I planning or revision of a school's curriculum. Accrediting 

agencies have exerted powerful influences in both positive 

and negative ways. The six regional accrediting agencies 

have set up minimum requirements for curriculum offerings, 

physical-plant facilities, and teachers' qualifications. 

Mk—«ir 

^^J. Minor Gwynn, Curriculum Principles and Social 
Trends (New York: The Mecmillan Company, 1950), pp. 1<.05-U06, 

^^Revised Civ i l S tatutes . Texas. 19I|.3# l4-8th Legis la
ture , Chapter 3l|i |:l , p . 599. 
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Schools have been forced to meet these standards in order 

to retain their accreditation and to insure that their 

graduates will be admitted to colleges without entrance 

examinations.13 Because of this influence some schools 

that might otherwise have remained more or less poorly 

equipped and poorly staffed have been forced to meet these 

minimum standards. 

However, the accrediting agencies may have also 

hindered curriculum development in some of the more progres

sive school systems. Since one of the primary purposes of 

these agencies is to standardize the practices in secondary 

education to aid the colleges in selecting students, they 

have tended to keep the secondary curriculums quite college-

preparatory. J. Minor Owynn believed that "the standardiz

ing of secondary schools has hindered curriculum revision 

because no major changes in the scope and emphasis of the 

standards established by the regional and state agencies 

have occurred in the last generation."1^ He recommended 

that these agencies should have as their purpose stimulation 

and encouragement of curriculum improvement, rather than 

13iioy E. Larsen and Henry Toy, Jr., "Forces Affect
ing the Curriculum," NEA Journal, XLIV (December, 1955)» 
p. 562. 

^Owynn, 0£. cit., p. 391. 
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the maintenance of minimum standards.15 

State Boards of Education and State Educational 

Agencies have functioned in much the same manner that the 

regional accrediting agencies have. Since education is a 

duty relegated to the states by the Constitution, there 

should be some single organization within each state to 

maintain a degree of consistency among the various school 

systems. The state agencies function in the areas of cur

riculum, teacher certification, textbook screening, and 

school financing. Though these agencies probably have had 

some retarding influences on curriculum development, some 

one group should be charged with the responsibility of per

forming these duties and of maintaining minimum standards. 

Textbooks are firmly entrenched in the public schools 

of the United States. The use of textbooks grew out of a 

need for a guide in lesson planning and from Inadequacies 

on the part of the teachers. Because of the advanced educa

tional standards of the teaching profession, the latter of 

these two reasons has dwindled in importance. Under the 

newer philosophies of teaching, the former purpose is being 

minimized. Even so, the textbook is still the most widely 

used device for organizing teaching experiences.1^ 

I5ibid.. p. 391. 

1"American Association of School Administrators, 
op. cit.. p. 71. 
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From the time of Horace Mann, professional school 

men have exerted a powerful influence on the shaping of the 

curriculum. This condition is logical because the men who 

devote full time to the problems of the schools usually 

formulate the theories and philosophies of the school pro

gram and put these ideas into action. 

The colleges and universities that prepare teachers 

also have a definite influence on the curriculum. The 

course offerings and philosophy of the college will be re

flected in the attitudes, knowledge, and skills of its 

graduates. The offerings of the teacher education institu

tions, in turn, must meet, if not exceed, the prevailing 

minimum requirements of boards of education in the area in 

which their graduates find employment. 

The principal can never really start from "scratch" 

in curriculum developmant. Usually he must content himself 

with modifying the program currently in existence. Even if 

the principal is given the assignment of organizing a new 

school, his curriculum will be influenced by legal require

ments, the philosophy of the school board, curriculums of 

nearby sehools, the preparation of his teachers, tradition, 

and many other factors. Tradition is sometimes very import

ant in the shaping of the curriculum. The principal who 

attempts to defy tradition will probably encounter difficul

ties from students, patrons, and faculty. The argument 
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that "it's always been done this way" is powerful, though 

sometimes not very sensible. 

NEED FOR FLEXIBILITY IN THE CURRICULUM 

Schools are products of society. They are construe' 

ted along the general lines of thinking which prevail in 

the society and reflect the goals, the aims, and the ideals 

of the society. Our society is changing; education must 

change to accompany this change.17 These variations in 

society take many forms and are derived from many sources. 

For this reason the school must be flexible enough to meet 

the needs of the society. 

Within any school group there are individuals with 

differing backgrounds of experience and ability. The 

education profession is gradually becoming more and more 

'•aware of this condition. The professional education Jour

nals, magazines, and books are turning more attention to 

this problem, and the teachers seemingly are becoming more 

conscious of and sensitive to the ways in which pupils 

differ from one another. More and more the personality 

traits, potential abilities, home environment, community 

17william H. Kilpatrick, Education for a Changing 
Civilization (New York: The Macmillan Company, 1937), 
pp. k» 1» 53. 

» f ' * 
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influences, interests, and skills of the learners are being 

considered.18 

The task of establishing a program that will pro

vide for these differences is one of the chief problems of 

our schools. Lack of provision for individual differences 

is the cause of many drop-outs.19 A partial solution to 

this problem seems to be flexibility. A flexible program, 

capable of adjusting to a wide range of behavior patterns, 

appears to be replacing the "fit the child to the curric

ulum" concept.20 

For years the curriculum was thought of in terms of 

subjects; today this idea has changed. No longer is the 

school curriculum considered as a fixed body of content and 

of experiences, but rather as a series of experiences with 

educational goals carefully planned and with democratic 

principles emphasized throughout.21 it is necessary that 

the school be organized on flexible principles, if students 

are to learn the techniques of living. Only in a culture 

l^Irvin W. Snyder, "What Are Some Good Outcomes of 
Democratic Administrative Techniques?" The Bulletin of the 
National Association of Secondary-School Principals. 
XXXVIIl (October, 1̂ 5IiT, p. 1. 

19Boggan, oj^. cit.. p. 127. 
20 ^Snyder, 0£. cit., p. 1. 

2lEverard Blanchard, "Democracy and the Public 
Schools," The Bulletin ̂  the National Association of 
Secondary-Scho'pr^Principals. XXXVIIl (October, 195)477 p. 7. 
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with flexibility can progress toward fulfilling human 

desires be possible. Without this flexibility the limits of 

life are set by immutable bounds. The teaching of democracy 

is greatly facilitated by a flexible instructional situation, 

To teach democracy in a dictatorial, inflexible environment 

is very difficult if not impossible, and to understand and 

learn the full meaning of democracy without experiencing at 

least some semblance of it is even more difficult. 

If the schools desire to develop "thinking men," 

they should teach the pupils to think critically in solving 

their immediate problems. This ability must be developed 

in such a manner that the pupils will be able to apply this 

technique to problems encountered in later life. "Thinking 

men," who can meet the problems of a changing world, are 

those men who have learned to make flexible, creative re

sponses, not responses which are habitual and patterned. 

If we are to create men who can think and make flexible re

sponses, we must teach them under such conditions. We 

iannot teach under arbitrary conditions and expect results 

^hat will be any different.22 Pupils can learn to think 

^nly when they are given an opportunity to think. 

^^Plorence B. Stratemeyer, Hamden L. Forkner, and 
Margaret G.. McKlm, Developing a. Curriculum for Modern Living 
{New YorkI Bureau of Publications, Teachers College, 
Columbia University, 19l|.7), p. 16. 

-*+-» 1 — - ^ -„U_I 
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Modern advancements have brought sweeping industrial 

lehanges. With displacements due to technological innova

tions, the worker must develop new skills in order to find 

employment. This very changing condition of industry re

quires of the individual the ability to adjust to new con

ditions. For this reason the worker must maintain a high 

degree of flexibility in skills and in his ability to change 

or alter his present skills.^3 Hollis L, Caswell summed up 

the entire situation; "Social change is now quite generally 

recognized as a fact of tremendous consequence to schools 

which will never permit a static curriculum."2l4-

CHARACTERISTICS OF A FLEXIBLE CURRICULUM 

The modern curriculum should be planned with flex

ibility constantly in mind. Some educational thinkers 

believe that the curriculum should not be planned at all. 

This, of course, is an extreme point of view. Some planning 

is necessary and is educationally sound even in light of the 

desire to place all learning on an individual basis.^5 A 

program with no planning at all would probably overstep the 

^'othanel B. Smith, William 0. Stanley, and J. 
Harlan Shores, Fundamentals of Curriculum Development 
(Yonkers-on-Hudson, New York: World Book Company, 1950), 
pp. 55-56. • 

^*kJaswell, ££. cit., p. 8. 

^James L. Mursell, Principles of Education (New 
Yorkt-W. W. Norton and C^wqpanyTTncTT T?3i4̂ >, p. 397. 
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bounds of flexibility and would probably reach a state of 

inconsistency. 

The framework of the curriculum should give more 

emphasis to the child and his experiences and contain 

greater provision for flexibility. It should allow the 

classroom teacher to plan in accordance with new situational 

demands and changing needs of pupils. Collins' study pointed 

out the teachers' desire for flexibility to allow them to 

use their own initiative.26 This need is generally recog

nized by administrators, according to Bowman's study.27 

Teaching units, audio-visual materials, and supervisory 

assistance should replace more rigid courses of study, and 

each classroom should strive to meet certain basic policies 

and objectives, rather than specific requirements. This 

type of organization will serve as an aid to the teachers 

rather than as stereotyped directions, since it is designed 

to serve as a springboard from which departures can be made, 

depending upon the interests and needs of the children and 

the Judgement of the teacher.28 

^^Collins, op. cit.. p. 87. 

27Bowiiian, ££. cit., p. 106. 

^"American Association of School Administrators, 
op. cit., pp. 83, 132. 

i I 
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The principal must recognize the fact that he alone 

can set the pattern for a flexible program. The word "admin

istration" usually means the machinery of organization. The 

principal who creates rigid, inflexible machinery for admin

istration will probably find that the school will become a 

slave to the machine. This condition is not looked upon 

with favor by administrators or by teachers.^9 The machin

ery for administration should be kept flexible and adaptable, 

since principles and objectives are more important than 

machinery.30 

Likewise, the supervisory organization should be 

flexible enough to adapt Itself to the needs of each par

ticular situation as it arises, yet it should provide con

tinuity within this flexible adaptation.31 Many teachers 

as a rule must be encouraged to try new things. Their 

tendency is to stay within the limits of the familiar and 

well-known materials. Basically, however, many teachers 

desire to try new tec niques and methods and to use their 

own initiative. Collins found that teachers appreciate the i 

^'^Colling, 0£. cit.. p. 92. 

^^A. S. Barr, William H. Burton, and Leo J. 
Brueckner, Supervision (New York: Appleton-Century-Crofts. 
Inc., 19l|-7), p* 71. 

3^Xbid., p. 90. 
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administrator who encourages this type of action.32 There

fore, administrators should not only be tolerant toward the 

teachers' attempts at finding new approaches to situations, 

but should wholeheartedly encourage this practice. Victor 

M. Houston was of the opinion that "the faculty meeting is 

the best means to improve the curriculum. Time off from 

teaching should be given for these meetings and work should 

be on a voluntary basis."33 He warned, however, that cur- j 

riculum work is fruitless unless desirable changes are made 

in classroom practices. 

The pupils are probably the moat important cause of 

curriculum change. Education is designed to provide worth

while experiences for the learners. The curriculum is the 

means to providing these experiences. Since it grows out of 

the experiences of the learners, the curriculum must always f 

be developing and flexible.3̂ 4- To ascertain in advance 

exactly the needs of any given group obviously would be 

impossible. Therefore, provision should be made for a wide 

range of possibilities. For this reason the curriculum can 

never be static and rigid, but must be adaptable to fit the 

3^ollins, ££. cit., p. 97. 

33Yictor M. Houston, "How Can Faculty Meetings Be -
Used To Inq̂ rove The Curriculum?" The Bulletin of the 
National Association of Secondary-School Principals. 
ninii (April, W51̂ )~P. ^o5. — 

34fltratemeyer, Forkner, and McKim, op. cit., p. 79. 
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needs of the students.35 Since the curriculum iT^designed 

to benefit the students, the students should be given some 

initiative in planning their studies. This type of curric

ulum arrangement calls for extensive teacher-student plan

ning. If the students and the teacher are to plan together 

their work, their plan cannot be restricted by hard, inflex

ible courses of study. For this reason, the current trend 

in education is away from the course of study and toward the 

curriculum guide. Elsbree and McNally believed "the day of 

the detailed course of study which restricted the work to be 

covered and even specified the pages is going, though not 

gone. This type of program is utterly impossible under a 

flexible curriculum."36 The American Association of School 

Administrators concluded that "in recent years the use of 

curriculum guides has become more prominent possibly because 

of their flexibility."37 

Several factors enter into the framework of adminis

tration of a flexible program. Two of these factors bear 

enough importance to merit special consideration. In order 

to maintain a truly flexible program, the principal must 

35ibid.. p. 80. 

3^illard S. Elsbree and Harold J. McNally, Elemen
tary School Administration and Supervision (New York: 
American Book Company, 1951)» P. 82. 

37Aitterican Association of School Administrators, op. 
cit., p. 229. 
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3«ake some arrangements for a flexible time schedule. One '' 

of the chiief difficulties of many types of curriculum organ

ization is that it prevents the maximum use of learning 

opportunities which arise unexpectedly, or it sacrifices 

the best utilization of time and resources to a system of 

fixed periods and time allotments.38 Administrators realize 

this fact, but that realization does not make the task of 

preparing flexible schedules easier.39 i,̂ e and Lee felt 
I 

!that the schedule is only an aid to providing the optimum 

learning situation. It must be flexible enough for a learn

ing situation to continue as long as it is vital, to enable 

excursions to be taken, to make it possible for teachers to 

plan for longer periods than normal.H-0 

The problem of schedules is not as great in most 

elementary schools as in high schools. A great many of the 

elementary schools today function on the "room" level, and, 

therefore, the teacher can spend the entire day, or perhaps 

one-half of the day on a particular learning situation. 

Most high schools, however, use the departmentalized type of 

organization and thereby end class periods at regular 

di _ _ _ _ _ _ ^ 
S^Eisbree and McNally, o£. cit., p. 96. 

39zveiback, 0£. cit., p. 13l|̂ . 

^^J. Murray Lee and Dorris May Lee, The Child and 
His Curricuiuia (New York; Appleton-Century-Crofts, Inc., 
T550), P* 255. 
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intervals, usually one-hour. Almost every secondary school 

teacher in a departmentalized system has had the experience 

Of bringing a class to the very heart of the lesson, ready 

to present the full climax, only to have the majority of 

the effectiveness destroyed by the ringing of the bell. 

rî  Availability of teaching materials and supplies is 

essential to a flexible curriculum. If the administration 

of school supplies, instructional materials, and teacher 

aids is conducted In a very rigid manner, it will hinder, 

if not totally defeat, any possibility of flexible curric

ulum patterns.^1 An Ill-timed or inappropriate aid is of 

little benefit and may actually do harm. A film or film-

strip pertaining to the subject may teach more in a few 

minutes than the teacher could present in several hours: 
I 

yet, an inappropriate or unrelated film may only serve to 

disrupt the students' trains of thought, and may confuse 

many of them. 

CRITERIA 

Evaluation is a part of each step in curriculum 

development and should always be made in terms of the stated 

philosophy or aims of education in the school system in 

Which the curriculum exists. For this reason the first step 

W-Caswell, 0£. cit.. p. 76. 
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in evaluating the curriculum is to ascertain the philosophy 

of the local school system. The ultimate evaluation however 

lies in the quality of the learning experiences of the 

pupils. No matter how elaborate or theoretically outstanding 

the program may be, unless the learners are gaining more and 

richer experiences, the program has not been improved. It 

is almost Impossible to apply this general criterion to a 

specific condition. Therefore, the ideas contained can be 

broken down into various aspects which can be applied to a 

school program. These various aspects are presented here 

in question form. 

Philosophy of the Curriculum 

1. Can the curriculum be altered to meet the needs 

of the learner? 

2. Does the curriculum deal with the educational 

needs of the community served by the school? 

3. Is the educational program integrated so that 

each part supplements the other? 

I4.. Does the curriculum with the various activities 

within it possess consistency within a flexible framework? 

5. Is the administration open-minded toward cur

riculum improvement? 

6. Are guidance and curriculum activities closely 

related? 

7. Are needs as revealed by guidance used as a 



basis for curriculum improvement? 

8. Does the curriculum reflect the philosophy and 

purpose of education as formulated by the faculty and the 

community? 

Curriculum Revision Procedure 

1. Is curriculum revision spontaneous, but encour

aged? 

2. Is the individual school able to revise its 

curriculum independently of the other schools in the system? 

3. Is the administrative machinery for curriculum 

revision simple and flexible? 

If. Are meetings conducted in a flexible, informal 

manner so that all will participate and contribute? 

5. Are written materials of sufficiently flexible, 

tentative nature to encourage further improvement rather than 

adoption as a fixed pattern? 

Curriculum Revision Personnel 

1. Is citizen participation provided in any curric

ulum revision? 

2. Is pupil participation provided in any curriculum 

revision? 

3. Is membership on committees on a voluntary basis? 

[f.. Can each committee be disbanded when no longer 

needed? 

5. Do those who must carry out plans share in the 
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planning? 

I 6. Is each teacher free to try new methods and 

experiences he feels will benefit his students? 

7. Is trained leadership and resource personnel 

available for curriculum Improvement in order to maintain 

consistency? 

8. Is curriculum improvement work unified and 

guided by one person or one committee? 

Evaluation of the Curriculum and the Revision 

Procedure 
* • — » — 

1. In the evaluation of the curriculum is the need 

for flexibility recognized? 

2. Is provision made for the practical, unbiased 

testing of ideas for curriculum Improvement? 

3. Is evaluation of the curriculum continuous? 

I4.. Is the curriculum evaluated in light of the 

philosophy of the school? 

5. Does the criteria for evaluation change as the 

f' 
philosophy of the school changes? 

6 . Can the time schedule be a l t ered to meet new 

demands? 

7. Are Instructional supplies and materials 

handled in a flexible manner to insure that they will be 

available when needed? 
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SUMMARY 

The principal is responsible for curriculum improve

ment within his school. The curriculums that exist in 

schools of today had their historical beginnings in Europe. 

These European transplantations have undergone numerous 

Changes and alterations in the process of being "Aiaerican-

ized." Accrediting agencies. State Boards of Education, 

textbooks, and the education profession have influenced the 

curriculum. In addition, each state has added its own 

peculiar legal requirements to produce the curriculums found 

in present-day schools. 

There is an urgent need for flexibility in school 

curriculums. The increased emphasis on individual differ

ences, the democratic process, and scientific advances have 

fostered this necessity. Educators are coming more and more 

to recognize the desirability of flexibility in the curric-

Ulmr. patterns of various schools within a school system. 

They recognize also that the teacher should have freedom to 

vary instruction to meet the needs of each individual class. 

To achieve this flexibility the administration of the school 

should be flexible. Provision should be made for altering 

class schedules, teaching materials, methods of instruction, 

and other phases of the school work. 
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The curriculum should be evaluated In light of the 

established aims and philosophy of the school. Any evalua

tion that does not consider these factors is not valid. A 

flexible program has certain characteristics and qualities 

that should be evaluated by specific criteria. 

1-
! 

i 



CHAPTER IV 

THE PRINCIPAL AND PUBLIC RELATIONS 

Public-school relations are that phase of administra

tion which seeks to bring a harmonious relationship between 

the school and the public it serves.1 Or stated more simply, 

public-school relations may be defined as organized factual 

informational service for the purpose of keeping the public 

informed of its educational program.2 Administrators should 

also realize that public relations are inevitable, though 

effective public relations are not necessarily so.3 

The schools of America were established by the peo

ple; they are financed by the people, and they belong to the 

people. The people are therefore entitled to regular, truth

ful information about their schools.**- The chief aim of 

Iward G, Reeder, An Introduction to Public Relations 
(New York: The MacmillanTompany, 1953)» p. 1. 

^Arthur B. Moehlman, Public School Relations 
(Chicago: Rand McNally and Company, 1927), p. k» 

3california Association of School Administrators, 
The People and the Schools of California (Pasadena: Call-
fornia Association of School Administrators, Publications 
Press, 1950), p. 8. 

'^Reeder, 0£. cit., p. k* 

kk 
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public-school relations in to keep the people informed con

cerning the purpose, the accomnllshments, the conditions, 

and the needs of the schools.5 it is therefore the duty and 

the privilege of the school personnel to provide this infor

mation. The information the public is most interested in, 

according to the American Association of School AdiTiinistra-

torsy is: 

1. Pupil progress and welfare 
2. Instructional program 
3. Guidance and health services 
I|.. Attendance smd discipline 
5. Enrollment trends 
6. School staff and alumni 
7. Building program 
8. Administration and finance 
9. Parent-Teacher Association 
10. Student activities.6 

Not only does a program of public relations aid the 

people in knowing and understanding their schools, but it 

serves as an important aid to the schools. In order to 

obtain a maximum of efficiency in the schools, there must be 

intelligent cooperation between the home and the school. If 

parents know that their children are irregular in attendance, 

and if they understand why this condition Is not beneficial 

for either the children or the school, they can and will 

Jibld., p. 2. 

"American Association of School Administrators, 
Public Relations for America's Schools, Twenty-eighth Year-
book (Washington, D. C : American Association of School 
Administrators, 1950), p. 278. 
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more effectively aid the schools in remedying this situation. 

If parents know the teachers and understand what the school 

is trying to accomplish, they will not be so free at home 

with criticism of the teachers, and will not place unwhole

some ideas and attitudes in the minds of the children. In 

order to best achieve this knowledge and understanding on 

the part of the parents, the schools must bring the infcr

emation to the parents. To do this, the school needs a 

public relations program that will be honest, continuous, 

and comprehensive, and yet simple In meaning and sensitive 

to the public concerned.7 

AGENCIES OF PUBLIC RELATIONS 

Within the school system are many agents of public 

relations. In fact, every eraployee of the schools is in 

some way a public relations agent. In addition, the school 

board, the activities of the school, and the building itself 

influence people either favorably or \mfavorably toward the 

total school program. 

One of the most important duties of the superintend

ent is to keep the board of education informed regarding 

conditions, needs, and activities of the school. This 

should be done not only to benefit the board but the 

7ibid., p. 17. 

file:///mfavorably


superintendent also. If the members'are not informed, the^^ 

policies formulated and the decisions made by them will 

likely not be of the most enlightened nature, and the super

intendent may meet defeat on some important decisions.8 
I 

Further, the school board should remember that it is the 

only legally constituted official of the school. All other 

employees are hired by it. Therefore, the school board 

should be concerned with the public relations of the school 

since it is responsible for the operation of the school. 

Board members can be invaluable aids to public relations if 

properly informed and willing to state their beliefs and 

opinions.9 

In addition to the superintendent and the board of 

education, many other employees play an important role in 

the public relations program. The custodian can be an asset 

to public-school relations. Since he is usually on a 

social, political, and educational level different from 

that of the superintendent and the teachers, he may have 

considerable influence on the people he contacts. A cus

todian who is well-paid and well-treated is likely to be 

more interested in his work and may be a good public rela- j 

tlons agent.10 Alexander Jardine, Superintendent of Schools 

"Reeder, ̂ . cit.. pp. 25-26. 

9Ibid., pp. 20-21. 

lOMoehlman, jo£. cit., pp. 1̂.3-Ŵ-" 
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in Moline, Illinois, stated that often the custodian is the 

only school eraployee present when Boy Scouts, Dads' Clubs, 

or church groups hold meetings in the school building. The 

custodian is trained to render prompt, courteous service and 

assistance.il Charles D. Lutz, Superintendent of Schools 

in Gary, Indiana, told of one school in Gary which uses the 

grounds and groundsman as public relations agents. The 

school site contains a lawn area of about two acres. Flowers 

appropriate to the time of year are always in evidence and 

are greatly admired by the people^ The lawn is always in 

perfect condition and is greatly admired. This in itself 

is good public relations, but in addition the groundsman is 

proud to tell people about his lawn, and often serves as an 

advisor to people in the community on how to prepare and 

care for a lawn.12 

Lutz discussed another school in his system in 

which the cafeteria is well known throughout the town because 

of its excellent food. The school administrators share in 

llAlexander Jardine, "Looking at Public Relations 
in Moline," The Bulletin of the National Association of 
Secondary-Scliool""PrinelpaTs'>TtXXlI (February, 1914-8), pp. 
102-103. 

^^Charles D. Lutz,/'Non-teaching Personnel Are Im
portant Too," The Bulletin"Of the National Association of 
tecondary^cho'or'fr^^^^P^^s -̂  X̂ SHTl (February,- 19i4.̂ ), pp. 
02-103. 

http://assistance.il
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the good will developed by the work of the cook in this 

lunchroom.13 

In rural areas the number of school bus drivers is 

second only to the number of teachers.1^ These drivers have 

complete charge of the students for one or more hours per 

day. It is their obligation to keep the children safe, 

well-disciplined, and as comfortable and as happy as pos

sible. These drivers contact the parents of many of the 

children and can be very valuable in the forming of public 

sentiment for or against the school. 

Many of the school's other non-teaching personnel 

perform public relations duties. Clerks and secretaries 

render invaluable aid to administrators by relieving them 

of routine work that consumes large amounts of time. However 

the clerks and secretaries should remember that they often 

deal with important, confidential materials and therefore 

should use discretion in giving out information. Both types 

of employees should be courteous and helpful to people 

visiting the school when possible. Both should remember 

that they are not administrative officers of the school sys

tem* Everyone—teachers, students, parents—resent being 

"ordered around" by secretaries. Secretaries should be 

careful not to usurp duties of either administrators or 

13lbid.. p. IQk* 

^Reeder, 0£. pit., p. I8I4. 

TEXAS TECHNTHJOGICAL OOUiBGE '^^•^^M, 
LUBBOCK, TL :AS 
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teachers, and the administrators should be equally careful 

not to allow secretaries to perform adiriinistrative duties. 

The school doctor, the school nurse, the attendance employee, 

the business employees and others have some duties in con

tacting the public. Generally these duties will be covered 

by the information ^iven for some of the other positions. 

Many features of the school building enter into the 

public relations program. The site, the architecture, and 

the construction of the building are important factors. 

Almost everyone appreciates an attractive school building. 

Special attention should be given to the decoration of walls 

and halls, and to the furniture within the building. The 

building should be kept well-repaired at all times. Great 

attention should be given to floors, since these can be a 

source of great unattractiveness, dirtiness, and sometimes 

disease.15 

Use of the school building for purposes other than 

school instruction is often carefully regulated by state 

laws. Each state has its own distinctive codes. Other 

policies regarding use of the building should be formulated 

by the school board, and further policies should be cleared 

through the board.1^ Any opportunity to use the school 

l5lbld.. p. 198. 

^^Ibid., p. 143. 
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building for the benefit of the community, which is permis

sible, should be encouraged since some people feel that 

because they have no children in school, their tax money is 

not bringing them sufficient returns. 

School finances and taxation can be used by a clever 

administrator as an agent of public relations. If the peo

ple feel that they are receiving a Just and fair return for 

their public school t&x money, they will not complain about 

the tax rates. If the administrator feels that the school 

needs more money for improvements, additional teachers, 

higher salaries for teachers, or other Justifiable uses, he 

can often strengthen the public relations of his school by 

presenting the situation completely, simply, and truthfully 

to the people. Most school administrators will agree that 

to attempt to present an incorrect picture, to inspire 

sympathy on the part of the people, or to attempt to "pres

sure" the people will not further public relations, and prob

ably will not Insure passage of the proposed measures. 

However, with a clear understanding of the situation, the 

people will probably act in a way most beneficial to the 

school system. 

THE PRINCIPAL'S ROLE IN PUBLIC RELATIONS 

Many authorities in the field of school-public 

relations recommend the type of organization which would 
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place each building principal at the head of the public 

relations program for his school with the superintendent 

responsible for coordinating the activities of the princi

pals. Regardless of the organization, the principal will 

have numerous opportunities for public relations activities. 

According to Reeder, the topics of most concern to parents 

are: 

1. New trends in teaching methods and in curriculum 

2. School finances 

3. Administrative regulations 

ii-. Health needs.17 

Of these activities the principal has direct control of all 

except finance. This places the principal in a strategic 

position in the school public relations program. In addition 

the principal is usually the person with whom the patrons 

wish to discuss conditions involving their children. 

The principal is charged with the general administra

tion of the school program in his building. One of the 

most frequently asked questions about a principal is, "Can 

he run the school?" The people are concerned about the 

planning, the functioning, and the operation of the school.18 

Many factors enter into the general administration picture. 

17lbid., p. Ikk* 

•̂ •"Collins, 0£. cit.. p. 9i+. 
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• Among these are schedules of classes, availability of sup-

f plies, care and maintenance of the building and equipment, 

and other such routine functions. Two features of the school 

system that merit special attention are groupin : of stidents 

and admission of students. 

Elsbree and McNally believed that "flexibility is a 

fundamental feature in a sound grouping plan. Not only 

must the needs of an individual pupil be assessed in placing 

him in a group, but the welfare of his classmates must also 

be considered."19 Flexibility in grouping is a practice 

that very few administrators wish to undertake. Frequently 

in various types of teachers' meetings, the request for 

some type of flexibility in grouping is made to the admin

istrator. Most administrators believe that in theory, the 

idea of flexible grouping is good, but in practice, the 

idea is not a wise one for the school officials to follow. 

Since there is a great deal of probability that the parents 

of one or more of the pupils will come to the principal 

• demanding to know why their children are not as "smart" as 

some other child in the school, many administrators feel 

that to avoid an unpleasant situation, the chance distri

bution type of grouping is more satisfactory. 

19 Blsbree and McNally, 0£i. cit., p. 122. 
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On the problem of admission of children to school 

Elsbree and McNally advocated a flexible program based on 

maturityI 

Experience indicates that children under five do 
not profit from the usual school program. This seems 
to be a proper place for the admission age level. 
Provision shoald be made for exceptions as far as 

*•' resources will permit. The welfare of the children 
should be the governing rule. A policy that would 
allow children of unusual maturity to enter school 
as early as four years nine months would add enough 
flexibility to care for most situations.20 

0. Ward Satterlee, a former elementary school prin

cipal in Connecticut, believed that the theory that chil

dren below the mental and chronological age of six or six 

and one-half years do not profit from the experiences of 

formal reading Is generally accepted. However, he pointed 

out that some schools admit children as early as five and 

one-half years. He stated that these younger children 

begin to have reading experiences before they are suffi

ciently mature to profit from them. In some schools the 

reading program is delayed until the teacher believes the 

child is ready. This is advisable, he continues, but has 

the weakness that the entire responsibility for the begin

ning of the reading program is placed on the Judgment of 

one person. It does not solve the problem of what to do 

with the children who are not mature enough to begin 

^Ibid., p. 116;< 
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reading. He stated, "It is clear that the schools need a 

more flexible entrance policy."21 Here again is theory that 

sounds good, but most administrators would probably prefer 

a general policy set by the school board. This would relieve 

the administrator of a great deal df criticism and possible 

conflict. 

The curriculum is the chief concern of many parents. 

This again is an excellent source of good school-public 

relations. A number of school districts in California re

ported that their most effective public relations was done 

in regard to or through the curriculum.^^ Lay participation 

in curriculum development has had a large indirect, as well 

as a direct, iiripact on public relations. The California 

Association of School Administrators gave this example. By-

working on the curriculum, teachers develop a more adequate 

understanding of children and this understanding reflects 

itself in their teaching and in conferences with parents. 

The development of a dynamic curriculum which aims at im

proved community living demands participation by the people. 

Without such participation the possibility of achieving the 

objectives of the dynamic curriculum largely disappears. 

^^0. Ward Satterlee, "Administrative Procedures," 
The National Elementary Principal, XXIX (September, I9I4.9), 
"213;; 

op 
California Association of School Administrators, 

op. cit.. p. 80. 
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Attempted revision of the curriculum nearly always provides 

for the extension of certain phases of the work and for the 

trying of new approaches which frequently bring the school 

and the community into closer relationship. The most ef

fective work in both fields, public relations and curriculum 

development, was probably done when lay participation was 

obtained and where the curriculum development program was 

carried over a period of years. The lay committees which 

participated in the development of vocational programs 

have been outstanding in their contribution.^3 

The instructional program is vital to the successful 

public relations of any school. The constant question of 

parents is, "What are the children being taught?" If the 

parents are satisfied that the program of instruction is 

satisfactory, many will question the schools no further. 

Satisfactory instruction depends upon a skilled, happy in

structional staff, working with full cooperation and support 

from the administrative officers. 

Student publications can be employed by the school 

as a very effective means of public relations.^ Student 

publications usually are of four types: newspapers, 

magazines, yearbooks, and handbooks. The school newspaper 

^3ibid., p. 81. 

*^oggan, jo£. cit., p. 69. 
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is the most frequent and probably the most valuable form of 

student publication as a public relations agency.^5 To 

achieve this result it must be of high quality, inexpensive, 

well-supervised, student edited and operated, and available 

to all students. 

Hazel L. Koppenhofer, Journalism Advisor in Cincin

nati Public Schools, stated: "In computing the circulation 

of a school paper, advertising managers point out that 

every paper purchased by a student reaches a family."^6 

Intelligent parents read the paper to learn what the chil

dren are doing and thinking. Proud parents read it, if for 

no other reason, to rejoice over their children's work and 

to make comparisons. As long as they read, they have the 

opportunity to hear the message of the schools.^7 

In the musical activities of the school there is 

almost unlimited opportunity for influencing the public. 

When the school's marching band parades down the central 

avenue, people admire or criticize.2" Good, clean uniforms. 

25Reeder, o£. cit.. p. 7i|.. 

^^Hazel L. Koppenhofer, "The Junior Fourth Estate," 
The Bulletin of the National Association of Secondary-
S^ooi PrinTi1?il7r"XXXII (February, 19it.g), p. 1^5. 

'̂̂ Ibid.. p. 125. 

^^illiam R. Boone, "Student Activities That Count," 
The Bulletin of the National Association of Secondary-
^cHool Principals, XXXII (February, 19I4.8), pp. 11^^-119. 
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well-cared-for instruments, well-drilled actions, and excel

lent playing performance easily excite the admiration of 

the public. The same criteria and results also apply to the 

various other musical groups which may appear before any 

community group. These organizations represent the spirit 

of the school as well as the direct training it provides. 

At civic clubs, dinners, luncheons, conventions, and parties, 

these groups carry on the school's public relations. 

William R. Boone expressed the belief that children 

love to act, and, whether it be debates or black-face 

comedy this desire is facilitated by the dramatics or speech 

department of the school.^9 gy providing these activities 

the school builds character and personality in its students, 

and good feelings on the part of the patrons. 

Discipline problems probably cause teachers, princi

pals, parents, and students more unhappiness than any other 

single situation in the public schools. Yet even this 

almost universal "headache" can be turned into a tool for 

constructive public relations. Thomas E. Robinson, County 

Superintendent of Schools, Mercer County, New Jersey, seems 

to think that the cause of most of these problems lies in 

the teachers. His viewpoint on the disciplinary practices 

of some teachers was: 

^^Ibid.. pp. 119-120. 
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Practice apparently has not yet matched theory. 
Every teacher gives lip-service to the axiom that' 
punishment should be educational; yet, if parents 
are to be believed, some teachers still exact from 
recalcitrant pupils lists of words copied hundreds 
of times, whole textbook pages copied in longhand, 
the solution of lengthy division problems . . . the 
writing of long compositions on inane subjects, and 
the writing of long lists of dictionary definitions. 
Although teachers will admit that punishment should 
not affect the pupil's progress in other curricular 
areas, the practice of refusing pupils the right to 
attend gym classes for punishment still exists.30 

Eobinson further felt that pupils resent punishment of an 

entire group for the misconduct of a few.31 

Irvin A, Keller, a high school principal in Missouri, 

suggested the program which Is currently in effect in his 

school as a possible aid in remedying the discipline pro

blem. When a student becomes a discipline problem in the 

classroom, he is sent by the teacher to the principal's 

office. There the student and the principal discuss the 

problem and he is given a readmission card that permits him 

to re-enter the class upon approval of the teacher. The 

teacher tells the pupil quite frankly what will be expected 

of him when he re-enters. The student is then granted 

readmission under these conditions. Then if the student 

violates the conditions to which he has agreed, he is 

^ Thomas E, Robinson, "Growing Bouquets in the 
Classroom," The Bulletin of the National Association of 
Secondary-School Principals, XXXII (February. 19ILH)^ pp, 
209-210. 

3^Ibid., p. 210. 
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suspended from school and his parents must secure his re

admission to school.32 

The student court has been used effectively in many 

schools to solve disciplinary problems. It is the opinion 

of many that, though this plan has certain advantages, the 

disadvantages far outweigh them. Peter F. Ollva, in a study 

made at Columbia University, listed the advantages and dis

advantages as reflected by a questionnaire to school admin

istrators in the New England and Middle Atlantic States area. 

A student court provides training in democratic legal pro

cesses, effective punishment, opportunities for leadership, 

and participation, and corresponds to society's system of 

police. Judges, and Jury.33 However, some disadvantages 

are that pupils are frequently harsher on offenders than 

faculty are, punishment does not solve misbehavior, train

ing in legal processes is not guaranteed unless specifically 

taught, and faculty members sometimes shift disciplinary 

problems to the court.3H-

32ipvin A. Keller, "A Disciplinary Policy as an 
Effective Aid in Secondary Classroom Administration," The 
Bulletin of the National Association of Secondary-School 
I'rlncipal'sT XXXviII (October, 195i|-)» pp. 66-68. 

33peter F. Oliva, "High School Discipline in 
American Society" (Unpublished dissertation. Teachers 
College, Columbia University, 1953)* P. 129. 

3^Ibid.. p. 129. 
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Raport cards can be a powerful device for parent-

school relations. If the report card indicates that a stu

dent is doing unsatisfactory work, the parents can investi

gate the causes of this condition. Current trends seen to 

indicate a departure from the traditional report card with 

aymbola to show the student's progress. The coming practice 

seems to be the use of a nore comprehensive report that 

gives a brief statement of the student's habits, attitudes, 

and physical condition. In this way the parents will have 

leas difficulty in ascertaining the cause of unsatisfactory 

work. The greatest problem with report cards on the high 

school level seems to be the lack of interest on the part 

of some parents. Often the students never take report cards 

home. If the parents never inquire about the report cards, 

the student might go through an entire school term making 

unsatisfactory grades without the parents' knowledge* 

MEDIA OF PUBLIC RELATIONS 

There are many means by which the principal can 

carry his program of public relations to the patrons of his 

school* The pupil is probably the moat potent public 

relations agent of the school, because he forms the main 

Xink between the school and the home.35 Merman concluded 

35Re0<sex», op. cit., p. l6l. 
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that "a happy pupil is the best public relations media."36 

Dorothy L. Fishel, Principal of Horace Mann Elementary 

School, Canton, Ohio, listed four points necessary in estab« 

lishing good pupil relations: (l) sincere respect for 

pupils, (2) friendly confidence in pupils, (3) recognition 

of pupil accomplishments, and (1|.) willingness to assist 

children.37 

Cooperative planning with students often pays large 

dividends. C. H. Davis, Jr., Principal of the Scottsbluff, 

Nebraska, High School, has described a suggestion program 

in operation in his school: 

We instituted a program to emphasize the fact 
that we desired suggestions from the students. The 
assistant principal had conferences with small groups, 
and teachers gave opportunity in their classes for 
open discussion on school affairs. A Suggestion Box 
was placed in the school foyer in which students 
might deposit written suggestions and comments for 
the improvement of the school. Student comments 
included a request for installation of additional 
mirrors and shelves in the girls' rest rooms. This 
small item of convenience had been overlooked for 
some unknown reason; so mirrors and shelves were 
placed in rest rooms . . . After this incident the 
custodians reported that the rest rooms were being 
kept cleaner than at any previous time. Evidently 

36ifopiiian, a£. c i t . . p . 85. 

3''̂ Dorothy L. Fishel, "The Children, The Heart of the 
Program," The National Elementary Principal. XXIX (September, 
191^9), p. TiS7 
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our consideration of the suggestion was being repaid 
by the appreciative students through their considera
tion for the school and its employees.3" 

The student council can be used as an effective aid 

to establish good relationships between the principal and 

the student body. This group which represents the students 

can act as a screening board for student ideas so that only 

the worthwhile, plausible ideas are presented to the prin

cipal. The council can further act as a group or committee 

to enlist student support and cooperation for the policies 

of the school. This fact was substantiated by Boggan's 

study.39 Louis H. Braun related that the student council 

in his school in Denver, Colorado, has been extremely effec

tive in improving school morale and a feeling of community 

responsibility among the students.^0 one purpose of the 

council is to develop an understanding among the student 

body, the faculty, the parents, and community groups, and 

to provide an organization through which students may ex

press their opinions. The council uses community drives, 

athletic contests, civic programs, and Hallowe'en parties 

38charles H. Davis, Jr., "Pupils as Interpreters," 
The Bulletin of the National Association ̂ J Secondary-School 
f?Incipals, X^lTTFebruary, 1914-8), pp. 108-1(59. 

-^^Boggan, ̂ . cit.. p. 97. 

'•^Louls H. Braun, "Guideposts to Action," The Bul le 
t i n of the National Association of Secondary-SchoolPrinci-
p]a:s~3eglin3Fi'5rSary, 19i^8j, pp. 37-1^. 



to do this. During one Hallowe'en season the council 

sponsored a "Pun Without Vandalism" campaign. The success 

of the campaign was attested by letters from the chief of 

police, the fire department, the city council, and the 

Superintendent of Schools, complimenting^ the students on 

their fine conduct. After vandals damaged a streetcar, the 

council invited company officials to meet with them to dis

cuss the problem. Football players addressed the student 

body, skits were given, and announcements were made. The 

success of these efforts was attested by the greatly im

proved' conduct of students on the streetcars. 

'̂ Moehlman stated that parents secure the bases for 

their reaction to the schools from the child, through per

sonal contact with teachers and principals, and through 

neighborhood social intercourse.W Many schools, recog-

nleing the value of the second method, have taken steps to 

capitalize on it. Some authorities question the advisa

bility of requiring teachers to visit in the homes of stu

dents, but this has proved an effective tool of public 

relations.^ School visitation provides an excellent op

portunity for interested parents to see the school in 

operation. Daytime visitation should always be encouraged. 

^Moehlman, 0£. cit., p. I4.5. 

^nBoggan, JS£.* d^., p. 102. 
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and night time programs should be arranged frequently for 

the benefit of working parents.^3 

The newspaper is one of the greatest disseminators 

of information. Practically every home in the United States 

receives a daily or a weekly newspaper.Wl- The news is col

lected from every part of the world and the quantity is 

enormous. And another amazing fact about modern newspapers 

is that they contain a great deal of material which could 

not truly be classed as news but which is highly educational 

in nature. In addition to these two services, and the 

advertisements, newspapers contain columns which have tre

mendous influence in molding and swaying public opinion. 

It is obvious that the newspaper can be a powerful force, 

either for or against the schools. School personnel can 

best cooperate with newspapers by supplying them with com

plete information about developments at the school. News

papers are glad to give the schools space because most 

readers are Interested in any information pertaining to 

their school. Thus, the newspapers and the schools can 

serve each other for mutual gain. 

School administrators and teachers should endeavor 

to have at least some personal contact with the press. 

^i-^eeder, o£. git., pp. 17l|.-175. 

^Ibid., p. ij.0. 
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Moehlman advised that oimT of the first acts of "an incoming 

superintendent should be a visit to the editors of the local 

papers for the purpose of getting acquainted. If the super

intendent can assure the editor of his honesty and sincerity, 

it is usually not difficult to enlist his support.45 

Since the war, many radio stations have sprung up 

in communities throughout the nation. They have accepted 

the philosophy of community service and arc eager to broad

cast the school's everyday activities.^6 The principal who 

fails to arrange weekly programs over the local radio sta

tion is missing an excellent opportunity to interpret his 

school to the community. 

John A. Harp, Jr., principal of the high school in 

Carthage, Missouri, reported that the speech department of 

his high school sponsored, produced, and put on a thirty 

minute program each week. Though the responsibility was 

rather burdensome for the speech teacher, she sponsored the 

program for five years. Harp considered it a valuable 

public relations device.4-7 

fh 
«MnMMMMH|HP> 

^^Moehlman, ̂ . cit., pp. 77-78. 

^^Donald D. Reber, "The Principal Interprets His 
School," The Bulletin ̂  the National Association of 
Secondary-school fHncipals, XXXII (February, 19ii.8T7 P- 77. 

^7John A. Harp, Jr., "Public Relations in the 
Secondary School," The Bulletin of the National Association 
of Secondary-School Principals, I3QCVIII (October, 1951^), 
p. TST* 
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The regular commercial forms of information dissemi

nation will not always suffice for the public schools. In 

Allentown, Pennsylvania, the school staff, some pupils, and 

some parents realized that a change in the system of report

ing pupil progress to parents was desirable. Principal 

Donald D. Reber prepared a series of bulletins to the parents 

which stated the case honestly and frankly. Present inade

quacies were listed, and reasons for change were enumerated. 

After about twelve months of preparation, new report cards 

were issued. The parents had been prepared and welcomed the 

change. *4'8 

Civic clubs are always happy to assist the schools. 

Each local club may have some special project with which it 

wishes to work and to which it wishes to give financial 

assistance. Some clubs work on a project adopted by the na

tional organization. Among the nationwide projects adopted 

by various clubs are:*l-9 

Sight « Lions Club 
Hearing • Quota Club 
Underprivileged boys Kiwanis Club 
Cleft palate and oral conditions . . . Rotary Club 
Nutritional defects . Red Cross 
Rheumatic fever American Association 

of University Women 
Special Clinic Work • • Business and Professional 

Women's Clubs 

I4.8 Reber, ̂ . cit., p. 78. 

^^Clara E. Cockerille, "The Community Agencies," 
The National Elementary Principal. XXIX (September, 19[i.9), 
p* 130» 
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Exhibits are one of the best means of publicizing 

an activity. By use of objects, pictures, and other means, 

concreteness may be added. School exhibits may be held in 

such places as the school building, store windows, fairs, 

and hotel lobbies. Many schools maintain bulletin boards, 

and other places for the display of student work. 

Harp arranged to have made a series of pictures of 

school activities. The photographer, being interested in 

the school and desiring the advertising that he would gain 

thereby, made no charge for his services. Merchants soon 

vied for the privilege of displaying the new pictures each 

week. In this way everyone benefited: the photographer, 

from the free advertising; the merchant, by attracting 

attention to their windows; and the school from improved 

public relations.50 

Maintenance of extremely competitive athletic pro

grams in the public schools is a highly controversial topic. 

Whether the administrator favors such competition or opposes 

it, he is forced to agree with Boone that "athletics can 

make or break a school about as quickly as all of the other 

activities combined."51 Boone feels that school athletics 

can be one of the finest types of public relations. Good 

^ Harp, 02, cit., pp. 121-122. 

^iBoone, ̂ . eit., p. II8. 
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coaches who lead their squads to respect their own school 

and other schools as well, who set an example of moral 

leadership, and who awaken a real spirit of corapetitiopa and 

sportsmanship, will sooner or later win the support of the 

majority of the sports enthusiasts.52 

CRITERIA 

Flexibility in public relations could be construed 

in many ways. It would not, however, mean or imply follow

ing one course of action In one situation and changing to 

another course in a similar situation, without reasons or 

purpose. This would more nearly constitute inconsistency. 

This condition the principal should avoid. When dealing 

with students, if the principal decides that because of 

exonerating circomstances, one student should not be obli

gated to meet certain requirements or regulations, the 

principal cannot Justifiably deny the same right to any 

other student who shows exonerating circumstances. There

fore, since most requirements and policies are set up by 

the board of education and the superintendent, the principal 

should weigh carefully each situation before departing from 

the announced policy. However, certain practices which may 

be followed to maintain flexibility in public relations are 

52 Ibid., p. 118. 
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given here as criteria. 

Teacher Activities In Public Relations 

1. Do teachers and administrators realize that a 

happy child is the best public relations agent? 

2. Does the staff recognize that good teaching is 

good public relations? 

3. Do teachers understand that classroom work and 

homework can be an asset or a liability in the public rela

tions of the school, according to the manner given? 

Ij.. Can the classroom procedures and assignnents be 

altered to accoiTimodate students who need extra time? 

5. Do teachers recognize the differing needs of 

their students and vary the class programs to fit these 

needs? 

6. Do staff members recognize that parents are 

different Just as students are different? 

7. Can teachers vary their methods of conducting 

parent-teacher conferences to meet these differences? 

8. Are teachers encouraged to Join local organiza

tions? 

9. Can adjustments be made in the teacher's sched

ule to permit membership in civic organizations or luncheon 

clubs? 

10. Do teachers have sufficient knowledge of school 

problems to explain and discuss them with parents? 
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11. Do laymen and teachers have an opportnnit-^ to 

meet and discuss common problems? 

Community Interests and Citizen Participation 

1. Do laymen participate in committee work in the 

school, such as curriculum development? 

2. Is the school program flexible enough to enable 

maximum utilization of community reseurces? 

3. Are laymen's opinions and ideas about the school 

program welcomed and given careful consideration? 

Ij.. Are citizens welcomed to school board meetings? 

5. Are the agendas of the school board meetings 

flexible enough to permit citizens a chance to express their 

views? 

6. Can the school program be adjusted to Incorporate 

new ideas worthy of inclusion? 

Personal Contact 

1. Do parents feel welcome in the school building 

during the school day? 

2. Are programs provided at night for parents who 

work during the day? 

3. Is a means provided for gaining the support of 

parents who never visit the school? 

1|.. Is constructive use made of parents' energies? 

5. Are enough projects provided to satisfy the 

interests of all parents who wish to help the school? 
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Communications Media 

1. Is the coinmunicatlons media determined by the 

results desired? 

2. Are newspaper stories encouraged and appreciated? 

3. Are stories varied to include topics of interest 

to all school patrons? 

1̂.. Are exhibits of school work displayed frequently 

and conspiciously? 

5. Are the displays changed frequently to attract 

attention? 

6. Is the student newspaper designed for student 

consumption, and yet provide material for good public rela

tions? 

7. Are a sufficient number of student activities 

encouraged and provided to interest all students? 

8. Can student organizations adopt special projects 

and devote their energies to them? 

9. Can the school program be adjusted to allow stu

dent organizations to make worthwhile field trips? 

10. Is the athletic program well-rounded and main

tained in its proper relationship to the school? 

Administrators' Attitudes 

1. Are administrative officers readily "approach

able"; that is, are they friendly, synqpathetic, and helpful? 

2. Is the principal bound by tradition? 
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3. Does the principal Judge each pupil on his own 

merits without being influenced by other members of the stu

dent's family? 

£|.. Are pupils encouraged to suggest improvenents in 

the school program? 

5» Are suggestions by students welcomed and consid

ered carsfully? 

6. Does the principal welcome changes which repre

sent improvements in pupil status? 

7. Does the principal Judge each request by pupils 

on the basis of merit alone? 

i SUMMARY 

The development and maintenance of a good public 

relations program Is the duty of the board of education and 

its direct agent, the superintendent. The board should set 

up the broad policies under which the general school pro

gram of public relations should operate. The purpose f̂ 

public-school relations is to aid the patrons in understand

ing the program of the school. To achieve this goal the 

school personnel should present a true, complete picture of 

the activities of the school. 

Many people besides the board of education and the 

superintendent share in the public relations of the school. 

Custodians, groundskeepers, school bus drivers, cafeteria 
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workers, clerks, and secretaries are among the more impor

tant non-teaching employees who share in the public rela

tions activities of the school. The appearance of the build

ing and the grounds is an important factor in creating and 

fiaintaining public good will. 

The principal of each school is in a strategic posi

tion to further the public relations program. Since he is 

the head of his school, he is the logical person for patrons 

to contact about the work of their children. Some of the 

areas in which the principal may function in furthering 

good public relations are: improving the curriculum and the 

instructional program, encouraging student publications and 

student activities, and utilizing student talent in present

ing programs to the patrons of the school. Discipline can 

be an important factor in public opinion. Discipline 

handled firmly and Justly will meet the approval of most 

people, but when handled poorly will almost inevitably re

sult in criticism of the school. Report cards can provide 

t 

the parents of students with a great amount of information 

about the progress of the children, if the letters or sym

bols used are meaningful to the parents. 

There are certain media of public relations that, 

if used properly, can aid the school greatly. The child is 

the most important. By respecting the wishes, opinions, and 

ideas of the children, the administrators can win pupil sup

port for the school program. Newspapers, radio stations. 
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and television stations can be an invaluable aid to the 

school in presenting its program to the public. Personal 

contact between teachers, administrators, and parents, 

either in the homes or at school, is the best method of 

selling the school to the people. Athletics play an ex

tremely important role in the public relations of the sec

ondary schools. If handled properly, athletics can build 

public support for the school; if handled improperly, they 

can destory the public support. 

('• ••T'-^t^'!' 

•.• « 



CHAPTER V 

THE PRINCIPAL AND STAFF RELATIONSHIPS 

Personnel management is that phase of administration 

which deals with the personal relationships between employ

ers and employees. This personal relationship determines to 

a large degree the efficiency with which employees perform 

their duties. In order for a school to function smoothly, 

the employees of the school must have a high morale. Morale 

may be defined as the "mental and emotional reaction of a 

person to his Job."l Staff morale, like almost every other 

phase of the school program, is the responsibility of the 

superintendent. In order to fulfil his duties in the area 

of maintaining good staff morale, the superintendent must 

create within the school an atmosphere of professional pur

pose and devotion to the cause of education.^ The superin

tendent must lead the way by exemplifying the highest of 

ethical standards in dealing with employees of his school 

iCimball Wiles, Supervision for Better Schools (New 
York: Prentice-Hall, Inc., 1950), p. I4.O. 

2 
John F. Montgomery, "Building Morale from the 

Superintendent's Viewpoint," The School Executive. LXX (July, 
1951)* p. kk^ 
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system, Basic to a wholesome spirit of morale on the part 

of any individual or group is the acceptance of their con

tributions and efforts by those for whom, and with whom they 

Vork.3 

POLICIES AFFECTING STAFF RELATIONSHIPS 

The school board is responsible for establishing the 

general overall policies of the school system. These should 

pLnclude the general policies in the area of personnel admin

istration. The superintendent is responsible for executing 

the policies. Many of the duties in personnel administra

tion will probably be delegated to the principals of the 

respective schools. 

The school board should provide the policy regula

tions under which teachers are employed. The factors which 

most authorities believe should be considered in the employ-

inent of teachers are preparation, experience, age, and the 

essential teaching qualities.^ Bowman's study indicated that 

these requisites were overwhelmingly approved by teachers 

and administrators.^ Some boards of education, however. 

3Ibid., p. 1̂.5. 

^Dennis H. Cooke, Administering the Teaching Person-
el (Chicago: Benjamin H. Sanborn and Company, 1939), pp. 

^owisan, ,o£. cit., p. 85. 
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allow other factors to enter into the selection of teachers. 

Some boards refuse to hire married women; others discriminate 

against teachers of certain religious faiths, races, or po

litical beliefs.6 Bowman's study pointed out that such dis

crimination met with the disapproval of most teachers, but 

5I4- P®r cent of the administrators recommended some caution 

in employment of teachers with extreme religious views or 

racial backgrounds.7 Elsbree and Reutter argued that the 

board should take no part in the selection of teachers except 

action on the superintendent's proposals.8 This procedure 

is followed in most of the larger school systems throughout 

the country.9 

Discrimination against married women and against 

local teachers indicates rather rigid, inflexible employment 

p]*actices. The acute shortage of teachers is fast relegat

ing this practice to a place of minor importance. For many 

years these were paramount issues confronting administrators. 

Some vestiges of these policies continue, because Cooke re

ported that some boards have forced women teachers who 

^Cooke, 0£. cit., pp. 37-38. 

7Bowman, ̂ . cit., p. 85. 

^Willard S. Elsbree and E. Edmund Reutter, Staff 
Personnel in the Public Schools (New York: Prentice-Hall, 
Inc., 19^77 p. ̂ 9r 

'Green, ̂ . cit., pp. 122-123. 
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married during the school year to resign immediately, 

whereas others have refused to employ Initially or to re

employ married women teachers.10 The major argument against 

employment of married women has been that it deprived men 

and single women of positlons.H 

Local teachers are those persons who return to teach 

in the school which they attended. Many people feel that 

the employment of local teachers is detrimental to the best 

interests of the school system. Some of their arguments 

are that the homelife and the family of the local teacher 

play a large part in his reputation, that many local teachers 

obtain their positions by accepting lower salaries or by 

political pressure, thereby lowering the standards of the 

profession, and that local teachers are sometimes more dif

ficult to discharge than outside teachers even though they 

may be ineffielent.1^ Some of the arguments favoring em

ployment of local teachers are that the local teachers have 

an intimate knowledge of the people of the community, that 

local teachers are usually more permanent and spend more 

time in the community, and that they have more access to 

the social life of the community, and thus may bring the 

^^Cooke, o£. cit., p. 70. 

^^Ibid.. p. 70. 

^Ibld., pp. 10ii.-105. 
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school the support of their friends.13 

Blue laws—petty regulations and restrictions on the 

teacher's private life—are gradually passing into oblivion. 

In 1928, Stephen Ewlng found many examples of this type of 

regulation.14 Three examples from a pledge, required of 

single wcmien teachers, are given here to indicate the petti

ness of the regulations in some commiinities: 

1. I promise to take a vital interest in all 
phases of Sunday-school work, donating of my time, 
service, and money without stint for the uplift of 
the community. 

2. I promise not to go out with any young men 
except in so far as it may be necessary to stimu
late Sunday-school work. 

3. I promise not to fall in love, to become 
engaged or secretly married.15 

As late as 1935 this and similar regulations were 

still in effect in some school systems, primarily in smaller 

communities.!^ 

Green found that 97 per cent of the school systems 

In his study provided some type of retirement system for 

!3ibid., pp. 102-103. 

!^tephen Ewlng, "Blue Laws for School-teachers," 
parper's Monthly Magazine. CLVI (February, 1928), p. 332. 

!^Ibid.. p. 332. 

Dennis H. Cooke, "Blue Law Blues," The Nation's 
Schools. XVI (October, 1935), P. 31-32. 

1 



their teachers.17 Elsbree and Reutter stated that in 1950 

forty-seven states had some type of retirement program with 

benefits ranging from $24.7U per month in Mississippi to 

•I36.I1.2 per month in New Jersey. 18 

Teachers are usually employed under one of four gen

eral types of contractual arrangement: annual contract, 

multiple year contract, continuing contract, and tenure. 19 -+ 

Though there is still much disagreement among teachers and 

administrators regarding the relative merits of these types, 

the general trend is toward contracts providing tenure. The 

latter two types of contracts provide the teacher with a 

feeling of security, and give him freedom to try new teach-

|ing methods. A teacher who has tenure may be dismissed only 

for certain specific reasons and must be given a public 

hearing at which he may defend himself. He then has the 

right to appeal an unfavorable decision to a higher govern

ing body (usually the state educational agency or a court 

at law).20 

Many other benefits are provided by some school sys

tems for their employees, but they are not concentrated in 

!*̂ Green, o£. cit., p. 127. 

18 Slsbree and Reutter, oj^* cit., pp. 339-3l;3 

^^Ibid., p. 183. 

^Qlbid.. pp. 192-198. 
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sufficient numbers to merit discussion. Some schools pro

vide hospitalization insurance, housing, and extra Jobs for 

teachers. 

|»j Elsbree and Reutter believed that "there is probably 

no greater test of the leadership ability of the superinten

dent of schools than his success in initiating and carrying 

put a program of inservice education.21 Continuing develop

ment of the professional staff is important for two reasonst 

The world is rapidly changing and some of the knowledge is 

outdated, and research in methodology is developing newer 

and better ways of teaching.22 The teachers in every school 

system have a distinct need for expert and efficient leader

ship toward the creation of more professional attitudes and 

higher levels of teaching skills. The superintendent and the 

principals are responsible for recognizing this need and for 

organizing the efforts of the teachers toward improvement.23 

To be meaningful to the teachers, however, the program must 

be based on sound psychological principles; it must involve 

all employees, and it must be carefully organized and 

planned. 

21lbld., p. 218. 

^^Ibid.. p. 218. 

-"Cooke, o£. cit.. p. 30I4.. 
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The assignment of newly employed teachers is no easy 

task. The wise principal will adopt flexible assignment 

p̂olicies so that teachers will be placed where their work 

will be most beneficial to the school, to the children, and 

to the teacher. Teachers should be assigned in the area in 

which they will have an interest, a reasonable amount of 

ability, and a definite aptitude. Without all three of 

these qualities the teacher may be unhappy, ineffective, and 

unable to teach to his maximum capabilities. 

As hard and as important as the task of assignment 

of teachers is, it is a much simpler task than the problem 

of adjusting the work loads of employees to the satisfac

tion of both the teachers and the administrators.2*4- Not 

only do teachers generally feel that their work loads are 

too heavy, but many of them feel that great inequities exist 

in the responsibilities borne by the various teachers. 

Lloyd Trump offered three basic factors to consider 

in fixing teachers' work loads: (1) class activities in

cluding instruction, preparation, marking of papers, and 

conferences with parents and students. Class size is defi

nitely a factor as well as the type of instructional 

materials, (2) extra-class activities, attending student 

functions, and participation in faculty meetings, curriculum 

meetings, and committee meetings, and (3) responsibilities 

2UElsbree and Reutter, ojg^ cit.. p. 96. 
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including dangers—physical, mental, and moral—involved in 

teaching and in extra-class activities, number of people 

involved, time of meetings, public appearances, and funds 

handled. 

Trump advanced two possible solutions to this prob

lem: (1) balance the teaching loads and the extra-class 

loads, that is,, reduce one when the other increases, and 

(2) increase salaries when either load Increases.25 Either 

solution would fall within the area of flexibility. 

As early as 1928 the teachers' need for clerical 

assistance in performing routine work was recognized. In 

that year, Paul A. Maxwell wrote that the gradual introduc

tion of scientific methods of administration had caused an 

increased demand for statistical information.26 This in

formation concerned attendance, classification, measurement, 

books and supplies, and other records. Because of its 

gradual introduction this extra work was usually assigned 

to principals and teachers. The former have to some extent 

been relieved of much of this work by the employment of 

clerks or secretaries. Maxwell believed that the providing 

^J. Lloyd Trump, "Teaching Load and Salary Differ
entials," The American School Board Journal, CXVII (Decem
ber, 191̂-8 )7^."T77^ 

2^Paul A. Maxwell, "Clerks for Teachers," The 
Journal of the National Education Association, XVlTTJanu-
ary# l92o7» p. FT ^ 
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of clerks to do ratine work would free^the teachers to 

perform their teaching tasks more efficiently. 

Some schools in the Northeastern state?, according 

to W. J, McClain, have adopted a policy of employing some 

teachers to perform extra duties after school hours, and 

the school pays the teachers for the performance of these 

duties.27 McClain's study revealed some significant trends 

regarding these practices. The school personnel felt that 

extra pay for extra work was consistent with practices in 

other professions. They did not feel that extra pay vio

lated the concept of the single salary schedule, nor did 

they believe that teaching became unprofessional when prac

tices of extra pay were introduced. However, they did feel 

that the initial impetus for extra pay practices should 

ccane from teacher groups, that the developed policy should 

result from teachers and administrators working together, 

and that teachers should not receive extra pay for after-

school duties of a professional nature. The economic needs 

of teachers should not influence assignments, nor should 

the desire to keep men in the profession be the chief 

criteria in asaignlng Jobs. 

27w. J. McClain, "The Practice of Extra Pay in 
Secondary Schools of the Northeastern States," The Bulletin 
of the National Association of Secondary-School Principals. 
TOoCTHl (October, 19514-), P- 98. 
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Leaves of absence are provided in most schools for 

certain, specified reasons. The most commonly granted 

leaves are for ill health and sickness, for maternity, for 

personal reasons, for military service, and for professional 

study including travel. Several payment plans are in opera

tion for certain of thê  leaves of absence. For the maternity 

and personal leaves usually no pay is provided. For the 

professional leaves, pay is provided in only a few schools. 

However, for the sickness and ill health some provision is 

usually made for pay. 

As a preliminary step in providing the essential 

substitute teacher service, it Is necessary to determine 

the policies and regulations that will govern the absence 

of the regular teachers, but it is highly essential that 

absence regulations be flexible.^8 if the absence regula

tions are not flexible teachers may be afraid to take maxi

mum advantage of them. Qualifications for substitutes 

should be established in advance of the need and the stand

ards should be made uniform. The substitute should be pro

vided with an assignment in his teaching field, and the 

use of students as substitutes should be avoided except in 

the case of the Future Teachers Clubs who often use this 

device to recruit members. Particular attention should be 

2®Ibid., pp. 151^-155. 
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given to the securing of a sufficient number of substitutes 

so that substitute duty will not be Imposed upon teachers 

with full teaching loads. 

Bowman's study revealed that 6i|. per cent of the 

administrators in Oregon preferred the single salary sched-
_ 29 

uie. Green's study revealed that 97 per cent of the 

schools in his study used the single salary schedule,30 and 

all available studies indicate that the single salary sched

ule is the most common type in use in American school sys

tems today. In some states the salary schedule is estab

lished which rules out most of the possibility for 

flexibility. Many schools use a variant form of the single 

salary schedule—one based on preparation and experience. 

This type of scale provides the teacher with some recogni

tion for service and preparation, yet it avoids the con

troversial issue of merit ratings. Prior service is easily 

dealt with if one assumes that all experience is of equal 

value.31 This assumption may very easily be false, since 

no two schools are alike, and since the date and type of 

experience enter into a consideration of its value. No 

attempt is made, usually, to differentiate in this matter. 

'Bowinan, ̂ . cit., p. 132. 

30oreen, o£. cit., p. 128. 

3lElsbree and Reutter, op. cit., p. II4.7. 
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Military service and some types of business experience may 

be credited as experience, thereby adding some flexibility. 

When the salary schedule calls for advance in salary for 

college credit, without specifying the type of credit, often 

some teachers merely go to college to collect and accumulate 

credits for advancement in pay.32 Little benefit may be 

derived from this type of study either by the teacher or by 

the school. The teacher could conceivably study subjects 

from which no professional growth would be gained. One 

sugt^estion to prevent this type of situation is to give rec

ognition only for graduate work which has a direct relation

ship to better teaching.33 This would place a great 

responsibility on the administration to determine which 

courses bear such a direct relationship to better teaching. 

However, the administrator has the freedom to count certain 

other distinguished learning as advanced study, thus provid

ing a slight degree of flexibility. 

Some schools have attempted to increase teachers' 

salaries by giving pay increases for certain conditions. A 

nvunber of school systems are experimenting with the differen

tial for dependents. The allowances in these cases are 

52 
•̂  Leo W. Jenkins, "Graduate Study and Salary Sched

ules." Tl̂ e American School Board Journal, CXVII (December, 
i9ii.8), p. i?rr 

^^Ibid.. p. 16. 
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usually small and in no way meet the needs of a fanily.3lf 

The State of Wisconsin has adopted a program which provides: 

1. Cost-of-living bonuses 

Annual increment provisions 

Payment for prior teaching experience 

Meritorious service allowances 

Bonuses for surjner school attendance 

Compensation for extra work.35 

The school system in Dedham, Massachusetts, organized 

a faculty council in an attempt to improve the salary condi

tions. James F. Dunne, the superintendent, reported that by 

co-operative effort, the council arranged for a $500 increase 

in teachers' salaries.36 in I9lj.8 the Council arranged an 

8 per cent cost-of-living increase, thereby advancing another 

step toward flexibility. Even with these attempts to in

crease the salaries of all teachers, and with the provision 

of extra pay for extra work, Elsbree and Reutter pointed out 

that "as it has worked out in practice, athletic coaches, 

music teachers, and speech and dramatics teachers have been 

singled out by the administration for extra duties and for 

3*̂ Elsbree and Reutter, o£. cit., p. 123. 

35stuart Anderson, "Salary Schedule Practices," The 
Nation's Schools. XLIII (February, 19W), p. 53-51«.. 

3^James F. Dunne, "Democracy is Dawning for the 
Classroom Teachers," The American School Board Journal. CXXI 
(October, 1950), p. 3*57" 
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extra pay more than have other teachers."37 Green's study 

bears out this statement but adds publicstions sponsors to 

the list.38 

Alfred Simpson and Ralph McLeary, two public school 

administrators, stated that the recent emphasis on Increased 

salaries for teachers has focused the attention of the pub

lic on the question of what the schools are getting in re

turn for the salaries that teachers are paid.39 People are 

Willing, they believed, to pay for good teaching, but in the 

cases in which the lay public has been consulted in the mat

ter, it has been the common reaction that high salary levels 

should not be made available to teachers on the basis of 

seniority or experience alone. The authors expressed the 

belief that there is a distinct lay reaction, and properly, 

against a year-for-year experience adjustment in terms of 

salary when placing; teachers on an upwardly revised salary 

schedule. The first basic principle of any salary payment 

for compensation for personal service is that it should be 

proportional to the quantity and the quality of the service 

07 
-"Elsbree end Reutter, op. cit., p. 97, 

Green, 0£. cit., p. 121. 
39 
Alfred S. Simpson and Ralph D. McLeary, "The Pro

fessional lB5>rovement Salary Schedule," The American School 
Board Journal. CXVI (February, I9I4.8), p.-^-^^T 
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rendered.^ Most authorities agree that merit rating and 

salary payment are closely related. 

Most educators recognize the reason for paying teach 

ers according to merit, but few will grant the feasibility 

of it.41 Merit rating of teachers adds flexibility to the 

salary schedule but increases the responsibility of the 

administrator. Some of the nost frequently used arguments 

in favor of the inclusion of merit rating in salary sched

ules are: 

1. Every teacher should be paid according to his 

worth. 

2. Merit keeps teachers awake. 

3. Lack of merit keeps salaries low. 

I}.. Merit conforms to practices in industry and 

government .^2 

The arguments most often advanced against use of 

merit ratings in determing salary payments are: 

1. Merit rating is a deterent to teacher morale. 

2. Rating devices are inappropriate to use with a 

professional group. 

3. Fear of poor rating may thwart creetivenesa. 

^Qlbid.. p. 29. 

^ Elsbree and Reutter, 0£. cit.. p. I5l. 

^^Ibid.. p. 152. 
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Ii-. The best schools do not use merit ratings. 

5. Merit rating is time-consuming and expensive.43 

P. C. Ewlng, R. H. Richards, and B. L. Smith, the 

superintendent, the president of the school board, and the 

assistant superintendent, respectively, outlined the plan 

for salary schedule determination in Alton Community Schools, 

Alton, Illinois. A teacher's salary was determined by giv

ing one hundred points as a starting basis for the minimum 

salary, then by adding an appropriate number of points for 

qualification in each of the basic characteristics necessary 

for successful teaching. For professional training, forty 

points may be given; for experience, thirty points; for 

merit, thirty points. A flexible salary schedule of this 

type would allow a teacher to double his salary by additional 

training, experience, and merit. Each unit of professional 

training and each year of experience is given a fixed point 

value. The merit rating is based on knowledge of subject 

matter, teaching methods, pupil guidance, public relations, 

personal habits, cooperativonoss, attitude, and general 

personality.44 

Wt 

43Ibid., pp. 152-153. 

44p. c. Ewing, R. H. Richards, and B. L. Smith, 
"Merit as a Factor in a Salary Schedule," The School Execu
tive, LXV (July, 1946), p. 32-33. 
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In Norwalk, California, the board of trustees and the 

teachers pooled their efforts and developed a plan for eval

uating the work of staff members through a series of teacher-

principal conferences.45 The group developed a philosophy 

of evaluation which recognized that the purpose of the plan 

was to stimulate the teacher to improve the effectiveness 

of his work through an understanding of the standards he was 

expected to meet. Similar plans are also in effect in Uni

versity City, Missouri, and Swarthmore, Pcnnsylvania.46 

These plans add merit to the other considerations in the 

salary schedule and provide some degree of flexibility in pay 

levels. 

THE PRINCIPAL'S CONTACTS WITH TEACHERS 

The administrative regulations mentioned previously 

have a strong Influence on teacher morale. In an effort to 

determine the importance of these and other factors on 

teacher morale, surveys have been taken among teachers and 

administrators. L. £• Leipold end Joseph W. Yarbrough con-

(Sucted a poll of 1600 teachers and administrators to deter

mine which factors produced high morale among the teaching 

45American Association of School Administrators, The 
American School Superintendencj, Thirtieth Yearbook (Washing* 
ton, D. C,: American Association of School Administrators, 
1952), p. 170. 

^Ibid., p. 170. 
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staff. The results of the study, in order of frequency of 

reply, were: 

1. The administration gives firm support to the 

teacher in discipline problems. 

2. The teacher has a deep-seated belief In and per

sonal enjoyment of teaching. 

3. A Just and adequate salary plan has been estab

lished. 

4. The students show proper courtesy and respect 

for the teachers. 

5. A worthy retirement or pension plan has been 

established. 

6. A professional attitude is shown by all con

cerned with handling teacher grievances. 

7. Adequate sick and emergency leave policies have 

been established. 

8. Personal interest and confidence in the ability 

and integrity of his staff is shown by the administrator. 

9. A cooperative spirit exists among faculty mem

bers in carrying out the school program. 

10. There is position security through sound tenure, 

11. Supervision procedures are constructive and 

democratic. 

12. There is an appreciative and co-operative atti

tude on the part of parents toward the teachers' efforts. 
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13. There is freedon from disturbing fears and 

phobias. 

14. The teacher has a thorough knowledge of subject 

materials and practical educational methods. 

15. Respect by the teacher is shown for the attitudes 

and views of other people (students Included). 

16. The teacher has social freedom within decency. 

17. Friendly, loyal inter-faculty relations exist. 

18. There is intelligent, long-range planning by the 

board of education in improving educational opportunities. 

19. The teacher load is reasonable and fair in pro

portion to that of other teachers in the system. 

20. There is loyal acceptance by the community of 

the financial and moral responsibility of maintaining an 

adequate educational program.47 

Harold C. Hand conducted a study In a midwestern 

city to determine the reasons for low morale.48 The results 

of his study were similar to, though not as complete as, the 

findings of Leipold and Yarbrough. William C. Bruce offered 

as possible solutions to the problem of low morale: 

'̂ L̂. E. Leipold and Joseph W. Yarbrough, "What I6OO 
School People Think About Teacher Morale," The American 
gchool Board Journal. CXIX (December, 1949), p. 29-30. 

^^arold C. Hand, "What Makes for High Teacher 
Morale," Educational Leadership, V (January, 1948), pp. 
279-280. 
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1. Absence of fears and insecurity which arise 

from low salaries and critical attitudes on the part of the 

school board and the administrators 

2. Good working conditions including suitable plant 

facilities, ample materials, classes of right size, and 

assignment to positions of interest 

3. Democratic administrative practices which would 

provide cooperative work toward solution of problems 

4. The teacher's professional readiness, good teach

ing personality, mastery of subject matter, skill in instruc

tion, and disciplinary control 

5. Recognition of good work and praise due.49 

Though some of the factors involved in low morale, 

such as low salaries and inadequate retirement provisions, 

are matters of administrative policy, the principal has 

direct responsibility for many of the other factors. Draw

ing upon his experience as high school principal in Bristol, 

Connecticut, George R. Perry suggested three areas in which 

the principal may build good relationships with his staff: 

(1) the principal's personal relations with teachers, (2) the 

'̂ '̂ William C. Bruce, "Staff Morale and the School 
Board," The American School Board Journal, CXXI (July, 1950), 
p. 48. 
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policies he sets up, and (3) faculty organization.50 

The effectiveness of the personnel program of any 

school depends upon wise administrative and supervisory 

?.ea<3ership.5l Lee D. Pigott,52 Brincipal of Decatur Senior 

High School, Decatur, Illinois, and Oscar Granger,53 Princi

pal of Havertown High School, Havertown, Pennsylvania, stated 

that their experiences have led them to believe that to ac

complish good teacher-principal relationships which will be 

lasting, a spirit of trust between the principal and the 

faculty must exist. "Paper" agreements will not last unless 

the relationships are based on mutual feelings of confidence. 

Teachers must be confident that their grievances will be 

listened to attentively and will be given consideration, that 

promotions from the ranks will be made on the basis of merit 

only, and that the other teachers of the school system 

George R. Perry, "What Administrative Techniques 
Encourage Better Principal-Staff Relations," The Bulletin of 
the National Association of Secondary-School Principals, 
nZlS. (April, 1^55), pp. TT6311J;; 

5'^lsbree and Reutter, 0£. cit., p. 9. 

Lee D. Pigott, "What Administrative Techniques 
Contribute to Better Principal-Faculty Relationships," The 
Bulletin of the National Association of Secondary-SchooT 
principals, XXXVI (March, 1952), P- 208. 

-̂̂ Oscar Granger, "What Administrative Policies Pro
mote Good Principal-Faculty Relations?" The Bulletin of the 
National Association of Secondary-School Principals, XXXVII 
TApril,"l95i), PP. 43*^6: 
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respect them and their work.54 Willard A. Sabin believes 

that the successful principal must stay in the school and 

keep his door open so that he will be available when teachers 

need his help.55 He also advised principals who want to be 

successful to take the time to listen attentively and sympa

thetically to teachers' grievances and problems and to give 

support when support is deserved.56 This latter point is 

one about which teachers feel very strongly. Many adminis

trators feel that the teachers should be supported even in 

cases in which the administrators, personally may feel that 

the teacher is wrong.57 

Dorothy Hunt found that recognizing the relationship 

between human relations and the organization of the school 

program aided her in her duties in the administration of an 

elementary school in Kansas City.58 Thoxigh she recognized 

the fact that organization is necessary to the functioning 

bf an activity, she concluded that "difficulties and problems 

^4Bisbree and Reutter, o£. cit.. p. 263. 

^^illard A. Sabin, "What Administrative Techniques 
Encourage Better Principal-Staff Relations," The Bulletin of 
the National Association of Secondary-School Principals. 

!nXIX (April, 1955), pp. TT8-1W. ^ ' 

^^Ibid.. pp. 118-119. 

57Bowman, o£. eit.. p. 137. 
58Dorothy Hunt, "Factors in Good Staff Relations," 

The National Elementary Principal, XXXII (September, 1952), 
pp. 52-55* 
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tannot be solved by a more intricate organizational 

system. "59 

The policies that the principal sets up and follows 

will, in all probability, determine the character of the 

school. If his program is free, natural, and flexible, the 

school will reflect this; if his program is rigid, arbitrary, 

end inflexible, the school will bear these aspects of the 

program. 

W. C. Lucas stated that the principal should plan 

the functioning of the school so that teachers would be free 

from classroom interruptions and from the pressure of con

stantly watching out for the safety of their pupils. Teach

ers should not have new techniques of teaching forced upon 

them until they are convinced that these techniques are 

worthwhile. In addition, the principal should protect his 

teachers from undue criticism and gossip, and disputes among 

the faculty should be kept at a minimum and stopped as 

quickly as possible.^0 Especially in the area of class in

terruptions can the principal's policies exert considerable 

influence. There is nothing, according to Pigott, more 

^^Ibid., p. 53. 

^^. C. Lucas, "The Principal and His Teachers' 
Mental Health," The American School Board Journal. CXV 
(September, 1947), pp. 33-34-
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irritating to a teacher who is trying to do a good Job of 

teaching than constant interruptions.61 A great many in

terruptions could be prevented by a more definite and pre

planned program. 

Mary L. Bradford cited an example of a principal, 

whom she called Miss Jones, who believed in strict following 

of the course of study provided for each class. When a 

government teacher requested .that t! e state government unit 

be postponed for about two months so that the presentation 

of the unit would coincide with the meeting of the state 

legislature. Miss Jones denied the request and implied that 

the government teacher had erred in suggesting such a thing. 

This teacher, according to Bradford, related the incident 

to another teacher who also had met a similar situation. In 

time the dissatisfaction of these two teachers, because of 

the inflexible program, spread throughout the staff and 

morale was badly damaged.62 

Bradford then related the story of a principal, whom 

she called Miss Smith, who told the teachers to review the 

school's course of study and the school policy during the 

summer and if they felt that changes needed to be made 

arrangements would be made in the fall. This review of the 

^Pigott, o£>. cit., p. 208. 

^^Mary L. Bradford, "Building Morale from the 
Principal's Viewpoint," The School Executive, LXX (July, 
1951), pp. 45-46. 
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program provided teachers with an opportunity to augment the 

©xiating flexibility of the school program. In addition. 

Miss Smith did not issue orders, but instead made courteous 

requests of the teachers, who responded in a similar manner. 

Bradford stated that Miss Smith's faculty was happy and con

fident and as a result there were fewer resignations, thus 

lessening Miss Smith's load of orienting new teachers. Even 

though these two principals may have been fictitious char

acters, they exemplify two extreme types of principals and 

their programs, the first very inflexible, and the second 

quiet flexible. This example typifies the results that each 

of these two types of administrators is likely to achieve. 

Elsbree and Reutter argues that to be effective, per

sonnel policies must be co-operatively and democratically 

formulated.63 The democratic situation, as defined by Jean 

D. Grambs, is a teamwork arrangement with staff members 

taking the positions of the team and the administrator act

ing as leader.^4 Most teachers want this type of situation, 

but many approach the teaching situation with the hierarchy 

concept, that those in superior positions should give orders 

and those in inferior positions should expect to take orders. 

^3Blsbree and Reutter, 0£. cit., p. 6. 

^̂ •Jean D. Orambs, "Do Classroom Teachers Really Want 
Democratic Administrators?" The Nation's Schools. XLVI 
(November, 1950), pp. 40-41. 
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Many teachers feel that they have a contribution to make to 

the policy.formation of the school, and many administrators 

agree.65 

There is, however, a rather large minority of admin

istrators who disagree with the theory of teacher participa

tion in policy-making. M. W. Tate lashed out at what some 

people call democratic administration. Tate felt that "dem

ocratic administration usually works out better in magazines 

and summer seminars than in practice."66 Teachers, he 

argued, have neither the desire, the time, nor the philosoph

ical background necessary to do a thorough Job of policy

making. 

R. V. Hunkins indicated that he feels that democratic 

administration is a misnomer. He said that administration 

is an entirely different field from teaching and that for 

this reason the administrator is concerned with the overall 

school picture, whereas the teacher is concerned with only 

his classes. Hunkins argued that a school administrator 

should consult teachers about administrative matters which 

concern the teachers in their professional work. He stated 

that the reason is not a democratic one but rather to enable 

"^Bowman, o£. cit., p. 77. 

M* W. Tate, "Teachers Should Teach, Not Play at 
Administration," The Nation's Schools. XXXI (June, 1911-3), 
pp. 42-43. 
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the administrator to make wiser decisions.67 

Regardless of the reasons for having teacher partici

pation in policy-making, faculty advisory committees have 

proved to be valuable assets to administrators in policy 

formation, as well as in maintaining good staff relations. 

Braun reported that the Teacher Interest Committee in East 

High School in Denver has proved valuable in bringing com

plaints by teachers to his attention so that action might 

be taken on them.68 in Wilmington, Delaware, a committee 

of teaching personnel and non-teaching personnel reviews all 

personnel policies and recommends specific action to the 

proper authorities. Similar programs are in operation in 

Fullerton, California, Center Line, Michigan, and Williams-

port, Pennsylvania. All these groups reportedly are 

valuable and successful.69 

CRITERIA 

In attempting to establish flexibility in principal-

teacher relationships, the principal must be very careful 

to avoid charges of favoritism or partiality. The principal 

67g^ y^ Hunkins, "Democratic School Administration: 
A Misnomer or a Misconception," Educational Administration 
and Supervision. XXV (September, 1939), pp. 1̂19-14̂214.. 

^°Braun, o£. cit,, p. 40. 

^^American Association of School Administrators, 
The American School Superintendency, ©2.. cit.. p. 169. 
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can often dispel any thought of such criticism by a few 

well-chosen and well-timed words. Many teachers are very 

sensitive to commendation. For this reason, those teachers 

may feel slighted if, in their opinions, too much attention 

and recognition is given to some phases of the school pro

gram and too little to other phases. By showing an open 

recognition of the work of all teachers, the principal may 

avoid being accused of favoritism. The personnel program 

of the school, to be effective, must be flexible. To as

certain the flexibility of his program, the principal needs 

to evaluate frequently the aspects of flexibility which his 

program contains. 

The Principal's Attitudes 

1. Does the principal believe that the school 

should try to provide an environment that will enable every 

pupil to learn to his maximum capacity? 

2. Does the principal avoid being or seeming to be 

dictatorial? 

3. Does the principal realize that flexibility in 

dealing with teachers does not imply being "wishy-washy"? 

4. Does the principal attempt to see actions and 

decisions from the other person's point of view? 

5. Does the principal encourage teachers to use 

individual initiative and to try new methods of instruction? 

6. Does the principal refrain from deriding teach

ers who make znistakes? 
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7. Is the principal friendly, approachable, and 

worthy of the teachers' trust and confidence so that requests 

ahd suggestions may be made freely? 

8. Is the principal easily accessible to all mem

bers of his staff? 

9. Does the principal accept criticism and attempt 

to remedy these situations? 

10. Is leadership spread among enough people to 

provide adequate time for each to consider his tasks 

carefully? -

Teacher Participation in Policy-Making 

1. Do teachers aid in planning the supervisory 

program? 

2. Do teachers aid in planning their professional 

evaluation? 

3. Do teachers participate in the determining of 

working conditions? 

Ij.. Do teachers help with selecting the textbooks 

and teaching supplies? 

5. Do teachers help in preparing curriculum guides? 

6. Do teachers have the freedom to abandon the 

curriculum guides when they feel it advisable to do so? 

School Organization 

1. Is the school organized on a co-operative basis? 

2. Does the principal seek the council of the 
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teachers on policy formation and execution? 

3. Do the teachers give aid through advisory 

groups? 

4. Are the school policies checked and reviewed 

each year to provide opportunity for change and improvement? 

5. Does the entire staff realize that some teachers 

can carry greater loads than others? 

6. Are teachers' loads distributed according to 

ability and salary? 

7. Are leaves of absence handled in a flexible 

manner so that they will be of maximum benefit to teachers? 

SUMMARY 

Morale is the outlook of a person to his Job. With

out a high staff morale, no principal can expect outstanding 

performance from his teaching staff. Several factors in

fluence staff morale. Among the more important are personal 

restrictions, assignments in accordance with ability and 

interest, retirement and other benefits, the inservice 

education program, equitable work loads, fair leave of ab

sence plans, and an adequate salary. The principal's per

sonal relationships with staff members can contribute to 

good staff morale. If the principal is easily approachable, 

helpful, and sympathetic to problems and grievances, the 

staff will probably recognize these qualities and will prob

ably attempt to do a better Job of teaching. If the 
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principal establishes a program based on flexible principles, 

the entire school program will gradually take on aspects of 

flexibility. If the principal sets up rigid, unbreakable 

rules, the school will become rigid and inflexible. One of 

the best means of attaining flexibility in personnel admin

istration is by establishing a faculty advisory council to 

review all personnel policies and to make recommendations 

for changes, or for Inauguration of new policies. 



CHAPTER VI 

SUMMARY AND CONCLUSIONS 

School administrators generally agree that flexi

bility is necessary in a modern school program. Too often, 

however, nothing is done to put this rather vague, general 

term into concrete form so that it can be applied. The 

problem considered in this study was the ascertainment of 

the flexible aspects of a school program and the formation 

of criteria to aid a principal in establishing and evaluating 

flexibility in his school program. For the purposes of this 

study only three areas of the school program were consid

ered: the curriculum, the principal's relationships with 

pupils and patrons, and the principal's relationships with 

teachers. 

Because little experimentation has been done in the 

area of flexibility, little related literature was avail

able. "The Eight Year Study" is the only research on the 

curriculum worthy of mention. Several studies in the field 

of public relations have been conducted. Earl J. Boggan 

conducted a study of the techniques that could be used to 

increase the holding power of one high school in New York. 

Niles E. Norman conducted a questionnaire study from which 

108 
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he gleaned some information regarding the reactions of citi

zens to school programs; Sol I. Zweiback made a study of 

problems of high school principals, and James S. Collins 

studied the effective and ineffective practices of high 

school principals. In the area of staff relations John A. 

Green studied the handbooks and the constitutions of some 

five hundred schools to determine their personnel policies 

and practices, and then verified his findings by sending 

questionnaires to nine hundred administrators. The findings 

of his study were quite useful for this study. Eugene W. 

Bowman compared the results of questionnaires which reflected 

the attitudes of teachers and Oregon administrators toward 

selected personnel policies. 

r- The principal is the responsible head of his 

school. As such, he is charged with the responsibility for 

the curriculum of the school. In attempting to establish 

flexibility in the curriculum of his school, the principal 

must realize that the curriculum is influenced by its his

torical background, legal requirements, accrediting 

ageneles and state educational agencies, textbooks, and 

current curriculum practices. He must also realize that 

there is a distinct need for flexibility in the curriculum. 

Some of the reasons for this need are the recognition of 

the differences among pupils, the philosophy of teaching 

democratic living, the pupils' need for developing the 
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ability to think, and the modernTcientific advancements. 

The curriculum organization should be flexible so 

that teachers will be free to try new techniques and new 

methods without fear of criticism or penalty. In order to 

encourage the use of these new methods, the time schedule 

should be flexible and teaching supplies and materials 

should be readily available. 

Since the schools of America were established and 

are supported by the people, the people have a right to know 

what the schools are doing. Providing this information is 

the duty and .the privilege of school personnel. Usually the 

program of public relations is directed by the superintendent 

and the board of education, but many other people have 

responsibilities in this area. Administrators and teachers 

are the most in^ortant agents of public relations, but 

custodians, groundskeepers, bus drivers, cafeteria workers, 

clerks, secretaries, and other of the school's non-teaching 

personnel bear considerable influence in the forming of 

public opinion either for or against the schools. The 

maintenance and care of the school building are also powerful 

influences on public opinion. 

^ The principal's policies and the personal contacts 

with pupils and patrons by teachers and administrators can 

be a powerful factor in forming a good public opinion of the 

schools. Grouping and admission policies are two areas in 
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which flexibility can be beneficial to the public relations 

of the school. Most administrators prefer to avoid any 

possibility of conflict in these areas by establishing 

general regulations and adhering to them. Lay participation 

in the planning of school activities and policies can be an 

invaluable aid in public relations. Student ac^tlvitles, 

such as student publications, musical activities, dramatics, 

and athletics, can assist in maintaining a favorable attitude 

on the part of the public. Discipline is one of the chief 

problems of the schools, but if it is handled in a fair, im

partial manner, it can strengthen public opinion of the 

school's administration. Cooperative planning of the school 

program can bring large dividends. If student groups, such 

as the student council, are consulted regarding policies 

the student body tends to accept regulations more willingly 

and to abide by these regulations more readily than if poli

cies are made arbitrarily. 

Newspapers can be a valuable aid in furthering the 

public relations of the school. If the newspapers are 

treated fairly and news stories about school activities are 

encouraged by the school personnel, much positive gain may 

be secured. Radio programs, television programs, and 

photographic exhibits are excellent means of presenting the 

school's activities to the patrons. Civic clubs can also 

be made a vital part of the school's public relations 

program*^ 
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J ' In order to maintain a high level of public rela

tions, the program must be flexible. The chief aim of the 

school's public relations program is to present a clear, 

complete, accurate picture of the school's activities to the 

public. The public relations prograra must be flexible so 

that it can be altered to fulfil this objective. 

In order for teachers to work efficiently, they must 

have a high morale.- The superintendent and the board of 

education are responsible i*or providing the condition that 

will produce this high morale. Much can be done to increase 

morale through the policies of the school system. Employ

ment conditions should be fair and reasonable, sufficient 

I retirement, leave of absence, and tenure benefits should be 

provided, teachers should be placed according to ability 

and interest, work loads should be equitably adjusted, and 

adequate salaries must be provided. Inservice education 

can provide a feeling of personal growth and achievement 

which will aid the morale of each individual. Recognition 

of achievement is vital to providing good staff morale. 

Some school systems attempt to provide this recognition by 

merit salary increases. Even if this practice is not being 

followed, the principal should give deserved praise freely. 

The principal's personal contact with teachers and 

the policies he sets up are important factors in the morale 

of the staff. If the principal's program is flexible, the 



113 

entire school wili~soon assume"this characteristic. The 

principal should be easily available to give aid to teachers. 

The principal should encourage teachers to use their own 

initiative to augment the existing program so that the teach

ers will have the freedom to try new or different techniques 

which may result in improvements in the school's total 

program. 

To be effective personnel policies must be coopera

tively and democratically formulated. Most teachers and 

most administrators favor this type of action. A rather 

large minority of administrators, however, disapprove of such 

cooperative action. But, advisory committees on personnel 

policies and problems have proved beneficial to the adminis

trators in a large number of schools. 

CONCLUSIONS 

The study revealed that flexibility is essential to 

the smooth functioning of a school program. Without flex

ibility the school program will become rigid, fixed, and 

soon outmoded. Through a flexible program much progress can 

be made. 

The principal must consider many factors before mak

ing decisions or establishing policies based on the flexible 

approach. Many times legal specifications will hinder 

establishment of flexibility. Tradition and custom play 

L I 
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important roles"in determing courses of action. School 

board policies may be a deterrent to flexibility. In making 

decisions based on an attempt to bring about flexibility in 

the school's program, the principal must be aware that he 

may be establishing dangerous precedents which may cause 

him much trouble later. He also must carefully avoid any 

actions that might indicate partiality. The wise principal 

will consider carefully all possible results before varying 

from the established policy. 

The principal should bear In mind that a flexible 

program does not necessarily have all of the aspects of 

flexibility mentioned in this study. But, by determing the | 

number of areas in which his program is flexible, he can 

obtain a general idea of the flexibility of his entire 

program. 
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