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The Problem

Queries. “Parents and the superintendent hold me re-
sponsible for what goes on at my school so why should |
allow teachers to share in decision-making?™ I believe in
the democratic process. If 1 refer a matter to the faculty for
their decision, | do not veto their decision even if 1 disagree
with it.”" “I reler every item for faculty consideration but [
reserve Lhe right 1o rejeet their decision if 1 Kknow it 1s
wrong.” “You mean | must consult the faculty before | can
report a fire?” “The morale among teachers, pupils, and
parents is better here than in any school 1 know. Here the
teachers decide who makes what decisions and then we try
our best to make them work out. We have one of the most
highly regarded principals in our section of the state.”

Should parents and the superintendent determine prin-
cipal-teacher relationships? Should parents and the super-
intendent hold the principal responsible for everything that
oveurs in his school? Should teachers share officially in
making decisions? Are teachers qualified to share in
important decision-making? Do they want to assume the
responsibility  which such authority entails? How would
teacher control of decision-making affeet instruction?

Problem. It was the purpose of this undertaking to
develop a more effective model for public school organiza-
tion which may improve leachinglearning significantly.
Organization, in this case, referred to the delineation of
function and the working relationships among teachers and
the school principal.

Practice. The opening question portrayed varying atti-
tudes and organizational structures which existed in degree
in most of the public schools in the U.S.A. Principals and

Public School Organization:
A Model

Ray W. Johnson

teachers ranged in their beliefs from authoritarianism
through aristocracy, elitism, laissez-faire, and what is often
loosely referred to as the democratic process, The prevalent
organization of publie schools in the United States required
that the people elect laymen to a governing board. The
members then employed a chiel administrative officer, the
superintendent, lo organize and direet the educational
program required by the board. In order to accomplish this
the superintendent submitted names of teachers and other
cerlified persons, as well as classified employees, to the
hoard for their consideration and possible employment.
There were many elementary, middle, and high schools in
the larger distnets each wder the direction of a principal.
The teachers were responsilble to the prineipal, the principal
responsible to the superintendent, and the superintendent
responsible to the district governing board. The board
member periodically “stood™ for reelection by the qualified
volers of the districts.

The multifarious functions of the modern school re-
quired the services of a number of highly specialized people
including the principal, assistant principal, coordinators,
supervisors, leachers, department chairmen, grade-level
chairmen, and members working  with these chairmen,
teacher’s aids, counselors, librarians, nurses, doctors, den-
tists, psychologists, cafeleria workers, bus drivers, custo-
dians, groundskeepers, maintenance workers, printers, re-
corders, clerks, and secretaries.

Authorily and responsibility were delegated legally by
the people through the federal and state constitutions,
Congress, and legislatures, the courls, and governing boards
to the superintendent. He in turn delegated responsibilitics
with concomitant authority, hopefully, to the principals
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who delegated them to the assistant principal and to the
teachers. Teaching was the essential delegated function.

The intimate and mystical relationship of pupils and
teachers in the teachinglearning situation is the raison
d’etre of the public school. The classroom, however it may
be defined, is the center of public school organization. This
is where the action is. The most crucial and significant
relationship among professional educators exists between
the prncipal and the teacher. The potential of this
relationship carries greatest promise in the entire internal
organization of the school. In some schools the morale is
high; low in others. Improvement will come about through
the efforts of a myriad variely of persons. The artistic,
erealive aspeets of teaching cannol be sliced, weighed, and
issued upon order. However, there are some proved ways in
which people may work more effectively together, and the
following model of organization is presented in order to
increase the quality of teaching-learning.

The Model

The following modecl is meant to apply to the working
relationships between and among the principal and the
teachers in any given local school. The proposed internal
structure may also apply at all levels of administrative
authority and in many syslems and institutions.

The following paradigm may be considered to be an
organizational stool supported by four legs or components.
These components are (1) decision-making, (2) staffing,
(3) remuneration, and (1) love.

Decision-making. Decision alfecting the daily operation
of the school and its instructional program shall be made or
controlled by a simple majority of the regularly employed
Leachers,

Staffing. The selection and assignment of all school
personnel shall be under the control and direction of the
teachers.

Remuneration. Remuneration for all certificated per-
sonnel shall be determined by (a) academic preparation,
(b) years of teaching and equivalent professional experi-
ence, (¢) amount of service, and (d) quality of service. All
administralors, supervisors, teachers, and other professional
consultants shall receive the same basic salaries as deter-
mined by these four factors.

Love. All school personnel shall endeavor Lo base their
actions and working relationships on a feeling of love,
understanding, affection, and honest conecern for them-
selves and each other.

The third scction of this paper will set forth the
rationale for these four “legs.”

Exegesis

Decision-making. Nearly every writer on organizalion
proclaims that the function of an enlerprise should deter-
mine its structure. Teachers should control decision-making
in the public school system because the main function of
the system is teaching. Public education was not established
to glorily the principal; he and other non-teaching persons
should serve the teacher rather than be treated as ends in
themselves. Teachers should receive the adulation, titles,
position, and salary bul instead the prestige, status, and
privileges start with the superintendent and extend down to
the teacher. He is the low man on the totem pole.

Democracy has usually been treated historically as a
form of government. Today, it also refers to human
relationships in many types of group situations including
cducational administration. Most writers seem Lo agree with
that part of the definition of democracy which holds that
decisions should be made by the many rather than the few,
Mill wrote that it was a personal injustice to withhold from
anyone the ordinary privilege of having his voice reckoned
in the disposal of affairs, and the many may range from a
few to all. Montesquicu slated that people possess the
supreme power. As people do differ, the matter of how
many of the many should decide arises. Mill said that the
majority rules, bul there are instances where “majority,”
rather than half plus one, means two-thirds or three-
fourths. Civilized maun, in moving away {rom monarchy and
oligarchy and toward democratic government, has gone
beyond the tuming point and has pushed by a sort of
reverse process into minorty rule, the very thing he
struggled to end. Majorilies in any [rec society should be
legislated to be one over hall. Near unanimity is desirable
bul should be achieved thru education and persuasion —not
legislation and mandate.

As stated earlier, it was the purpose of this paper lo
attempl Lo develop a more effective model for organizing
the public school, more effective than present forms appear
Lo be that is. This effort was undertuken on the assumption
that the organizational form which appeared to exist in
most public schools could be, and therefore should be,
improved. It was not intended that the unending effort to
define the democratic process should obfuscate this pur-
pose, so the term “democratic” was deliberately omitted in
lieu of “elfective.” Of course, criteria for determining
effectiveness may be found also in the definition for
democracy which many persons would acceplt. In faet, this
is apl Lo be the case and, if so, so much the better. Reeent
studies have illustrated valuable skills in personal and group
relationships for administrators. Significant insights came
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also from recent writings by existentialists, humanists, and
theologians, Strong world ferment, the generation gap,
chauvinistic jingoism, pollution, population explosion, and
racism have all pressured new thinking and practices in
school administration.

Causative or resultant factors taken from the works of
many of these authors included participation and involve-
ment in decision-making, shared responsibility, concomi-
tant authority, power equilization, problem=solving, freed
communicalion, concern, understanding, trust, honesty,
openness, love, respeet, dignity, cobesiveness, satislaction,
esprit, morale, spirit, enjoyment, creativity and innovation.
FDR’s freedom from fear applics most aptly to the concern
of this paper. Children fear their parents and teachers,
teachers fear the principal, the prncipal fears the super-
intendent, and the superintendent fears the governing
board. These fears have been enhanced by grades, promo-
tions, salaries, control, prestige, and status. Unbridled
competition in our free market system and organized sports
aceentuates fears and is used Lo justify similar practices in
school organization. Added to these are the dehumanizing
influences of the church, the military, the courts, and even
the human family with its paternal and/or maternal
bossism. Instead of reflecting and supporting these unholy
practices, the school must counteract them by helping to
ercate a fear-free society. Most adults would welcome a
society free from fear but, paradoxically, they are afraid to
attack the authoritarian practices within the aforemen-
tioned institutions. The school principal resents fear-pro-
ducing tactics of the superintendent but will use the same
mancuvers to Keep his facully in line and/or on its toes, and
the teachers use them with the children. Then the childeen
mature, become parents, and perpeluate these same lears
and authoritarianism,

Polls taken in educational administration classes indi-
cated that nearly 75% of the administrators and teachers in
Hawaii schools believed that “you could have too much
democracy™ and that it was best to “tinclure democratic
procedures with a judicious infusion of authoritarianism.”
This feeling is reflected in the Department of Educational
Administration at the University of Hawaii and other
universilics.

This elaboration of criteria for an effective model of
school orgnization cannot be undertaken here, but two
rather common aspeets of definitions of the democratic
process formed the basis of the proposed model: (1) deci-
sions should be made by the many, and (2) the many
should include and be limited lo those qualified persons
who would be directly affected by the decision.

In reference to item (1), “decisions by the many,” one
common practice has been for administrators to consult the
faculty, to ask for their opinion, or Lo “get their thinking™
while reserving the right o exercise the veto whenever they
disagree. Oceasionally the sampling is done on an individual
basis without reporting the results of the poll, nor revealing
the final decision. The wonderment of this condition is that
many teachers themselves call this democratic administra-
tion. Because of conditioning, distrust, and deception with
the inevitable attending apathy and skepticism, it is quite
true that many faculties do not want to share the
responsibility of signilicant decision-making. If they are to
play games, they want to participate in making the rules.

In the light of basic human dignity, no person has the
right to demean another, to delegale authority, to punish
him arbitrarily, to order him about or to give directives Lo
force him to “play games™ that erode the self-respect of
hoth the administrator and the teacher. Snyder and Peterson,
in their 1970 book, “Dynamics of Elementary School
Administration,” published by Houghton Mifflin Company,
stated, “If [ were a principal today, | would delegate more
responsibility in terms of decision-making to the profes-
sional stall ... [ think those who are afraid o delegate
responsibility are insecure individuals.” These writers un-
doubtedly felt they were moving in the right direction and,
in view of the prevalent notion that he has this right to
delegate, perhaps they were, However, the delegation of
responsibility should be in reverse ~from the teachers Lo the
prineipal.

Item (2), “decision-making by those who are directly
affected,” poses many difficulties. Most decisions made by a
principal have a faidy direct effect upon his teachers,
pupils, and school staff. His decisions also affect parents,
the superintendent, the governing board, the taxpayer, and
all of society. Il is not casy to determine to what extent
cach of these agencies and groups should participate in
decisions at the school level,

Mill excluded from decision-making those in their
nonage or dolage, criminals, and fools. Who is able to say
when any given person belongs to one or more of these
calegories? When is a child mature enough or when is an
adult competent enough to parlicipate in important deci-
sion-making? These guestions must be answered, but the
kernel of the issue is—by whom? Because the designations
may be difficult makes it all the more imperative that they
be made by all concerned, expecially by those most directly
concerned, rather than uwsurped by some tradition or
sell-asserted authority. This dilemma constitute the age-old
question of the role of the expert in a free society. Few



students of organizational structure even recommended
that the expert should exercise final authority even though
he might be more “right™ than the group he serves. The
surgeon may nol even operale Lo save a human life without
the consent of parents, relatives, or the courts. It is a
paradox of considerable magnitude - the practice in “lree”
countrics of electing legislators and public officials and then
allow them—yes even requiring them-—to establish author-
itarian burcans and institutions in which “the people™ have
no official voice in making decisions which affect them.
Trade unions have done much toward breaking this down in
private industry, but then they turmn right around and
emulate the very autlhoritarian praclices in management
which they, initially, set out to eliminate. This strange
melamorphosis has caused some to conclude that man is
inherently authoritarian—that the led want to be led and
the leaders want to lead. Some men wanl a king, others
want to be king. There is no evidence Lo indicate that these
iendencies are inherent but there is a great deal of evidence
Lo indicale that certain cultures, fears, and superficial goals
perpetuate the desire of one man to rule another.

The model principal will be concerned with the guality
of instruction and how he may administer the decisions of
the facully more elfectively. Participating pupils and
tcachers, freed (rom fear and futile game-playing, will
produce a leaching-learning situation characterized by all
that human intelligenee, experience, academic achievement,
crealivity, enthusizsm, mutual love, and respect can pro-
duce. Man can then center his allention on the most
demanding and rewarding of all human expericnces—
improving Lleachinglearning itsell. Diminished will be the
concerns for employment, salary increases, promolions,
preslige, and slatus,

The principal will serve as an employee of the teachers,
not as their master. He will participate in personnel
evaluation or he may discharge this function unilaterally,
but only if such authority is delegated lo him by the
faculty. In many respects, the outward appearances of this
proposed model will resemble the present authoritarian
situation to the casual ohserver. The principal will suill
coordinale, advise, counsel, direct, lead, and enjoy his Tull
share of status and prestige. The basic difference will be
improved morale, better instruction practices, and more
effective teachers. This model will require the principal to
administer through competency, mulual concern, intel-
ligence, reason, compassion, respect for human dignity, and
confidence in the facully to make wiser decisions than he
(most of the time). The odds faver the facully to establish a
better batting average than the authorilarian principal who

thinks he “knows better.”

Staffing. The rationale for placing the final control for
staffing in the hands of the teachers has the same basis. It
should be clear that teachers cannot be free until they have
this staffing control. They should nol have exclusive power
in staffing but they should have final authority. No faculty
should be forced Lo accept another leacher whom they
would reject if empowered to do so. Of course, there will
e errors and imperfections and it should not be otherwise.
No system should insure or claim 1o insure perfection, but
it should aceept change and improvement.

Teachers should be empowered to control the employ-
ment of all school and district personnel simply because
they perform the basie function of the sehool and because
they are “the many.” They will want, need, and select a
principal skilled in administration, who knows how to work
effcctively with people, one who is a skilled coordinator,
one who is compassionale, and one who can exercise
effective leadership,

The employment of the principal and others may be
arranged in several ways. The teachers could constitule a
personnel commitlee for the purpose of recciving applica-
tions, holding interviews, and making recommendations to
the governing board. The teachers could establish eriteria,
or delegate that responsibilily to the principals. The
personnel commilles could, and perhaps should, include
representatives from all major employee groups. The board,
ol course, must have the authority to reject the teachers’
recommendations until they are in agreement with the
teachers’ selection. It may he an advisable intermediate step
lo reverse Lhis proposed process and follow the existing
praclice of having the board do the interviewing and
studying. The basic requirement would be the same—the
teachers must have the authorily Lo aceept or reject the
boards selections for the superintendent and all other
employees, including teachers. To discharge this vital
responsibility, the personnel commiltee, under the jurisdic-
tion of the teachers, may be empowered to employ
professional help in determining the qualifications of the
variety of officials required to run a modern school system.
If teachers are not empowered 1o employ or cerlify to the
employment of the chief sehool administrator, then the
present conniving, fawning, suspicion, and fear will con-
tnue Lo the considerable detriment of the teaching-learning
process. Teachers must be “freed of fear” if a truly free
sociely is ever to develop in the world, If fear is a necessary
ingredient, as some seem Lo believe, then the administralors
should be the fear-ridden, not the teachers. Teachers are in
contact with children and youth constantly, and their
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hang-ups infect children. However, fear is not an essential
atiribute of civilized man.

Remuneration. Some may say that there would be no
more administrators il they received Lthe same basic pay as
teachers, and this may be a valid opinion under the present
sitnation. Principals loday do have most of the [inal
authority for the school program. When things go wrong he
is held responsible.

However, there is another side. Do superintendents or
society really hold principals responsible [or everything that
goes on in the school? Under an authoritarian set-up their
decisions are more farreaching. Some people don't like it
this way. They want to be boss. They want to “get things
done.” How about the pressure on the clussroom teacher
who is “locked in™ with the same thirly or so pupils for
180 days each year without any opportunily Lo walk away
from almost unbearable pressure points for more than a few
minutes? How many principals left the classroom to be rid
of these pressures? When is the day of a good teacher
ended? The way to weigh this salary proposal is to try il
The teachers and taxpayers would favor it—ccertainly, the
principals and other administrators would not.

Under the proposed model the principal would share all
the responsibility, he would not work longer hours than
anyone else. The successes and {ailures would be shared by
all, which is only as il should be. Teachers could enjoy
some significanl pay raises, too, il this leg in the paradigm
were implemented. Also, there should be sounder incentives
for the principalship other than increased pay.

Love. This condition, according lo numerous writers,
constitutes the most powerful human motivation known. In
the July 1970 issue of Playboy, Joan Baez was quoted as
saying, “I've never in my troubles met a person who didnt
wanl to love and be loved by other people. 1 think that
need can be as powerful as any of the forces we've been
talking about.”™ Ashley Montagu, noted anthropologist and
social biologist, wrole in the May 1970 Phi Delta Kappan,
“love is, withoul any question, the most important experi-
ence in the life of a human being.” He also stated that love
is one of the most frequently used words in our vocal-
ularly. Montagu was certainly not referring to the vocab-
ulary of students and practitioners in school organization,
hecause love seldom appears in that literature. I love is so
important, then why not utilize its potential to help release
the untapped and unbounded resources of the human spirit
toward the improvement of organization, adminislrative
practices, and classroom instruction? The Judeo-Christian
ethic is based upon “love your neighbor as yoursell™ and
who would say that principals and teachers are nol or

should not be neighbors? Surely, the reluctance of princi-
pals and Leachers to use the term openly without embarrass-
ment is a refleclion upon our society and the teaching
prolession. Yes, love is probably practiced and expressed by
teachers of kindergarten and primary grade children, but a
proficient job is done to depress and delete the word and
other expressions of it by the time pupils reach the 12th
grade. What would happen il a principal would say in so
many words Lo “his” faculty, “You are beautiful people
and 1 love you all, dearly?™—or if Leachers would say it {o
the principal and to cach other? Yes, many educators do
practice a loving relationship with their associates without
using specific word expressions, but how many who fecl
relicent about wsing the words are more demonstrative in
showing love, concern, real affection? In principal-teacher
relationships, love may be demonstrated through being
open, honest, showing respect, trust, confidence, and deep
concern for every person regardless of status or other
considerations. If a warm, loving relationship existed among
faculty and principals, fears and dissimulation would lessen,
Certainly, there would be less lonely administrators and
unhappy Leachers and pupils,

It may be stretching the analogy a it to consider love as
one of the four components supporting the proposed model
of school organization. Perhaps it would be more appro-
priate to consider the model as a “threedegged slool”
supporied by the three components of deecision-making,
reimbursement, and staffling, and to regard love as the oil
which lubricates the countless, complex human relation-
ships which occur daily in the operation of the public
school. The human spirit does experience friction, heat,
irritation, and wear and nothing can smooth out these
deterrents as effectively as a generous infusion of man’s
greatest foree human love.

Qualms. | realize that this article is replete with unsub-
stanlisled generalizations, and that serious issues may
logically be taken with many of them. Perhaps they merely
represent wishful thinking. Even if this were so, I would
still feel justified in presenting them. Fecling that most of
this proposed model may have a degree of wniversality, I
would eertainly hope that the deans and department heads
in colleges of education would give the proposed model for
more elfective public school organization a trial for two
reasons: (1) the way Lleachers are taught influences their
teaching, and (2) research should test this model. Of course,
in order to measure the efficacy of Lhis model, means
would have Lo be developed that would enable the
researcher to measure the guality of the outpul of the
teacher-education institution. This is not a simple task.



It is, much easier to hate than Lo love, easier Lo issue an
authoritarian directive than to risk involved debate and
“wrong” decisions. It is simpler and more ego-salislying,
perhaps, lo be the boss—the head man. lnvolving all who
are concerned in decision-making  will produce errors
(Where are the perfect principals?), disagreement, hassles,
incrimination, anger, hurl  feelings, “lost  time,” dis-
couragement and even despair, but it will also produce
added professional growth among all the participants,
especially the principal. It will result in more intelligent
reasoning, improved quality in decisions with more effec-
tive teachinglearning as the inevitable dividend of im-
proved morale.

lnvolvement in  decision-making  will diminish fear,
distrust, animosity, pelliness, sense of guilt, frustration and
will elicit honesly, openness, affection, respeet, and a sense
of accomplishment and belonging.

The proposed model is based upon the notion that the
dignity and worth of man and his capacity for sell-
realization may be brought about throngh human love and
reason. Surely, no known force can withstand the release of
the human spirit through love and mutual endeavor. Relieved
of the negative aspects of compelition and hierarchical
ranking, the classroom teachers of the world—and the
principals - will create a chain reaction of aspiration and
human warmth which may save our world.
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