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We are aware that every group has many potential leaders in its ranks,
and through the releasing of these latent leadership abilities lies the
needed improvement in .the areas in which we are vitally concerned.
Gordon N. Mackenzie, professor of education, Teachers College,
Columbia University, points the way toward releasing leaders to make
for better teaching of better curriculums.

THERE IS PROBABLY no previous
time in world history when as many
individuals have been aware of our
problems of living and as conscious of
a threat to the continued existence of
human life as we have known it. Yet,
midst the confusion and uncertainty
as to how we may deal with our difficul-
ties, there is a substantial basis for be-
lieving that a better life for all is within
our grasp. Times such as these com-
mand the cooperative effort of all in-
dividuals and groups, almost regardless
of their special purposes, to the end
that we may not only save ourselves
but find solutions which will result
in greater happiness for all.

The potential role of the school in
this uncertain but promising world scene
is continuously being clarified and re-
defined. Lay citizens and professional
educators, individually and coopera-
tively, are coming to see that the school
can inhibit or facilitate the dynamic and
realistic facing of these uncertain and
promising times. However, the focal
point of attention, in any inquiry as to
what the school can do, is the curricu-
lum. Viewing the school curriculum
in terms of the hazards and the pos-
sibilities of life today, the need for
leadership here, as in other areas of life,
is at once clear.
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Leadership, however, as this state-
ment will attempt to point out, can
come from any who will think clearly
on major problems, and will help to
release the leadership in others in
solving these problems. The remainder
of this statement will give attention to
these two leadership factors.

Curriculum Leaders Must Take a Stand
If the curriculum provided by our

schools is to meet the challenges of the
emerging world situation, curriculum
leaders need to think clearlv on numer-
ous persisting problems. There are five,
however, on which clarity of position
seems most essential, together with a
calculated program to achieve the con-
ditions desired. Two of these problems
relate to values or goals of the school.
Three involve the method or condi-
tions by which these values are main-
tained. All five have been items of con-
cern over a period of years. All five
have a special current significance.

NoRecognizing the worth of the in-
dividual. American education has long
professed concern for the individual
learner. The topic, "individual differ-
ences," has been one of the most com-
mon and most certain in courses in
methodology. In recent years there has
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been growing discussion of the demo-
cratic bases for this concern with in-
dividuals. Thus, adjustments in the time
necessary for varying individuals to do
set tasks have given way to adjustments
in the tasks themselves and in the end
products expected. In theory, at least,
teachers have respect for all individuals,
capitalizing on the strengths of each,
doing whatever it is within the teachers'
power to do to help each learner at-
tain the full potentialities of which he
is capable.

Teachers and lay citizens are quite
typically committed to seeking the
full development of each individual.
The integrity and full development of
a democracy is recognized as being
inseparably tied to the integrity and
full development of its individual citi-
zens. The public schools have proved
their abtilitv to contribute significantly
to this end.

Yet, the task is not complete. Demno-
cratic living in the United States is still
endangered because many children and
youth are inadequately cared for. \lany
communities are unable or unwilling
to employ teachers who are adequately
trained and to give them the security
and help which will make it possible
for them to operate effectivelv. There
are, of course, many children who never
get to school or are forced out of school
at an early age. Because of home back-
ground, economic level, or race, thev
may be denied the advantages of schooi-
ing. Further, many schools are not using
our most advanced techniques for
studying learners and working effec-
tively with them. Related areas such
as psychology, psychiatry, and medi-
cine have additional aids for us if we
will but use them.
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!Improving the quality of social
living. The improvement of the com-
mon welfare is a long-accepted, if some-

vhat vague and general, goal in this
country to Aw hich schools have been
recognized as capable of making a con-
tribution. In recent years, as the pos-
sibilities for making more specific the
contribution of the schools to the gen-
eral welfare or the quality of social
living have been pointed out repeatedly,
conflicts and differences of opinion
have been sharpened. Some few teachers
have not wanted to deal directly with
the problems inherent in trying to im-
prove the quality of living. Some lay
citizens have not wanted the school to
challenge existing values and ways of
operating.

But the role of the school as an agent
for the reinterpretation and clarifica-
tion of democratic values has been in-
creasingly accepted. The school as a
potential agent for communitv better-
ent has been proven in numerous situa-
tions. The school as a force for world
organization and peace is an oft ex-
pressed hope. The schools that have
focused on the individual learner in
the various social situations in which he
is expected to function have appeared
to ble most successful. Those educa-
cational programs which have helped
learners with the values, understandings,
and skills involved in the major and
persistent areas of concern give pro-
inise of being truly effective. Those
school staffs which have involved adult
citizens in setting goals and carrying
thru the program have an important
key for improving the quality of living.

tMaintaining freedom to learn.
Throughout our history as a nation, free
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access to sources of information and
contradictory ideas has been held as
an ideal. The major battles to preserve
this ideal have centered in the higher
institutions. Elementary and secondary
schools, especially if they concentrated
on arithmetic, writing, and native and
foreign languages, had little difficulty.

As school programs on the lower
levels have come to include experiences
with science and technology and to
enter the controversial areas of values
and social arrangements, there have
naturally been some objections--often
from well-meaning citizens. For exam-
ple, immaturity of learners is given as
a reason for denying children and youth
an opportunity to consider, under the
guidance of the school, problems which
they face through the radio, the news-
paper, and informal discussions of
everyday life. Fear of those nations
which deny their citizens freedom to
learn seems to suggest to some that the
same restrictions are needed here.

Fortunately, most educators and most
laymen recognize that if prospective
citizens are to attain their full potential-
ities, they need opportunities at all
levels to apply their experience and
background, under guidance, to the
full range of problems which they en-
counter. Learners need experience test-
ing their values in a variety of problem
situations. This necessitates examining
the pros and cons of various potential
decisions, of examining the possible
eventual outcome of each of several
feasible courses of action. Value judg-
ments need to be based not only on
emotion but on sound reasoning and
should be so developed that they will
not be discarded lightly when compet-
ing values are advanced. Educators and
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lay citizens interested in education need,
therefore, to give constant attention
to the techniques for preventing in-
dividuals and small groups from:
* narrowing the range of problems to be

considered in the school by forcing at-
tention to certain limited topics or sub-
jects

* excluding from consideration in the
schools areas which small groups may
not want to have considered

* restricting the instructional materials
which schools can use.

The last two restricti,'e influences
are probably the greatest today. For
example, many of those who do not
want the schools to encourage the de-
velopment of communistic values would
prohibit the study of Russia. Yet, this
is a country we need to know more
about. Such prohibitions would prevent
the school from guiding the learner
through an analysis of contrasts between
democratic and communistic values in
order that he may better implement and
carry out his democratic views. Further,
those who believe they can secure the
ends they want through censorship, fre-
quently single out individual periodi-
cals, books, or films which are to be
barred from the school.

Decisions such as these threaten the
effectiveness of the total educational
venture. Techniques are needed for
selecting content and materials on the
basis of educational criteria adminis-
tered by representative groups of edu-
cators and lay citizens. These decisions
are too important to the total popu-
lation to be left to the dictates of or-
ganized and vocal minorities.

sPreserving a unified school. One
of the most thrilling and commendable
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phases of the history of this nation
centers in the efforts of the American
people to establish, under their direct
supervision and leadership, free and
equal opportunities for education to all.
Secularizing public education became
an important factor in helping to create
a means of public education and enlight-
enment which has not been equalled.
Through giving freedom to those who
wished to combine religion and edu-
cation to develop their own schools, a
public school system was established
which became a powerful influence
in producing good intergroup relations
and widespread understanding of the
variations among our people. The pub-
lic school became a great force in the
attainment of democratic values and the
improvement of the quality of living,

There are those today who would
reverse the decision on the seculariza-
tion of schools and who are setting
group against group through their de-
mands for such measures as the use
of school time for religious instruction
or the use of public funds to support
schools run and operated, not by the
American people as a whole, but by
various religions or other groups. If
the schools are to continue to serve
as agents of education for democratic
living, it seems essential that unified
schools be maintained. It is not implied
that groups within the nation should
be prohibited from setting up their
own schools. However, it is important
to have public schools, not fragmented
by religious differences and which are
controlled by the public which supports
them, open to all.

0Directing education toward goals.
For many years education, especially at
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the elementary and secondary levels,
was regarded very largely as a process
of memorization of facts or the mastery
of a few skills of reading, writing, and
computation. Especially within the past
twenty-five years the schools have come
to be regarded as having greater poten-
tialities.

Goals of education have come to
be defined in terms of the kinds of
persons needed for effective democratic
living under present-day conditions.
Questions have been raised as to the
suitability of the old techniques and as
to the adequacy of organizing all in-
struction in terms of the usual sub-
jects. There has been much trial of a
great variety of proposals for organiz-
ing instruction.

Experience with some of these pro-
posed educational programs has been
such as to give encouragement to those
who have sought to organize instruc-
tion around problems and purposes of
learners, recognizing continuously the
necessity for working on problems and
purposes which have long-time signi-
ficance for the learner and for our
total social living. If educational pro-
grams are to have full regard for the
worth of individuals and to contribute
most adequately to the general quality of
living, curriculum workers must per-
sist in the search for more adequate bases
for organizing instruction and for select-
ing learning experiences which contrib-
ute directly to the goals of modern
education.

The Leadership Base Must Be Broadened
If curriculum leadership is to be suc-

cessful in improving and advancing the
effectiveness of school programs, the
leadership base must be broadened.

267



Thinking of curriculum leadership as
consisting of those who are curriculum
directors or supervisors is not an ade-
quate approach to the problems of
todav and tomorrow. Attention might
better be focused on all those who can
actively foster the development of edu-
cational means more adequate for the
needs of the present and emerging fu-
ture. Thus, all status leaders such as
supervisors, curriculum directors, prin-
ciples, superintendents, chairmen of cur-
riculum committees, and others who
seek the betterment of education might
well give major attention to the means
for releasing leadership in others. At
least two types of leadership are needed:
* leadership through making actual pro-

grain changes-through providing more
adequate experiences for learners

* leadership which will help improve the
effectiveness of other individuals and
groups in making program changes.

There is often a tendency to over-
simplify the leadership problem by us-
ing the term "democratic" leadership to
denote all that is good, and the term
"autocratic" to suggest all that is bad.
Sometimes the oversimplification takes
the form of thinking of the democratic
leader as one who takes the group w here
it wants to go.

Actuallyv, leadership probably has sev-
eral dimensions. Much is to be gained
from trying to identify these dimen-
sions or functions in order that they
mav be analyzed, clarified, and im-
proved. In many respects, the task of
releasing leadership in both of the areas
mentioned above seems to be one of
teaching and providing opportunities for
practicing leadership. Certainly the ex-
act task and method of functioning
of the leader will vary from situation
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to situation. However, with the point of
view just expressed, seven functions or
dimensions of leadership which will help
to release other leadership and thus
broaden its base are presented.

NContributing to unity. E speciall!
within the last fifty years, when the
function and form of schooling have
been changing rapidly, increased atten-
tion has been directed to the goals of
education and to the various proposals
for educational reform. In a period such
as this it is exceedingly important to
clarify goals and to secure unit!- of
direction w ithin individual educational
programs, if the efforts of the participat-
ing w orkers are to be nuitually support-
ing and consequently effective. Unity
of direction w ithin the profession is also
necessary for national and w orld wel-
fare as well as for the mental health and
consequent contribution of the edu-
cation profession as a group. The ap-
proach which those in positions of lead-
ership have often made to the need
indicated above has been one of ridicul-
ing, shaming, threatening, and other-
wise exhorting members of the profes-
sion to modify their goals.

The need for increased unity as to
goals has by no means been met. It
would appear that much more atten-
tion could well be given to helping
groups clarify the values actually served
by present practices and to suggesting
procedures which, although related to
present activities, would give more
promise of attaining the goals now
widelv verbalized bv many in the teach-
ing profession. Considerations of values
and the need for redirecting education
should be so related to the experience
of members of the profession that they
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can easily move forward from their
present activities. The leader then might
well serve to help individuals or a group
to distill the values they accept and on
which they wish to operate, having due
regard for the need of stimulation as
wvell as security giving.

IEnriching thinking. Too often the
democratic leader is defined as one s vho
helps the group go where it ws ants to go.
This can well be an appropriate func-
tion under certain conditions, but it is
not adequate for all occasions. At other
times the leader is regarded as one who
should advance the new ideas and tell
other individuals or the group what
should be done.

The need for new ideas, nesw insights,
and broadened understanding is always
present. Hence, anyone who would
accept leadership responsibility might
well endeavor constantly to broaden his
own outlook and help others to do
likewise. It seems imperative, however.
than any assistance given to others be
in such relationship to their previous
experiences and their goals that the!-
are capable of assimilating it and using
it in their on-going activities. Certainly
the leadership function is not one of
insisting or dictating. Neither is it one
of simply drifting wfith or serving the
group wishes. It involves providing
stimulation in a meaningful and useful
way so as to expand viewpoints now
held.

IAiding in the development of new
skills. People in status leadership posi-
tions often operate with such large
groups that they find it difficult to give
assistance on skills. Yet, skills are an
essential for changes in practice. Often
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leaders resort to exhortation or to the
verbal elaboration of values. Leadership
in the development of new skills fre-
quently comes from some associate or
fellow worker whose activities mav he
observed.

As major modifications are sought
in educational programs, attention to
specific skills approximating new values
and implementing nesw understandings
becomes imperative. Those Wvho are
willing to provide leadership can well
give increased attention to the develop-
mient of skills necessary to the task fore-
seen. Some of these can certainly be
taught through use in in-service pro-
gramns if leaders wvill help interpret and
give information about them. For ex-
ample. skills in the evaluation of group
process have undoubtedly been im-
proved through the experience with
this activity in conferences and other in-
service activities of recent years.

lHelping to provide confidence and
security. In the past some individuals
in leadership positions have assumed that
it svas one of their major functions to
keep their coworkers on edge or keyed
up. Others, who have not had to work
too closely xx ith a group, have used a
technique of scorn, ridicule, and con-
denination. This has been particularly
characteristic of those in leadership posi-
tions who mount the public platform.

A recognition that the leadership role
is essentially a teaching role in which
the learning of others is to be encour-
aged, suggests the leader's responsibility
in helping to provide an environment
favorable to learning. Certainly stimula-
tion is needed, but it should bhe a posi-
tive stimulation to do things that seem
important and worthwhile. Much at-
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tention is needed for developing a desire
to do and confidence that the desired
goals can be attained. This attitude can
be secured partially at least through dis-
playing a faith in people while revealing
possible and appealing next steps.
Leaders can often do much to remove
the sources of disturbing fears and con-
cerns relating to matters of salary, rat-
ing, living arrangements, human rela-
tions, and a host. of other problems
which may actually prevent the devel-
opment of the high morale which is
essential to curriculum improvement.
He who will lead effectively will de-
velop a peer relationship with his co-
workers, taking them into his confidence
and operating with their knowledge
and understanding.

PHelping define the limits of au-
tonomy and interaction. Often leaders
and the individuals and groups with
which they work become frustrated and
discouraged because of limitations on
their activity which had not been an-
ticipated in original planning. Independ-
ence or autonomy of action is assumed
which is not in accord with facts.

Individuals can perform a leadership
service by helping individuals and
groups to recognize imposed or neces-
sary limits of autonomy or interaction
with others as well as by helping to
recognize areas in which autonomy or
interaction might well be limited or
increased. The momentary wishes of
individuals or groups do not always
indicate the immediate road to action
and such wishes must often be blended
with those of others.

Often the person in a status leader-
ship position can be extremely help-
ful if he has skill in helping a group
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to understand the varying relationships
in which he functions. His responsibility
to a board of education, his member-
ship in an administrative council, or
his relationship with a superintendent
may condition his leadership role with
a group of teachers. The interpretation
of these relationships, without using
those of superior status as either alibis
or whipping posts, seems important.
Rather than placing blame on some in-
dividual or group for limitations on ac-
tion, it seems important that a leader
seek to broaden viewpoints relative to
areas of common concern and to sug-
gest means for constructively dealing
with what may appear to be barriers to
individual and group action.

-Encouraging an experimental ap-
proach. Occasionally those who would
lead toward curriculum improvement
endeavor to do so by proposing a de-
tailed new pattern of operation. This
limits the contribution of individuals
and groups immediately and over a
longer period. Further, resistance to a
specific proposal is often encountered
from those who do not understand,
who do not accept the specific idea, or
who are unable to operate with satis-
faction in relation to it.

Leaders might well focus more at-
tention on encouraging an acceptance
of the possible desirability of change
and the search for a better way of meet-
ing the problems and conditions which
may be cooperatively identified as being
worthy of attack. If individuals and
groups come to accept an experimental
approach to curriculum problems, a
strong foundation is laid for continuous
improvement and modifications in
practice.

Educational Leadership



NProviding opportunities for leader-
ship. In presenting the above six func-
tions or dimensions of leadership, there
has been an assumption that any indi-
vidual can, to some extent, provide
leadership and serve the cause of educa-
tion in a most needed and commendable
manner if he will but take thought and
determine how he can best help indi-
viduals and groups to move forward.
The six proposals as to functions which
the leader can perform are only sug-
gestive. However, even these six will be
of little value unless there is oppor-
tunity to practice them. Those who
hold positions of status leadership can
do much to explore these and other
functions in cooperation with their co-
workers. Others who are willing to
make the necessary sacrifices to provide
leadership can well try out their suc-
cess in performing the functions sug-

gested as well as try to locate others.

The Potentialities Are Here
Often, when leadership is needed, it

is discouraging to find so few who are
available. Only as many individuals have
and use opportunities in increasingly
broad areas will there be a supply of
experienced, able leaders adequate to the
schools' needs. Too often it is neces-
sary to call upon individuals who have
not tried their leadership abilities.
Thev are then left to sink or swim be-
cause of inadequate assistance and guid-
ance. Continuous attention by the total
profession to releasing leadership, to
broadening the base of leadership, to
affording opportunities to give leader-
ship, and to accepting opportunities to
exert leadership holds promise for creat-
ing a more dynamic, more effective
curriculum.
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