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PREFACE

It was in 1919 that we began to reorganize the Winnetka
Public Schools as an educational laboratory. In the years
since then almost every member of the faculty has par-
ticipated in one or more pieces of research in an attempt
to find solutions to the many problems of curriculum, method,
grade placement, and administration which confront every
teacher who tries to do her work in the light of at least some
scientific knowledge. It has seemed to us that certain types
of problems lend themselves more readily to experimentation
by teachers in actual classroom situations than to the more
remote, even though more refined, techniques of the uni-
versity laboratory. It is to such problems that we have
given our attention.

One of the most insistently pressing educational problems of
today is that of the adaptation of school work to individual
differences. Since thisisthe sort of problem which can best be
attacked in a public school laboratory, we have given a great
deal of time and thought to it. We have not confined our
work to the strictly scientific aspects of the problem, but
have sought to find practical means for applying the results
of our research and of that of other workers. We have
accordingly developed certain techniques and materials in
which we have attempted to combine the results of research,

-thinking, and everyday experience. These techniques are
often called, by others, the “ Winnetka Plan.”

To us, however, there is no such thing as the “Winnetka
Plan.” A “Winnetka Plan” would imply a certain fixity of
organization, a setting up of a particular scheme as a model
to be followed by others. Such organization would be
contrary to the policy and spirit of the Winnetka Public
Schools. For these schools are organized as a laboratory for

scientific research and practical experimentation, and they
v



vi Preface

are continually modifying their procedures in terms of their
findings.

Certain of the techniques that have been worked out in
Winnetka have, of course, stood the test of scientific analysis,
and, we are reasonably sure, present workable, even though
imperfect, solutions to pressing educational problems. To
refuse to share these solutions, however tentative and in-
complete they may be, would be out of keeping with the
scientific spirit in which we are trying to work. This book
is an attempt at such a sharing of our experience in the field
of the adaptation of schools to individual differences.

By the term “adaptation of schools to individual differ-
ences” we mean to signify not merely the techniques of
teaching facts and skills on an individual basis, but also
something of the technique of developing the individual’s
creativeness and social-mindedness and of helping him to an
inner and social adjustment. Underlying our work in this
field — indeed, underlying all our work — there is, neces-
sarily, an educational philosophy.

We recognize the right of the individual to a happy, satis-
fying, well-adjusted life both as a child and as an adult.
We recognize that both from the standpoint of the welfare
of the individual himself and from that of the progress of
society, freedom of self-expression and the right of the indi-
vidual to vary from his fellows are essential. And we recog-
nize that the individual is a part of a large social organism;
to function adequately and harmoniously in that organism
he needs, on the one hand, certain knowledges and skills in
common with his fellows — ability to speak and read and
write the same language, ability to use the same system of
number, and the possession of enough rudiments of common
knowledge to serve as points of reference for later learnings —
and, on the other hand, a realization of the integral inter-
dependence existing between him and his fellows.
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The techniques presented in this book are among the out-
comes of fifteen years of thinking, research, and practical
experimentation by a public school faculty, working co-
operatively with this philosophy in mind. The Winnetka
textbooks, diagnostic tests, and other teaching materials —
published, mimeographed, or still under construction — are
more important outcomes.! In the organization of the
Winnetka Public Schools themselves — their administration,
curriculum, methods, and spirit — will, of course, be found
the principal embodiment of the results of the work of the
Winnetka Public Schools laboratory. It is hoped that a
volume describing this organization in some detail may
follow the present book. The Winnetka Summer School for
Teachers and the Graduate Teachers College of Winnetka are
more nearly adequate attempts to share our experience with
other teachers and administrators. But none of these things
should be taken as an indication of finality or fixity of plan.

Before this book is published, parts of it are certain to be
out of date. Every month some detail of our procedure is
altered in terms of research or clearer thinking. A year or
two often makes marked changes in techniques of organiza-
tion, brought about by our continual attempt to approach
more closely the goals of our guiding philosophy.

While we hold all our conclusions as to technique tentative
and subject to modification, or to complete overturn if re-
search justifies it, we recognize the importance of positive-
ness of action. The children are in the schools. We have
to act in the light of such knowledge as we have. 'Teachers
who may wish to learn from our experience are in the same

t A catalogue listing all such materials may be secured from the Winnetka
Educational Press, Inc., Horace Mann School, Winnetka, Illinois. Thisis an
independent corporation for the distribution of literature concerning Win-
petka techniques and research findings, and text, testing, and teaching
materials emanating from Winnetka experiments or usable with Winnetka

techniques. Any profits from the corporation are utilized exclusively for
further research.
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situation as we are; they too must have positive standards
of action. This book, therefore, is written with a definiteness
which may seem out of keeping with our recognition of the
inadequacy and tentativeness of our techmiques. It is a
practical book for teachers with real problems confronting
them — problems that have to be solved as well as possible,
but immediately.

This sort of attempt to give definite suggestions growing
out of the experimentation in Winnetka is what has given
rise to the misnomer of the “Winnetka Plan.” Possibly
the term would not be a misnomer if it were modified to read
the “Winnetka Plan in 1931,” or whatever year one is think-
ing about. We are conducting actual schools; so, obviously,
there is a plan of work in Winnetka at any particular mo-
ment, and naturally any utterances from Winnetka will
reflect the plan of the moment. Our desire to share with
others the results of our research and practical experience in
the form of definite suggestions may cause our critics to con-
sider us doctrinaire. Could these critics work with us for a
few weeks and note how fearlessly teachers, principals, super-
visors, and administrative officers join in attacking what a
few months before might have seemed cherished idols; could
they share in the research going on continually in grade
meetings, in teachers’ seminar, in the Department of Educa-
tional Counsel, and in the Department of Research, they
would, we believe, become convinced, not of the perfection
of our schools, our plans, or our techniques, but of our
recognition of our imperfections, and of our earnest, even
though often faulty, attempts to overcome them.

In this Preface we express our recognition of the tentative-
ness of our findings. In the book itself we have tried to give
those findings, however tentative, the positive tone and
definiteness which are necessary if the book is to be of im-
mediate practical value to classroom teachers.

C. W
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EDITOR’S INTRODUCTION

No one has done more interesting or more important ex-
perimental work in the adaptation of school instruction to
individual differences than have Dr. Carleton Washburne
and his co-workers at Winnetka. Their experiment has
involved more than the development of techniques for teach-
ing facts and skills. In the words of Dr. Washburne, it has
involved ““something also of the technique of developing the
individual’s creativeness and social-mindedness and of help-
ing him to an inner social adjustment.” It is the belief of
the editor that these aspects of the experiment are fully as
important as the improvement of teaching methods, and
that in most of the published appraisals of the Winnetka
methods they have been insufficiently emphasized.

The Winnetka “system,” as it is popularly called, is not
here recommended to the world as an educational cure-all.
Indeed, the author does not think of it as a system at all in
the sense of its being a finished product. This book is an
account of twelve years of patient and thoughtful experi-
mentation and embodies no dogmatie philosophy of educa-
tion. The author wishes it understood that the methods
described are tentative and subject to continuous modifica-
tion in the light of experience. The essential features of
the Winnetka plan are to be sought rather in its point of view
than in the detailed procedures herein described.

The editor believes that the Winnetka spirit is destined to
exert a profound influence upon educational practice even in
schools where it is not consciously adopted and followed.
Dr. Washburne has shown us that half of the school day
allows sufficient time in which to master the factual informa-
tion and the skills of the average curriculum, and that the
remainder of the day can be saved for creative and socializing

activities. He has shown the advantages of piecework over
XV



xvi Editor’s Introduction

time work, of less teaching and more learning as a means of
developing initiative and self-dependence.

This kind of teaching is not easy. It necessitates a more
definitized curriculum and more planful procedures than
does mass instruction. It substitutes brain work for tongue
work on the part of the teacher. The pupil who has had
eight years of such training should be more capable of doing
independent work than is the average college freshman who
has been spoon-fed all his school life. In fact, the work of
Dr. Washburne in elementary education is pointing the way
to reform in methods of higher education.

An important merit of any effective system of individual
instruction is that it necessitates diagnostic testing in order
that both the pupil and the teacher may be kept informed
of the progress that is being made. Educational psychology
has shown that hardly anything contributes so much to
motivation as accurate knowledge of what one is accomplish-
ing at every stage in the learning process.

The reader will note that the methods of individual instrue-
tion described in this book have much in common with those
employed in the more progressive types of special classes for
gifted children. It is no small achievement to have demon-
strated that such methods are applicable to the common
run of children and that their adoption does not necessarily
increase the cost of education.

The Winnetka plan of individual instruction is not an
alternative to the method of homogeneous grouping. It is
equally effective whatever method of grouping is employed.

No teacher who is not hopelessly wedded to the traditions
of the educational lockstep can fail to profit from a careful
study of the educational philosophy and instructional pro-
cedures which Dr. Washburne has so interestingly set forth
in this volume.

Lewis M. TerMaN
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ADJUSTING THE SCHOOL
TO THE CHILD

CHAPTER ONE

Basic PrincieLes oF INpivipuvanizing Scmoorn WORK

WHAT can a classroom teacher do now to adapt her work
to the individual differences that exist among her children?
This question is being asked by many teachers, principals,
and superintendents who have had impressed upon them
through the results of standardized tests the very wide range
of abilities among the children in any classroom. We now
know that almost any so-called fourth grade contains chil-
dren of second, third, fourth, fifth, and sixth grade ability
in any subject we wish to test, and that the range is equally
great in all other grades of the school system. To treat
children whose abilities range through four or five grades as
if they were alike, giving them all the same assignment and
the same time to accomplish that assignment, and then
to mark them all by a common standard, is so preposterous
in the light of present-day knowledge that everyone is
looking for a remedy for the situation.

It seems to some of us that this remedy lies partly in
substituting piecework for time-work in education, allowing
every child to master — temporarily, at least — each unit
of his work before he goes on to the next unit, without
being held back by slower children or forced forward by
faster ones too rapidly for mastery.

Real adaptation of schools to individual children, however,
means more than merely allowing each child to progress at
his own natural gait through school subjects. It means
developing the child’s originality, his creative impulses, his
initiative; it means helping him to inner emotional adjust-
ment; and it means making him into a social individual with

a genuine sense of responsibility for the welfare not of himself
1



2 Adjusting the School to the Child

alone nor of the small group of which he is a part, but ulti-
mately of his nation and of humanity.

Those subjects which we want each child to master must
be “individualized’” — there is no other effective way of
getting widely differing children to attain a common stand-
ard. But those subjects in which children may legitimately
differ, or where we want to capitalize on their differences,
may be socialized — we classify these as “group and crea-
tive activities.”

What are the first practical steps by which a classroom
teacher can provide effectively for both types of work? In
this and succeeding chapters we shall suggest definite
answers to that question.

SPECIFIC STANDARDS IN INDIVIDUALIZING INSTRUCTION

First of all, before anyone can adapt a subject to individual
differences among children, he must determine specifically
what it is he expects the children to master. We teachers
as a class tend to think in generalities instead of in terms of
specific needs and requirements. It is much easier, for
instance, to say that a sixth-grade child should learn long
division than to specify that he should be able to do long-
division examples with a two-place divisor and a four-place
dividend, with, a naught at the end of the answer or a re-
mainder, requiring the use of a trial divisor, or with any com-
bination of these difficulties, at the rate of two in three
minutes with 100 per cent accuracy. It is much easier to
say that every child shall know something about the dis-
covery of America than to specify that every child shall
know that it was Columbus who discovered America in 1492,
that it was Queen Isabella who financed him, and that he
was trying to find a short route to the Indies. Yet it is the
latter type of statement in arithmetic, history, geography,
spelling, formal language, and all other subjects dealing with
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definite content or skill, to be acquired by all children, that
makes individual work possible.

Specific statements as to what children must master should
of course be determined by research wherever possible. The
classroom teacher, however, in most school systems has
neither the training nor the necessary facilities for doing a
piece of original research. She will have to rely upon re-
search that has been done by others, or, in many cases where
research has not been done, upon her own good common
sense. But she can be definite.

The first step, then, in individualized teaching requires
the teacher or group of teachers to set down in black and
white ezactly what it is that they expect every child to
master. ‘This list is for the teacher’s own use in the succeed-
ing steps of her work and is not to be put in the hands of
the child. It must be clear; and it must not be in outline
form, but in the form of specific statements as to exactly
what things the child must master and how well he must
master them. Any teacher, anywhere, with a little thought
can take this first step. It is of fundamental importance.

It will help teachers in specifying their objectives if they
will keep a clear line of demarcation in their minds and on
their paper between those things which they want every
child to master and in which therefore they want all children
to be alike, and those things in which children may legiti-
mately differ. The appreciation of art, music, and literature,
the reading done by individual children, creative work of all
kinds, a certain amount of general background of discussion
and activity in the social studies — such things as these need
not be mastered in the same degree or in the same manner
by all children; we will come back to them later. But a
certain skeletal knowledge of the outstanding and best-known
events in history, of a few of the most important features of
geography, skill in common computation, reading, writing,
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and spelling — these things must be mastered equally by all
children. They are the knowledges and skills that the
teacher must specify with exactness as objectives to be
attained.

COMPLETE AND DIAGNOSTIC TESTS ESSENTIAL

The second step in the individualized teaching program
follows easily. There must be complete, diagnostic tests to
cover the objectives the teacher has specified. The purpose
of these tests should not be to mark the children. The
purpose should be to find out where each child needs help.
For this reason the tests cannot be the rough sampling tests
that are common in recitations and schoolroom examinations,
and even among standardized tests. Every item that is
included in the list of things that the child must master must
be included in the diagnostic test. This means, of course,
that the tests will have to be broken up into small units and
the child tested on a few items at a time.

These tests should take the place of recitations — these
tests and accompanying opportunities for self-correction,
which will be described in 2 moment. A recitation calls
upon one child for only a very small part of what he is
supposed to learn. A complete, diagnostic test calls upon
each child for everything that he is supposed to learn. A
recitation gives the teacher a rough notion of what the class
as a whole knows. A complete, diagnostic test tells the
teacher specifically where each individual child needs help.

Once a teacher has prepared in detail and with the utmost
definiteness her list of specific requirements, the preparation
of complete, diagnostic tests to cover these items is not very
difficult. It will usually help her, however, if she has for
reference at least some samples of the carefully worked-out
diagnostic tests which are available in some subjects, such as
those prepared by the teachers in Winnetka.
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It is not necessary for all the children in a class to take the
tests at the same time. Each child can take a test on a given
unit of work when he is ready for it and then can begin to
practice on his weak points. It is necessary, however, for
the teacher to prepare her complete, diagnostic tests in
several forms, all the exact equivalent of the others, all
covering the same ground but asking the questions in differ-
ent ways or giving similar examples that have different
answers. This is easier to do in skill subjects like arithmetic,
formal language, and grammar than it is in content subjects,
like history and geography. But it can be done in both.

In our own schools in Winnetka we always give the children
at least one form of every diagnostic test as a practice test.
We allow them to correct this themselves and to do the neces-
sary remedial work indicated by the mistakes they have
made. As a matter of fact, we usually prepare each test in
from five to seven equal forms, letting the children have two
or three forms for practice tests and retaining three or four
forms as real tests, different forms to be used with different
children or even with the same child in case he makes mis-
takes on one or more forms.

The importance and value of complete, diagnostic tests
to cover all the things one wants every child to master cannot
be too greatly emphasized. Such tests are of the utmost
help to the teacher under any conditions. Without them
she necessarily does much bungling in the dark.

NEED FOR SELF-INSTRUCTIVE AND SELF-CORRECTIVE
TEACHING MATERIALS
The third step in the teaching procedure, and for the class-
room teacher much the most difficult one, is the making of
materials which are self-instructive and self-corrective. As
a matter of fact, many classroom teachers simply cannot
prepare such materials. Fortunately, however, other teachers



