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THE REGIS PLAN FOR INDIVIDUALIZATION 

Prenote: During the 1970s, many schools experimented w i t h the concept of 

i n d i v i d u a l i z a t i o n of i n s t r u c t i o n . As w i t h most educational i n n o v a t i o n s , 

a r e l a t i v e l y l a r g e number of i n d i v i d u a l i z a t i o n programs were i n i t i a t e d , 

a smaller number were s e r i o u s l y implemented, and very few were a c t u a l l y 

i n s t i t u t i o n a l i z e d . Regis High School i n New York C i t y was an i n s t i t u t i o n 

where, i n the mid-seventies, a major program of i n d i v i d u a l i z a t i o n of 

i n s t r u c t i o n proceeded through a l l three stages to produce a s i g n i f i c a n t l y 

changed educational program. The f o l l o w i n g d e s c r i p t i o n o u t l i n e s the b a s i c 

features of the Regis Plan f o r I n d i v i d u a l i z a t i o n . Though changes were and 

are c o n t i n u a l l y being made i n the program and though the r e a l i t y never 

f u l l y matched the i d e a l described below, the program's b a s i c p r i n c i p l e s and 

underlying s t r u c t u r e have remained the same and given c o n t i n u i t y and s t a b i l i t y 

to the school f o r the l a s t nine years. 

* * * * * 

I . RATIONALE AND CONTEXT 

To anyone f a m i l i a r w i t h e d u c a t i o n a l movements i n decade p r i o r to 1975, 

one b a s i c trend had been a p p a r e n t — s c h o o l s were moving from 'closed teaching 

systems' to more 'open l e a r n i n g systems.' The content of the c u r r i c u l u m 

s h i f t e d from a program which was narrow i n scope, i d e n t i c a l f o r every student, 

and determined by o u t s i d e a u t h o r i t y to one which had greater breadth of 

o f f e r i n g s , more openness to student choice, and enlarged adaptation to i n d i v i d u a l 

needs. Norms f o r student conduct both w i t h i n and o u t s i d e the classroom had 

moved from r i g i d r e s t r i c t i o n s imposed on a c o l l e c t i v e student body by c o n t i n u a l 



s u r v e i l l a n c e to the c r e a t i o n of a s t r u c t u r e d context where students could 

experience and l e a r n from the e x e r c i s e of greater freedom and r e s p o n s i b i l i t y . 

The concept of f l e x i b i l i t y had invaded the use of both time and space; r i g i d , 

s t a t i o n a r y a r c h i t e c t u r e and f u r n i t u r e had been discarded i n favor of space and 

f u r n i s h i n g s capable of m u l t i p l e uses; the c o l l e c t i v e pace and u n i f o r m i t y i n 

the use of time had been supplanted by concern f o r i n d i v i d u a l or smaller group 

pacing and by time periods adapted to what was being learned and how i t could 

be best learned. Arrangements which maximized a d m i n i s t r a t i v e and teaching 

convenience were replaced by procedures which s h i f t e d the focus to greater 

adaptation to the student—making the school f i t the student r a t h e r than 

v i c e versa. 

These were but a few of the ma n i f e s t a t i o n s of the trend from closed 

teaching systems to open l e a r n i n g systems. In each area, members of the 

Regis High School f a c u l t y could recount changes i n the ope r a t i o n of the school 

which had taken place i n p r i o r years i n response to these trends. But the 

changes, based on the sound i n t u i t i o n s of r e f l e c t i v e teachers, occurred p i e c e -

meal without a sense of t h e i r i n t e g r a t i o n i n t o a l a r g e r movement which could 

supply both a sense of coherence and d i r e c t i o n , and, as any good model, pro-

vide i n s i g h t i n t o the a l t e r n a t i v e s and t h e i r long-range i m p l i c a t i o n s . 

A year-long f a c u l t y study of the Regis program i n d i c a t e d the need and 

d e s i r e of Regis to achieve t h i s o v e r a l l sense of d i r e c t i o n and coherence. In 

c o n s t r u c t i n g a comprehensive model from the v a r i e d i n s i g h t s that surfaced i n 

p r i o r years, and c o n s i d e r i n g the p a r t i c u l a r strengths and t r a d i t i o n s of Regis, 

the f o l l o w i n g values had emerged as c r i t i c a l elements i n any new program: 

— greater s e n s i t i v i t y to the personal and p s y c h o l o g i c a l 
dimensions of l e a r n i n g ; 

— re-emphasis of the p e r e n n i a l o b j e c t i v e of J e s u i t educa-
t i o n to educate the person towards both wisdom and a 
s p i r i t of C h r i s t i a n s e r v i c e ; a new s t r e s s on v a l u e s , 
personal r e f l e c t i o n , and commitment i n the educational 
process; 



— r e i n t e r p r e t a t i o n of the n o t i o n of cura p e r s o n a l i s (concern 
f o r the i n d i v i d u a l ) t r a d i t i o n a l l y a s s o c i a t e d w i t h J e s u i t 
education; changes i n f a c u l t y - s t u d e n t i n t e r a c t i o n a l patterns 
to s t r u c t u r e increased opportunity f o r personal contact; 

— continued strong emphasis on the i n t e l l e c t u a l and academic 
as the primary aim of any school and of Regis i n p a r t i c -
u l a r i n l i g h t of i t s admissions p o l i c i e s ; 

— more f l e x i b l e use of time, space and personnel to permit 
i n d i v i d u a l departments to mount a program more s u i t e d to the 
needs of t h e i r students, the t a l e n t s of t h e i r personnel, and 
the nature of t h e i r d i s c i p l i n e s ; 

— a s t r e s s on student r e s p o n s i b i l i t y i n both academic and out-
o f - c l a s s a c t i v i t i e s w i t h i n a range appropriate to the l e v e l of 
matu r i t y of the student; w i l l i n g n e s s to provide students w i t h 
the context i n which they could make and l e a r n from mistakes; 

— w i t h a decrease i n the l e v e l of s t r u c t u r e , a simultaneous 
increase i n the amount of guidance and personal contact w i t h 
f a c u l t y ; 

— greater a d a p t a t i o n of the program to i n d i v i d u a l s i n the s e l e c -
t i o n of what would be learned, i n the way i t would be learned 
and i n the pace at which i t would be learned; increased 
o p p o r t u n i t y f o r l a r g e group, s m a l l group and i n d i v i d u a l 
l e a r n i n g experiences; 

— greater p r a c t i c a l r e a l i z a t i o n of the o p p o r t u n i t i e s a v a i l a b l e to 
Regis because of i t s l o c a t i o n i n the c u l t u r a l center of New 
York C i t y ; development of t h i s c h a r a c t e r i s t i c as an important 
f e a t u r e of the unique ed u c a t i o n a l a l t e r n a t i v e that Regis 
proposes to be; 

— a d d i t i o n a l resources to promote strong p h y s i c a l education and 
i n t r a m u r a l and i n t e r s c h o l a s t i c a t h l e t i c programs to p a r a l l e l 
the strong academic p o s i t i o n Regis has always maintained; and 

— o v e r a l l , through a f a c u l t y committed to more than classroom 
i n s t r u c t i o n , the development of a unique environment which was 
simultaneously C a t h o l i c , J e s u i t , independent and which placed 
the e x p e c t a t i o n of ex c e l l e n c e on the performance of every 
member of the f a c u l t y and student body i n whatever was under-
taken. 

I I . THE KEY CONCEPT: INDIVIDUALIZATION OF INSTRUCTION 

I t was i n e v i t a b l e that a concept which was used to describe a great 

v a r i e t y of programmatic changes would be surrounded by confusion. This 

c e r t a i n l y was the case w i t h the concept of i n d i v i d u a l i z a t i o n of i n s t r u c t i o n . 



The process of d e f i n i n g a new program f o r Regis i n v o l v e d , by n e c e s s i t y , an 

examination of the v a r i e t y of meanings of i n d i v i d u a l i z a t i o n and an e f f o r t to 

sort out and d e f i n e those f e a t u r e s appropriate to Regis. 

The key element i n i n d i v i d u a l i z a t i o n was seen as a r e f l e c t i v e adapta-

t i o n to the unique t a l e n t s and needs of the i n d i v i d u a l student. In the past, 

Regis students g e n e r a l l y were d e a l t w i t h i n c l a s s groups ra t h e r than as 

i n d i v i d u a l s . A more i n d i v i d u a l i z e d program would a l l o w students 

to emerge from the l a r g e c l a s s group and would have three e s s e n t i a l 

c h a r a c t e r i s t i c s : 

1. l e a r n i n g o b j e c t i v e s s e l e c t e d by or p r e s c r i b e d f o r the 
i n d i v i d u a l student r a t h e r than f o r the e n t i r e c l a s s ; 

2. a method of a c h i e v i n g these o b j e c t i v e s s e l e c t e d by or 
p r e s c r i b e d f o r the i n d i v i d u a l student; and 

3. a pace of achievement of l e a r n i n g o b j e c t i v e s e i t h e r 

s e l e c t e d by or p r e s c r i b e d f o r the i n d i v i d u a l student. 

Any i n d i v i d u a l or group planning f o r greater i n d i v i d u a l i z a t i o n would have to 

determine the degree to which the proposed p l a n provided f o r i n d i v i d u a l i z a t i o n 

i n these three b a s i c areas. 

An i n t e r p r e t a t i o n of i n d i v i d u a l i z a t i o n i n which the student worked completely 

on h i s own a l l of the time and d i d not i n t e r a c t w i t h other students i n small or 

l a r g e groups was judged to be an extreme i n t e r p r e t a t i o n . Such an i n t e r p r e t a t i o n 

might have been s u i t a b l e f o r the accomplishment of s e l e c t e d e d u c a t i o n a l goals 

but as a t o t a l school s t r a t e g y presented s u b s t a n t i a l disadvantages. I n d i v i d u a l -

i z a t i o n must provide students w i t h a program which i s geared to t h e i r needs, 

a b i l i t i e s and i n t e r e s t s and which a l s o gives them greater opportunity f o r s e l f -

a c t i v i t y . This i n v o l v e s increased i n t e r a c t i o n among students w i t h s i m i l a r 

i n t e r e s t s or a b i l i t i e s , students who are pursuing the same o b j e c t i v e s or 

moving at a s i m i l a r pace. The p i c t u r e of the student progressing through the 

school v i r t u a l l y i s o l a t e d from the i d e a s , p e r s o n a l i t i e s and i n t e r e s t s of 

f e l l o w students was one to which the f a c u l t y d i d not subscribe. C l e a r l y , i t 



was a question of balance and informed d i s c r e t i o n . C e r t a i n educational 

o b j e c t i v e s are best achieved by students working on t h e i r own; others through 

small group e f f o r t ; s t i l l others are s u i t e d to a l a r g e r group s e t t i n g . 

Once the student assumed a more a c t i v e r o l e i n d e f i n i n g h i s l e a r n i n g 

o b j e c t i v e s and i n d e v i s i n g procedures f o r t h e i r attainment at h i s own pace, 

he a l s o assumed, i n a s i g n i f i c a n t l y new way, the burden of increased respon-

s i b i l i t y and a c c o u n t a b i l i t y . Unless the student came to appreciate that 

i m p l i c i t i n what he saw as h i s r i g h t s were corresponding d u t i e s , Regis would 

have done l i t t l e more than to introduce an unproductive l i b e r a l i s m i n the 

p l a c e of a genuine l e a r n i n g . The f a c u l t y saw i t s task as educating the 

student both i n the theory of r e s p o n s i b l e freedom and i n i t s i n t e l l i g e n t 

a p p l i c a t i o n . 

I n i t i a l l y , the student needed a great deal of a s s i s t a n c e from the 

f a c u l t y . More accustomed to l o o k i n g to h i s teachers f o r p r e c i s e d i r e c t i o n 

of h i s a c t i v i t i e s r a t h e r than to determining h i s own o b j e c t i v e s and a c t i v i t i e s , 

the student o f t e n lacked confidence i n the v a l i d i t y of h i s own i n s i g h t s . As 

he became convinced of the value of h i s o b j e c t i v e s and the p r a c t i c a l i t y of 

h i s methods, he g e n e r a l l y r e q u i r e d p e r i o d i c reinforcement to reassure him on 

a day-to-day b a s i s of the importance and f e a s i b i l i t y of a c h i e v i n g h i s long-

range goals. When, f i n a l l y and i d e a l l y , these o b j e c t i v e s had been r e a l i z e d , 

the student again r e q u i r e d f a c u l t y a s s i s t a n c e i n e v a l u a t i n g the q u a l i t y of 

h i s e f f o r t s . 

Throughout t h i s process the student was l e a r n i n g to do f o r himself 

much of what p r e v i o u s l y he expected others to do f o r him. He was i n e f f e c t 

l e a r n i n g how to l e a r n , and, whether or not he immediately appreciated the 

value of h i s achievement, he q u i c k l y experienced the d i f f i c u l t i e s i t i n v o l v e d . 

Never before had the r e s p o n s i b i l i t y f o r l e a r n i n g been so much h i s own. I t was 

one t h i n g to succeed or f a i l i n attempting to meet demands imposed by others 



and q u i t e another to succeed or f a i l when demands were self-imposed. 

Because of the awesomeness of t h i s burden, and, at the present time, i t s 

uniqueness, the student could not be expected to bear i t unaided. He looked 

to the f a c u l t y f o r d i r e c t i o n and support as w e l l as f o r the sense of d i s -

c r e t i o n which i s the product of t h e i r experience and e x p e r t i s e . He expected 

the f a c u l t y to do much l e s s f o r him and considerably more w i t h him. The 

l e a r n i n g process became a corporate endeavor, the success of which i n v o l v e d 

a genuine m u t u a l i t y of c a p a b i l i t i e s and c o n c e r n — t h e student became re s p o n s i b l e 

f o r a c t u a l i z i n g h i s p o t e n t i a l by i n t e r a c t i n g w i t h the f a c u l t y - p r o v i d e d environ-

ment which allowed t h i s to happen. 

The goal was the s e l f - i n i t i a t i n g l e a r n e r — a person who could organize 

c l e a r l y what he wanted to l e a r n , could decide how he would accomplish the 

o b j e c t i v e s he had set f o r h i m s e l f , and could proceed at as f a s t a r a t e as was 

appropriate f o r him. To the extent that i t was reasonable, given the maturity 

of the i n d i v i d u a l student, the teacher was expected to withdraw and al l o w the 

student to l e a r n , being w i l l i n g to guide more and d i r e c t l e s s . The more the 

student who graduated from Regis needed h i s teachers to l e a r n , the l e s s the 

f a c u l t y had accomplished. This was an i d e a l against which the f a c u l t y had to 

be c o n t i n u a l l y w i l l i n g to examine methods of teaching, o r g a n i z a t i o n of m a t e r i a l s , 

processes of e v a l u a t i o n , and both the i n d i v i d u a l classroom and the t o t a l 

school environment. 

I I I . ELEMENTS OF THE REGIS PLAN FOR INDIVIDUALIZATION 

A new approach to c a l c u l a t i n g s t a f f i n g r a t i o s - The t r a d i t i o n a l method 

of a s s i g n i n g teachers to a c e r t a i n number of classroom periods per week was 

converted to a system whereby f a c u l t y resources were assigned on the b a s i s of 

the number of students t a k i n g courses i n a department. Assuming that a l l 



teachers had homeroom or ad v i s o r y r e s p o n s i b i l i t i e s , each department received 

the s e r v i c e s of one f u l l - t i m e teacher f o r every 100 students t a k i n g i t s 

courses. An a d d i t i o n a l one-fourth was added f o r departmental c h a i r d u t i e s . 

This e s t a b l i s h e d an unusually f a v o r a b l e t e a c h e r - p u p i l r a t i o — a p p r o x i m a t e l y 

1:13.9. By t h i s d e c e n t r a l i z e d approach to c a l c u l a t i n g f a c u l t y resources, 

departments gained s i g n i f i c a n t l y greater c o n t r o l and f l e x i b i l i t y ; w i t h i n the 

l i m i t s i n d i c a t e d and w i t h the approval of the Headmaster, the department c h a i r 

now decided how to u t i l i z e teaching resources a v a i l a b l e to the department. 

This approach provided a s o l i d b a s i s f o r long-range t o t a l school planning as 

w e l l as f o r departmental planning. I t permitted s t a f f i n g p r i o r i t i e s to be 

proposed by those immediately concerned w i t h execution. 

A r e s t r u c t u r i n g of the school day and the process of scheduling - The 

d e s i r e f o r g r e a t e r f l e x i b i l i t y i n the use of time had been a constant theme 

i n previous planning e f f o r t s , and was c l e a r l y a recommendation i n both p r e l i m i n a r y 

and f i n a l departmental r e p o r t s on i n d i v i d u a l i z a t i o n . The p a t t e r n of eight 40-

minute periods per day, f i v e days a week, had been the b a s i c Regis schedule f o r 

over two decades. Desired was a system which permitted g r e a t e r adaptation of 

time periods and student groupings to departmental o b j e c t i v e s . In attempting 

to meet t h i s need, f i v e v e r s i o n s of a modular schedule were produced and 

reviewed. Both 15 and 20-minute module p o s s i b i l i t i e s were considered. 

A 20-minute modular system w i t h no passing time was adapted which provided 

f o r 18 modules per day and 90 modules per week. The school day was scheduled 

i n 20-minute modules. 

8:50 - Module 1 Advisor Groups 

9:10 - 2 
9:30 - 3 
9:50 - 4 

10:10 - 5 
10:30 - 6 



10:50 - 7 
11:10 - 8 
11:30 - 9 
11:50 - 10 
12:10 - 11 
12:30 - 12 
12:50 - 13 
1:10 - 14 
1:30 - 15 
1:50 - 16 
2:10 - 17 
2:30 - 18 
2:50-55 Advisement 

In a d d i t i o n to reducing the r i g i d i t y of the eight 40-minute p e r i o d s -

a-day time block, v a r i o u s departments d e s i r e d to have greater f l e x i b i l i t y i n 

d e c i d i n g the s i z e of the groups w i t h whom they worked. The chairmen consulted 

w i t h t h e i r departments and evolved v a r i o u s meeting patterns which were then 

discussed w i t h and approved by the Headmaster. The f l e x i b l e time a l l o t t e d i n 

the d i f f e r e n t departments, i s i l l u s t r a t e d below. 

a. s i n g l e module - A d v i s i n g (5—number per week) 

b. double module - E n g l i s h ( 2 ) , Modern Language ( 3 ) , C l a s s i c s ( 3 ) , 

S o c i a l Studies ( 3 ) , Health ( 1 ) , Mathematics ( 4 ) , 

Theology ( 3 ) , Lunch ( 5 ) , Chemistry ( 2 ) , Biology ( 2 ) , 

Speech—1st and 3rd years ( 1 ) , Assembly ( 1 ) , 

Group Guidance (1) 

c. t r i p l e module - E n g l i s h ( 1 ) , F i l m — 2 n d year ( 1 ) , Physics ( 3 ) , 

Chemistry ( 2 ) , Biology ( 2 ) , C l a s s i c s — f i r s t 

y r . (1) 

d. quadruple module - P h y s i c a l Education (1) 

V a r i a t i o n was a l s o introduced i n t o group s i z e s . Instead of being only i n 

c l a s s e s of 30, students i n the d i f f e r e n t years became members of a v a r i e t y of 

groupings. In f i r s t year, f o r example, the student at times was a member of 

a group of 14 ( E n g l i s h , A d v i s i n g , Theology, S o c i a l S t u d i e s , Group Guidance), 

of a group of 28 ( C l a s s i c s , Mathematics, P h y s i c a l Education, B i o l o g y ) , of a 



of 70 ( E n g l i s h ) , of a group of 140 (Theology). Students i n the upper years 

s i m i l a r l y were i n v o l v e d i n a v a r i e t y of groupings. Obviously, a d d i t i o n a l 

combinations were p o s s i b l e both during unstructured time and i n the case of 

students placed on t o t a l l y independent study. 

Use of a_ greater v a r i e t y of l e a r n i n g resources - With the d e c i s i o n to 

e s t a b l i s h departmental resource centers (see below) came a concomitant 

d e c i s i o n to provide the l e a r n i n g m a t e r i a l s to make these centers e f f e c t i v e . 

Expenditures f o r i n s t r u c t i o n a l m a t e r i a l s were more than doubled. P a r a l l e l 

plans were evolved to use the r i c h resources e a s i l y a v a i l a b l e i n the sur-

rounding community because of Regis' unique l o c a t i o n i n the c u l t u r a l heart 

of New York C i t y . A Center f o r Outside Resources was e s t a b l i s h e d as part of 

the Regis L i b r a r y to a s s i s t both f a c u l t y and students i n the u t i l i z a t i o n of 

community resources. 

Reduction of time spent i n s t r u c t u r e d c l a s s e s by students i n freshman, 

sophomore and j u n i o r years. In previous years, students i n the freshman, 

sophomore and j u n i o r years were scheduled i n t o s t r u c t u r e d c l a s s e s f o r 

v i r t u a l l y a l l of the 40 p o s s i b l e periods during the week. Though i n d i v i d u a l 

teachers had permitted students to work o u t s i d e of c l a s s , u s u a l l y t h i s took 

the form of an o u t s i d e assignment to be completed during the p e r i o d . Students 

i n the f i r s t three years were given v i r t u a l l y no time during the school day 

which they were able to s t r u c t u r e f o r themselves. In s e n i o r year, on the 

other hand, most students enjoyed l a r g e blocks of unstructured time. The 

t r a n s i t i o n from the high s t r u c t u r e of the f i r s t three to the r e l a t i v e l y un-

s t r u c t u r e d arrangements i n f o u r t h year was one of the most g l a r i n g and f r e q u e n t l y 

discussed problems at Regis. To meet t h i s problem, the amount of time spent 

i n r e q u i r e d c l a s s e s by students i n the f i r s t three years was reduced; c o r r e -

spondingly, the amount of time under the c o n t r o l of the i n d i v i d u a l student was 



increased. The chart below i l l u s t r a t e s the gradual i n t r o d u c t i o n of unstructured 

time from freshman through s e n i o r year. Guaranteeing every student a reasonable 

amount of unstructured time d i d not d i s t u r b the e s t a b l i s h e d p r a c t i c e of a l l o w -

i n g capable students r e l e a s e from r e g u l a r l y h e l d c l a s s e s at the d i s c r e t i o n of 

the teachers. The i n c r e a s i n g amount of unstructured time was adapted to the 

developing m a t u r i t y of the student; i t a l s o allowed the i n d i v i d u a l teacher to 

r e t a i n the d i s c r e t i o n to add unstructured time f o r a p a r t i c u l a r student or group 

of students. Thus, w h i l e every student was guaranteed a g r a d u a l l y i n c r e a s i n g 

amount of unstructured time as he progressed from freshman to s e n i o r year, 

students who were able to demonstrate t h e i r a b i l i t y to use p r o d u c t i v e l y greater 

amounts of time were permitted greater freedom by t h e i r teachers. Since 100% 

of the Regis students t r a d i t i o n a l l y entered c o l l e g e , t h i s process of developing 

the c a p a c i t y to use unstructured time w e l l was viewed as an e s s e n t i a l prepara-

t i o n f o r the d r a m a t i c a l l y l e s s s t r u c t u r e d environment of contemporary higher 

education. 

Number of Modules of Required Class time by Year 

Freshmen 72 of 90 80% 

Sophomore 69 of 90 77% 

J u n i o r 69 of 90 77% 

Senior 59 of 90 66% 

I n t r o d u c t i o n of An Advisor System - The need to provide students w i t h time 

under t h e i r personal d i s c r e t i o n was regarded as one of the most important and 

necessary changes. The high l e v e l of s t r u c t u r e of the Regis program p r i o r to 

1973 imposed s u b s t a n t i a l l i m i t a t i o n s on students who were capable of greater 



l e v e l s of i n t e r e s t and achievement. At the same time, the high l e v e l of 

s t r u c t u r e prevented students who experienced problems from ' f a l l i n g too f a r . ' 

The question posed under the new system was how the student capable of enlarged 

freedom and i n i t i a t i v e could be encouraged w h i l e the student who required more 

support and d i r e c t i o n could be protected. Both scheduling and a r c h i t e c t u r a l 

c onsultants were c l e a r i n t h e i r i n s i s t e n c e that any increase i n the amount of 

unstructured time f o r students must be p a r a l l e l e d by an increase i n the amount 

of academic guidance. 

In the not too d i s t a n t p a s t , the cura p e r s o n a l i s of the J e s u i t high school 

had been e f f e c t e d mainly through a system of homeroom teachers who more o f t e n 

than not taught t h e i r homeroom charges two or three required courses. There 

was a l s o u s u a l l y a homeroom p e r i o d . The homeroom teacher was the focus f o r the 

student of h i s l i f e i n the school at a time when both the academic and d i s c i p l i n a r y 

l i f e of the school were h i g h l y s t r u c t u r e d . In the process of greater s p e c i a l -

i z a t i o n and d e p a r t m e n t a l i z a t i o n , t h i s strong personal r e l a t i o n s h i p between a 

c l a s s and i t s homeroom teacher was diminished, and nothing assumed i t s place. 

An important element of J e s u i t education was l o s t . I t became apparent that the 

need f o r such a r e l a t i o n s h i p would be grea t e r i n an i n d i v i d u a l i z e d program s i n c e 

students would not have the ' p r o t e c t i o n ' of a h i g h l y s t r u c t u r e d school day. In 

recent y e a r s , the s e n i o r c l a s s had been allowed great freedom w h i l e the home-

room guidance system had become l e s s r a t h e r than more e f f e c t i v e . This negative 

experience was a g l a r i n g example of the r e s u l t s of the f a i l u r e to expand 

guidance w h i l e decreasing s t r u c t u r e . For teachers i n the f i r s t three years, 

the homeroom r e s p o n s i b i l i t y i n most cases had become mainly c l e r i c a l r a t h e r 

than personal i n i t s demands on t h e i r time. Both students and teachers had been 

placed i n the p o s i t i o n of having to f i g h t the system i n order to accomplish the 

values formerly a s s o c i a t e d w i t h the homeroom teacher and homeroom p e r i o d . 



Operating out of t e a c h e r - p u p i l planning r a t i o s i n d i c a t e d above, i t was 

p o s s i b l e to devise an a d v i s o r system where approximately 15 students were 

assigned to each teacher. Keeping i n mind the p r e v i o u s l y noted need f o r 

increased guidance as a r e s u l t of enlarged amount of unstructured time, 

the new system had the advantage of i d e n t i f y i n g w i t h i n the school the f a c u l t y 

member e x e r c i s i n g general r e s p o n s i b i l i t y f o r a p a r t i c u l a r student. 

The a d v i s o r was the f a c u l t y member i n the school who, through d a i l y con-

t a c t w i t h the i n d i v i d u a l student, came to know him best. The primary aim of 

the system was to i d e n t i f y someone who took a s p e c i a l i n t e r e s t i n the student, 

i n h i s academic and personal development at Regis. Though i t was expected 

that the student would f i n d i n h i s c l a s s e s , i n e x t r a c u r r i c u l a r a c t i v i t i e s and 

i n i n f o r m a l ways f a c u l t y members to whom he r e l a t e d e a s i l y , the a d v i s o r was 

viewed as the f a c u l t y member who (as delegate of the Headmaster) e x e r c i s e d 

formal r e s p o n s i b i l i t y f o r the day-to-day development of the student at Regis. 

The student's teachers i n the i n d i v i d u a l d i s c i p l i n e s would have an accurate 

knowledge of h i s progress i n a s u b j e c t ; the a d v i s o r was expected to be aware 

of the student's progress i n general so that a balanced and complete p i c t u r e 

of the student emerged. The a d v i s o r was not expected to perform the f u n c t i o n s 

t r a d i t i o n a l l y a s s o c i a t e d w i t h the p r o f e s s i o n a l counseling s t a f f , but r a t h e r 

to be s e n s i t i v e to the boy's need to seek the help of h i s counselor and to 

a s s i s t him i n r e c e i v i n g s p e c i a l help. S i m i l a r l y , the advisor was not expected 

to t u t o r the advisee i n v a r i o u s s u b j e c t s , but to be aware of the need f o r 

a s s i s t a n c e and to encourage and help the student to secure i t . The a d v i s o r 

was a l s o the focus of contact between the school and the parents of an i n d i -

v i d u a l student. 

The a d v i s o r met w i t h h i s advisees each day during the f i r s t 20-minute 

module. Every advisee was expected to be present during the advisement 



p e r i o d . The ad v i s o r had the o p t i o n of d e a l i n g w i t h the group as a whole or 

w i t h a subgroup or w i t h an i n d i v i d u a l student. The student was a l s o expected 

to check i n w i t h the a d v i s o r during the l a s t ten minutes of each day. 

Adaptation of the Regis school b u i l d i n g . A f t e r a s e r i e s of c o n s u l t a -

t i o n s w i t h f a c u l t y members and students, e s p e c i a l l y department chairpersons, 

an a r c h i t e c t u r a l consultant submitted both a general report on the c o n d i t i o n 

of the Regis b u i l d i n g and the m o d i f i c a t i o n s recommended to provide the 

necessary spaces f o r the changing e d u c a t i o n a l program. His o r i g i n a l plan 

underwent four r e v i s i o n s on the b a s i s of the r e a c t i o n s of the f a c u l t y i n general 

and department chairpersons i n p a r t i c u l a r . In planning a c t u a l changes, 

s e v e r a l c r i t e r i a were used: c o n c e n t r a t i o n on i n s t r u c t i o n a l areas, avoidance 

of i r r e v e r s i b l e s t r u c t u r a l changes and expense. The plan f i n a l l y adopted neces-

s i t a t e d the removal of only one s e c t i o n of one w a l l between two classrooms. 

As a consequence of the changes made, the f o l l o w i n g p r o v i s i o n s were made: 

— resource areas f o r each department open to students on a f u l l -

time b a s i s where both m a t e r i a l s and teaching personnel were 
c o n t i n u a l l y a v a i l a b l e ; 

— increased u t i l i z a t i o n and s p a t i a l rearrangements which pro-
moted maximum teacher-student a v a i l a b i l i t y ; 

— c l u s t e r i n g of classrooms f o r i n d i v i d u a l departments around 
the resource centers of those departments; and 

— a work area f o r every permanent f a c u l t y member w i t h i n the 
departmental resource center; an area (lounge) f o r f a c u l t y 
study and r e l a x a t i o n which was o f f - l i m i t s to students. 

IV. CONCLUSION: THE THEME—STRUCTURED FLEXIBILITY 

V i r t u a l l y a l l the changes described above emerged from the need f o r a new 

o r g a n i z a t i o n a l s t r u c t u r e which provided increased f l e x i b i l i t y and al s o enlarged 

personal contact and a v a i l a b i l i t y among f a c u l t y and students. These were two 

sides of a c o i n . To in c r e a s e the students' l e v e l of freedom without at the 



same time p r o v i d i n g f o r increased a c c o u n t a b i l i t y and advisement would have 

been to step backward and run the r i s k of encouraging unproductive permissive-

ness r a t h e r than genuine freedom. The previous o r g a n i z a t i o n a l s t r u c t u r e of 

Regis had served w e l l but had begun to crack under the pressure of new needs 

and a s p i r a t i o n s . E s s e n t i a l was a new framework which encouraged f l e x i b i l i t y 

and at the same time provided the s t r u c t u r e which would prevent the school 

from s l i p p i n g i n t o confusion and chaos. The concrete changes described 

above were not seen as r a d i c a l departures from the past but as an e f f o r t to 

make more comprehensive and e x t e n s i v e the v a l i d i n s i g h t s and a s p i r a t i o n s that 

had s t a r t e d to emerge i n p r i o r years. At the same time, there was a very 

d e f i n i t e s h i f t — o n e which moved the t o t a l school process and s t r u c t u r e much 

more i n the d i r e c t i o n of increased student r e s p o n s i b i l i t y and i n i t i a t i v e w h i l e 

at the same time e n l a r g i n g the framework of student a c c o u n t a b i l i t y and f a c u l t y 

guidance. 

* * * * * 

The above d e s c r i p t i o n of the changes planned f o r September, 1973 summarized 

the best f a c u l t y t h i n k i n g as Regis began i t s plan f o r i n d i v i d u a l i z a t i o n . No one 

was c e r t a i n of a l l of the consequences of the changes that were implemented. Any 

r e a l change demanded a f a c u l t y w i l l i n g to take r i s k s . The Regis f a c u l t y r e a l i z e d 

that the changes accomplished at other i n n o v a t i v e schools were undertaken by 

f a c u l t i e s who were w i l l i n g to challenge o l d assumptions, to work i m a g i n a t i v e l y 

toward d r a m a t i c a l l y d i f f e r e n t ways of t e a c h i n g , to endure the confusion and 

f r u s t r a t i o n that are part of any worthwhile personal or i n s t i t u t i o n a l change. 

The f a c u l t y was a l s o convinced that i t could b u i l d a program which i n c o r -

porated both the best i n e d u c a t i o n a l p r a c t i c e today and a l s o the h e r i t a g e of 



the 400-year J e s u i t e d u c a t i o n a l t r a d i t i o n . To succeed, energy, enthusiasm, 

d e d i c a t i o n , and w i l l i n g n e s s to change on the part of each teacher and adminis-

t r a t o r was needed. I t was apparent that i f , i n the end, the f a c u l t y con-

cluded that i t had f a i l e d , then each teacher and a d m i n i s t r a t o r had to be 

w i l l i n g to accept a part of the r e s p o n s i b i l i t y f o r that f a i l u r e . The 

f a c u l t y began the experiment confident i n i t s e l f and convinced that i n the 

end i t s accomplishments would be i n the same measure as i t s g e n e r o s i t y , i t s 

imagination, and i t s determination. 



THE REGIS PLAN FOR INDIVIDUALIZATION: SUMMARY DIAGRAM 

The c i r c l e i s viewed as the ed u c a t i o n a l g o a l / i d e a l ; the spokes are i n s t r u -
mental changes. The comments below are i n c l u d e d as a d d i t i o n a l important 
elements or q u a l i f i e r s . 

u n s t ructured time 

e d u c a t i o n a l i d e a l : the 
independent l e a r n e r — 

able to determine 
e d u c a t i o n a l o b j e c t i v e s , 
to organize resources, 
and to achieve o b j e c t i v e s 
i n accord w i t h a b i l i t y 

emphasis: student 
r e s p o n s i b i l i t y 

resource 
centers 

i n d i v i d u a l i z a t i o n -
w i t h i n departments, 
classrooms: 
- o b j e c t i v e s 
-program 
-pace 
- r e s p o n s i b i l i t y 

the a d v i s o r system 

modular schedule, 
f l e x i b l e groupings 

a. a f l e x i b l e i d e a l 
b. f l e x i b i l i t y w i t h i n a s t r u c t u r e 
c. i n n o v a t i v e i n process; t r a d i t i o n a l 

i n substance 

In the center, the Regis e d u c a t i o n a l i d e a l i s i l l u s t r a t e d : the 
independent l e a r n e r , someone who i s able t o : 

a) determine h i s own ed u c a t i o n a l o b j e c t i v e s ; 
b) organize the resources a v a i l a b l e to him to accomplish 

those o b j e c t i v e s ; and 
c) complete these o b j e c t i v e s as q u i c k l y as h i s t a l e n t permits. 

At the heart of the concept of the independent l e a r n e r i s the concept of 
r e s p o n s i b i l i t y . The student, i n h i s four years at Regis, would progress 
towards assuming gr e a t e r r e s p o n s i b i l i t y f o r h i s own l e a r n i n g , and become 
at l e a s t p a r t i a l l y s e l f - i n i t i a t i n g r a t h e r than always d i r e c t e d by h i s 
teachers. 


