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ADMINISTRATION OF SCHOOLS IN THE
: SMALLER CITIES.

. : 0 : ]

. O

INTRODUCTION, . : e
The demand for Bulletin, 1915, No. 44. School .\«l%ﬁr&tlon In the Qmaller .
Citles, lm\lng been so great that the supply was soon exhausted. and the de-
maund for it =till being great, n pews bulletin regarding the udministration of
schools in the smaller citfes has been prepared.  The information contnined
in it was colleckel by menns of u questipnuaire, to which ubout 520 superin-
tendents in cities of from 5,000 to 30.000 popuMtion replied, ‘The aim hus ‘been

" to present not aunly the duta collected but also certain \\ell-es(ubllshed princi-

bles of school ndmmistrntiun g

THE SCHOOL BOARD.

o \ METHOD OF CHOOSING BUARD MEMBERS, ..

The usual method of chousing school board members s clection at lurge, In
417, or 808 per cent, of the 518 cities réporting. the board Is elected by the

people; and in 99, or 19.2 per cent, it Is appointed by the muyor, city council,
or commission. Of the 89 boards appuinted. 34 are uppointed by the mayor
und 67 by the counéil or commission, Most of the States having general laws
regarding the method of choosing dity schoul hoards provide for election. by the
people. (See p. 7.)

Students of =chool administration alnmst without exception favor an elecs
tive board, especially in the smaller cities. They suy tha) appointmient by ihe

‘wmayor or-city council pluces the schools too fur uwuy from the people; sl
-that the people take more juterest in the sdumls if they elect they bourd. It is

pointed out. that in some cities where hourdr ur« appointed the mayor or the

wetnbers of the (Tty counell conlrol the schools to a very great degree, so that
snyovne seeking un appointinent or & contract needs only to obtain the approval
of the wayor or the wembers of the council,, In brief, an uppointive bourd is
too often the tool of the mayor or council. many thues not wor king for the inter-
est of the schoyls but for the interest of purty. If the council appoints, there
is temptation on the part of ity individnal members to dlctatog)ollcles to the

" school bourd nnd to influehee it to elect such Junitors and twu.hers us théy may -

suggest.  In other words, appointment by either the mayor or city council tvuds
to entangle the schools in petty. city and ward politics.

It is recognized, however, that whatever method is emplo)ed ln selectlng
hoard members, objectionable polltlcnl methods muy he and will be used untn

" the people really demand efficlent management of their schovls by their repre-

sentatives. The people cun demand this from eithvr an elective or an uppolntlve
board b they cau best demand emclency from a bourd they themsel\os elect. ’
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2 ' ADMINISTRATION OF SCHOOLS IN SMALLER CITIES,

.

. SIZE OF §CHOOL BOABS.' .° 0o
(‘.mnlmrath‘oly few of the 516 smaller cities reporting have bonmls of eduen-
ton of more thian T members bach, ns miy be seen from the following:
ro.

. Distributiop of “cities acrurding to size of wchool bourd.”

VT Pl

:(‘nles re. 1 ‘ : i(,'ui»s re- Per b
3 e 1 purting ‘er cent . N ~ purting er cpnt
l\um{xc,r of boerd members \hat of Wl | Number of board members. i " that of tolal.
number. | . ,lluml_sor‘

o 579
-

-0 ~3 0 OC

FE e

Practically ull of the citles having bourds of more than seven members are
those governed, by special law or speciul charter. For general State laws H£ov-
erning the size of city boards of education ‘see page 7,

The small beard has l')eqmne so neurly generul, and its efliciency compared
with a large bourd so clearly demonstrated, that it is scarcely necessary to dls-
cuss this phase of school administration. RS
~The following. testimony of several school board members who have served
on llrgeiﬂt)ep small boards may, however, be Interesting:

. . ) " o
‘In a board of 5 members the consenteof 3 is necessary to do business and ix
reasonably safe. With no more than 7 on the board, business can be trunsaeted
with dispatch, - e . ’

About 8 years’ experience as a school-hoard’ imember has: shown me that 5
members can do all the work and have the Interest of the schiouvls at heu{t.

- Responsibility is centralized, nnd men respond to jt more readily.

A bourd with fewer than 5 membery ¢ likely to be controllel by one man.

. A lurger one is cumbersome.

A small board increases pérsonal responsibility of members. - 0

- Jn our city-we haq until recently a board of 22 members, , Now we have a
board of 9 members. 1 favor a board of this size from the fuct that every -
wember comes In closer contact with the actual work of the district, learns - i
the work better, aud gets to know the needs of the district, while under the -
old board of 22 members the work was done by a few commitrees, aud unl 38 1
member happened to be on a comuiitfee hie did not know much about what was
8olng on, and then there was a tendency to become a drone, SR

< In this State we have had a.practical demonstrdtion of the difference in -
efliciency between the large nnd the small bonrd. Previous to the adoption of
- the new schoal code in this State the board in, this town consisted of 12 mem-

" bers, but now consists of only 7 inembers. Formerly it was very difficult to
- transact business at tines, there belng 8o many different opinions to thrash out,

resulting in much useless argunjent und prolouging meetings into th late hours
of the night, thereby causing the members to feel that It was a har ship, rather -
than a pleasure, to attend the meetings. We now transact our business in less
than half the time, very geldom belng in session after § p. m, There seems to
be a better working spirit, and as n whole I *belleve ‘Je small board to !:}
vast improvement over the large one, - . - % o g

" All the school survey reports advocate amall school boards. For instance, the '
8alt Lake Clty survey report recommends thut the. board of .education in that
city be reduced from 10 to 5 members.  The reasons for the recommendation are:
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THE SCHOOL BQARD, 3
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A board of 5, one that could meet in a smaller room and around a single table,
and with*more hoard and less committee petion. would handle the eduentiénal
istiess more quickly, more expeditiously, and more efficlently than a hoard
of 10 members, and with fower contliets with its exeentive oflicers and fewer
reversal®of aetion. A e honrd alimost always feads to utnecessary gliscus-
sion, amd often has to reverse igself, 5 -

An argument somptines advanced in favor of a lnrge school board ise thut a
honrd shonldsbe representative of the many points of view and of the defferent
voentignul-amd social clusses. On this polnt the school survey report of South
Bend, Ind., wakes clear the absurdity of such arguntnts, saying:

As @ matter of faet. even.n’ large bourd of 12 or 15 members cun pﬁrsoumlly
represent hut a few of the many social ind voeational clusses in the co Dimmyity.

The way to tnke cure of-ehe wmany pointsenf view is not to il up the board with
a large number of wen: it s rather to chovse curefully a very few uwen of

uud whose business or other atiffutions are not such as to lifit thelr Inde-
pendence of Judgment.  These men cun then at open méetipes hear the clabns
. .

< sound Jwdgment whe knol the communlty and the needs of t{l{’('- communlty,
N

of every juterestwd class.

- No one can say with absolute certaluty that a board of 5 is more eflicient
thun a board of 7 members, but on the whule the smaller number can well serve
any of the snuller cities. In fuct, some very HMictent clty schoul systems are
udminisiered by bunrds of ouly 3 menbers.

.

.

LENGTH OF TERM.

Of 516 citfes reporting. 25 elect school-board members for a term of two
yeurg, 204-for a term of three years, 77 for a térm of four yenrs, 36 for a derm
of tive years, 82 for a term of six years, and 3 for n term of seven years. Kor
Ntate laws: governing-the subject see page 7. L . .

In a few citiess the terms of all the board mbwmbers expire at the same- time.
This meuns thutea ,new board mway come into foree kuowing nothing about the
schools or about phie policles {naugurated by former boards, which policies it
may be highly desiruble to retain. Under the plan of eutire renewal it is too
eusy for a new bourd unwittingly and through ignorance of conditiofis to allow
good policies to lupse which ‘have been.inaugurated only after s(i‘enu(l_m en-
deuvor. Furthermore, the school corps is always uncertain as to a coutinuation
of policles already entered upon, ™ t ’

A long term with purtial renewal usually means p settled administrative policy.
A short term often fails to afford bourd mewmbers .un opportunity to work out
some necessary reforu. .$)n the whole. the length of term should Lé five years
for bourds composed of § members and six or Jeven years for boards composed

of 7 members. .

" . The school survey refiorts making recommendations regarding the tenure of

board members would have the termm of oftice from four to seven yenrs, with one
nember retiving each’ year, or at least not more thun two members refiring at a
time. O ' ’
The Leavenworth, Kans., school survey staff says in regard to the tenure of-

Tl

B

“Frequent elections under the old syateni_(ziyelr term) led to many short.
terms and consequently to a lack of the necessary coutinulty of service to
produce high effictency. The new}ng hod .of election for four yéurs }‘puw to

t
work a helpful reform along this line. o 2 .
There are two weaknesses inseparable from short terms In public service-cor-

- poratjons. One is that the duties required are so complex that the novice may

assume little responsibility and become a figurshead. The other is & far more
serious danger. It ig génerally recoguised that ln a democracy like ours the
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* most «humwjmm uﬂm. whether in politics, religion, husiqua. or the sehools, s g 1
e with convictions nnd no knovledige,  This wpples especinlly in refotn
P movewents, churches, aml stehools, where every one hns spretty clisurly  detined
) feelingss and convictions., ’ S . . ,

. . . N . : g

WIHEN LLRCTED, Co

> . Lo

Sehaol bourds ure elected at g speaind election for sehool honrd members'or at

the rﬂ:u!:;f city, county, or Ntade electiog, ar 1T cities reporting, 138 clect

bonrd members at 0 ospecial election, Tu some of the 158 vitjes holdingg speciad

schonl olmﬁinlgg other sehiol matters nee voted upon at the same thine, sich us
the sehiool” hdget or the issunuee of sehool bonds, |«

The advantages clubingd tor this moare tmt shoolboard mewmbers ape i
]
|
!

i

1.

more Jkely (o e Blected withoat regdnl 1o politien] parties: that the elictoe
exercise more eare in voting fop g candidate 2t w spuvlud eleetion than d the
regular election, where vity, oty and State officials are given mpre con.
Rideration than sn-,h'xml oflicinds; and that g sprcial election tises the nttention  ~
of the people gjum l!n-ir sehouls, On, the other hund, I cluimed that sinee
only one or two school-board members ure eleeted at a time o fs Poor commamny
"~ to hold n speetil eleviion ; that only e few of the people vole at a spectal elee
Hon: und it equally as ol el nay e securad it voted for at g general
i!h'vtlmnx especlally I0 ey lneve e Bominnte) by fu-lilhm and voted for on o
sepurate ot without deslznntfon gs te parey, ‘

It xeems, however, that this sehonls afe of sueh fmportanee that a ‘vn,\' ean
well nfford to halld a Specinl election onee 5 yeur to elect selvol-hunrd- wembiers
and- to vote uem sueh other sehool nutters g« i vote of the praple,
The exprenne would he practically negliginle if the sctionl buililings were utiltmsd
for election purposes, expecinlly for school elections,  ‘The nrzanmnt that only a
few persous vote wt g speciul election may e nssed by wlth “the remnrk that

" the voting ut least is not us ]wrfnm-tor:y s ut ;;'«livnu clections, At l(@mt‘ all
who do vote are futerested, . *
’ L 20 * N -— =
QUALIFICATIONS, | o

“The qualifications required of school-bonrd inenbers vary so grentty in the
different Stutes that no. reneral sml‘mm-m cat he mnde ns o what (e i
cations nre.  Amung the many may by mentioned : * Fuspriyer,” Atizen,” " not
a holder of another pubfic offiee” * Houd moral character,” *pustron, of the

“ 8chool,” ** renident of (e city for n s|n-«-ili«5l thne “able te rend und wrijte,” .

The question Is sometimes Aasked, What veeations should have the lurgest
representation on’boards of ‘eduention?  No one enn say. with uny degree of
" certulaty that u board should he. composed of xo nuny lawyers, ministers, phy-

siclans, ‘b?nlu»rs. grocers, and hilmrhu.' men. Fhe claim s thut the different

vocations should be roprosgmtm S0 ns to uinke ‘the bonrd as cosmaopolitan as
. Dussible, that a buard composed of men representing the different vocutlons will .

-Insure u better-balancid administrution thuy 4 bonrd compoged uhmost entirely  ~
- of physiclans, luwyers, or bunkers, . In general, it I8 true that.a bourd of elu:

. cation shouli! not be made up almost entlrely’ of members pf any une vocation,

yet tlils matter should he glven only secondary thought. o
AN JXhe thought bax often -Ijeen‘ ‘expressed that there should be .an educational -
.. test for l')_uanl members, Some pers'«_msf\wmld have as a- standard. pgdtiatlm;
. from highi school or college. -Men and women, who have been graduated from
high schovl or college should make the best school-board members, for they
¥ should be _moré conversant with schoul conditions; but ‘any men who have
..ot had the advaitage of high“schools or tulleges are most: drdent aup-

o)
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Tand enly D9, or T per cent, by warda,

THE SCHOOL BOARD. < N
1 . o

porters of progressive schools. while sometimes nen and women who gradu-
ated. from high school or college yenrs ago have no conception whatever of
medern educatlonul demnnds. O :thne cullﬂ:o men and women on hoards of

©dducation may menn a ity sehool ¥xtom mmplelvl\ out of touch withe life, lo

brief, the chief quatiticntion fure selivol-beaud wembership should be qusluvss/
SOl «chmln- to fprove the schools, and i \\llllllmu~~ to haned over the netual
running of the srlumls to pald experts.  (mly men nml Wwomet should be elgeted

S wWho have vision xflul who are willing to rm-m:uln‘ that their function is to

formulnte und to udum polln i('s to Ine -.urrlml out by the superintendent il his
nanxmls ) o
' THE PAID BUARD. ' poow
Fortunately in none of the slml"«‘l""h‘s in the \\:‘ln( muy be !,‘I‘ll;(‘d n
sluricd board of wlucation. 1n some citles there/is i sl fee of £ or
100 0 year, Thouzh, ne student of schodl admnisfration would think of
advocatig i paid board. occaslonally some layngh takes 1= upon Limeelf to
xulwu-nh- Py Inaisd members & salary. tnly atly a former prominent
bourd member publicly advorated that the s hool board In Wiz Cliy should be
composd of three taewbers and puid n aulm’\' s0 tJmt they conld devote all their
time to the sehools,  This would shfye pluu‘d thy management of public @duca-
tion n that city in the nds of Mymel. whershin it belomm to experts,
Undoubtediy the feeling that bourds of eduey tion should not Iwe padd even a
nominal fee i lased apon the helief that the sefvices of o higher type of citizeg
cian ordinarily be xecured: if no pay is given. Kven the paying of but a m-u_n!n'xil
fee attracts sume forsons who but for it woyld hots he futerested in the work
of the hoard,  Ohviaisly, persons wha lmve npore interest in the schools thun
this should not e permitted to become bord/members,  Experience slm\\n that
tlie public-spirited cltizen who has the welfyre of the schools uthenet will not
be deterred from serving on the bonrd of & cution through fullure to rec\.lve a
sulury or fee, - RS :

L o ) ° 5
. TERRITORY FROM WHICH F,
’

Of 417 bonrds viected by the pmi'lo. b

ECTED OR APPOQINTED, : -
+ .

. or 93 per cent, are elected at large,
! ‘N boards uppointed by eity ofticinly,
45 are nppointed to represent the entife city,  The. ward system of o-lw(llng
schoul-buarg) nembers s evideutly alujoxt dlsuppcnrml and will no doubt dis-
appear entirely wilhin the nest few ykurs, R

This systent was once, amd%still 18 fn the clties yet having \mrd clectjons, -
most peraiclous fn its effect upwy the ghools, e hool-bonrd members under this
plan do uot consider themselves respofisible to llw |u-n||lo- of the city ‘it to the

. pwople of thelir ?wpwﬂw wards, 1 ue( ull I et for my -ward * is the wluuun.

The' board member awhd eun not or
fnr his ward ua a vule. .1y the electlon
> often permitted to momlnme teuchers for
e system is that mu-h ward must have its
very city that e\(-r had the ward m'slem
uow has too many s«'lmbl bulldings, it being no mulsuu} thing to find five or
more elementary school Lulldings, or one’ to em-h ward in elties of not mote
than 10,000 population, whef"eas two or three' buildings. well loeated avould
serve the city much bhetter; they fvould be less «xpvusl\'e lo oporute a'nd Mhe‘
sume time would pro\lde better hool tudlltleu.

Thix Is done by trpding or *log ralljy
will not play the gume gets but 1t
of tenchers, ward-bonrd members o
their own wards.  Andther evil of
uwn schaol buliding. Practicnily

0 ® o g -
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6.:.  ADMINISTRATION OF SCHOOLS IN SMALLER CITIES,

'l_‘he tollowlngidx"e typlgal' replies made by school-boar® members who have
had experience both with boards of education elected at’large and with those
elected by wurqs i{n regurd to the eflictency of the two methmlg?

The disadvantage of ward representation . Iy’ that it frequently enuses unwlise
expenditures in one section in order to bring ubout a just and needed expetudi-
ture In aunother. - - : . '

Election at large tends to eliminate Rolitles from “adwministration of the
school department.

We find that we get better men by election at large, and that there is not
the clamor from the particular wards for speclal favors, -

I favor election by wards, The populous and -aristocratic wands" would und
might neglect the industria] wards where the forelguers lve, o

The'\\'urd systam fosters the spirlt of gétthu.' as muchi as possinle for partiey.
lar ward schools.” "The .sehoo] systemn should be manuged us 5 whale awd not in
ward -units, Co- ' ’ :

I am copvinced that electing the school board ut large in one eity has
allowed politics to declde who shall. be the school controllers, ‘T'he result hag
been that the very best citizens will not run, because they are uot politicians
enough’ to be elected and refuse to bhe defeated, To our city we have annexesl

“oew territory, making three new wards. “These new warls ure very thickly
populated and consist of a most decidedly mlxed population as to nuationality,
and thus far these new wards are subject to politicinns, ‘I'he result is that

Buy man who seeks a position on the school board honorably or otherwise
must see to it that he has enough votes to carry these three wards,

By election at lurge the community can keep out of the oftice meu of Inferior
“quality’ who have political pull In certaiu locsjities. Election at large also
obviates undue fnfluence brought to bear by felghbors and friends upon a
member to secure speclal favors.

Members’ of schiool boards must be elected at large and not by * wards,
although efforts should be made In nong:utlng'.to get men from different

.

- sections of the city. My objection to the{wurd systenr is that where two or
‘' more men are running for election fn a patticular ward the competition .
becomes quite keen in that lwiteq territory, and the cundiduies are Hable to
make a number .of promises which they may find it difficult to carry out, or
in endeavorlug to carry them out benefit that particular sectlion of their town
and .lose sight.of the interests of other sections which muy be fu greater need,

Grdwd nen are frequently more popular in the town than they are in their own
ward. g .
The general opinlon of those s‘uperl'ntendents who have worked for hoards
elected by wards and for hoards elected at large {s that better board memnbers .
! are elected under the latter plan. They say: o i

Only the befter ‘class of business and professional men are now elected.

Local prejudices do not dominate. Members pull togethér better in Interest
- of the whole district.

Representative citizens are elected, discarding the election of ward favorltes,

Men wltk_i broader conception of the function of the school are elected,

Election at large ellminates bargaining and. log rojling.

The numerous school survey reports are Unanimous in declaring that eléction
at Jarge is superior to election by wards, For exariple, the staff that made a -
survey of the schools of Janesville, Wis., where twa board members wefe
elécted at large and one member from each ward, emphatlcally déclared that
. ward election s antiquated-and should be abollshed At the first opportunity.
The staff says further: o ' 2

. [} o, :
. Belection by wards can not be justified under the pretense that the interests
of & given ward will be better taken care of under a system of ward representa~ :

7 : 5 ALY
¢ 3.4
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40,000 inhdbitants and more than 5,000 the board of education shall, at option of school

. by mayor; term, 8 years.

-_uthmtm‘mpmun.

THE SCHOOL .BOARD, ' 7

“tlon. .Ward interests see things wlth ope eye and that only partly open.

¢ *° ¢ The point to be considered is that the present form of organization

- lends itself well to ward manipulation. * * * Another condition resulting
. from ward selection, which is perhups equully bad, is that which uutomatically

prevents the selection of some of the uty s 1most able men for membership on
the board. ) .

CITY BOARDS OF EDUCATION AF PROVIDED BY STATE LAW.

Alabama.—In towns hlvln‘ 2,000 or mure inhabitants, 5 mémbers ; term. [ yelrl ap-
poinjed by the council or other governing body.

Arizong.—Members, 3; term, 8 years; elected at llrge

Arkansas.—~Members, 6; term, 8 years; elected at large. . ~

Coluredo.—1n districts containing a nchool population of 1, 000 or over, b members;
term. 6 years; elected at large.

Californie.—Except where city boards are otherwise authorized by law, members, 3;
term, 3 years; elected at large.

, Delaware. —Special school districts, members, 8; term, 8 yeau elected at lntge

Horldo —Special. school districts, memben. 3. term, 2 years; elected at large.

Idaho.—Members, 8; term, 3 years: elected at lurge,

Illinvie.—In districts baving a population of not fewer than 1,000 and oot more than
100,000, not governed ‘by npeclai act, 6 members and president, and 8 nddltluml members
tor additional 10,000 inbabitants, no bourd to exceed 15 members.

Indiana.—Citles of 100,000 population and over, B members; term, 4 years: elected at
large; -cities, 556,000 to 63,000 population, & members: term,'4 years; elected at large.
Cities under 50,000 population, 8 members; term, 3 years appolnted by the councll. '

lowd.—In any district including all or part of & city of the first ¢lass, or a city under
special charter, 7 members; term, 3 years; elected at large. Other Independent city
diutrict, 5 members; term, 8 years.

Kansas.—-Cities of first and second’ clays, except those huvlng a populluou of not more
than 50,000 and less thar 75,000, 6 members ; term, 4 years: elected at large,

° Kentucky.—Cities of first and second class, & memben, term, 4 years; elected at large.
Third class, 2 members from each ward; elected by voters of enﬂre city ; term, 4 years.

Loutsiane.—Parish school board. Blected by voters of each police. jury “Ard one
member for ‘each golice juror in the ward. Term, 6 years.

Masseohusetts.—Town school committes, any number of persons divisible by 8 which .
the town has decided to elect. Term, 8 years: elected at large.

Michigan.—Cities 100,000 to 250,000 population, 9 members; elected at large; term,
8 years. Districts of thlrd class, population, 12,000 to 75,000, 6 members ; term, 6 years;
elected at large.

Mississippt.—Mesnbers, 5 term, 8 years; appointed by mayor and board of aldermen.

Mirsouri.—Members, 6; term, 8 years; elected at large.

Montana. —~Di|trlctl having a population of 8,000 -or more, 7 memberu term, 8 years;
elected at Iarge. Districts baving a population of 1,000 or more and'less than 8.000,
5 members; term, 8.years; elected at large.

Nebdraska.—Members, 8; term, B years; elected at large. In ¢ities having less than

district, consist of 8 members for a term of 8 years. In cities buving more than 40,000
and less than 100,000 population, 8 members for a term of G years. .
Nevada.—Districts baving morp than 1,500 school-census children, b members. elected,
at large; term, 4 years.
New Jersey.—In dty achool districts bnlng less than 435,000 population, & memberv
appointed By mayor: term, 5 years. 45,000 or more population, 9 memben appointed

New Mexico.—Members, B; elected at large; term, 4 years,

New York.—Members not less than 8 nor more thnn 9: elected by people or nppolnM
by mayor or councll: term, 5 years. .

North DaRota.—In cities not organised under general law, 7 members; term, 8 years;
slected at large. Cities as indépendent districts, i member from each ward; if &n even -
number of .wards, 1 member at large; if an odd numbér, 2 members .t large; term,
8 years. . ’

Ohfo,—Cities of less than 50,000 popu‘ht!on,— not less than 3 nor more than § mem-
bers; elected at large. Cities of 50,000 to 160,000 population, nqt less than 2 nor more
than 7 members ; elécted at large; and not less thu 2 nor more than 12 from subdistricts.
Cities of wo.ooo population.or more, net less tm 6 Dor more thu 7 no-bm. oloctu

'g‘ fe : . g -.,..' .
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Oklakoma.—One me ber from eoch ward and one from outlying territory; term, 4
yearn: elected. In lm&mndent districts not cltien of the fArst class, 3 members; term, 4
years; elected at large. (ities baving wore than (0,000 population, ? members from each
WArd, provided the number of wards does 1ot excend 5 term. 4 vears: elected,
’ ‘Oregon.— Districts haviug 1,000 or more scheol-census chlldren, 8 members ; term, 5
years; elected at large. . , -y
Pennaylvania.—IMstricts of first claxs, .j.mv.(ino populnlll‘ nnd over, 15 members ; term,
6 years: appolinted by the court.  Districts of second cliss, 20,000 10 500,000 populatiog,
9 members: term, ¢ Years: eleeted at barge,  Distriets of third class, 5,000 to 30.
‘Populntion, 7 members; term, ¢ vearss elNeted at lurge.  Districts of fourth class, under
5,000 poputation, 5 memberg: term. 6 y ¢ elected at durge,
Rhudy 1nland.—Town sehool commites, mgmbers, 3 ; term, 3 years; elected at large,

v

South Dakota.—Members, 5 : term, '8 years: clected nt large. .
'l'ennnnr,—’ut.(u exceed 6 membors u:rln. A years : appointed by mayor and aldermen,”
~  Tezas.-- Membwirn, 7 term, 2 years : elected ot large in all Independent diatricts ental.

lished after 1905, Towns nnd eltlex which choose their schoo! hoards Ly appointment of
clty counelt or aldermen iy by vote have a schéol board of 7 membery elected ut large
for a term of 2 yearn, . " ) .

Utah.-—First elass, 10 members; 2 for eneh ward: term, 4 yeuars ! elected.  Second
clasa, 5 members: term, 5 yeurdc: elected from and by each ward. : 4

Virginia. - Moinbers, 3 from each ward; term, 3 vears : appointed by the council.

Waxhington.—ities of fIrst and second clasa; & members; term, 3 years: elected at
large. Cities of third and fourth clasy districts, 3 members : term, X years; elected at
large, . o

“Wisconain.—-In éltles of Arst clans, 15 memhers; term, % yours : elected nt large, In
any clty other than flrst elasr that hax adopted general churter law. one commissloper
from each ward and ‘three from the city at large; term, 3 yonrs: gppointed by mayor

s and city councll, or by clty counell If 8o determined by ordlnance. Clty schools may alse

work under district RYStem b penibers ) term, 3 years : cleeted Aat large. Clty my have
by vote 7-membirs; torm, 3 yeurs, élected at large, ' :

Wyoming. - Members, 3 term. 3 years: elected at large. In districts ‘fm\'lng uver
1,000 pupulation electors may Iner oasp bourn: to & members for a term of 3 years.

DUTIES OF THE SCHOOL BOARD.

School boards are usunlly given brond powers and have similar duties.
. Amang the powers and dutles ushally granted school bon rds are these: To
appoint teuchers, janitors, truant officers, and other employees, and to fix thelr
salaries. to select textbouks nnd to udopt courses of Study (If the law provides
" for local adoption of .textbooks or ‘courses of study). to purchuse supplies und
fuel. tn keep school bulldings in repair, to iovy’tnx(-n or submit estimates to ety
councll or hourd of estimate, to subinit bond issues to a vote of the people, to
erect school buildings, to prescribe duties of teachers and others, ete,
In a city school system, or even in any schoal system, o school board can unt
¢ perform ull these dutiex, hecuuse of n lack of time and because it Is not qualitield
to perform all those duties requiring the service of some one of special training.
It is evident that the service of some one is required in the selection of teachers,
In the rating of o tencher's work, and in the selection of texthooks. To do these
things the school board should eniploy a superintendent of schools and then hold
him responsible for results, 3
But what Is there for a hourd of education to do If the superintendent docs
ull these thingigsThe Rartlad®l (Oreg.) school survey * answers the question :
This leaves the Yosrd free alike from the strong personal pulls and influences -
and from the petty detalls of school administration, with time to devote to the
. larger problems of its work. These. relnte to the selectlon of its expert ndvisebs, .
upon which much time and care should be spent; the larger problems of finance,
.- ,present and future; the selection of achool sites, always with future needs and
growth in mind ; the approval of buflding plans; the determination of .the budget
of expenses ; the finnl decision as to proposer expunslop und enlargements of the

', ,* Cabberley, E. 'P.: The Portland Survey, pp. 81-82. o L, om T
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educational system; the prevention of unwise legislation by the city gr by the
legislature; and the representation of the needs and policies of the schon] system
hefore the people of the city and of tiie State. These larger needs are fur more
important, but are almost sure to e neglected if a board of school directors
attempts to manage too minntely the details of school administrution. °

In some of the smaller cities. citizens, teachers, and others take thelr trouhles
to individual members of the board with the thought that such individuals. by
renson of the fact that they.chance to be members of the board of education,
have greater powers than other individuals In the comnnity. The fact s,
however, that an individual hoard member. unless authorized hy the board to do
certain things, has no more :mflinrlt,v in school matters than has any other
erson in the city; In fact. a hourd member does not have ax much authorl
a8 the janitor. Indeed. a board Ywemher acting as an_individital has no more
right to give orders to a janitar of o school building than has any other citizen.
. Many a sehool-hoard member would avojd much trouble if he would refer all
Jersonx seeking this or that thing to the superintendent of schools, saying :

After the superintendent has rendered his décision, you may, if you are not
satisfled with it. appenl ta thesoard of cducation, but I as an individunl board
member car do nothing. It will require the action of the entire hoard, .
_ The school hoard should hear no complaint until after the superintendent has #
passed Judgment.  Regarding this. point.the Butte. (Mont.) survey committee
saysS: ’

Rook ‘agents, supply agents. applicants for tenchers’ positions. disgruntled
tencher and principals, and all others seeking favors in the school department
should at once be referred to the superintendent of schools, with the stmple !
statement that the board mukes it a rule to tuke no action in such watters except
upon his recommendation. When thixis understood. the hoard members will he
saved the waste .of much valuable tiine and the efficiency of the educational
service will he greatly improved.

Theisen, In his study* of the city superintendent and the hoard of education,
got the judgments of students af school administration and others regarding (
. the duties of a board of -education. Thése duties, arranged In the order of
their impartance, are: ¢

. 1."Select the chief executive afficer and support him-in the discharge of his
dutles. o f :

2. Pass upon the annnal budget for malntenance prepared by the chief execu-
tive and his assistants "(hudget inclyding sources and amount of revenue
available, as well as expendituren). . .

3. Debate and pass upon. recommendations of chief executive _for additional
capital outlays—bulldings, sites, improvements—and determine tbe means
of financing such outlays; e. g.. bonds, loans, '

4. Advise with the chief executive, affording a group judgment. on' his recom-
mendations for extensions or readjustments of the scope of educational
activities, . :

3. Appoint (upon pomination and recommendation of the chief executive)

’ teachers, principnir, and supervigors, - o

6. Determine, after cofmultation and discussion with the chief executive, the

. schedule of salaries. - - .

7.. Require.and consider. report of the ‘business transacted: or pending and.of

- ._ the financial status of the system. : )

8. Require and discuss_report of the chief executive concerning progress of~

" the schools, in terms* of. achlevements of pupils, teachers, supervisors, - ;

9. Adopt, upon consultation with the chief executive, a set of by-luws or rules g

" for the government of the school system: 1. e., designate authority of -
executlve und udministrative officers and duties to be performed by the .

bourd or its committees, 2 9 ..

= - - - \ .
* Thelsen, W. W.: The City Ruperintengent and the Board of Education. Teachers Col. AP
- lege,. Columbia Uaiv.. Contr. to Edue., NMD—&I, ST
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. Belection of a superintendént.—The biggest problem now and then confronting

. lntegdent. few school boards now elect men or women who have not had a

. In many of the smaller cities the high-school principal is promoted to the

" but who has made a study of city school administration’ would, other things, .

. All the recommendations an applicant carries with him are good. Instead-of
. relylng on recommendations Written *to whom {t may concern,” the better

- ‘Inay write or with whom members of the board may converse,

“fully and eliminating all but five or six of the mont promising. ' An investi-

.t
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10. Pags upon architeot's plans, approved by the chief ‘executive and his as
Ristants, for huildings that have heen authorized, 3

11. Represent needs of the schools before city authorities or the legislature. c

12. Approve the list of bills for expenditure previously authorized and ap-
proved by executive officers,

18. Consider recommendations of executive officers. on legal matters, decide
steps to he taken; e. g., suits to quiet titleq condemnation. - . -

14. Approve texthooks -selected by the chief executive and approve courses, of
stuydy recommended by him, :

15. Represent needs of the schools hefore the public; 1. e., press, platform.

18. Sefve ns laymen, ready (even after retiring frdm the board) to champion .
school needs and to further public support of the schools; e. g., as others
champlon good streets, parks, .

17. Act as i court of final appeal for teachers, supervisors, and patrons In cases
which the superintendent has not been able 1o dispose of or which nfay bé
appealed from his decision. . - :

18. Hear communications, written or.oral. from citizens or organizations on
matters of ‘ndministration or policy,

19. Visit the schools, observe or investignte the efficlency of instruction,

It is not possible to discuss all these duties, but several of the most important
are briefly’ discussed, :

.

a school board 18 the selection of n superintendent. The first thing to do is to
decide what qualificntions a superintendent chould have. If a board expects
to run the school itself without consulting the superintendent, it should look
for a man who will quietly ncquiesce, for if it does not elect such a man it
may ‘bave u fight on jts hands, as it should have. It, however, a board is
lnoking for A man to run the schools, it needs a man with force of character,
backed up hy education andgexperience. : .
Though u college degree is not ahsolutely essential to the success. of & super-

collége course and possibly some graduate courses.’ .

Experience as teacher or supervisor is usually required. In cities of 5,000
o;lmore population it is a rare occurrence for Anyone to be elected as superin.
tendent who bAs' not hud experience in some supervisory position, either as
superintendent in a smaller place or as an elementary or h\gb-school principal,

superintendency. Often this is a mistake, eapecially if he has never had any
experience in supervising elenientary schools or_has not made any study of
city school administration problems. A college graduate without - experience

being equal, make a better superintendent than a high-school principal who
has never been interested in problems of city school administration but only
in the narrow routine of the management of high-school classes.

Having determined what educational qualifications and experience an appli-
cant for the superintendency should possess, how may a board determine
whether he has been Successful and whether his character is such as to warrant
his election? . . ) !

Too often school boards give undue welght to letters of

.

mcommeidntlon. :
plan is to have the applicant submit a Jist of referelgces to.whom the secretary
Some boards have adopted the plan of going over all the apﬁllcauons_ care.
gating committee, or the entire board, .if a sma)l one, visits the. cities where :
2 < i ; A' 7 5 oy b : ; ft"
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the appllcants are supervising. Inquirier made of Business and professional
men usually revenl the status of the siperintendent- in that city. A school
honrd employing this methed visited a city and on inquiry of some of the
prominent business and professional men discovered that only one or two
knew anything ahout the schools.  Several did not know the name of the super-
intendent. who had been in the city for seven years. This committee, being
in search of a man’ who possessed, among pther qualifications, the power to
make himself felt in the community, wisely made no further "inquiries.
Committees looking up the record of applicants interview the applicants®
enenies as well as their friends. This i« only- fair to the hoard and usually
to the applicant. A committee that was loeking fog & superintendent discovered
that a promising applicint had some enemies. These were interviewed. e
, sald, “ The sooner* you take our superintendent the hetter it will be for
town.” ‘Fhe committee questioned him for a few ‘minutes and discovered that
the superintendent had refused to nominate this man’s daughter for a position
= in the schodis,  Another s¥d that the tax rate had been increased becaure the
superintendent had introduced-some new things, such ar manual training. draw-
~ing. aid evening schonls. One of the committee, Speaking of this incident,
suil that the superinteident’s enemies gave him a better recommendation than
his friends. = : ' “
Dr. N. C. Schaeffer, speaking of the necessity of looking into the past and
the present of an applicant for a superintendency, says: . .
Where & man has nrade no enemics it is proof that he has never taken a stand
or waged a fight on any of the great moral questions of the day. And then, after
consulting the man's friends and erfemies, it behooves the inquirer to learn
what he can from those who occupy a position of indifference. In that way
You have the best eriterion you can get to test ghe qualities of a candidate’
» for the position .of superintendent. Some mistn@s have been made in the
selection of guperinptendents,  1f the directors had asked not nrerely the friends
hut nlm%na-mlos and then submitted the Inquiry to thore taking no side

for or axginst the candldate, they would have avolded some of the blundeérs
we tind to- . :

Muny of the boards in the smaller clities are still flooded with applications
when a vacancy oceurs in the superintendency, since they give out the impres-
glon that the position should be sought. On the contrary, the board should seek
the man. : . '

A school board was advertising for a superintendent, and when applicants
went 1o see the president of the honrd he usked them a few questiops and read
aver their testimonlals. He.then told thém to sce the other members.of the board
and to tile a written appliention with the secretary. Ong day an applicant
Introduced himself, and when asked a few questions angy told to visit- the
-other members af the board, he sald: E )

IR this all you want to knowfhout me? If you are not pushing your in-
quirles any further with the applicants, I do not wish to be consldered. If.

¥ orou are really looking far a superintendent, I wish that you would look up

- myvcord. 1 shall not see any of the -other members of the board until you
have done this, . s ’ °
 The president of the board; ‘who was a keerr business man, immediately saw

* the force of-what the young man had sald and.at once lovked up his record
anil the records of the other applicants.  The president and the other members -
of that honrd say that if they bad' not examined into the records of the 50
or 60 upplicants they woild in all probablilty have made a serious blunder,

Anothe: hoard tn a clty of 10, Population, acting on the plan of letting
the applicant seek. the position, Imd-’ ! the day of election 80-applicants franr
Which"to choose. - The burd  was bewlldered, Qut .they ‘soon made up. their..’

' .._ v . Y R 5 ‘:"‘t‘
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12 ADMINISTRATION OF SCHOOLS IN SMALLER CITIES. : 72
-mindg. A wily and unwrupnlou.s politician in the elty, knowlng the dill‘u-nll}
‘the haurd wonld have in selecting a man from the i) who had visited the hoard, | i
advised u friend of his who wunted the porition not to-appear until ‘the day

of the election, A few hours before time for the honrd micering the new

applicant appeared.  He made a favorable impression, nnd was nanimeusty

clected. A few days lnter two of the bourd learned from s reliable sonree that

the newiy elected superintendent was a man of innioral ehgraecter, Rt s

be had been duly elected these two board menhers decided that they would net

divulze this bit of Informntion.  Within, twa years the man was dismissed on

charges of immorality. A little. Investigation wonld have saved the sehool

bouwd and the city from humitintion. The selection of o' superintendent s u

matter to which sehool bourds enn not give too x«-rfluu's thought, : -
. Conaideration of the amnual budget -—One of the inmportant duties of 3 sehool

board isx to determine the amount of- funds nevessury to riun the sehiols, not

only to determine the total amount but the nmount needad for each item,  In

many instunces boards and nuw-riutomll‘m;.si‘nunl.\' estitate the amonnt. from

what was expended the previous year, ndding possibly 5 op 10 1oer cent,

The superintendents of ity schools should nnke an estimate of the sunennt
necessury for ench item of expendi and submit his estimnte to the bhonrd *
for its constdération. In practice 2V30f 505 superintendents rq-wlrlim: Proparre
the annnal budget for the bourd's considerntion. In 93 cities the bndget s

—.made ap hy the hoard itself, in 95 by a committee of the board, nd in 66 hy
the geeretary of the hoard, o
£h no hav¥d and Tust rule can be made as to what per cent each item shonld
be of the total running expenses, it is evident that an attempt shonhl e made
SQve aproper balance, so that an item may ‘niij he out of proportion to
other items, ' ’ . : . .
° For Instance, what ratio should exist between expenditure for elewentary and
high schools?, In eities of hetween 10.000mnd 30,000 population the high-xehanl
cost is 2.1 times that of the elementary school. iy this connection it must he

remembered that if the ratio of expenditure hetween the elenientary sehool and
the hlgh school is muech greater than this. the conclusion does not neeessa rity
f'ollowvﬂmt too much is being spent for the high sehool, hat thut not egough ix
spent on the elementary sehools, Cities oxns-l'uling four or'five times as mneh for
high-sehool puptls evidently need l‘o change the ratio by expending more.for the
grades, - . . :

The following shows the per vent of the current expenses devoted to egeh
item of expenditure in ali cities of hetween 10000 and 30,000 popuiatlon ;

Genernl control__ . oL Lol ... %o e 4.6
Boxlness . e m e emma e
Edacational :

lfnltruvtlon ......
Bupervisory Lo .
l'rlncl;»nx!s--
Teaehers oo Lilool_li.
Texthooks and supplies. . 0
Operaflon...____ e e .
Janitors® salaries . (
Frel, water, Hght, ot¢ S S PN .

" Mainséunnece oo . . )
Auxillary “agenctes _ - G006 o Cabs acoeoa o I
Fixed e¢havges oo __._ ... somonoo . Y T N, ]

. P _ -

Totaleo oo 1004 0
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In general a school system may apportion the various items in the budget as
follows :

Per cent |

5 of total.
“General control oo ..o oo 4to 6
Instruetion_ . ... ... _.._.. 70 to 80
Supervisors, lncludlng principals 7 to 10
. Teaching alone. ... __.__..._._ T 58 to 70
Janitors’ salarfes_ ... .. ... _.___ hto 7
4to 6
S5to 8

4 to 0¢

Auzxillary agencles__ 1to 8 °

Fixed ebharges. ..o oo s 1t 2

Strayer * recommends that © cities spomling n relatively.lnrge nmount per pupil
should spend a reluthely larger proportion for téaching and supervision and
for textbooks and supplies, while the proportion spent for fuel, repairs, und junl-
tora’ salaries should increase much more slowly.” :

Proriding buildings and playgrounds—A board of education that: refuses. to
delegate authority to the superintendent of schouls for fear that it will have
l?olhlng to do could very profitably put in mwuch of the time discussing the
present and future building newds of the city, the number of school bulldlxign,
the type of buflding, and other things necessary for a good school system. -Of
course,- the superintendent should he consulted, nnd his recommendations dis- .
cussed as they are.on other items of business.

Many boards of education, when contemplating the erection of a building,
vislt other citica where new buildings have been erected to get ue\}' ideas. In
Ntates where there are no definlte regulations regarding the ercction of school
buldings, the rules and regulations of other States .should. be consulted, also
Journals-that are devoted in whole or in part to the discussion of school bulld-
ings. Only an architect who makes a specialty of school buildings should be
employed.  One skilled in planning business houses, dwellings, churches, and

“the like, usually has no knowledge of the best plans for school buildings. He

may plan a building good to look at, but. poor from the point of service. In
a certain city an architect who had designed many business buildings was
employed: by the school hoard, composed of business men for whom the architect
had designed private buildings. They were sincere in their belief that he could
plan an addition to the high-school building. The superintendent and high-
school principal, after looking over the plans that he had prepared; protested
on several points, saying that the addition would not fit in with the old part
and that. it would not he as serviceahle as another type, but the architect's
plans were adopted, on the theory that he -was an expert builder, while the
superintendent and high-school principal were only supervisors of instruction.

- A8 soon as the huilding ‘was erected the board members saw that it was not

such as an architect who understood the needs of a school would have planned.
" The board must decidé what type of school building is to be erected, whether
it is to contain nothing but classrooms or whether it is to contalin shops, a

‘xymnismm, an audltorlum. and special .reoms_ for musie, art, etc. . If of this.

latter type, it must be’ deécided whethier the school 18 to be organized so as to

" make use of all the space all the time the school is in mession. If there are

nothing but classrooms, all the space can be used all the time., In such build:

'lnga Lhere is no provls!on for hand work phylical training, etc. If shops, a

9 Strayer. gG. D. City School Expenditures,
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gymnasjum, and an anditorium are provided, the building wil] he expensive, from
.the fact that some of the classrooms will be vacant when the children go 1o
the shops, gyninasium, and auditorinm. ’ :
" This problem of using all the schoolroom space all the time can he solved by -
the adoption of. the: work-study-play or platoon plan.  This plan grew ont of o
. recognition”of the fact that the growth of eities mitkes eduentional” problems
far more diflicult than formerly; in fact, has created a new sclm‘ problem.
-Briletly, the plan is this.* - a .

A school is divided into two parts) ench having the snme number of clnsses,
and ench contalning all the eight or nine grades. The first part, which we wiil
call the * A School,”™ comes to school fn- the morning, say, at 8.30, and goes 1o
classrooms for acndemic work.  While this school Is Iy the clasgrooms, it ob.

“vionsly ean not use uny of the specinl - facilitios; therefore, the other sehoo)--
“ I} School "—goes to the special activitles, onethird to (he anditorinm, opye
' third to the playground, and one -third is divided among such netivittes as the
shops, laboratories, drawing, and music studios. At the end of one of two
perfods—that is, when the first group of children has remained, according to
the judgment. of the school authorities, in school seats a8 long as is good for
them at one time—the. A School goes.to the playground auditorium and other
gpecial facllities, while the B Sehool goes to the classroom, .
Under this reorganization on the work-study-play plan all the children
< would have not only the same amount of time for rending, writing, arithmetie,
geography, and history nf formerly—210 minutes—but also 50 minutes of play.
every ~day, 50 mginutes a.day of auditorium. and 50 minutes of shopwork
every day In theWick for a third of the year, seletice every day for a thind
of the yvear, and drawing or music every day for a third of the yvear. L

The following table gives n possible program for the A School. It will he
recalled thiat there are 12 olasses In this A School, which are divided into 3
diviglons of 4 clagses each: Divisjon 1, upper grades; division 2, Intermediate
grades ; division 3. primary grades, . ’

THE “A 8CHOOL.”

Regulnr activities, Special activities.
School hours. e ol Play and Cooking,
Academicinstrisction. o Auditerium. | physical train- shop, science,
3 . ing. etc.
AM- 020, Arithmetie—Divistons 1.2,3. .........coo.teooveve verreeeeane,
9,20-10.10...,, Language—Divisions 1,
10000000, L CoB0000800C000aEE0000 i o0 n3.....1 Mvision 2.
11.00-12.00. .., Entire “ A School™ at lund )
12.00- 1.00....° Reading—Divisions 1, 2, 3 s
Division 3.....| Division 2
Diviston 2.. .. | Division 3.... g
A THE “B SCHOOL.”
830- 920 . ...l 0000000000000 Division 2.....| Division 3.....| Division 1. ‘
9.20-10.10... 0eoeteeiinnannn...., .| Division Division 2 . Do.
10.10-11.00... . l.:ghmm?)'l“&ll!‘m: la'z:,’s d boccoo 00G0006E00 COE000000
11.00-12.00, age—Divisions B Ly T ST NN
. 12.00- 1.00. guase ST T Entive Wi Bohoni M1 luncheon. . ¢
[l R s ceesranees ..|- Division 1.....| Division3.....] Division 2.
- 1.0~ 2.40 Reading—Divisions 1, 2,3...,....... PR A vosvafrageens g
. " 2.40- 3.30...,] History and geography—Divisions i, 2, 3- S P TSN
5 a o - — % o .

o L . a B L. P - {
.. The program. represents a change in the traditional method In several im-
portant ‘points. In the first place, 1t breaks up the custom of having all chil-
‘dren in classrooms at the same time and letting the classrooms lfe fdle when

" 4. 8. Bu. of Educ. Bul, 1920, No.43. Butvey of the Bchools of Winchester, Mass.,
pp. 87138 . .. . P
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the children go to the auditarium, shops, and playground. In other words, it
applties to the public school the principle on which all other public-service

exnmple, it is evident that our trafgportation system I8 made possible because
of the fuet that all people do not wish to ride at exuclly the sume thine; concerts
wnd thenters are made avallnble to many people because one person can use
inother's seat when hé does not want to use 1t; hotels can acconmodate thou-
sands of people because théy are not run on (he principle of reserving each
voom for the exclusive use of a single Individual during the whole yenr. On
the other hand, the public-schodl system hags been run on the princlple of reserv:
ing o seat for ench child durlm: the whole yeur. All children have to bedn
school seats from 9 to 12 a.‘m., and from'1 to 3 p. m.; all have tu go home to
luneh at the same time; nnd ut 3 o'clock uH are dlsmlsﬂed and lurlml out to
play.

There would after all, seem to be no gpod reason why the prlnmple of other
pubfic-gervice lnumuuous. I. e, multiple use of facilities all the time, should
not apply to the school, nor any reason why all chiidren should be in claxsrooms

- institytions are run; that is, the mﬁl‘tlple use of all facilities ull the time, For - 3

“aut the smme time, nor why the special factlities should be used only a fraction

of the dny. provided, of course, that the children receive during the day the re-

quired amount of academic work. In fact, it 1s difficult to see how the prablem

of providing enough classrooins, or pluygrounds, or auditoriums for the mass
of chilidren Ix ever to he met if all children have to be in clussrooms at the
snme thme, and 1f nll children have to play at once. Moreover, therp seems to be
no good reason from an edueational standpeint why children should nll have
to do the snme thing at the same time.

Fortunately, however, if the principle of multiple use is applied to publl&
school facilities, it s possible to provide not only adequate classroom aceom-
modntions but alse uudltorhum gymnasiums, and shops for the mass of children,
In fact, accommadations may be provided in all facllities, if they are in use
constantly by alternnting groups, at lers cost than regular classrooms alone

amny bhe provided on the busis of 8 reserved seat for every child. For example,

in 0 24-class schgol, under the traditional plan, 24 classrooms are needed i addi-
tion to all th hor specinl facilities.  Under the work-study-play plan only 12
classrooms fre needed. The” clussroom, however, is the most expensive unit
in the school; therefore, since only half the usual number of classrooms -is
ueeded, 1. e., 12 classrooms in a 24-class rchool, the cost of the remainder is
released for ull the other special facilities.

Uider the w ork-study-play plan, or platoon or’ duplicate school plan as it
ia sometimes ealled, a school building to accommodate 24 classes would cost
upproximately £336,000, while & bullding run on the plan of. lga\'lnx the class-
rooms, gymnusium. and auditorium vacant part of the time would cost ‘about
$£528,000, A school bonrd should therefore: study its building problem carefully
to see whether it should expend $100,000 more on a bulldlng in order to have a

school organized on the traditional plan of allo“ing some rooms to be unused

part of the day or on the work- study -play. or platoon plan whlch uses ‘all the

rooms all the time.

Ar yet bonrds of education in the smaller cities have not given much attention
to .the matter of play and playgrounds. Of 520 cities reporting. only about 10
per cent have adequate school playgrounds. Some of these smaller cities, how- .
¢ver, have municipal playgrounds, but these are often so far away from the

"school bulldings that they.can not be used In connectiopn with school work,

City playgrounds and school playgrounds should be one and thé same. In &

- .certain small city fajrly. well equlmwd with pla) grounds *at some dlstance from

_ -~ them, what ndults?. Are cértaln societies and organizations to he permitted, ‘to
' une \gc]lool buudings and othem to be. refmed? Many .chool boards ‘rathep.

the school building the school children at the noon hour stand hnddled in a

smhall school yard.. There are playgroundn with no children on tliem, while ‘at

the school house there are several hundred children with no place to play. .
. Another (uestion a schod! board 18 called on to decide is;"who besides chij-
dren shall use the schoo} bufldings and grounds? "I adults are permitted, ‘to use

o900 o . o "
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than take the responsibility of making these decislons, have closed the achool
buiklings ‘to all hut a few activities, Possibly the problem will not be solved
wtlsfaciorlly until the comimunity organlres and acts as one group. This would
"+ be the democratic way. )
. " Jasuing bonds.—ime of the duties of a school hoard iz to decide whether 10
+ &8k for a bond electlon. The comparatively large amount of money necessary
to provide a new schoolhouse and_grounds when' they are needed in a school
district is not often availublé frone the ordinary tax levies; hence resort must
be had to sonre extraordinary means of supplying the requisite fynds. The
- Issue of bonds of the district Is the means to which school authortties usually
resort,'ea'n it this method eventually means greater expengditure. The bonds
may in general be divided into two classes, those issued fof the purpose of
providing the school plaut and those floated to refund outstanding indebtedness,
Every State provides for the first mentioned, but some Sm{es do net provide
for_refunding older obligations with new evidences of -indebtedness, '
" The most common method of procedure is issuance of honds by the buard of
education, after securing the suthority of the qualitied voters expressed &t an
election. Usually the board may of its own Jecord submit the: question to a
" vote of the people, but the provision is often ndded in thé law that, on petition
. of an expressed percentage or of g ‘fixed number of. electors, the board nmst call
an election to determine the question of .a bond issue or submit the proposal
Cata régnlnr election after due notice, The number of qualified petitioners nec-
essary (o secure the calling of an eleetlon varies. In Arizona 1t is 15 per cent ;
in South Carolinn an election must be called’on petition-of one-third of the. legitl
- voters; in Texas 20 taxpaying voters may petition for and .obtaln an election;
.In Utah the school bonrd must submit the question ‘when petitioned by a J-
Jority of the.resident taxpayers. In a few cases more than a8 mere majdfiny
of the school hoard is required; in Nebraska, for .examyile, a two-thirdsg vote
-of the board is necesbary In a city of 1,000 Inhabitants or more to submit o
_broposal to issue honds for the burpose of providing a site and building,
-In sonre States the matter df jgsuing bonds must he passed upon by a bady
having power 'to review and approve or ~dlsapproyo the acts of the school
authorities who wish to make the issue. This reviewing body is generally
.elther the legislatuge or fome civil munieipal authority. In Delaware, bonds
are generally issued by authorization of the legislature, and the same-is true
of a few other Stater, In Rhode Islnnd Indebtedness may he voted by, the
people up to the limit of 8§ per cent of the value of taxable property of the
town, but beyvond that amount the congent of the legislature js necessary.
‘Indinna has several methods of procedure, varying with the size of the town
or class to which the city belongs, but generally the conment of the common
council or corresponding civil authority of the town or city I8 necessary before
the school hoard miny issue bonds. ° . ]
The law of New Jersey provides that bosrds of education in cities shall sub-
. mit an estimate-of the cost of tlie proposed site-and bullding to the board of
school estimate, a body composed of two members of the board of education
. designated by that board, two men 8 of the cominqn council desigmated by
", the council, and the mayor or mrxxmdlnq executive: officer of the city, The
.. board of ‘school estimate is authorized-to fix the amount of bonds to be fssued
and submit the matter to the common: counctl, which may elther nmke an ap-
propriation of the amount ieeded or issue the bonds of the city. This provi.
#lon, however, does not ‘apply ‘to many of the smaller cities. In most small
cities-and towns in- New Jersey the achool bourd submits the proposed bond
.. issué directly to the voters of the school district Without. intervention- of - any
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In a few States where the county- mm system prevnlln. bomlu l’or distriet-
school purposes ure fssued by the county. This 18 true In Maryland and
Loulsiuna, outside of Baltimore and New Orleans, respectively. It is ulso true
in Teunessee, outzide of counties having more than 190,000, inhabitauts, ‘
The number of votes necessury to varry an election ’m a bond issue varies
in the different States, but ¢ mwere umjurlh of the votey cust i8 the general
rule. In California a two-thivds majorny is necessary, In Nebraskn, bonds-
may not be irsued in cities of 25,000 populn(lon or more except by two-thirds

-of the votes cast. Washington requires a larger majority for a large percentage

of indebtedness, In thay State bonds amounting to 13 per cent of the value of.
tuxable property may be authorized by 'Y mere majority of votes cust, hut for
A greater amount a’ three-fifths mujority must be in favor of the issue

The qualifications required of voters are usually’ the same us those required
for n general election, but In_a few States there are additlonul requirements.
In Arizona, Celorado, and Utah, for exnmple, voters on a proposed bond issue
must be tuxpayers of the district. The law of South Carolina provides that an
election shall be culled on petition of one-third of the voters und a like num-
ber of freeholders of the district.

The nulhorltv of the school bourd in the issuance of bonds is gonerall\ con-
tmed to such functions as O subimizsion of the question to the quulified elec-,,
torg, the eternilnatlun_‘ of the result of the election, and the preparation and
stile of (e bonds ufter they are authorized. In a few cases, however; the board
is vested with the power to muke the issug without authorization of the elec-
torate,  This Is especially true of refunding outstanding indebteduess.  In
Idaho, lilingis, nud Wishington the school board is authorized to refund such
fndebtedness. But when this pover Is vested in the boand it Is usually granted
with the provigo that new Indebtedness be contracted udvantngeously to the
district, or qt‘lmst. that the new indebedness and interext shall not exceed
the old. In Penusylvania the board of directors may contruet original indebt-
cdness, but the bonds Issued therefor, together with other debts, shall not ex-
ceed in amount 2 per cent of the value of the tuxable property of the district:
beyond that am,dﬁnt aud up to 7 per cent of the value of the property, bonds

may he issued only by authority of the electorate. - -
The Hlimit of the amount of bhonded indebteduiers which a district may In-

cur Is generally fixed by law, though In a few States no Hmit is preseribed.
Iu these the voters determine the amount in the exprersion of their approval
or disapproval of the proposed bhond isgue. \Where the limit is fixed by statute
it 18 usually expressed either as a percentuge of the value of the taxable prop-

' erty of the district or in a stated suni. The limitation of bonded indebtedness

in designed to prevent incurring exorbitant and burdensome taxation to dis-
charge it. A llmit of frequent occurrence is 5 per cent of the value of taxable
property, but several States vary ﬂom this, both aliove and helow,

Districts of the first and second classes in Colorado may reach the Hmit of
5 per cent, but districts of the third clars may not go beyond 8} per cent. P’enn-
sylvania allows the échool board to make an issue-up to 2 per cent of the
proper{y valuation, but beyond that and up to 7 pér cent the vote of the people
determines the issue. In practically all cases where limitations are expressed
in per cents, the per cent expressed is made to include, outstanding indebtedness
at the time of the bond issue. .In Indiana a stated sum, as $50,000, 18 fixed for
certain districts.. Texas has the provision that the total aniount of bonds shalk

.not exceed the amount which may be liquidated by a tnx of 50 cents on thé

h\mdred dollars levied to pay interest and create a sinking tund.‘ In recent
yeln there hu been s marked tcndency to raise Umith, . .
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Bl.ost Stater provide that bomds shall not e sold below par, but-a few fix u
lower linft. The Missouri statute tixes 935 per cent of par value as the lowest,
sunifor which sale may bendde, : : ’

. The qimuner of sale §x trented with much detudi.in a nuwber of laws, ,
Advertizements for bids, form of. issue, dwuunlqus.'m.Jn_!x«'v of paynient, nul
the like are genernlly brescribed.  In a few Ntates hiving large perinanent
school funds statutes ure so framed ns to promote the Investment of these funds
in the securitles of local cIvil copgorations desiring to Hont indehtodness, The

-Texa® law requires that ddwtrict-s) hool bomls he offerad to the State hoaed of
edugition for purchase with any unigvested residue of the State permanent
sehool fund.  Nortl Cardling has a somewhat similnr provision ‘in the form of
lums of the Ntate “Titerary fund " to districts desiring to purchase -sites and

bulld schoolhouses. - =

The futerest onbonded indebtedness is Hmited by IyW in most Ntutes.  The
fixed maximum viries, however, from 4 10 8 per cont, The maximum mest
commonly found is 5 pepcent. In a fow States the legn) interest rate ix nle
the highest rate permissible on schoal bonds, Here ugaht there has been n
tendetey 1o raise lhinfts rkiz)_cv the ndvent of war and postwar conditionx,

An ftem common in legal provisions relating to bond ixsues {x the it put on
the term for which houds may run. There g great vartety in the Mnitations
fund in The laws of the several States. Tbese vary nsually from 10 10 50 yenrs,
Maximum terms in gome of the States are Minnesota and Wisconsin, 15 venrs:
Ldaho, )lxl&in\c'llllﬁ‘lls. Missourl, and Oregon, 20 yenrs; Wyoming nud «vertuin °
districts in Indinna, .‘..'» years: Michizan and Virgintn, 30 years: California,
40 years. Ina few States the thme for payment is ixed hy the district suthor-
tiea- The purpose for whicn honds nre fssued s somethes made the basix of
difference between terms for which_they may run. In some States orjginnl
bonds, flonted for the purpage of providing the school plant, are allowed] to run
longer than n-!uhdln'u obligutions. In Tuexay the charneter of the Itilding (.
be provided with the proceeds of A bond sale Ix made the basis of difference,
© The maximum length of time allowed for payment 15 40 years; hut It a wooden
bullding is to he conrtructed, ‘only 20 years is nllowel. . “The New Jorsiy luw

contains shuilar provisions, :

© Where homl Ixsues. ur‘«pmvhlml for, it is generally made mandatory upon the
taxing nuthorlty of the district or other corporate unig making the Issne to levy

"a tax to.kéep the interext pald and to create a sinking fund to ey off the prin-

. cipul when it becomes due. In sone cnsen this tax to discharge honde) indebted-
sness may ‘e levied in addition to. uany maximum rate fived by Iaw for genceral
achool purposes, Generally the Inw is desimned to protect the investor, The
faith of the district is pledged and school praperty is subject to levy and sale,
It is specifically provided in a number of States that If the" district authorities
fuil to levy a tax or to ke the requisite estimates to cancel thefr honds, some
other authority, as the county commissioners, shall levy the necessary tux in the

" district. Kchool bonds are exomp.t from taxation In some States. ) 8

- The “school board; or in some cares a sinking-fund commisslon, s usually

authorized to Invest the sinking fund, pending the maturity of the honds. Pre- *

caution Is taken to prevent unsafe investment. ' Bonds of civil eorporations,

deposit of the fund In approved bunks, and redemption of tlie district's own ohlj."
gations are the most common chanriéls through which Investments may be made,

of North Dakota, . . .

. No doubt some cities amply abJe to afford bond ‘issuea could and would ‘bave
‘better school bufldings if the #chool board were permitted to.is<ue bonds within
- certaln limitations without having to refer the mtter to the people, but such pro-

./The law of. North Dakota requires that. sloking funds be deposited_in the hank

‘ ’ '
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cudure 18 consklered rather dangerous, slnce there may be extravuminee on the

part of the board.  The tendency {u some places is to borrow on the future, wli. -
out much thought ns to how the obligations whll be met. 1f the people are to be
held responsible for debits. they, (heuuwl\ es should coutract them. The people
will usuilly provide funds for new bulldings g they are fnformed ns to the needs

_of the schools. and it isjthe duty of the school bourd to keep the pwople inforinal

un schoud conditions amd gn present amd future needs.  In brief, sudents of
'hool udministration -do not favor permittiiyz, a_schiool boand to ixsue bonds
even within' nurrow.inltations without tirst oblulnlu;: the consent of thé people.._
A school bourd that issues honds without providing weaus for thelr payment
when due ix derellct o its duty. Instances are on record where schoul boards
did not provide a sinking fund to meet the bonds ue they matured,  One of the

best methods of issuing bomdx is te Issue them so that they munture serially ; thut

i, a certain portion ¢f the lmnd ns one-twentieth of a -) -yeur bond, mn(urlug .
ciach year, -

RELATION OF SCHOOL ROARD TO (‘ITY COFFICIALR]

or: 2" cities mportlm: the boiird of éducation n 126 of tlww must refer thejr
estimates to the (ll\ council or tewn finance conittee, in 30 to 2 hoard of

- exthinte, in 15 to the people, und in 51 to the county olﬂ« fals, thus Ivnmu 28

of 320 hoards of education free (o make up their own v~uumn-s \\illwul referving -
them to any other bady for approval® .

Whether o school hourd shvuld be compelled to depend upon the city councll
for uppraprintions has been n deboted @@estion.  The elalm of those In favor
of huving the school board submit estimates to the city “counetd fur approval
Is thut there should not be two bedies dn the cfly having power to levy tuxes,
since the two mpy make the combined taxes for school and city purporex too
high; that everything xhould be spent in the light of all the needs of the city g
that theve Is too much senttering of responsibility ; that the affuirs of a city
shonkl be conducted on business principles us in a private corporation, thus- -
making it inndvisaldg to divide the responsibility of the taxing power; and that
1t would be Just as logical to have the board of health or the |mllw department
independent of the city counell.

Those whoe advocate the divercement of school umd city uffuirs cluim that the
schoo] ixsue Is sufliclently large and-different from the dssues of general mninicl-
pal govermaent to mnke it desirnble for the school to have sepurate attention
from the people; that education Is a State and. not a munfeipal funetfin, the
State, for the purpose of muintuiviug aud administering a system of public edu-
cation, haVing found ft expedient to create school districts whose bounduries
may or may not he enterntinous with those of the ¢ ity. *Ihix view that education
Is a State and not a mubicipa! functlon is held by the courts. The following
court declsfons are typital: .

The schools in which are locuted and tralned the children who ure to hecome

ﬂne rnlora of the Commonwealth nre matters of State nnd not local juriadiction.—
2 ind. 642.)

Qchool districts are not atrlctly' municipal corporations but territorlul di-
visiona for the purpose of common schiools; exercising withip a prescribed svhere

: mam of the facultles of a corporation.—(42 Pa. 358.

The settled policy of the State. from an early date has been to divorce tho
business of public education from all other municipal interents or husiness and
to tike ‘churge of it as a peculiar and separaté function through agencies of ita
own’ relection and lmme(llutel) subject and responsive to lls own cuntrol.—
(l‘IbN Y. 11.) .
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According to the. Amerfcan and English Encyclopredia of Law,® school districts
* are political subdivisions within the State, cieated for the purpose of maintain.
ing and administering the system of public education. Theypfare not bodies
Rolitic or ‘corporate with the general powers of corporation, Jut may be con-
sidered as quasi corporations, variable in organization and extent. and hav ng
corporate existence by force only of theit public functions, and therefore the
“strict principles of the law respecting corporations generally can not in all cnxes
be applied to these aggregate hodies, created usually by statute. Although a
school district possesses corporate eapacity. it does not, as a general rule, fall
within the definition of a municipal corporation. : .

. The fact having been establighed that education is a State and not a municipal
* function, it is being recognized moré and more throughout the country that the
-eflicient administration of city schools demands that hoards of education he
'zl\',on full copgrol over the educational, business, and finnneial affnirs of the
school system, that the city boards of education should he entirel¥ independent
of&ull other branches of( city government. - . Qe

l*tctlmilly all students of city school adniinistration Aadvoeate the complete
divorcement of the scleools from x'nunlclpal control. Dr, E. P, Cubporléy. pro-
fessor 'of education, Leland .Stnnford Junior University, says:* & =

The experience of our American citles indicates clearly the desirability of
removing the tax-determining power for the schools from the control of the city
council and of placing it, within certain legal limits to be.fixed by the legis-
luture, with the school authorities for determination.  If within the legal
lhnits, the rate decided upon shoufd not he subject to review by any city
uuthority. The results have heen uniformly good “in. those cities where such

- ‘Power has been“transferre] to the school nuthorities, und the schools of such

. cities lmve, in geperal, been able to make better progress than in these cities
where the school department still remains a branch of the city government.
The rates frequently are higher than under counch control, as they, usually
should be, but they are not higher than the needs of the schoolg would indicate
-a8 desirable or-the wealth of the people would indlcate as reasofinble. Of al)
money .expended by any department of a municipality, that expended for schools
is probably the most honestly and most intelligently expended. .

Dr. E. C. Moore, when professor of education In, Harvard I'nl\'erslt){\s jid:*

- The city government exists not to do everything that must be done, biit to

perform those functions only which are peculinr to itself und can not e per-

formed by any other agency so well s by its own torporate officials. Con-

- ducting the courts is one function which it can not perform so well as the

State can, making general laws is another, and conducting the public schools

is u third. To intrust all these responsibilities to one body of city officials

would create a disposition which would be as liurmful to the cltizens them-

felves as to their nelghhors who dwell outside their Hmits, but whose interests

in these things are in comimon with theirs, Effective government must_be a

syrtem of checks and balances and the vesting of one bady of officials with more

« responsibiiity, * » s+ . : .

If it is said that all the tax levied hﬁ one locplity should be levied by one

local taxing bhody, In this case by the wunléipnl authorities, this, too, ix not

sound.” Taxes are levied, and must he l#’\'iﬁt‘ a8 long a8 governments within

governnients exist, by eaclh government for its own purposes. The complete

unification of taxation in the hands of one local body of officials would require, .

the complete withdrawal of the municipality from the State and the Nation, .

. 'The right to tax belongs not 0 the city but to the State, and to the city only

- a8 delegated to it by 4he State. The needed-unification of taxatlon and securlty

... aguinst unjust taxation must be had frorg the legislature, ‘ For, a8 Chief. Justice

g Marshall -hag sald, - The interest, wisdom, and justice of the representative

" body and its relailon to its constituents furnish the only security where ¢here

is o express contract agnifist unjust and excessive taxation; as well as against

unwise legislation generally.”

Vi
]

.. 8Vol. 25, p, 31,
;. ¥ Cubberlgy,.
Ay ’
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No principle of either law ér sound taxntlon is violated in those thtes in

which. the legislatures delegate to boards of education the duty of determyning
the anownt of money required for public-school purposes and then of levying
it. Such an arrangemnent is made In order to give effect to the State law, which
safeguards public education by making it'a State function and so removing it,
a8 the court has said, fromn the mismanagement and the taint of local municl-

pal politics, and such an arrangement Is necessary if it is fo be in fact as well. 1

as in theory set free from bondage by local maladinfRistration. 'l‘he .8chool
system which, must go to the city hall for its appropriations of money’ to' run
tire schools will inevitably find its.schools conducted by the city hall, even
though the laws expressly state that the control and administration of all
school affairs Is vested in a doard of education, which is a State body created
and empowered to conduct the schools and to keep their interests separate from
all other municipal interests and business, Such a scheme of school adminis-

tration defeats the very purpose for which it was created, for the separstion’

of conflicting Interests is not complete enough to he the real separation which
is desired, and city hall officials, 4ike loxe, may be depended upon to find 3 way
to subvert it.

The right to levy a tax for school purposes is delegated to the local «fficers
by the State. The whole question is, Will the State serve its schools and the
people better by delegating this responsibility to the city.hall officials or to-the

hoard of educntlon" As to the right answer there cun b¢ no question.
. /
When Dr., Thomns E. Finegan, now State superintendent of public instruction

in l’enns)lvmnu, was assistunt commissioner of education of the State of New

York, he sald in regarg to the practice of utilizing clt) officials ih the administra. .
- tion of the city schools:

The policy of utilizing clty ofticials in the mhn.nlstrntlon of the work of the.
schools and of conforrlug upun thew the power to determine appropriations and
control budgets has given to the common council, the bourd of estim and
apportionment, or other similar bodies in many of the cities of the country
greuter influence over the management and control of the sechools than have
the bhoard of education und the superintendeNt @ schools, ln wany cases city

officials not legally associated with the schools and in no way responsible for .

their management have usurped the functions of - the legully chosen school
ofllcers. This plan means a division of responsibility in school administration
which results in a delay in providing necessary school buildings and other im-

provements, and is to the distinct “detrlment of the children's interests, The .

authority exerted ‘through thls source has often resulted in influential citi-
zens and political organlzations exerclsing the power of appointing teachers, of
increasing the salaries of those in whom they were interested without reference
to their fitness or worth, and of exerclring other functions in the administra-
tion of the sRehools whlch the generally accepted policy of school management
required school officers to perform. This I8 one.of the weakest points in” our
public-school  system. - -The leaders of educationas thought in this country
should strike a.declsive blow at this evll. should lead in the fight for com-

- plete freedom of the schools, for the complete independence of those legally

charged with their management, and for the universal recognition of the gﬂnclple
that the schools are institutions dedicated to the service of the people, and that
no power or influence shall be permitted to impair their usefulness or efficiency.

Of the 222 superintendents reporting In cities where the board of education
must refer its estimates to some other body, 94 advocate a board of education
entirely lndepondent of any other body.

. Last year the budget estimates were reduced in 72 of the 222 cltles in which
" the schivol board fust consult some other body regarding the amount of school
_funds. In 47 of these the reducuon was made by the c.ty council, in11 by .the
‘board of eatlmate. and in 14 ‘by -the county officlals. ‘In none of the cities where .

the estimates are referred directly to the pevple wus there any reduction of

‘the amount réquested,

It is evident that where boards of education levy their own tayes me schooly

need not be handlcapped for mmt of fundn. provided, of course, that the maxi-
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mum rate permitted by law is sufficiently high to cover all cases, The claim

that two taxing bodies in the same city make takes unduly high has seldom
been Justifiel In fact, and even In these cuges the high tax rate was not

. due to the schools but to some city departmeht. It a_board of education is

required to submit an estimate to the ¢ity council or some other body, often

- entireW fzmorant of school conditions, it may be hampered for want of funus.

It at least can not plan far abexd. )

This is the cuse In several States where the school board must look to another
body for its funds. ‘The school survey commission of th} State of Alabama
says, In regard to the city school situntion in fhat State:® S

There i3 absolutely not one dollnr which the eity board of. ‘eduention may
count upon as available for running its schools without first appeuling to some

. other officlal body. The city school board recefves from State and county schooj

funds only such _amount as the county boards see fit or deem wise to give.

"Before they can use the general city fund they must ask for and obtadn it from

the city commissioners. The special c{ty 8chool tax can not be levied unless
the county has atrendy taxed itself 3 mills for school purposes, and not in excess

of the rate levied by the county.” Even then the county bourd of revenue must’

be asked to call thig election. ) . .
Thix situntion makes it absolutely impossible for a city school board to con-

~duct its affalrs in a really systematic or bhusinesstike way. No individual eun

properly plan his expenditures or business tirm operate its \buniness intelti-
gently without some fdea of its probable revenues, The only * n which it
18 possible to couduct a- business suceesstully 18 to have g budget availuble for
expenditure and then to expend it In the best and most systematie mgtiner
possible.  One can not plan any expenditure Intelligently without having at
least <ome fdga as to his income ; yet this is exactly what ¢lty school boards In
Alabama, under present conditlons, ure required to undertake. : N

All those favoring a hoard of educution Indepgndent of the eity council would
establish a rate of taxation which a school bpard may not exeeed, but thiy

. would make it sufficlently high so that those citles In which property is gxsessed

at only one-fourth of its value may have suflicient fundg for schéol purposes.
The maximum. rate should be at léast 20 mills or $3 on the $100. This mny

© seem high, which it 18 if property Is assessed at full value, but in some cities

property I8 assessed at ghout one-fourth its value; so the rate would he only
8 miils, or 50 cents on the $100 of real value. .

© A few students of municipal government have predicted that under the com-
misgion form of government the schools will be administered by the commission
Instead of by a board of educntion, Thus far there has bovn(_r‘m decided
movernent in this directlon. There are n few Seattered Insthmces of the control
of the schools by the city commission, but the results have not been outstanding
enough to convince anyone that thiy method of administration Is an Improve-

- ment. The plan thus far proving most efliclent 1s that of having a bonrd of

education independent of city officinl dominatlon,

.

BOARD - MEETINGS,

Most school boards mtl'\e smaller cities have one regular meeting each month,

" which is often enough for the transactlon of ordinary business. There are

some sc_libbl_bonr«ls. however, that buve no regular tine for meeting and, as
& consequence meet rather infrequently and not often enough to keep !nfdrmed

" In regard to. the progress and needs of the schools. There should be a statéd
. time for meeting each mogth, as the first Monduy at 7 p. m., or some other
7 definite time convenlent for all board members. . ' ’ -

*U. 8. Bu. of l'f‘tin_c. Bul,, 1919, No, 41, An'EducM)qnn[ MAtudy of Alabama, P. 260, - s
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At certaln times, ag when ph'ms for the erection of buildings or other things
of special Importance requiring tmuediate attentton are being considered, it
is necessury for a hoard to meet oftener thun once a month.

As a rule school-board meetings may be atfended by uny citizen or by repre-
sontatives of the press. Closed sessions do not meet with much- favor. There
mny be times, however, when all discussion regurding certnln matters should -
he In“executive session.  If, for instance, cuses of discipline of puplils reach the
hoard, the discussion should not be mnde public, but oply the inal action. I€-

' the hoard wishes to dicuss with the superintendent the advisability of not re-
t-mploylng a teacher, it is only falr to the teacher that what is sald about
Ther work should not be said in public, -

In some cities tardiness and irregnlar attendance of bonrd members often
handicap the work of* the school board, Tardiness. of severul .members may
prevént u beard from beginning business until 1 half hour after the time set
for meeting. Bogrd members who are frregular in attendance wiss fmportant
ites of business and lose interest in the affairs of the bourd. W hen a board
Is eritie ized for certain legislation a bonrd member cun not well hide behind
the excuse that he wus not*preseit, though this excuse is sometimes offered.

. Indewd; .some board members absent themseives when they do not wish to go on
record as voting for of'agninst a measure.  Such offie Iulq‘nr« not interested
in the schools and .'m- only making wxe of them for personal or political
purposes, . . 3

ORGANIZATION OF SCHOOL BOARD,

“

5 . .

+ Most school lmnnl/ormmiznticms' consist of several standing cammittees and
the officers, president, secretary, and treasurer, ..
- The president.—The successful working of n school bonrd depends to a very
great extent upon jts president, who sffould be a wan or a woman capahble of

o presiding over a deliberntive hody. In those cltiex*where the schoul board con-

duets {ta husiness with dispateh the president knows and applies the ordfmiry
ruies of purliamentary prm-edurv. Many boards waste time heenuse the presi-
dent falls to enforce even the simplest of parliamentary. rules, permitting
wembers to tw’unk at any thae and upon snbjeots not before the board: An
order of busihess should be adopted, from whhh there should be no dewh\tlon .
except for good renson, -

‘Fhe president of the board i8 in most enses elected by the board ltself, /In
some cisies the president I8 elected by the’ )unplo Tauo often the president of
the board ‘of e«luunllon is congtdered having tlu‘(tlons that he ‘does not have.
Not infrquently’ mwhom parents, and others appenl to the bhoard president,
who legnlly has no more right to make decisions than any other member. His
chlef function is to preside at board meetings undl to sign such papers as he

. may be authorized to sign. It is too true, however, thut some presldems of
school boards attempt to run the schools by virtue of belyg president of the
board. Some board presidents even encourage visits from teuchers-and parents

wlth grievances which he himself attempts to settie. Recen"ly the writer

“was In the office of g superintendent who war discussing & matter with a parent.

Just then.the president of the bosrd came in, and after listening for a ‘Moment .

to the conversation between the superintendent and parent, he began to talk,
and soon the superintendent dropped ont of the conversation, letting - the presf-
dent of the board settle the question at issue. No doubt the superintendesnt
was weak, but it was the theory in thit city that the president of the board:

-was the. most lmportant man In the school system, so that there wab nothing

for the mperlntendent to'do but let the president of the board settle.the matter,.

: The nooner bonrd- of educatloﬁ nnd the publle in- general recoxnlze ‘the. fact:
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that the school board president Is not an executive ofticer .of the bourd, that
he is slmply a presiding officer with no more authority than any other bourd
niember, the sooner will there be fewer tungles in school administration, '
lndee:}l',tlie‘questlon nay be asked whether it is necessary to elect a member
of the 00l board -president? If not, who could be made president of the
board? Thiesen * asks, why not have the superintendent of schools, who i the
chief executive officer employed to execute the policles of the board, perform
the duties usually assigned a president? This may seem radical, but in busi.
ness corporations the chief executive officer is often the president of the bourd
of directors, Thiesen says that in his study ‘of the city superintendent’ and
the board of education he found nothing that would suggest that an organiza-
tion whereby the superintendent as chief executive could not il the position
. of president of the hoard of education, in addition to bis ordinary duties. If
such an arrangement is feasible. the superintendent of §vhools would act merely’
as preslding officer and with power to sign ‘such papers as, !he board might
" authorize. He should, however, have no vote, o
" Whether such plgn is feasible in school administration will have to be proved
. by trial in a few es. The purpose here is merely to call attention to wha
may be poasible Iih the organization of boards of eduaation. [ .
~ 7 gecretary or clerk—In 256, or 49.6 per cent, of 518 cities reporting, the gec-
retary or clerk of the, school board is a member n\f the board, while in 105 cities
the superintendent of schools serves as.secretary, in 44 the superintendent's
clerk, and in 111 some-pefson not connected with the school system. The tend-
ency scems to.be to employ as secretary ‘some one not a member of the hoard.
" Though the data are not entirely comparable, information collected In 1015
shows that in 62.5 per cent of the school boards In 1.277 cities reporting at that .
time the secretary of the bourd was a memher of the board, whlile in 1821 in .
only 49.8 per cent of the school hoards in the 516 cities reporting Is the sec-
retary a nffuber of the board. In 1915 the superintendent of schools was sec-
retary in 9.3 per cent of the cities reporting, and in 1921 in 20.4 v in 1015 so
few places reported that the superintendent's clerk’ was secretary of the board
that the number was added to that of outside pessons, muking 28.1 per gent
of outside persons employed as secretary.

Some school hourds in the smaller citles, especially In those of 10,000 or
more population. renlizing the vast amount of work there Is for a school bonrd,” -
secretary, employ some one to give all his time to the work, which he cun do

. with profit to the school system. His dutles consist_n’t\t nmerely of recording
transactions, but of acting as business agent working under the direction of
the superintendent.  Where this plan Is in operation, one person, the super-
intendent, is held responsibie for carrying out the orders of the hoard relsit--

- Ing to business matters, instead of a half dozen committees. ¥ In several cities
of hout "25.000 population a great saving has been effecte by . establikhing -
a business office, with the secretary of the board An charge. Under.this Man L4
the: board must have all business matters pn'ss through the secretary's® office. .

- mo matter how insignificant. If there is no business director, a committee or
even a board memher may order such supplies us are thought necessary with-
out any considerationsof what funds are available or whether t&e material is
puichased at the lowest price possible. \

b . The president of one schiool board says that before adopting the plan of

employing a full-time secretary as business manager a school board member .

would order what he pleased, with the resuit that the bills exceeded the funds
now po one 1s permitted to order anything except through the secretary's office,

% /% Thelsen, ** The -city "superintendent and the board of education.”
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~ In most of the smaller cities, crpectally in those of less than 15,000 popula- |
tion, the superintendent’s clerk could well be made the secretary of the board
if the superintendent is provided with a clerk as he should be. If he is not, a
slight addition to the salary paid the secretary of the board would employ a
capable young woman to act as secretary for both the superintendent and the 3
board. Most superintendents, where this plan has been tried, pronounce it
much better than that of having a member of the board' as secretary. The

( following is a typical reply to the question, “ What is the advantage of making
‘ the superintendent’s clerk the secretary of -tire school board?" 21

-The superintendent becomes the executive head of the school system in the
full <ense of the word, both in respect to professional and business matters. R
« In fact, he really hecomes a sort of general manager with a threefold function—
supervisor of {nstruction, ‘inspector, and business manager. Under proper con- ~
ditions, this in nowise Interferes with the prerogatives of the school board, but
it doex climinate the assumed prerogntives of individual members of the board.

* The superintendent must get his authority from the bourd as a whole or from
committees to whom definite duties fre assigned. . ¢
Insteud of our secretary being a school-board’ member wlose private duties

make it necessary for him to consider his secrtarydhip a side ibsue, we employ

a man who gives all of his attention to our busiess. As a consequence the

husiness phase of the administration of. the schools is * up to the minute,” and

professional matters are ot sidetrackgd on account of the slowness of the de-

partment. . o . - o o
Because of better organization and closer correlution bhetween the business

and professional departinents, we are able to keep a cost system the:advantage

of 'which it would be dificult to overestimate. :
The present arrangement results in an-actudl financial gain to the school
district. The salary of one school secretary is less than the combhined saldries

. formerly pald to the -superintendent's clerk and the school-board secretary.- In

uddition to. this, money is saved because of ‘more efficient management of mate-
*

rial and financial affairs. .

+ Another superlntendmt'. replying to the same questicha%ays: . ,

3 I think that the advantages of making the superinténdent's secretary: the
* school board’s secretafy hre many. It places the responsibility for atl the work
officially, It lessens red tape matorially in that apything that demands imme-
diate attention of the. secretary of the board may now be had, while under the
plan of havifdg @ member of the board serve as secretary for the board it was
often necessary to.go to the secretary’s homg for much mecessary data. One
advantage is that all records, minutes, efpftelditures. cashbooks. check books,
ete., are now in the superintendent’s office, where they may be had at a mo-
ment's notice. Board members now have & better Insight into the books and’
workings of the board, since they do not hesitate to examine the books when
left in the superintendent’s office as public property. . ’ )
Among the different duties generally assigneft to the- recrétary are that he
shall be custodian of records and all written documents belonging to the school .
district; that he shall keep a correct account with the tax collector or city
council, give a statement of tax accounts and of finances of school district at
each regular hoard meeting; make an annual repert of business transactions
to the city council or town meefing. or to the public through the press; prepare
and forward the annual report.of the district to the State superintendent of pub-
1lic fnstriction; ,prepare and sign orders on the treasurer for payment of bills.
approved by the hoard; pay ‘the teachers their salartes; have. general supei-
vislan of all business matters; attest in writing the execution of ali deeds, etc, .
that must be executed by the board ; take inventory annually of all school prop-
-erty ; act as custodian of supplies, keep records of proceedings, and keep financial’
accounts, o A
Thg treasurer.—In only a few cities is the treasurer a member of the school,

. d 4

" boarl. ;In many instances, especialiy in those citles where the school funds are

- . \
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26 . ADMINISTRATION OF SCHOOLS IN SMALLER CITIES, !

approprinted from the city funds, there 1s no fchool trensurer, tlie city treasurer
being eustodinn of all the city fwirds.  In citiex where the school board I8 jnde
pendent of the city officials the honrds often select_some bank or trust company
as treasurer, which®is much better than the Plun of elecitng some individual
board member, .

('immn!‘Ht«.-s.-—’l'hongh the tendeney i toward fewer commitives, many bhonrds
of education are still overburdenol with nseless committees.  Sometimes there,
are as many us there gare board members, each menmber holding o chairmanship,
The following tnble gives the nunier of school bonrds having commitiees of
various xizes: e
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Among the many diffdrent committees .r«lmrfml are: Finange, buildings,
teachers, auditing, visithn, texthooks and supplies, «-nmplnims('g:nitnr. sani-
tation, prmno(lbn. nanual training, high school, diseipline, athletics, medienl
Insneo(lon. vocationn) t:'lm'ntiun. courses of /«imly. Clearly the funetions of,
‘most of these committees, as those on promotion, manual trainlng, conrses ‘of -
study. and diseipline, duplieate the function of the superintendent, principnis,
or teachers, ! L '

In general a board of oduention needs no committees, If the snperinfendent
is given the power he should huye in the preparation of the school budgef] in
the selection of tenchers, tn fhe selection of texsthooks, in the preparation of
courses of study, in the promotion® of pupils, and in other business and pro-
fessional matters-he does not peed the assistance of a committee, He should
formulate hix recommendations and present them to the school bonrd for aré!
proval or rejection, since it enn diseusy and pass upoen the recommendation of
the superintendef® ns well nx can n committee of three, the uaual size of stand-
-ing committees, When the work is done hy committees there is usually hut
little- digcussion by the entire honrd; rome of the members may he nImast
entirely ignorant of what the others are dolng.  Each member should give
his serious attention to every recommendatlon presented for mnmlrlun.
This 18 not the ease in most cities where work 1 parceled out to committees,
Often a committee is nothing hut the numthpiv-e of the president of the boarg
who appoints 1t ' T >

Practicaily every rehool arvey ﬂmt treatg of the mmn}mro system, and every
study of city <chool administration, points out the needd of few, or even.of no,
lt?undlng'commlttges. nd recommends that' where there are committees the
board as a whole study and discuss the reports of the cominittees. For ¢x- -

ample, the Janesville/'Wis., school siirvey staff says:

With a small bfard there s little need of standing committees, The present
hoard is to he comniended for hnvln{ reduced the number of these. Too often
committees undertake work.wliich should he left to the professional Judgment
of -those whom the board employs to manage its school system, *
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. . THE SUPERINTENDENT. - .27

Dr. Frank W, Ballou, superintendent of. schools, Washington, D. C., after
an investigation in 72 cities concluded as follows régarding committees :

The few members of n standing committee play altogether too large a part
in the decisions of the bhoard, as shown by the fact that (1) niore than 80
per cent of the committees are minority committees, and (2) the reports of
committees, whether large or small, through necessity are seldom discussed
by the whole board. ;

The committee organization permits the exercise of perniclons influences,
hectmse (1) of the prevalling method of appointment of members hy the presi-
dent of the hoard because (2) of 1ts closed meetings and because (3) it is ensfer
to deal unserupulously with a small committee than it is with a whole hoard,

The commiittee system violates four principles of effective administration. as
follows: (1) The duties of ench committee cun not be clearly defined, because
the funetions of committees overlap, due to the fact that committees are usually
organized according to no known principle of organization. (2) This makes
it impossible to fix the respunaibility of each committee, because no one knows
Just what its duties are. (3) The absence of any well-defined responsibilities

. Inukes 1t impossible to hold the committee responsible for its acts. (4) The

committee system tends to confuse lay control with professional and executive
manugement, heenuse the prevailing practice is to refer the discharge of execu-
tive functions to committees of the bhonird ruther than to the board's professional
executives. For these rensons the practice of boards of education of organizing
into standing ecommittees for the trunsaction of their business must be -con-
demned. . . 0 . i .

" If {here ‘are committees they ,should' present facta for the consideration of
the entire honrd, but in only 120 of the 371 cities whose hoards of education have
committee orgunization are facts only presented; in 138" specific Fecommenda-
tions are made ; and in 113 others sumetimes facts nnd sometimes specific recom-
mendations are made. In 300 cities the committecs are sometimes given power
to aet. This should never be. Committees shold not pass upon matters to he
luter rubber stamped by the bonrsl; neither should any committee attempt to’
earry out policies, The executive officer of the school board_should do this )
himself or delegate some one of his assistants to do so. The ruperintendent:

6f schools should attend all committee meetings, but 200 of the 516 superin-

tendeiits reporting do not, . .

THE SUPERINTENDENT.

The most important’ office is that of superintendent of schqols. If a good
“*superintendent 1s elected, and if the board delegates to him the management of
the schools, there should be but little cause for complaint from.those who
"belleve that:the schools should be.managed in the interests of the children,
The position is lmportant because the superintendent {s the officer who carries
out the wirhes of the board; he not only carries out their wishes hut submits,
plans for the manngement of the schools for the board's consideration,

. RELATIONS, .

¢

'i'he relation of a school board to its superintendent does not differ materially

* from the rution that a board of bank directors sustains to the cashler or the’

presideat of a bank, or that a board of directors of any private cofporation
‘sustains to the auperl'nteqdént it employs. - The stockholders in a private cor-
poration elect@ board of directors to look after their fnterests in -the conduict of -
" the enterprize. These directors know but liftle about the technical details of
the business they are empowered to';',._dminlater. Few; if any, could do' the
work of one of the clerks or niecm‘pgc%._ much less supervise it; so they employ a -

e eye—
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superintendent to do this and hold him -responsible for reanlts. If he can not
conduct the husiness so as to declare dividends, he must show why he can not.
The superintendent heing the executive officer of the board all supervisors,
principals, teachers, and others should report to the bonrd through the superin-
tendent, also through the proper administrative channels 80 that tl.mrq. may,
be no * crossing of wires.” The superintendent should not igmore the supervisors
or principals when he gives instructions to. the teachers, hut should communi-
cate with them through the supervisors or principals. The proper relutions
"« in a small city school systemn may he granllcnuy represented as follows ’

' A I People | ' .
L ) o

[ Boerd of raucation |

liupe_rvisorl

l_Janlton

l Att. Oofficer

The people elect sc¢hool-5oar members to serve their interests, but the aver- .

age school-board member, like the avernge member of a bonrd of directors of
“a privage corporation, knows nothing of the technical aspect of the work; yot
It somethines happens that school boards or individual members of the hoard
attempt to do the things they are paying the superintendent to do,

In the business world many cases of failure are due largely to the fact that )
the board of managers attempts to dictate in regard to matters of which. it is
entirely ignorant. Corporations have failed because the board of directors made
its superintendent a figurehead. In brief, no board of directors, whether of a
public or a private corporation, should attempt to.do*the work it is paying an
expert to do. o L ’ : .

POWERS AND DUTIES. : *

The powers and dutles of clty school superintendents should be similar to
those of the superintendent employed by the directors of a private corporation,
but often he is considered merely a teacher, this idea baving arisen when the
superintendent was nothing .more than a head teacher to look after discipline
and other detalls around the school bulldings, This idea still prevails in some
few of the smaller cities, but the superintendent’s powers and responsibilitiex ,
have been and are being much enlarged by school boards themselves, and by
. ' ‘State.laws regarding the duties of school. supérintendents, ‘though the-laws

"
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are usunlly inadequate. The following ‘is a summary of the powers and duties
as prescribed by the general laws of the States that define the powers and
duties of the eity school superintendent:

Alahama.—The city superintendent of schools shall he the chief executive
ofticer of the city board of cducation, and shall see that the laws relating to
the schools and the rules and regulations of the city board of educatlon are
carrisd into effect. ’

‘The ‘city superintendent of schools shall explain the true ictent.and meaning
of the school laws, and of the rules and regulations of the city hoards of
education, and of the State board of education subject to the provisions of
this act. He shall decide, without™ expense to the parties concerned, all
controversies and dlsputes involving the rules and regulations of the city
bvard of education, and the proper adminlstration of the public schools. He
shall have authority to administer onaths and to examine under oath witnesses
in any matter pertaining to the public schools of the city, and to cause the
examination to be reduced to writing. Any person who having been sworn or
aflirmed by hlm to tell the truth, and who wilifully gives false testimony,
shall be guilty of perjury and*shall be punished accordingly. - .

The city superintendent of schools, subject to the provisions of ‘this act;shall
recommend for approval and adoption by the city. board of education the
kind, grade, and location of schools to be established and maintained.
¢ superintendent of schools, subject to the provisions of this-act, shall
nd for approval-and adoption by the city board of education policies
to promote the educational Interests of the tity and rules und regula-
tiong fpr the conduct of the schools, .

The( city superintendent of schools shall snominate all employees of the
hoard,\and all persons so nominated for teachfpg or supervising positions shall
hold certiticates issued by the State board of educution. .

The city superintendent of schools, subject to the regulations from time to
time of the city board of education and in accordance with the provisions of
thls act, shall"outline a building program adequate to meet the needs of: the
schgols inthe city, and shall submit the same for approval and adoption by the
city bourd of education: '

The city superintendent of schools shall. recommend to the city board of
education for condemnatfon school buildings which are insanitary and unfit
for use. _He shall recommend all repairs, purchase of playgrounds, school
grounds, school sites, and buildings, or the sale éf the same, and shall prepare,
or caure to be prepared, afl plans and specifications for the remodeling of old
buildings and the construction of new buildings. He shall récommend in his
discretion to the board of education an architect or architects & assist in
the preparation of plans and specifications for remodeling old sbuildings, for
the, construction of new buildings, and shall supervise such remodellng and
construction.  He <hall approve In writing all contracts of whatever kind
entered into by the city board of educatlion. .

The city superintendent of schools, subject to the provisions of this act, shall
prepare rules and regulutions for grading and standardizing the public schools,
and shall recommend the same for-approval by the city board of education.

The city superintendent of schools, subject to the provisions of this act, shall
prepare courseg of study for the schools of the city, and shall submit the same
for approval and adoption by the city board of education. Printed coples of the
courses of study shall be supplled every teacher and every Interested citizen of
the city or town. The city superintendent of schools shall nominate in writing
for appointment by the city board of education, all principals, teachers, super-
visors, attendance officers, Janitors, and all other regular employees of the honrd,
and shall assign to them thelir positions, transfer them as the needs of the schools
require, recommend them for promotion, suspend them for canse, and recommend -
them for dismissal. . :

The city superintendent of schools, subject to the provisions of this act, shall
organize institutes for teachers and for citizens. He shdll organize and direct
the reading clrcle work, advise teachers as to further study and professional
reading, and assist parents and teachers in acquirfng knowledge of the aims and
work of the schools. ]

The city superintendent of schools shall visit the schools, observe the mungge-
ment and instruction, and.give suggestions for the improvement of the same. “He
shajl advise with princﬂpals und teachers, and shall endeavor in every way to ,
promote public interest and improve educational condjtlons, SO R
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The ,(;lty superintendent of schools, fubject to the provigions of this act, chail’

prepare

ance officers, junitors, and.other rexular employees shall ninke such reports as

- shall be

education, . )
The clty superintendent of schools, subject to the provisions of this act, shall

prepure

submit the same for approval and adoption by tlie clty hoard of eduention. e

shull In
ment of

'l'lu; clty superintendent of schools shail direet the lnklm:' of the Iviénnl:al
- .census provided for in article § of this act. He shall cnuse the census to be

* . oretaken

eduention.  The city superintendent of schools shail reguire the enumerators to
nmke thelr report to him not later than August 10, followlng the dute of tnking
the census,und on or hefore (he 15th day of August following the clty superin.

tendent
ent of et
office,

more at
the city

attendance set out In article 15 of this act are enforeed, .
The city superintendent of sehaols shall prepare, or cange to he prepared, and
submit to the city hoard of education for adoption alt reports required by the

State

#he ¢
* the ity
oflice of

of the ¢
The city superintendent of sehools shail perform sueh other duties ug gre
assigned to him elsewhere In this chapter or may be assigned. to him i aecord-
ance with law. S o : s °°
California.- ~The superintendent of schools In every eity sehonl bt pejet Tov.
rned by a city bonrd of education and employing 70 or more tenchers must holl® -

at leaxt

vinit enc

oftener

principn

conform

The city superintendent of sehools shal) recommend the employment of one or

sthimit to the clty board of education & schoul report as provided in article 8 of
. thik aet. ‘

work permits, ~ .
Idaho—The superintendent shall he the executive officer of the bourd, with

such powets and duties as they may preseribt, together with such.powers and

duties as are now or may hereafter be preseribed by the liws of the State,
Indiana.—It shall be the duty of the city, town, and county superintendents to

sonal inspectioe and otherwise make an itemized statement and grading of the
suceess of each teacher under their charge. )

The superintendent shall have the power to appolnt and discharge all prin-

. clpals, supervisors, assistants, and teachers nuthorized by the bonrd subject to

+  the Humitations' in this act stated and shall report to. the board annunliy and

board of school commissioners shal) approve of the appointment of ussistantsx,

the xame. Ile may be required by the hoard to attend any or ult of its meelings
and may take part in the deliberations hut shall not vote, He shail select and
report to the board all charts, maps, textbooks, and apparatus to be nsed in the
schools of suld city except the high schools, normal, and manual training sehools,

the State of Indiana governing schoolhooks. In like manner he xhall report
- to the -board ail texthogks, maps, charts, and apparatus to he used in the high
.. schools,
- -nnd. apparatus shafy have first"been selected by a comniittee conslsting of mxﬁ
- superintendent of schools, the principal of the high schools, the principal of the
. hormal school, the pribeipal.of the manual trainfug #chool, and the hend of ench
department in which such mapa, charts, texthooks, or npparatus is to he ysed,
 -Kansas.—In citles of the first and second. class, the siperintendent shall
.. have: charge und control of the public

- 7
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forms and blanks upon which principals. tenchers, supervisors, attend.
required and shall submit the sune for approval to the city board of
the annunl schonl bhudgwt provided for In article R of this act, and shall
every way soek to secure adequate funds for the support and lh~\'v|0p~

the schools,

In whole or 1 part when directed to o so hy the Stute superintenident, of

of schools shull muke his report of suchi census to the county superingend.
lucation. He shall retuin a duplicate of the snime for the fles in bis owy

tendance officers. subject to the provisions of this nct, and the rules of
hoard of eduention, and ‘shall see to it that the provisions: for sl

mrd of education, and he shall brepure, or cause (o he prepared, and

ity superintendent of schonls, acting under the rules and regulatlons of
hoard of education. siull be responsible for. thewmdmin‘steation of the
superintendent of schools, und he shall see that all regular appointees
ity bhoard of #ducation devote their eutire thne to thelr dutles,

ané teachers' institute in ench year. lHe shall have authority to jsspe
*h year the teachers under their charge and supervision, and from per-

It required as to all matters under his supervision: Provided, That the

I8, supervisors, and_tenchers unless four of Kuch members disipprove of

ing, however, sn far as may he to the pravisions of the general law of

normal, agd ‘manual training ‘schools, which charts, maps, ‘texthooks,

8chouls. of the clty, subject to_the orders,
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- THE. SUPERINTENDENT.,, - . 81
rules, rezulatlons, and hy-laws of the hoard, He shall be chalrman of the
‘exnmining commniittee, . ’ o .
. Kentueky—In eitios of, the first and secomnd clusw the board of education may,
on_the pomination of the superintendent of schools, appeint as many assistant .
superintendents ns it mayedeem necessary, whose compenmution shall be fixed
by the hoard, nnd who may be removed by the superinténdent with the ap-
proval of the hoard, The siperintendent of schools ghall qualify by eteking
the onth -preseribed by Iaw, He shnll have general Rupervision, i-upjoct. to
the #ontrol of the'board. of the course of instruction, discipline, and conduct of
the sehools! texthooks, and stdies: and all appointments, promotlons; and trans-
fers of teuchers and trunnt officers, nnd introduction and change of textbooks
apd apparntus shall be made only upon the pecommendation of the superin-
tendent and-the approval of the hoanl,  The superintendent shall hyve power
to snspend any tegeher or truant oflicop for cause iteemed by him suflicient,
aned the honrd of eduention shall tnke such action upan the restoration or
removal of such jwrson ax It way deem proper.  All appolntments and promo..
tlons of tenchers shall be made upon the basis of merit, to be ascertained
as far nx practieable, in cases of appointmmests, hy examination, and in cares
of promotlon, by the length and character of «ervice, - Examination for ap-
polntwent <hall be conducted by the superitengont in' nccordance with the
State Inw for the certification of tenchers, and unde* such regulations us may
e mnde by the board, - . :
. The superintendent of schools shall devote himself exclusively to the dutles
of his office, and shanll have power to nppoint clerks, whose number and sala-
ries shall be fixed by the bonrd, fnd shall have power to remove the same;
shull exercige a general supervision over the schools of the city, examine their
conditlon and progress, and sfmh keep himself informed as to the progress
of edueation in other citfes. He shall advise himself of the nced of the exten.
sion of the school system of the city, shall make reports from time to time as
may e fixed by the rui 8 or directed by the board, and shal] ne resihnsible to
the hoard for ‘the condition of the instruction und discipline of the schoots.
The term * tenchers * us used herein shall include supervyisors, .upervising prin.
cipnls, and principals, : . : '
Massacluxett«—The superintendent shall, under the directlm of the schoal
committee, have the care and supervision of the public schodls, and shall be
the executive ofticer of the gchool committee. He shall assist the school com-
mittee in Keeping its records and accounts and In making sucy reports as are
required by law.  He shall recommend teachers to the school committee, and
shall nlso recommend texthooks and courses of study to the school committee, -
Michiyan.—In all vilinges and citles.organized as graded-sel ool districts the
bonrd of eduention must employ a superintendent who shall hs ve the following
dutles: (a) To recommend In writng all teachers negessary for the schools,
and to suspend any tencher for cause until the board of cducation, or a com-
wlttee of such board, may consider such suspension ;, (D) to classify and: control
the promotion of puplls; (¢) to recommend tg the board the hest ntethods of

- arranging the courses of study and the proper texthooks to be used; (d) to

mnke reports in weiting to the board of education and to the superintendent of
publlic instruction nunually, or oftener {f required, In regard to .all matters, .
pertaining to the educational interests of the district; (e) to supervise and

. direct the work of the teachers; (f) to assist the honrd in all mattérs per-

tnining to the general welfare of the school and to perform such other duties
as thé honrd may determine. . .
Montana.—The superintendent shall have aupervision of the schools of the
district, under the -supervision of the bonrd of trustees. He shall be the ex-
ccutive ofiicer of the board and shall perform such duties as the.board of
truxtees may prescribe. . K ) : -
Now Jersey—The superintendent of schools shall, when required - by the.
hoard of education, devote himsblg exclusively to the dutles of ‘his office: He
rhall have general supervision over the sclools of the_ district and shall examine. .
fato their conditions and progress, and report thezeoh from time to time as di- -
rected by the board of education. ~ He shall have such other powers and perform
such other duties as may be prescribed by sald board. He may appoint and
remove clerks in his ¢ffice, but the number and saluries of such clerks. shall
be_determined by sald board. Said superjntendent shnll render annually,. on "
or’before the 1st.day of August, to the commissioner of education, and in the'. -
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manner and form prescribedt by him, a report of such matters relating to the
schools under hig supervision as shall be required by rald commissioner of
education, . ’ :

No principal or teacher shall be appointed, transferred, or dismissed. nor the
amount of his or her salary tixed; no school term shall be determined. nor
shall any course of study be adopted or altered, nor textboaks selected, except
by & majority vote of the whole number of meinbers of the hoard of education.

* The superintendent of achovls may, with the approval of the prestdent of the
board of education, suspend any assistant superintendent, principal, or teacher,
and shall forthwlth report such suspension to the board of education, which
board shall take such action for the restoration or removal of such axsistant
superintendent, principal, or teacher as it shall deem proper: Provided, That
such action shall be by a majority vote of all_the members of said honrd.

New York.—The superintendents of achoolstof a city shall possess, subject to
the by-laws of the buard of education, the followlng powers and be charged with .
the following duties:

1. To enforce all provisions of law and rules and regulations relatlng to the -
management of the schools and other educatlonal, social, .and recreational
activities under the direction of the board of educntion: to be the chief execu-
tive officer of guch baard and the educational system ; and ‘to have a seat in the
board of education and the right to speak on all matters before the board, but
not to vote, 2 ) o

2. To prepare the content of each course of study authorized hy the board of
educatlon, but in a city baving n hoard of superintendents the content of each

. of such courses shall be prepured and récommended by the board of superin-
tendents. submitted to the bonrd of edueation for Its approval, and when thus
approved the superintendent or board of superintendents, “ag the cuse may he,
shall cause such course of study to be used In the grades, clusses, and schools
for which they are authorized. -

- 3. To recommend ruitable Mists of textbooks to be used In the schools, but in a
city having a borrd of superintendents such board of superintendents shall rec-
ommend to the bourd of education such lists,

4. To have supervision and direction of assoclate, district, and other superin-
tendents, directors, supervisors, principals, teachers, leeturers, medical Inapec-
tors, nurses, attendunce officers, Janitors, and other persons employed in the
management of thc schools or the other educutional activities of the city author-
ized by this chapter and under the direction and management of the hoard of
education; to transfer teachers from one school to another. or from one grade
of the course of study to another grade in such course, and to réport immediately
such transfers to anld bhonrd for.its consideration and gction, but in a city

*bhaving a board of superimtendents such transfers shall be made upon the recom-
mendation of such board; to report to said board of education violations of
regulations and cases of Insubordination; and to suspend an asrociate, district,
or other superintendent, director, supervisor, expert, principal, tencher, or other

-~ employee until the. next regular meeting of the board when all facts relating to

the case-shall he xgbmitted to the bodrd for its consideration and actlon.

8. To have supervision and direction over the enforcement and ohservance of
the courses of study, the examination and promotion of puplls, and over all
other matters pertaining to playgrounds, medical Inspection, recreation. and
soclal center work, librarles, lectures, and all the. other educational activities
and Intérests under the management, direction, and control of the hoard of edu-

.catlon, hut In g city having a board of superintendents rules and regulations for
the promotion and graduation of pupils shall be made by the board.

8. To issue such licenses-to teachers, pciacipals, directors, and other members
of the teaching and supervising staff as may be required under the regulations
of the board of education in citles In which such board requires Its teachers
“to hold qualifications in addition to or in advance of the minimum qualifi-
catlons required under this chapter. In a city having a board of examiners,
such licenses shall be issued on the recommendation of such board, .

NortR Dakota.—The superintendent of schools shall, subject to the final
authority of the bonrd, supervise. the administration of the course of study,
visit ‘schools, examine classes, and have general supervision of the professional
work of the schools, including the holding of teachers’ meetings and the classi-
fication’ of teachers, The superintendent, from time to time, shall make re-
porta to. the board.of education embodying the récommendations relative. to

, the employment of teachers and Jmitp:l, adoption of textbooks, changes in the
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THE SUPERINTENDENT, 33

course of study. enforcement of discipline, and general school matters, and shall
also make such other reports and perform such other duties as the bourd of
education muy direct” and delegate. :
Ohio.—The superinjendent, subject to the approval and confirmation of the
.board, may appoint all the teachers, and for cause suspend any perzon thus aps
pointed until the board or a committee thereof considers such suspension.  Any
city or exempted village board of education, upon a three-fourths vote of its
full membership, may so etuploy any teacher whom the superintendent refuses
to appoint.. Such superintendent shall visit the schoolg under his charge, direct
und nssiat teachers fo the performance of their duties, classify gnd control the
.- bromotion of pupils, and perform such other duties as the boamnl determines.
P wmust report to the board, anunually, and oftener if required, as to all matters
v er his supervision, and may be required by it to attend any and all of its
weetings,  He 'may tuke part in e dellberations but shall not vote. . :
™4 Pennsylrania.—The superintendent shall hnvé a seat in the board and the
right .to sperk but without vote; he shall see thiat the branches prescribed- by
lnw ‘are taugat ; shall report tn the Stute superintendent, and shall perform such\
other duties as mny be required by the boanl. - ’ -
South Dakota.—The *superintendent, subject to the rules.and regulations of
“the board, ghall have general supervision of th schools of the corporation. ~
Vermont.—The superintendent shall visit . e schools of the town at leant
once each term, and oftener If the board.of school directors so direct, note the
method of instruction and government, inform himself of the progress of the
pupils, ‘and give necessary advice to teachers. He shall, on visiting a schoul,
observe the condition of the schoolhouse, outbuildings. and grounils, nscertaln
it such school is properly supplied with maps, reference books; and apparatug,
and itg pupils with hecessary textbooks, and make such recommendations a)
the board of rchool directors us to the conditions and needs uf the schuol as he
may deem necessury. -
Wisconsim—In all citles except cities of the first clags the superintendent’s
dutles shall be: To exumine and leense teachers; to supervise the administra-
tion of the courses of study ; to huve general snpervision of the professional
work of the schools of the city, including the-holding of teachers' eetings
nd the promotion of puplls; from time to tii-to muke a written report to
he bound of educution or board of school commissioners embodying such reconr-
mendations relative to the employment of teachers, adoption of textbooks,
changes in the course of study, enforcement of (Hscipline, and .such other
matters us said superintendent uniy deem for the best liiteresta and welfare
of the city schools; to muke such otlier reportr and to perform such other duties
a8 the board of cducation way direct and which are not in coufiict with the
provisions of this act, . ’ .

_ Siuce only a few State laws define in more than a generul way the dutles
of clity school superintendents, whutever dutier ure deflnitely assigned himn
must be assigned by the city bourd of education. From a study of the rules
and regulations of 50 of the smaller citles regurding the! duties of the super-
intendent it ia evident that many boards do not consider the superintendent
the person to perform certain dutles. The followlng shows the duties arsigned
by the 50 boards and the nunmer of bonrds requiring each :
. Act as executive officer of the board, 86; have general supervision of in-
struction, 50; recommend teachers, 10; assign and transfer teachers, 12;
recommend dismissal of teachers, 5; keep a record of teachers' work, 20; sus-
pend employees, 12; atteud board meetings, 21 ; miike suggestions to beard for
improvement of schools, 25; suspend pupils, 45; supervise promotion ‘of
- pupils, 35; prepare courses of study, 12; reconmuend ‘tgnbodﬁ.' 8; hold teachers’
meetings, 25; visit schools as. often as possible, 45; keep -informed of achool
conditions elsewhere, 35; make monthly or annual report to school board, 85;
hear complaints of parents, 6; fill temporary vucancles, 20; supervise jan{-’
tonmm' . ’ a ’ .
Though few of the rules and regulations give the ‘superintendent power to
nominate teachers, 483,-or 928 per- cent, of 520 : super|ntendents regorting
nomlnate teachers—228 to  teachers’ committee and 256 directly to the board.
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In 10915 imly 72 per cent of the superintendents reportiug nominated teachers,
The shortage of teachers during the war period caused many school boards
that had not been consulting tlie ‘superintendent regarding the election of
teachers to turn to him to look up teachers. Several superintendents have
reported that the shortage of teachers wus the means ‘of getting the authority
to select the teaching-corps. It is not probable that many of the schoul bonrds
that have thus given the superiutendent authority to nbmlngte teachers will

0y

return to their former plan of not consulting him,

In many of the cities where the superintendent nominates teachers he ix
,p'et‘mltted to visit, at the expense of the board, the schools taught by the appli-
cants, also the normal schools and colleges the applicants are attending, to
Inquire into thelr classroom work and their general qualifications. In several
cities that have built up nrost efficient corps of Instructors the teacher’s qualiti-
cations are first looked into by the prioncipal under whom she is to teach. The

ernclpal then lndicutes, two or three of the most pro'x\nlslng’, from whom the
superintendent makes his selection. By this plan a superintendent does not

select a teacher not agreeable to the principnl for whom she 1sto teach.

Of the 50 rules exaniined, only three detinitely require the superintendent to
select textbooks. In practice, however, 485, or '93.2 per cent, of 520 superin-
tendents reporting recommend the textbooks to ‘be used. In.some instances .
this is done only after a committee composed of principals and teachers has
made a recommendation to the superintendent. . =

One of the rules of most school boards Is that the superintendent chall visit
the schools as often ;as his other dutles will permit, The only other duties
“ that should keep a superintendent trom visiting classrooms #re these: Preparing
for teachers' meetings; visiting schools In other cities; preparing outlines and
courses of study; preparing reports for the school board; answering such cor-
respondence .as. can not be answered by his secretary ; interpreting statistics,
ete., all of"wh_ich require part, but not all, of the superintendent’s time. ' In a
swmall city school system the superintendent-¢an, if he has. clerical assistance,
be out visiting his schools' at least™two-thirds of the time. - One of the com-

" plaints teachers often make against-a superintendent is that he does not visit
their clussrooms often enough to be familiar with their work or be of any
assistance. The best schools In the sinaH cities are those where the superintend-

ent keeps In touch with classroom work and afds his teachers in every pos-
‘sible way. It is true that a superintendent should be more than a teacher of
teachers, but it is-very doubtful whether there are many sinall city schools

that do not require a superintendent to help train the tenchers and to keep
them progressive, even if they have had much professional training,

None of the 50 rules examined require the superintendent to submit a0 an-
nual school budget, vet in practice, 252, or 50 per cent, of 605 superintendents
‘reporting say that they compile the budget for the ‘consideration -of the school
board. The school boards not permitting this expect the supérintendent to he
the educational leader, but fail to see that educatfonal and financial adminis-
tration are so closely bound together that they can not be separated.

There are no specific provisions in any of the 50 rules and regulations which
require the supe_rlt_itendeni to approve or disapprove of an architect's plan for
" bulldings. Though no data were collected, it may be ‘safely asserted that su-
perintendents in, about half of the smaller citles are called upon for sugges-
tions regarding the plans for new buildings, but it 18 doubtful whether many
have authority to approve or to dlsapprove. There would be fewer school bufid-
ings illy adapted for school use if school superintendents—even teachers, jant-
tors, and.others—were consulted more frequently. tegarding certain features
_,’Qt"lehOol bulldings. ' ~ 2
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- expirntion of his term. . 5

_ much grumbling us tliere had been when the rate was low. The superinten

.?1
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DG
A superintendent who performs the duties assigned to him may or may not
be efficient. If he does nothing more than obey the rules laid dowh by a school
board he is a failure, since there are many ¢hings not definitely nssigned just
us essentinl to efliclent management und progress of a school system as those
that are expressed In detinite rules and regulations, .

The following paragruphs treat briefly of some of the duties usually tacitly
assigned by board members_and the community, and some of the character-
istics demanded by a board and communfty of their- superintendent. It is
generally agreed that any superintendent who cun not meet these¢ demands
i unsuited to the position. 2 -

One of the duties of a superintendent is that of keepgng the community
Interested In its schools. The success of any school system has been _found
to depend largely upon public opinion. It is the history of schoals everywhere
that reforms can not be forced upon the people: that they must be educated
to the necessity of having better schools. In many connmunities amply able
to support open-uir classes, kindergarten classes, etc., there are nd such clusses
becaue the taxpuyers do not know the value of these things. Health super-
vision would be introduced into more xchools if the people were made to see

_ the need for it. Some comnunities have been slow 4n Introducing ‘drawing

and manual training work because they are not fnformed aus to its value.
Several years ago a school board introduced the subject of drawing. Many of

" the taxpayers thought it,a useless expenditure to employ a-drawing supervisor,

bnt the superintendeni kept the matter before the people, und when he showed
results all complaint censed. . : - . ' N

In another city some influentidl people had the board discharge the music
teacher on the ground that if parents wanted their children taught music
they should employ a private teacher. Only hard work on the pm“t o_f ithe
superintendent convinced the conmunity of the value of music in the schools.
These are extreme cases, but they fllustrate the necessity for the superintendent
to keep his community informed and interested. : p

In a certain city once poted for,its backward schools, the superintendent
never owge lépkml outside the four walls of his office exvept when he visited
the ‘classrooms, which was seldom, He could ‘not see beyond the .routine. of
office work. He did not run his school: it ran him around a beaten path,
which grew decper each year. When the clock struck 4 he went to his room
to rest after-the dull routine of the duy. Whenever askc&‘llm address a public
meeting he refused, Within a short time he had cut himself off from the life
of -the city. His work ran along -for several years without any advancement
in the schools. PPeople grumbled ubout their school tax, which was low. The
vost per capita .was much below the average per capita cost for small citless
Finally, severul progressive:citizens and one or two sc;uml-boud members be-
gan to inquire into the school system md to look nbout the country to see wimt
other cities of the same size were dolng;:tor the schools. It is needless to say
that the superintendent who had po.t"mﬂzléd with the business and profes-
sional men of the city, who had uof 1den himself with the life of the com-
hunity, who had not ttied to-keep mmls_;!y;Mmed. was dismissed at the

B B O \ .

His successor, by becoming nequa?n'rm with }n;'.:;,'ﬁple. by taking part in the
life of the community, by becoming Identitd_with the achamber of commerce,
ard—y quietly calling the attention of ull the peop..-ne met to the needs of
the schools, soon aroused an interest umong t.he taxpayers to such an extent
that the tux rate was almoss doubled within tbree years. There ‘was not as

fildiy

deat,

.
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touched the prl(le' of the people by showing them that neighborlng towns were

Progressive school boards are -now demanding thnt. the superintendent keep
the people informed of school conditions; that he inform the publie by care-

- fully compiled datn-whether the schools are turning out a good product, whether

they are doing this most economically/and whether they could still turn out i
better product with an increased school budget. ; .

The school systems that.are liberally supported secure this support because
the superimtendent reports to the people, in a businesslike way, actual condi-
tions—the shortcomings and the progress of the schools. For further discus-
slon of the subject of school publicity xee page 67, school reports,

One of the great problems in school administration 18 that of running the
schodis economleally, not on a less tax rate but with the purpose of obtaining
the greatest possible efficlency from the funds In hand, A-business manager or
a board may know more than a superintendent nbout purchasing Janitor sup-
plies and repalring buildings economicully, but the superintendent should know
what inatruction to -buy, how much and whup subjects; how many pupily to
be gssigned a teacher, how many supervisors to be employed, how many dally
recitations a high-school teacher should conduct, and how many hours a high-
school pupil should carry. All these involve the expenditure of money. In
fact, a superintendent must be held responsible for the expenditure of at least

"60 or 70 per cent of the operating expenses of a school system, - -

A superintendent who wishes to make the best use of the funds approprigtel
for instruction must determine whether the city cun afford to have 25 high-
school pupils in a division while each of the grade teachers has classes of 50 ur

. 60 puplls. He must decide how much the annual cost will be reduced with 30

instegd of 25 in a division. 1In u, high school enrolling 600 dtndents, 3 fewer
teachers will be required with 80 puplis in a division than with 25, making a
saving of $4,800 a year. Is a supepintendent justified ‘in spending $4.800 n year
additional simply because he thinks hetter work can he done with 25 than with
80 puplls in & class? Possibly better work ean he done; but the question is,

- How should the $4.800 be used? If there is only a certaln amount of money

avallable and if the lower grades are crowded, there is but one answer,

I the cost per capita Is low. the fact should be shown. Statistics regarding
cost per pupil in 40 or 50 citles can be easily estimated from the fiscul statistics
in the Report of the United States Commissioner of Eductition. Does the cost
per pupil fall below the median? If so, why? . The public should be required
to answer this. If the cost falls above the wmcdian, what then? The superin-
tendent must show that the schools under his supervision are turning out an
efficlent product and that to decrense the cost per capita would handicap the.
work of the schools. Among the points that have been discussed in one 6r two
reports are: 1. What are the schools trying to do? 2. Are they doing what they
are trying to do? 8. Do you nppmvglrhﬂr policy? 4 Is thelr policy carried out
economigally? 5. Are they adninistered eficiently? 6. Can the city afford to con-
tinue the present policy? 7. Cun’ine city efford not to continue it? A school
board that requires its superi' “to.set forth facts on these and other
essential points comménds,.!ﬁ','\ espect of <he public and. secures their coopern-
tion more easily than ‘l’ﬂ’ose bowrts nat do not require the supermtendent -to
make a clear-cut an.'a‘y.:a ..tsé\p‘ql*.condltlous for the stockholders of the

- 8chool corporation—the taxpayers. \ °. s

7

. results from- the funds gppropriated.

- ‘In a .small city a superintendent ean not be totally oblivious to ﬁie finarrcial
pha'_se. If he is, he will soon bring his board to bankruptcy, or as only so much
mohey. is.availgble for the schools in any city, he will not sectire the best

ot din t . Nk
L ptors bl
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To illustrate further why the superintendent should make a study of relative
values: How many recitations a week should a high-school .pupll curry? Most
schools require 20; a few require more. If 20 recitations a week are better for
a pupll thun 25, there is not only an educational loss but u great financial ope in
those schouls requiring the latter number. In a high school of 800 students re-
citing 25 times a week in divisiong of 25 pupils each, it will require two more
teachers. or an addition of approximately $3,200 to the cost of instruction.

Several years ago the number of recitations In a high school was reduced to
17 a week, thus saving $4,000 & year. In making a.study of the educational
#nins and loeses the superintendent of schools says that, while no definite or
even reliable angwer can be found in mere opinion. the opinions of the prlnclpals |
and lieads of departinents were nbout equally divided for and against, ‘with a

-slight tendency, on the ;vhole. to favor the, plan of 17 hours a week If 17 reci-

tations a week produce as’good results, it is evident that there is a xreut-
finuncial waste in many schools. )
W?lnt will be the educational loss 1f & high-school teacher instructs six clnoes

" a day Instead of five? What will be the financigl gain? With six recitations a -

day instead of five there will'be a saving of approximately several thousand
dollars in a high school enrolling 600 pupils. Could that amount be. used so that
there would be better “educational results than can be secured by having a
teacher instruct but five clusses a day? The questlon for the superintendent
to determine is, however, which is best with the funds on: hand. .
A board endeavoring to determine the efficiency of a superintendent should

_ascertnln whether he wakes a study of relative values or whether he makes

‘ hobby ™ of certain work, reconnuending the appropriation of funds for this;
lrresp-cﬂve of the needs of other work, The high school. may be overempha-
slzed in comparison with the grades, or It may be.the reverse. Not that too

‘much attentlon ‘can ‘be given to elther, but that relatlvely too much attentlon

may be given to the one at the expense of the other when only & certain
amount of money Is ava flable,
Another test of a superintendent’s efliciency is whether he ls'zalnlng the

' confidence of pupils, parents, and teachers. A new superintendent may for some

reason _not gain the confidence of the public at the beglnnlng of his term,
especially In a city where It 18 necessary to make reforms but even then, if
he I8 the man to nmke the reforms, he will finully gecure the cooperation of
people in the community. The schoo} rd in a certain city, becoming con-
vinced that their schools were the poorest in the State, engaged a superin-

" tendent aftér 'much opposition from some politiclans with whom the former

superintendent had been closely associated. The hoard, not wishing the new
superintendent to be hampered, elected him for a term of four years, telling
himn that they were leaving it to him to improve the schools. They told him
that there would be much opposition to his trying new policies; that he would
no doubt find it necessary to recommend the-dismissal of some teachers Yho
had influential friends: and that he wquld have to establish law and order in
several of the school bulldlngs :

At first he made many enemies, but befores his term had explred he had con-

_vinced the people that he had pursued the right course. This incldent is

mentioned to show that because a superintendent’s policies are not at first
approved by‘the people 1s not 8 necessary reason for considering him a failure
In that conmnunity... To be successful he must, however, wlthln a reasonable’
time secure thelr confidence and cooperation. ‘.

Whether the -superintendent admlnisteru his an'alrs in an orderly way is

. one ot the crlterla by which bonrd members often judge him. 'l’lwre ure snper-

T i ) hoge °d8a Sn B 'moos g
-I . 5 : L T e
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intendents who possess a thorough knowledge of methods of teaching and who
- are well grounded in the principles of school administration, yet who do not
manage their affair® 80 as to_make every minute count. It must be rerarked
in this connection, however, that a superintendent may plan a day’s wor.. with
the utmost care and then have all his plans upset by sourething that demands
his immediate nttention. He may even have promnised to do a certain thing at
& cgrtain time, but other dutfes of grenter and more pressing importance compel
him to change plans and cancel enmnkenwms. The test should he whether the
superintendent atterids at once to those things demanding fmmediidte attention
and is able to discriminate between the fundanrental and the trivial
* For a superintendent to ndminlster his affairs in &b orderly way he must
have a good memory not only for large affairs but for detaifs. A snperlﬁtendent
who possessed splendld ideals and who remembered only the lurge outlines of
his work falled as a superintendent because hie did not remember details: Ee
would meeten group of teachiers and tell them sonething he wanted done, A
week later he would give other orders, forgetting what he had previously said.
The school board woyld instruct him to investigate certain inntters. He wonlid

" proceed with admirable spirit, but would forget some necessary detuil. The

) 3,

tenchers complained that they never knew what was expected of them, because
he issudd so many contradictory orders, Though a truthful man, this superin-
tendent was accused of falsehood, becnuse he did not remember promises-Aie had
made. School boards, as & ruie, do not condemn a superintendent if he does not
remember all the detnils connected with the adminlstration of schools, but they
do expect him to have in mind suflicient detafl to fill in the larger outlines of his
work. . .
In a few instances honrd menmers have been known to refuse to help reelect
a superintendent who has not agreed with them on certain polnts, This in itself
1s no valid reason for not reelecting a superintendent unless the superintendent
has made the isgue a personal and not a professional matter. In some Instances
board members themselves make the Issue a pérsonal matter. AMONg progres-
sive school boards all questions relating to school work discussed by board mem-
bers with the superintendent n re considered oir a professional and not a personal
- basis. The personal element is ellminated. Where this Is done the schools ure
undoubtedly better. A school-bourd metnber in a city that has good schools,
speaking of the superintendent, sald that he did not like the wan personally, but
that he would vote for his reclection because he considered him a most excellent
superiutendent. Another hqard' member in a city where the schools are below
average sild of the superintendent: * 1 know that he is not securing the best
results, but I like him. He 18 a good fellow, and I am In favor of his reelection.”
The first board member ellininated the personal element and considered the wel-
-fare of the schools; the other could not rise to this higher plane.

One of the great tests of a superintendent's ehl(~lenc)- is his ability te select
good teachers. If he will nominate any teacher because she is suggested by in-
fluential friends, he thereby 'denmgstrutes that he s unfitted for his position.
If he mokes careful inquiry regarding each applicant from peo[\le who really
know something of the applicant's anIny ns a teacher, and then makes his

,nominations irrespective of rellgion, politics, or residence, the bourd usually

feels somewhat nssured that every effort has been made to secure the best

teaghers with high ‘ideals and to help them solve classroom p;oble_maab No

matter how carefully u superiptendgnt sel.eéts teachers, most of thenr“will

. ‘péed [melp,ﬁ Ina small city some will¥e Just out of normal scheol, and though
ey ) ¥ . .

L)
)

Jiiv S d ot

‘ teacher for the position. _ .
}other test Is whether the superintendent bas the ability to inspire his .
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they have heen well trained theéy wi neeg to be adjusted to real conditlons,
while others. may have had exper fence in a country wxhool without much super-
vision. A1l these must be helpéd, and if many: (ull, provided due cure has been
exerclsed in their selection, 1t ix evident that the sumrinteudent huas not been
doing his duty. If many pnpilu of normal ability and well prepured for the
grade fudl under a teae her, suspicion is not wanting thut the tenching has been
boors so if many teachers fail, suspl« fon points towurd the 'tuperlntendent
He should he nsked to explain \\h): the tenchers are-failing,

The Rulu-rlnwmh-nts who do net visit clussrooms with the thought of helping
tenchers by menns” of frunk talks and constructive eriticism are dofog but
little to help fmprove their teachers, A niere oflice sanperintendent can do little
to improve his teachers,” llls principals may render mueh assistance, hut in
& small eity the superintendent must himself make a first-hand diagnosis of

Wns«' [ 3

In s certufn city the ﬂilmol mac hinon as outlined on paper in perfect. In

practice mauny of the purely administrative problems have hoeen solved, but

", the superintendent knows little of what the teachers ure doing and of their
Mmethads of instruction.  On the whale the teaching in that city is poor. The
very ubject of the schoolx Is defented because the superintendent wakes little
- effort to help his teachers! and muny of llu:xu need umdi help.

In unother city, that pays its tenchers congiderably hws. the - tenrhlng /IL
much hetter. The superintendent in this ity rentizes that it is his duty to help
the teachers by visits, teachers' mectings, -m(l privite conferences, lld turns
all the details of ollice work, such as accounting for supplies, over (o a com-
petent clerk and 4I4-\nws wost of his thme to himproving classroon instruction.

Although superintendents in the pust have dot heen judged to any. great
‘extent by the attitude they tnke townrd n sele ntmv stidy of eduention, school-
board menibers “are beginning to ask whether the sn]wrmte-ndt-ut knows what
advancement tenchers nre making, whether he kno®s w hich teachers are sue-
ceeding and which are not, In other words, school bnunls-uro beginning: to
nsk. superintendents to show. more definitely ‘than. they fave beert showing,
what the m-mlh ure apd what the children. have achieved. The > old iden of
SJudging the wonk of tenchers by mere opinion is passing-away. AMoré definite
measurements are used.  The practical sehonl-board member should not rest
content until he knows thit the superintendent is at lenst uttonlptlrg to learn
how to mensure the efficiency of his s hools,

Doex the superintendent have thq power of h-udoruhlp ur does he shape hls
fwlicies to suit the opinions of some few Infinentinl citizens of board members?
This lﬂ a question school bhonrds are beglining to usk. The superintendent

. ein no longer he conskdered a mere figurehend. He must formilate policies,
prowut them to the bourtl, and,*if necessary, flght for their adoption, No
tehool bourd member should condemn a superintendent for makigg a strong
appenl for certain polieles: rather he should admire him. Fhis doés not mean
‘that a superintendent who s always fighting for somte reforin s to be regarded
us a suceessful superhm-mlont School bourds are coming to renlize thet, as a
rule; the syperlutendent who accomplishes the nost, who plnces the schools on a.
round foundation, is one who makes few reforms gt a timeé, one who tests each
_step so that there ean' be no retreat, or, if thore is-a r(-treut, he utlllzen lt to
“secure a better point of attack.

Only occasionally are conditions so bad when a new. umwrlntendent takes
(ﬁnrue of a-schonl system Yhat radienl reforis are necessary. Any radical’
reform upsets: the whele school system and often results drnstrously, whne d,
steady hummerlng extending over a longﬂ' perlod-of tlme ubwmpllahes mol'e.

v
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After a rad}oal’reform there is generally a reaction. Reaction is likely to fol-

low hasty reforms, and reforms beyond the point that the public comprehends, .

¢ One question many board members nsk is whether the syperintendent is o
man of idenls. Does he see the big things or only the petty affairs? Hus he -
-vision? 1Is he planning big things for the school for next year und the next?,
Many school boards reallze that a superintendent who can not or does not do

this can never hope to advance the schools of his city beyoud thelr presént con:
dition. : ’

i QUALIFICATIONS, - - _

The qualifications of a superintendent have been touched upon in outlining
some of his duties. The questions which bonrd memhers of some of the progres-
slve schools are asking when in senrch of a superintendent are: What is his )
education? .What experience hus be had (1) asx teacher, (2) us . supervisor,
(3) as an executive? Has he heen suceessful?  What I8 his personality?- Dovy
he take an Interest in community life?. Has he fn his prefent pesition sue- -
ceeded in interesting the people In thelr schools? Is he a gradunte of a school 'J
or college of education?. Is he progressive? :
- The following quotations from' replies of presidents of boards of education
in the sinaller cities to the- question, “ What do you consider the essentinl
qualifications of a city superintendent, or by what standard do you Judge your
superintendent,” show what these school-board presidents consider the exsen-
tial quallﬂ'cnupns of a city school superintendent:

Aldbuquerque, N. Mer.—The first qualification of such a city superintendent Iy
that he shduld be a busiuess executive who hus specinlized In the business of '
education, .

- His ability to teach all subjects.and grades or any given subject or grade Is -
of small importunce, but his ability to choose.and retain i his employ those
.who are able und willing to perforn the particular work allotted to them and to
carry the responsibility for the success of such work is of great importance. In
the matter of teaching, he should be able to distribute the responsibility to
subordinates, judging their work by results rather than by detall, and to coor-
dinate their work to a common end. ’ o

He must be able to lovk upon his school as a great business corporation,
usually with a more valuable plant and more numerous stockholders than any
other in his community, and to uppreclate that he is the rexpousible head of
thut corpuration. ,

In common with every other business executive who has not employed an
expert in that line, he nmust be thoroughly familiar with the system and -ma-
chinery. of tuxation, but for a different reason. While his plant iy not subject

- to taxatlon, It'is dependent upon it. .That is the source of hls plant revenue;and
I should say that a business executive who does not give the closest attention
to the source of revenue upon which his plant depends §8 not properly represent.
ing those to whom he i= responsible.

He must know how, when, where, and what to buy and not to buy. He must
be able to eliminate waste, both of emergy aud of material. e must be eco-
nominal, but nét penurious; thrifty, but not stingy. He must see that cgqmplete
accounts, are kept and be able to understand and interpret them and to know

*

g

- at all times the exact financlal status of his plant.

He must be a salesmtan. His product is education and his customers are the
" parents of his city. The success of his plant depends upon his satisfied cus-
. . tomers, not that every customer must be satisfled at all hazards, but within the
- Hmit of the best interests of his institution. His stockholders, the taxpayers,
""must also be satisfied. They must see dividends in the shape of benefits to the

Ccommunity commensurate with their interests. o i
.| 'The work of a city superintendent of schools naturally divides itself into two
. classes, that of superintendence of the educstional work and that of business
maragement. This work is too heavy in the average city of the size I have sug-
: ,/gested for any one man to handle in all its details. Inasmuch as the larger
, umber of his-subordiniates are specialists in' educational work, the most of
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- . . . .
is delegation of authority naturally will be In the first subdivision of his
duties just -mentioned. This will leave him more time for his work of business
management. The difficulty usunily is that the city superintendent has had no
business training, but has come up from the ranks of the teaching profession,
but according to my view we need not expect efficiency from our city superin-
tendent® until they are able to handle their plant from the standpoint of any
other businesxs man. . '
Alhambra, Calif.—First. He should be a man entliused with the n ity and
importdnce of education. ‘A man who Is ever studying new problems along this )
line and ready to undertake such as look feasible, but not a drenmer. . . °
Second. An executive. A man with sufficient business_knowledge to present
the problems of his administration clearly, concisely, And®forcibly to his board
of educgtion, and who can offer Intelligent solutions of the problems that are
resented, '
Third. A man faniliar with the educational needs of our children, not neces-
sarily a teacher himeelf. X ;
. Fourth. An organizer. .
+ Fifth. A mon possessed of magnetic personality. -
Sixth. A man of plearing address, and a good public speaker.
Seventh, A judge of human nature, capable of making an Intelligent selec-
tion of teachers best fitted to teach their respective subjects.
Attlehoro, Mass.—First. Ability to pick out the best qualified men and women

B

for positions on our teaching force. -
Second. Executive ability'to administer the piblic-school system on a business
basis,

We make our superintendent responsible for maintaining & high standard n
the teaching force, We expect that he will place the administration of the
buriness nffalrs on as efficient & basis as would be expected In a business of
the same size, . .

We demand that politics should be kept out of the school department, and
that our superintendent shall be open to new ideas and shall constantly strive
to keep abreast of the forward movement of educatlon In this country. - .

Augusta, Me.—One who i3 cautious and painstaking in the numerous small
details of his position. The great matters care for themselves.

Boise, Idahv.~(1) He should have executive ability of at least fair, if not &
higb, order; the lirger the school system. the greater the necessity for a- strong
executive who fully appreciates the necessity for the elimination of waite, not
only in educatifh but in the purchasing and- handling of supplies, the erection
of buildings, and In the management and overhead. Training schools for teach-
ers and educators have not, in my opinlon, dwelt sufficlently on this in the past,

- ".and the result’is that, while superintendets are pressing thelr right to manage
the business end of school administration and to practically direct all expendi-
tures, many of them are not so equipped for such work as to inspire confidence

ﬂg the achool boards In their ability to economically and efficiently handle the
husiness. I think school boards will generally welcome the time when expe-
‘rlenced and well-trained educators can efficiently manage the ‘business affairs
of the district. 5 ° g ’ .

(2) He should have qualities ot leadership in educational matters, so as to'
holdt the confidence -of his teachers and coworkers. as well as the confidence of
the members of the hoard, who look to him for right guidance in the adoption
of educational policies. ) . .

(3) He shonld be able to take a leading part In community affairs, somewhat
commensurate with that taken by executives or managers of private concerns
of somewhat similar magnitude in the community, . % @ o°

(4) Hijs training and experience in- educational matters shoyld be at leas
sufficient to enable him to discriminate between the essential and nonessential -

" In pubdlic-school education and to give the public, whenever required, the funda-

-mental reasons supporting his educational policies. In other words, he should-
have a clear vision of the preparation and training the young people of to-day
should have to xzeet ‘the requirements of inllustry and society when the boys -
and girls now in khe schools will have to take positions of leadership, responsi- .
bility, and trust. : 2 g o il
_ Cheyenne, Wyo.—Assumifig that be. has had“the proper training in college,

. .he should be broad-mindef*and firm; he should not let religious or political
influences interfere with the. administration of the schools; lie, should have a -
business training (this [s necessary where the superintendent looks aftér the
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expense of running the &chooly) : he shonid outline big polictes at the heginning
of the term and see to it that they are strjetly adhered to, and visit the schooly
often enongh to know that his Instructions ave betng o rrled out; he should he
strict in complying with the Inws Inid down by the board of health., .
> Columbus, tia.—A snuperintendent of gehools in o small eity has a greater |
variety of duties to perform than has a superintendent of a large system, whepe
the work is necessarily divided diong several heads of departments, A tuper-
" intendent of sehouls, therefore, jn a ity with » population of less than S04
should be a well-routded man, . ’ ‘ .

To manage successtully such a system of schools g superintendent should he
a good husiness mun, in order thiat school appropriations shoubl purchase ).
Rrentest possible amount of service and materials, which will lnrgely work 1o
alluy the ehurge of extrn\-n%'? and wustefulness.  He should also he familiar
with the hest thought on the construction of school buildings nnd of equipment,

‘Above njJl other requirements, g superintendent of xchoalx should he a well.
informed prerson on all teaching wethods il practices; otherwise hetwonld nat . i
be able to intelligently eriticize wetheds which are ctployed or should he e
ployed or to judge the fithess of teachers under him. Tl purpose of all schools
Is instruction, and & superintendent should not fail in this regand, .

The superintendent of any system of sehools should e a leader in a way
that he way be pble 1o reprexent the schools on uny and all ocensions,  Natn-
rally, the schouls must nnd shoukd Linve the support of the public, and this can
.not alwayx be sevnred unless the publie understmds the policies and the nspira-

- tlous of the schivol administration. The superintendent should he an exponent
of thix administration, nx well as the honrd which clects them, if not even more

- Ro. In other words, g 'muwrix:lscmlvnt shonld net only he g well-ronnded, eduen.
“tional man, but he should he gomd exeeutive and an adndnistrative man,

Girand Forks, N. Dak.—We consider the ties Al most essential qualitiention
of ‘nosuperintendent ix that he he A good orgnnizer, wha egy plaee the teachers
in the positions where they ean do the most etlicient work. Nexidn importanee
waould be that of a proctical Knowledge of eflicient inst ruction, A superintend-

4 ent must be o goml Judge of charaeter and he able o cheek up the work dome
by the teachers under L, lie must ulso be thoranghly posted on the philos.
aphy of education to kuow what are the essential subjects 1o be omphasized ig
the xchool work, : . g

Hutchingon, Kans.—First, A\ superintendent st e of very hlgh charneter,

il his morals wust be unquestioned, . ] :
© Second. He shonld have execntive nhillty, o as’to hold his tenchers foget Ner

-in n.compiet organization aml have thelr respect at all tines ns such exeentive,

Third. He shonld be able to Jndge whether or not the vitrivus teachers under

him are rendering q-tlh~i_q-m[se-r\'iws to the board of eduention cmploying them.
This Informatlon may he obtained by departmenta) superintendents or direet Iy

"by the superintendent -himself, but 1his information shoubd he at nllﬁl;m-s with
the superintendent. : . o

Fourth, He must have a personal benring that will command the personal

respect of the pupils with whom he comes n contiet and of the parents of .
the pupils, * ' . o ) .

Fifth. He should be up to date in his eduentional methods and should be ag

eflicient as any min standing at the hepd of a Kreat ecorporation.-

Mansfield, Ohin-—1,. e should have an icademie degree. -

2. He should have n higher degree, as foi example, the M. A, degree, seenred
In a reputable college of wlucation. U G S

.3 He should be a man of succensful teaching experience,

A 4. He shonld be a man of unquestionable charucter, . % o

. 5. He should be highly professional, as evidenced by hie abikity to arouse a
professional spirit among his teachers and his, attendunce upqh the different .
teachers' associations, - _ ot

6. He should he a mun with g well-poised disposition, ) )
7.-He should manifest an initerest in the various community enterprises,

! .~ 8. He must have courige to execute with the board and his teaching faculty
‘his major ideas. .

* 9. He must .be-gtrictly honest and upright,

10. He must be free from any bad habits, &

We mensure the work of our superintendent by the following:

1. His constructive cooperation with the board of education. - ’ R it

2. His ability to keep the curriculs up to date, o4

5 ;

.
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THE SUPERINTENDENT, _ 435

. His ability to orgunize his teuching Rorces upon -the most economic and
o!lu'u-ul basis,

The exercise of that type of leadership which causes the tenching per-
shnm-l to do team work in the most willing and harmonlous fashion, |
' A, Hisstrentment of the discordant elements in the commmunity so ns to produce

the least possible friction. )

6. The <xcrti~e of such social control In the community as wins the high
respeet and fegard of our hest-thinking people.

Olean, N, Y.——The qualitientions for nn eficient superintendent should be execu-
tive ability, edueation,.and capnbility of imparting instruction in tenching.

Nelma, Ala- -First, He should have a good edueation, shonid be a graduate of
a very goml college, -«

Necond. He should have had several years' experience as a tonch«-r.

7 - Third, He should he o man of good cominon sense nnd of tact, 8o ng to-be
able to properly handle daily school Lruhfome with pupils and patrons,

Fourth. He shonll know how to control himself and thus he able to receive
ated answer eriticism,

Fifth, He should he ageressive und keep abreast with what ig new and esszen-
il and not be satistid with what bas been accomplished In the system; and
yet not ziven to extravagance where the income is linited, as it i3 with us.

Nixth. He should take an interest jn the publle affairs of the cmnmunlt\' and
be ready to further what s for the good of the same.

Tuacon, Ariz.—A superintendent of schools should be mentally nlert. educn-
tionally and mopndty fit.  His school should e gept up to smmlar(l #s to en-
trance quatifieaflipns and eredits required for graduatiop. Crmmnh.;.. of facts

¢ should not be the sole result, but puplis should bhe given)proper outlook' - a life
aned shoudd be tnght how to think strafght.  Certain attentlon must be paid

1o vocationnl work, business principlex, nand physical culture. .

A superintendent must be able to meet nnd hold the respect of the public,. He
st Imve et amd o certnin mhount of diplomaey, 11 possible, hiserelition
w ||tl| his Imurd should bhe one of mnpomtlun rather tlmu ~or\llo oho«llvnu»

“ e o TENURE.

A little more than one-half, or 263 of 30 snmrlnh'ndontﬂ reporting, are
lected annunlly; 2R are 1*!01‘(0«[ for a term of two veara: |1 for three \‘eara-
S8 for four years; 18 for five yenrs; 1 for six vears; l'tm olght yenrs; and
31 are given indefinite or permanent tennre,

It s dllh(‘nlt to understund why more State school ln\\c have not heen so
amended as to require hoards of cdueation to cleet supe(lmondontn for a term
of at least three yenrs. It is evident that no superintendent. however keen
his insight into school eonditions and however good an administrator he nay
be, enn do much constrietive work the first year of his term. In fact, the off-
cient”adminlstrator usually does not attempt to do much more than to make
n eareful study of the situntion.’ After he has renched his conclusions, it takes
severnl more years to work out his plung. To agk a new superintendent to
show results in n year is nxking the impossible. He may stir up_ the dust to
keep down critielsm for inaction, but he can not lnntltufe many lasting re-
formx in the spuce of 12 months. A \em-s time proves little dither for or
ux.nhmt a superintendent. It is evident that a city that changes nuperlntend.
ents frequently does not have any definite educational policy, = - '

)lnklngx requent. changes In superintendents is one of the ‘eviis in small
cities. 1020, of 2,197 superintendents in citlesrof lesy than 30,000 popula-
“tion, (mb 1,131 were In the samg citles ns In 1917, making a chonge of 48.5 per.
. “cent. Of cpurse, all these changes were not caused by boards of education

refusing to reelect ‘their superintendents. Many secured better positions in

other citles, and. agaln others dropped out for more remunerutne or more con-
genlal employment in other flelds.

-
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* the second place, such a
© fort for self-improvement, since the teacher.who does Just enough to eECApe

+.Ing. A snlary schedule baving a maximum which is preacheq wWithout dny

" able to develop a large part of the teaching corps into good tenchers, [t onght,

| agalast error of Judgment, most superintendents making merit one of the factors

4 ADMINISTRATION OF SCHOOLS IN:SMALLEB CITIES,
' THE TEACHER,

BALARY SCHEDULE AND PROMOTION OF TEACHERS,

The snlary schedule for tenchérs in 225 cities of 520 reporting I8 based ‘upon
Dreparation, experiehce, and merit, while in 205 of the cities length of sery.
ice 1s the chief factor In determinjug compensation; that is, o tencher boging
at a minimum salary, which automaticaliy Increases a vertaln amount. as $50
& year, until the fifth or sixth year. The salary reached at the end of the
peifed then becomes the Rmount the teacher recelves annually for the remain-
-der oDher employment, Though this is the general method of promoting teach. ,
ers, it has-its sérioua defects,

In the first place, some teachers are- worth very much miore to a department
than' are others, and thi Wworth Is not dependent upon length of service. Iy

}nn' offers nd’ Inducement for specinl Industry or eof. ~

dismissal gets quite as mauch as the teacher whose heart I8 in her work. Then,
there is a strong téudency among teachers, as ‘among all-workgrs on salary,
when middle age Is reachedand the maxiinum salary Ix attained, to step grow

conrldemition of merit or additjonal preparation operntes wincipatly to inhibit
growth, . o : =

,'Hmvever. with an adequate salary, with high standards of professiona) quali-
fications for entering teachers, and with gooq supervision, romé citjos’ have heen

however, to be possible to devise g plan which wijl permit of an increase b salary,
beyand & maximum representing a large wWuRe, for those teachers who show evi.
dence of increasing scholarship and of professiona| pi'«pﬂrutiun and who have
demonstrated thelr efficlency, ) ' o
© It i doubtful whether many of the plans for _recognizing efficfency In a salary
scheduie have heen very successful. The tencrwr who Is graded low mnﬁmres
herself with some other teacher more fortunate, and thén concludes that she has
been unfairly and unjustly marked. #in not a few places the dlsgension in the
~corps In consequence of ulleged unfairness in evaluating the efliciency of teachers -
haa'outwelglml the henefits. Indeed, it §s the fear of £ngendering such discord
that has deterred many &chool hoards from ddopting a plan to recognize indi- - o
vidual merit In terms of the snlary schedule, L AR

To avold as far as possible this danger of unfairness and to provide a check

Maty of the forms require that the teacheMshall. be graded hy two or more per-
sons and that the teacher be informed of Mer ranking before her salary for the
yenr is fixed. The following discussion and propoped plan of teacher rating may
“be suggestive:' ° « . .

I. THE AIMS OF A TEACHER-RATING PLAN.

The chlet ‘purpose of a t'encher-mtlng plan are;

'(:_) To stress emphasis in teaching on the main’ ohjectives of the -course of o
study.” AU 2 . g 2 emm N
(D) To evaluate the results of teaching In terms of these aims,
" (¢) To Improve the quality of the teaching, B

1n-the promotion of teachers use a form !oilco‘rlng the efficlency of ench tencher,

"1 Subn;m:d to Bureau of 'l-:duc;ptlon, but author’s name not“sttached,
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I1. NECERSARY CONDITION UNDERLYING A TEACHER-RATING PLAN.

A teacher-rating plan prerupposes (a) a program of work Shich indicates

s clearly the values for which the teacher shall be rated; (b) a record of the

intelllgence ‘(mental horsepower) of the members of the class; (¢) an inventory

of valuea attaintd by the class at the beginning as well as at the end of the term
for which the teacher shall be rated,

I11. PRINCIPLES UNDERLYING A TEACHER-RATING PLAN.

(a). The worth of any producer is in direct ratio to the worth of bhis product.

The sclentific way -to determlne the worth of the producer {s to evaluate the
product.

(b) The values rated in measuring teaching emclency must coincide with the
vilues emphasized in the course of study.

(¢) These values ma{ be stated in terms of knowledge, interests, ideals, habits,
powers.

b‘(d) Only those qualities of the product shall be rated which are plainly ttace-

able. -

(¢) The heginning of any rating of a teacher ghall lie in the tercher's own ’

estimnte of her \\ork stated In terms of kriowledge, interests, ideals, lmblu.
powers.
(/v Evidence of the \\ol‘th of A tencher 18 of two kinds: Primarily, dlrect evi-

dence hased on a direct analysis of the product ; secondarily, indirect evidence, .

based on an evaluation of such personal qualities, habits, scholasti¢ attalnments,
methods, nnd efforts of the teacher as may safely be assumed to be reflected in
the quality of the work. Direct evidence will always be considered the more
valuable,

(9) Tle worth of a teacher to.the system as a whole is in prdportlon mainly

. to her Instltuubnal spirit.

IV. TH" EVIDENCE. S

A. Direct eridence—1. Direct evidence ln general {8 the record of. the puplils
as ofticinlly recorded. The school that accepts a teacher’s ratings of her pupils
for other school purposes must accept her ratings of her pupils as evidence of
her skill as a teacher. It is not conclusive evidence but it becomes a, factor.
The growing practice of applying the principle of the objective tests will im-
prove the reliability of these ratings. Low pupils’ ratings in themselves do
not condemn-a teacher. But they become a factor; possibly the factor will
be reduced to zero when géneral lntelllgence tests and other reasonable factors
are taken into copsideration.

2. The best direct evidence of knowledge, as.commonly understood, is the
objective test. Additional evidence of knowledge, which will grow In modern

. schools, 18 the display of skill which necessarily presupposes certain knowledge.

3. Direct evidence of Interest aroused by any teacher {8 always the display
of enthusiusm on the part of the pupils in their work. This is marrifest in the
classroom “ atmosphere,” in special extra classroom activities, making of ap-
paratus, rending of books, group activitles growing out ‘of teachers’ efforts,
science, mathematics, literary clubs, etc.

4. Direct evidence of the creation of ideals is e\'ashe The existence of an

. lleal’ s manifest in conduct. Good-student government is ‘evidence of the

presence of sound clvic fdeals. The best tardy record in school may indicate
the influence of an ideal.

§. Direlt evidegce of habits formed can be traced, although at times one
teacher may benetit by the work of another teacher. This 18 true particularly
of those common habits of conduét which are expected of all puplils.

C

6. Direct evidence of power can readily be traced. Increased abllity to write, -
to draw, to read, to spell, to perform mathematical operations, to take short-

hand dictation, to transcribe notes, and other manifestations of power can be
scientifically neasured. * A ‘definite rating in power will stimulate wonderfully.

.. teaching activity to develop power and to find scientific ways to measure power. -

B. Indirect evidenoce.—The following are lines of indirect evidence of the suc-

cess of the teacher in attaining desired values: Plan book; good judgifient In-

rating relative values; ratio. between pupil and tucher activlty in the clau- ’
—
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room; characier of questions asked by teacher; method bared on round ped-
AROZY 5 treating vitnl problems; skillful lesson assignment ; teaching Pupils
how 1o study; romgn‘llqn of individual characteristics of pupils; proper use
of drill (teuching to fixation boint) | enthusinsm of teacher (how manifest,
possbly by leaving the building always as soon as the bel rings) ; number
of puplle volunturily chomsing the teacher's subject; detinite plans to create
certain deals in Hterature and civies and history ; evidence of initiative on the
part of the puplls, ete. G o

C. Evidenge of the inatitutional trorth of a teacher—FEvidence of the nstj-
titional worth of a tencher I8 called ouit by the fullowing questions :

(1) Ix ghe loyal to the gystem? This includes her relations to all. her eo.
workers, teachers, supervisors, principals, and superintendent, This quality
should be considered vital nned ghould not be rated. The cthical standards of
the professton of teaching xhonld compel g disloyai teacher to resign. -

2) Has she institutional interests? Visits homes, knows the child's rela.
tion to hir other school suhjects; tnkes part in the social life of the school-—
jurties, gnmes, ete, L2 . :

(3) Does she feel an institutional respansibility?  Care of school propesty,
deska, hooks, supphies, ete.; does she further the general‘morale of the school,
oversight of halls, helpful in student Rovernment, helpful in furthering school
projects. - )

.(4) Does she have administrative sense? Never tardy ; office reports acen-
rite and sent in promptly; complies promptly with general! office requests
leaves her keysidn the.oflice at end of day ; school. register In good condition;
elusx rolls avallable in case of her abgence; enfls school promgitly 1f not able
to come to school, ’

V. FACTORS AFFLECTING TH: SUCCESS OF A TEACHER.

S\, Perxanal characteristi®, ° 0
Fadtors, . DR 1 Why vaiuaMe, ¢
1 Pleasing. - - (d). Makes teacher's efforts more effective and pu-
o 2. Conrteons,”’ pils® response more generous. - s .
3. Cheerful. (1) Cultivates’ these qualities in pupils.  In the
4. Enthusinstle, lung run these qualities in the teacher are conditionel
on healtlf, o
5. Sympathetic, Close .personal relation hetween teacher and pupil

. ) impussihle without it.
8. Tactful but firm.
7. Nell-yontrolled. .
8 Impartdnl tojvard  Makes discipline easy,
herself as well -

NS as toward her Co : L ¢
' pupils, | v, . . .
9. Systematie, Necessary for proper utlization of:time and energy.
° . Constructive program impossjble without it.
10, Ambitious profes- A necessary condition’ of growth. .
sionally. :
1. Teachable, Teachers should not remain - the snme yesterday, to-
- day;-and forever."
12, Neat, | ’ Like begets Jike. The community does not pay a
h A teacher to devélop slovenly habits in s children.
13. Volce clear, pleas- Adds emphasis to what teacher K[QYS, o
ing. . [ 0 o . >
" B. Classroom, T , T, PR ik
1. Order, " Teacher must be in control if teach¢r's plans shall {
] L earry. .. 3
2. Air. .. Proper physical conditlons contributd much to ruc-
8. Light. : ress, hut teacher is rerponsible only for what is under
4. Heat, ) her control. )
&. Blackhoards, Tidy blackboards help to form habits {pf tidiness,
6. Pupils properly P’roper grouping increnses efficiency Yor teacher's
seated. efforta, S
T. Correct posture nf (a) Correct.posture habits promote.'gdod health,
teacher and pupil. - (b) Pupils imitate teacher, : |l
. L4 . H
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C. Rccitation,
1. 'The teacher.

(a) Language
clenr,cor-
rect,

b) P'rofessional
cquipment,

(¢) Plans her
work.

() Utillze
- .owellt

() Resourceful.

(/' Questions
well,

(g Her intluence
tonches all.

(h) Assigns Jes-
sOns §0 08
to muke -
plis *want
togeta q{ R
amd shows
how to o

) it,

(i) \'nrh':Gmh-
ol acvord-
ing to nim*
(knowl-
edge, Inter-
ents, idenls,
habits,
powers).

(j) Measures the
accomplish-
ments o f
her puplls.

2. Saljeet mntter.

(u) Obsolete or
| ndapted to
modern so-

cinl nbeds.

V1. FORM ON WHIC
Name of teacher.

Subject.
* Class.

time

v

THE TEACHER.

No excuse for deficiency here.

er. of psycholary of learn-
of measuring results, ull
cher.

puration. Best

Knowledge of subjéct matt
ng. of methods of teaching,
these condition the success of the tea

Al worth while work requires pre|
to record In plan book. |

Waste of time is v\'nnte_qt.opmrtunll.\'.

. This quality * keeps’ things moving.”
(a) (iom! questions stimulate thoacht.
-(b) Rapid-fire questions drill fundnimentals.
A demecratic school rests on cqunl rights

Basis of pupils’ growth is fntelligeat pupit activity.

A goodAbeglnnlng is haif the battle.

(

~

Recognitfon of progress is great . incentive

further progress.

Work Is handicapped to the extent that tege!
does not, choose suhject matter wisely and uses tb
pest 1lustrative material 1he school. furnishes. .

(3

H TO ENTE

R INVENTORY ‘OF VALUES.

Time froM-occccmcecemmmmame=- [, TR
A. Prugram of work.
_,B. Special featurce of term’s 1work in addition.
. C. Evidence of ralues. !
¢ (1) Knowledge:
Remarks . .o cccemmmeommmmmmomn=n ERUMALO. o oo mccmmmememmomem
; (2) Interests:
e ReMNTKS. oo o emmommmmmom == e mm o Estimate. o occoecamememommee
: ¥3) Lienls: .
RemMarkf. ccccemammcmmemememian=s Esthinnte. o ocooomimmamnemmnon
(4) Habits: . : . g
/‘ Renrk®. o ccccmmmmcmmm e s - e Estimate. . coeooioomw pm o
. a0 (5 Powers: .
RemarKs. ccccacmcac-mme- N astimate - oo cmecemmm-ommmme
-
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. . el
The following scheme of rating teachers 1s in use In a number of schools:

o . Very Excel-
Qualities rated. . _ POoF.
L N -

Poor. Médlum. lent,

1.
L I"rrsonnl equipment; ‘
ieniin, SPPaTaNCe.......... o )
Health
Volce. ...
Quicknes
Initiative, ..
Adaptablity,
Accuracy. ..
..ndustry., .............
Enthusiasm and optimism .,
megm{ and sincerity. . .
Self-control,

11. Social an Pprofessional p
tirasp of subject matter.. ..
Undersnndjng of children,
Interest in school work. ...
Interest in Pa_unta
o Interest in lives of
Cooperation and le

Use of Engligh.. ... " codb
Standing N community, seleeeeennnndo T
- 111 8chool mang, ement: ~ ¢

] ight, heat, ang ventilation. . . .

8kill 1n habit formation
Bkillin stimulating thoght |
8klll in teaching how to studty,
Skil oning........ 7’
8kill in care and assignment .

8kill In arousing intersst: ., ood b

8kill in getting pupils to w. ordb

Ability to follow reettons. ..
- V. Results: :

Habit of attention ety el LT
Habit of willin, -obedionce. """
/ Growth of pupyls {n knowledge .
Moral influencs......... . F
Growth in habits of cleanlines;
Growth in habits of industry.

Most of the rating schemnes atten)
characteristics of the teacher.
called for on the 8core card, g

-and not be a good teacher, -
teachers on resuits, The foll

L-Pupil achicrement.—Minimum 50

Pt to formulate n basis 1gr Judging certain

A teacher may live many of the characteristicy |

» maximum 75, .-
1 ObJectively measured (for each suhject), .
D 8.-Knowledge, .
b. Skil.
2. Other achieveents, .
a. Habits of study, - . ’ ‘ ‘
- b. Attitude toward— . .
* Work, )
School government. -
School organization; )
Moral questions. .-
: Lite prepsration, 3 000 & .
- L. Merst tn mechanics 20, maximum 40, Coee
- Organization - . . '
b, Raw materlaLs. ) S .
e D Raw material.- 'y
2. BKkill In technicar meﬁ:: s 205, Lo 98
"% Raymond Ken -Joypr, l:dng.‘,R‘eong;h, Dee., 1920, p, M TR A
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111. Merit as 6 social worker.—Minimum 20, maximum 40.
1. Cooperation with organization. :
2. Professional habits.
8. Success in dealing with parents, .
4. Sympathetic interpretation of pupils.
5. Discharge of obligations as community member. )
In the administration of any such plan for rating, the following would need
to be taken for granted: ) . '
1. Thée knowledge of the potentlal ability of pupils to achleve, measured in
terms of their iftelligence. i o] [
2. A statement of pupll achievement at the beginning of any perlod.over
which the efliclency of a teacher’'s work is to be judged. o
8. The working out of intelligible standards in the items to be listed under
“ other achievements.” ) ’ .
,- 4. Specific statement by the supervisor or in the course of study, or both, of
the tools and methods to be used and how to use them. - T
Statement of intelligible and reasonable standards under which ‘several factors
combine to ‘make a teacher successful as far as she is a worker in a sociul
institution. . o ’ o
In a school system having-a plan of dgthiled marking, a simpler forni vas
introdnced with marked success. A commilttee composed of the superintendent
of schools, the general supervls'or of Instruction, and the principal of the build-
ing discuss the work of each teucher. The principal of the school first makes:
a written report tosthe superintendent, in which is set forth the prluclpn!'s‘ .
. estimate of the teachers upon the following points: Professional growth, effi-
ciéncy, management, and instruction ; general merit—English, attitude, coopera-
tion, thought stimulation, insight into child welfare; results—general, specific;
personality—special strength, - special lack, speclal achievement ; comparison.
After the principal's report-has been submitted to the superintendent, he and
the supervisor of imstruction go vver it with the principal and classify the -
teachers as A, B, and C. Cluss A recelves the largest salary increase, class B
somewhat less, and class C no increase whatever. If a teacher can not get out
of this clash after a yegr or two, she is dropped from th’e' tenching staff, ’
«The following plan is suggested as a possible solution of the salury schedule
problem, based upon that suggested by Cubberley : »

4

Sugyested salary schedule.

Salary schedule fo- each group.
.| . . - Yosrin
Time |— =
’ ‘ofap-.| Erementary.” Highi Yeatly :ro‘:h
Group of teachers. point- LA RE. n-" | KO
. ment SN €rease. { mum is
(yeurs). hed
. . Mini- | Msxi- | Mini- | Maxi- | reached.
) mum. | mum. | mum. | mum.
" A. Oue- egrmeh&;electodmbym'(pro " 181,200 | $1,350 | 81,600 | $1,750 975 | Third. . ... .
batlonary for unu). 9 N . . !
B. Three-year peri 3| 1,425 | 1,575 1,825 1,075 75 | Toird.
.C. Five-year period. 8 1,650 ( 1,928| 2,050 , 350 75 | Fifth.
D. Permanent...... cveeesss| 2,000 | 2,825 2,275 | 2,950 | 73| Eighth.
1 - : . ; -

. A schedule such as this‘would have teachers who-enter group A .upon & pro-
bationary. status subject to reeleetion for ench year for three years. At the --
end of this perlod or before those who aré unsatistactory should be dropped
from the corps and those -who are rated successful should be promoted to.

"3 Cibberiey, Publie Bebool Admistatystion, p: 201, - ;..
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t the maximum salary of group B untf]
- In group C the teacher g advanced by $75
e yours. When,the maximum of group C |y

woh promotion by her success in the classroom .
and by her efforts at seif. promoted to group D, where

she will remain until she retires, except for speclfied cnuse, If in the Judgnu-:nt
.of school' officialg & teacher has not Merited promotion, she cai) ‘be retuined
at the maximun, salary ot the group she is in, The group arrangement permits *

the school board to set up certnin standards to be dttained at the eng of the
periods, : i :

> 1) Thls,qugg'ested schedule i3 baseq upan the.

supposition that those teachers -
entering group A hgve Just graduated from

normal school and are beginning to

It lnexperiqm‘f:l/muwers are not en.xplo,ved. teachers
Who have taught elsewhere may be cmpifiyed und placed in tle group to which

-of valuable Professiona) study. To satisfy the latter condition the hoarg ml;:ht‘

spend u year In st!{dy at some recog-
nlzed college Or university, or g Year In teaching in some pod school 8ysten) \
In another part of the country, or perhaps a year of study aung travel might
be combined, - ) _ : ¥

This suggested Schedule w
by providing a wide range
means for recognizing merit,
$300 between the minimim an
more efliclent. By adopting g
with a wide range between the

ould correct o wenkness In many
between the minimum and the 1
A salary scheddle with a range
d the maximyn does not tend .t
salury schedule simllar to the o

sulury gehedules
naximum- and g
of only $200 og
0 make feachers

efficlency. At the same time the
- will ﬂn&anglble reward in term

BALARY FOR SICK LEAVE, ,
Of 516 cltles reporting, 287 grant teachers sick legy,
‘tull pay, and 156 on part fun DY, or full pay lesg substitute's salary, or g spe-
cific amount, ag $2 a day, Leave not exceeding 5 days Is granted in 225
citles; 5 to 10 days in d50; 11 to 20 days in 30: 20 to 30 days 20; more than
30 days In 18 citles. It seemsg only Just and fair ‘that teachers be granteq
a certaln numbers of days of sick leave on full piy; possibly two weeks would
be a fair allotment. For slckness exceeding a few days at a time, o° bhysician’s

e for a definlte perlod on

certificate should he required. 1If the leave is only for a duy or two, a certified
s'tatement'by the teacher should be sufficlent, v . :
gL - " TENuge,

. In most of the smaller cities it g Customa
121 of the 528 cities reporting, the teachers
-Of one, two, or three years, In 109 of thése
tenure after serving tlie probatiouary term,

TY to elect teachers each yenr. In
are elected on probationary terms
121 they are .placeqd on.permanent-
- In all other cltles t'hel teachers are

\
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»
. eleted annually, no matter how long they may hdve been in service. In

the 528 cities reporting, 975 teschers were not reelected last year, or 3.25 per
cent of the 80,000 teachers employed in these cities, Of the 975 teachers not
reelected, 428, or 80:1 per cent, were advised not to make application.

It is very doubtful whether teachers should be given permanent tenure after
a probationary period of one or two years. A better plan i8 to elect each year
for three years, so that a teacher who has been unsuccessful may be dropped
at the end of any school year. If at the end of three years a teacher has
proved herself efficient she should be elected for a three-year period.” Theh at
the close of the period she might, it successtul, be given indefinite tenure.
Under this plai a teacher would se.r\'e'yeglr after year without any formal
action eitlier on her part or that of the sclioul board, and until such time as sile
resigns or as the board, for cause and upon the recommendation of the superin-
tendent, terminates the contract. -

Dr. E. P. Cubberley points out that indefinite tenure Is preferable to perina-
nent tenure, saying:™ . "

. This middle ground Is equally just to both sides. The usual condition is not

just to teachers who have spent years in making preparation for a life work
of service, and the life-tenure plan is not just to taxpayers or to the chl}dren
fn the schools. The latter certainly have rights as well as the teachers.” The
middle ground gives practically life tenure tq every worthy teacher and school
officer, but merely reserves to the board of control for the schools, acting on
the recommendation of their chief executive officer and only after helpful
advice hus failed to bring the desired Ymprovemnent, the right quietly to remove
from the schools those wha should not he thers. To say that a school board
bas such power by trial, under the life-tenuré laws, is to cherish a deluslon,
The machinery of such action Is, of course, provided, but the difficulties in the
way are such that it can seldom, if ever, be carried to a successful conclusion,
In addition, the notoriety and the bitterness engendered by such public trinls
iy demoralizing ‘to the schools, and should be avoided® by both sides in the
fnterests of the children and the good name of the schools.

ELIMINATING THE INEFFICIENT TEACHER.

.Some plan should be employed by the superintendent and the board for ellml-
nating the teacher whose work has not measured up to proper stundards of
efficiency and who has not given evidence of prot‘vsslo?lul‘grm»‘th. It is not
possible to devise preliminary tests of efficlency which will prevent some teacher
troni gett{ng into a school system wifo ought not to he-there. However careful
a superintendent and a board may be in appointing teachers, there will glways
be found some who fail to do creditable work. Every superintendent should
"have an effcient plan for trying out all who enter and for eliminating those
from the schools who for one reason or "another are not successful. Such a.
plan, however, must avoid making any seeming injustice to the teacher, and it
niust not be operated in any arbitrary-or unsympathetic manner. The follow-
ing plan may be suggested: At the close of each terin the principals and super-
-visors should sit down with the supérintendent and discuss the work of each
teacher, grading -each us excellent, satisfactory, ‘or unsatisfactory, or some such’
. rating. - Those teachers who have taught only one year and who are r&like’d' ay
unsatisfactory shquld as a rule be given another trial. This may be done by

_ transferring them to otlier schools or othér situirtions, and even perhaps to other

grades than the ones to which the teachers were assigned. Such ‘tranafers
shonld, however, be made’only after ench tencher has been told very frankly
by -the principal angd superintendept what the criticism is. The tencher is

. 8cli:’ Adminlstration, pp. 217-218, . -
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- nd supervisors to Atudy the attitudes anq ubllitles of the

&) .

52 ADMINISTRATION oF SCHOOLS &N SMALLER CITIES,

thereby given another chance under.new conditions. Some teachers mig)¢
prefer to conquer in their Present situation, Ouce the writer suggested 1o a
Young teacher that she change &) another bulldmg, under another principul,
She replied that she would prove that she could make good in her
Sitlon it given another trial, and that if she cenlq not she would resign, si.p

he same plucky materiqa),

one course of action, and that ig to tell he
. elected. She shouid..however, be Informed
*.the schoo} term, .
By some such Plan as thig the duniger of snap judgment ig avolded, the
tenchers gre given every chance to make good, und the childrea are proteeted
- against the retention of teachers who have undertaken the calling and whe
should bé p Some other profession or at some trade. When teachers know thyt
snap judgment has not been taken, and that-every opportunity has heen offered
80 that they could demonstrate their ubllity as teachers, very few will hesitute
to quit the brofessio or elge to quit the particular school system, The public,
too, will have hotbing much to suy If 1t knows tphat the teacher has. been given
€very opportunity to. prove her worth ang that ‘she hag falled to do- 5o, The

blic sympathizes with the

T trankly that she wij not be re.

several weeks before the close of

A committee of the Nutional Educntion Assoclatipn, ‘u‘mmlnu}d to make g

study of teachers’ tenure, makes the following recommendations regy rding the
removal of toachers '

During the Drobationary Period there is Ijtle Question but that the renov.
ing power of the boarg should be strongly preserve, In order that the teach.
ing stant Itself nigy pe Protected . from the danger of weuk and Incotpetent
teachers on permanent tenyre it 1s necessary that high stnndards of entrance

e duty of the superintendent

probationacy teachers
with great, care-and exdactitude, hut the

dorse anq ¢ncouruge the continiped maintennnce of they
sites which protect them frop, being wenkeneg through ),
‘ incompetent and undesirable element which brings discredit to the profession
and which has_interfereq with the progress of Protective ‘nidasures for the
“benefit of 4 large majority of successful teachery already in the service,

The boarqd of education, therefore, shoulq bave the right, upon recommendg-

tion of the perintendent, ¢o drop any prohatjo,

the school yenr after a feagonable notice. The notice shoudd not
-80 days. The\Portland (Oreg,) law provides that g probauonnry teacher shajl
hot be dismigseq slmply o account of friction between: her and ¢
without giving such tegcher a fair opportunity with #nother principy), The
teacher might be dropped at any time after 5 reasonghie

less thun 6o days. A written sttement signed by the
be given the ‘teacher, stating the reasons for her dismingal, If the deficlpney

e due to g lack of skill ip classroom managenent, removal ghoull pot bhe
Mmade until the tehcher hag been warned and an opportunity given to correct
the same, . : .

"~ After the probationary period teachers should be removed only for cause,

e causes enumerated -include one or more of the following : Inefficiency, neg-.

lect of duty, Professiona) Stagnation, indifference and lack of growth, lack of
cooperation, disloyalfy, immoralyty, unprofesslona} .conduct, msubor«unathn.
fll health and . physical disability, or any other reason that woun annul g
teacher's certificate, The New York law specifies that the teacher shall 'hejg
her position « during good bebavior. and efficient and competent service,” The
roposed ‘Ohjo 1aw.gave neglect .of duty, insubordination, conduct unbecoming g
teacher, and immoral or erimidal conduct &8 causes for removal, The Paw.
tucket (R. L) regulations 8pecify only misconduct or Incapacity. The Massa.
chusetts law 1ists Do specific reason, | 3 % - 20 P o .

Te‘achen.mnf be dismissed Aat any time for. the cauges enumerated. above,
In all cases written Hotices of charges are necessary, and the teaclier Ig.givey

oy 9
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an opportunity of a henring to refute the charges. Pending the hearing the
teacher-may be suspended,.and this suspension is without pay if the charge I8
sustained. Usually the board “of -.education has the flnal decision in these
matters. New York, New Jersey, and California, however; provide for an
appeal to the State superintendent or other authority. Portland, Oreg., pro-
_vides for appeal by the umique wethod of a trial board of three appointed
by the presiding judge of -the circuit court. In all cases where the decigion to -
remove is supported by less than five of the seven wembers of the board of
educntion an appeal may be tnken by the teacher to the commission, The de-
cisfon of ‘this special commission is final and conclusive, If five of the mem-
bers of the board vote for removal, no appeal from this decision can-be made.
A majority of the bourd can remove. . °
The questionnaire,sent. to atfiliated units of the Natlonal Educational Associa-
tion indicates that the majority of the teaching organization belleve that the hear-
it should be held before the board of education. Quite a number favor the first
hearing before the superintendent and supervisory officials. This group wuSually
believes in an nppeai to the local board of education. Those favoring the initial
trinl before the board or superintendent and board would provide for an ap-
peal to the State superintendent of education for his department. A number

' of suggestions were made that the trial be held before a. joint.committee con-

sisting of representatives of the board, the teaching body, and citizens, Another
recommendation that a committee of three be substituted consisting of one repre- |
senting the board or superintendent, another the teacher, and a third to be
sefected by these two., . N

Since the hoard of education is the agency which employs the teacher, it

. would seem that they should also be the removing agency. The right to empl'oy

jmplles the right to dismiss,  The privilege of reviewing the action of the

hoard in dismissing a teacher Is 4 fundamental principle f American demo-

i eratic Justice und a reasonnbie protection’ that should be provided. Since the
majority of dismissals are based on techifeal questions, such as neglect of
duty, incompetency, ‘inefliciency, conduct unbecoming a teacher, and the like,
‘it seems that the final body of appeul should be in educational work and yet
disinterested.  Dr. Kandel, of the Curnegle Foundation for the Advancement

v of Teachers, states that “the best practice to-day provides for an™appeal to

the State superintendent of mh»llc instruction.” ) )

The question of whether the hearitiks should be public or privaté is a de-

= bhatable ones and the committee would request an opportunity to give this more

.study, ‘The gmueral practice is to have the hearings private, although there

seems to be developing a strong tendency to make the matter of privacy

optlonal with the teachers.  There are undoubtedly occasions when the nature

of the accusations might demand a private hearing in order to protect the

© tenchery, the school gystem, and the children of the community themselves, ’

On the other hand, publicity serves as a competent check upon hasty and

ill-ndvised action. It may prove a.restraint upon judicious and justifinble

- v (disntissals, however, ald conscquently may work to the "detriment of the
gchoal organization, : i

It 18 n striking fact that the majority of those answering the questionnaire

gent to the ‘affiliated organizations of the National Education Assoclation

indicated a preference for private hearfmgs. Quite a group. it will he .noted,

also felt that this privilege should be left to the dircretion of the teacher

aceused, and the hearings be public or private as she requests. It seems that

the accusing bedy should have some right of determination in this matter also,

since the advisabllity of presenting evidence might hinge on the kind of

hearing granted. If the first hearing were private and the right of appeul

allowed, which would be public or private .a8 the teacher requested, perhaps.

all rights would be sufeguarded. o . .

-

-

~
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PREPARATION OF TEACHERS.

g _Of the 528 citles reporting, 320 reqiiire two years of.,normal-achobl work ¢
_in additlon to four years of plﬁh-_school wfg{( for tenchers in the elementary .

grades. i : X
. -0Of the 528 cities reporting In regard to the preparation required for high-
- schosl positions, 444 require college grnd‘untlon,“mdga()s of these require. -
. nqme‘ prolqssl(!pnul preparation in connection with the college course. The
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‘a teachers’ commiittee, The hoxgnlnatlonq;php_n!d be made to the entire bogrd,
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national committee for the United States Chamber of Commerce in its report 10 -

shows for clties of from 8,000 to 30,000 population the median number of yeyrg
of training above the elghth grade to be as follows: Men elementary teachers,
6.2 years; women elementary teachers, 62 years; men junior higi schonl

.teachers, 7.4 years; women junior high-school tencl')ers,‘ 6.7 ‘vears; men senfor

high-schaal teachers, 8.4 yeurs; Womnen senior high-school teachers, 8.4 yonrs,

From the foreguing data it IS evident that many teachers do not meet what
are considered standlarq requirements, -namely, two years of normal-school
work in addition to four -years of high-school work for elementary teachers
and college weork with profﬂsslqngi tralning for high-school teuchers. of
course some of the tedchers in the citles now requiring two years of normal-
school work and four yeurs of college work entered the professions some
years ago, when the standards were much lower, E\7ery clty should, however,
require at least two years of normal-school 'work of all new teach s In the
elementary sehools and four years of college work with professional courses of
all new high-school teachers. .

Regarding this point the nutlungl committee fog the United States Chamber
of Commerce says : o

.There i3 g, difference of two yeurs hetween the professionnl trainlng of ele.
mentary and high school teachers. ‘The work of the vlc-nwnmry school in form-
Ing the habits and ideals of the children is gs important as the work of any
other school division, The teuchers shonld he as well trained as those of the
Junior or Senlor high school. This I8 not possible unless the salarles are (he
same for equal training and experlence, Smne Progressiva. communities have
already udopted this policy. 1 a safe prediction (hat iy those cities the
wark of the -elementary school will be richer, the children will be kept in

school longer, more of them will he attracted by the Junior and the senfor

high school, the #eneral level of a commumity’s intelligence WP be raised, ang-

the future well-being of the city more definftely assured,

SELECTION OF TEACHERS,

In 483-of 528 cities reporting, the Superintendent nominates teachers; |n 298

‘the nomination 13 made to y teachery’ (~ommlttﬁg; and in 255 directly to the

bhoard of education. ‘Withig the past fow yenrs the method of sek'-ctlm: teachers
has greatly changed. Not many years ago it was the custom of most hoardy
of educntion to select tenchers without even so much .as consulting the super.
Intendent.. Some hourds of edueation, it is to be regretted, still contlnue the
practice. ’ o

This Is especlally true in those cities-where there are tany home girls teach.
Inz. If most of the teachers come froin othier places, 'school boards are-us/ually

‘willing to consult the superintendent regarding the teachers to be appolnted.

In those cities where the Buperintenient does not nominate teachers, the
nominations are made by ithis or that memlwr.'or the nominationg are most.
lkely made In a meeting of the teachers' committee, which later reports it
sclection to the entire board, Such a method of selecting teachers is an Insult
to the guperintendent of schools, und he should so- consider it, instend of quietly
submitting. In thoge clties where hoards of education select teachers without
the superintendent's nomination they expect to bold the Superintendent- re.
sponsible for results, If o boaril gélects & second or third. rate.teacher who
has no abllity or :@lrg to lm_prove,'lt should not hold the superintendent for

" results. .

Though most superintendents ‘in the éltles'n-borflng uoinitate teachers, a

.

weakriess st(]] obtains, and that is that many have to make their nominations to

w!{"q&i‘. and 'Help Your Schools,
'\'[‘\. X q(.‘:‘ ¢ .' f" E

wiean City Bureas, New York.City;
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£O tﬁht evéry member of the boarid may know who I8 nominated and the quall-
ficaglons of ench nominee, :

RULES AND REGULATIONS REGARDING TEACHERS,

No doubt many school bonrds make too many rules, some of which are foolish,
regarding the conduet of teachers in and out of school. It is n pedagogle princi-
ple that the best teachers make few rules for the 'uuvvrnmont of their classes,
In tact, some excellent teachers make no rules at all, but den! with each case as
it comes.up. The sume principle presumably applies to the making of rules for
4 - the governuent of teachers. A few rules are necessary, 80 that the teachers

may know their relation to the superintendent, supervlsoi-s. principal attend-
ance officer, and others.. The general opinion is that a school board should not
make rules regurding the use of a teacher's time outside_of school hours, the
jmportant gquestion being whether the teacher gets results. It is always under-
stood that any conduct mnwcoming a teacher can not be tolerated, but rules
forbidding, teachers to attend social affairs should never be ndopted. Fossibly
some teachers give so much time to the “sociefy life™” of a community that they
are ineflicient, but to make a rule thut no teacher should attend this or that
gocinl affair 18 a poor solution of the problem. The teachers who are.becoming
inefficient because of too much gocial life are the ones for the superintendent
and the hoard to discipline. ’
The following table, buged upon the rules and regulations of 50 of the smaller -
citles, shows #ie different dunos,nssjmwd teachers and the number of school
bourds speelfically asslgning these duties: '

o %cohosl
. O . ard.
To be at school bullding a certain pumber of minutes before the opening
Of SCHOO) - o o ccemime e mmmmmm—mmmmmeo—me—mo s Y mmmcee——eeo - 0o
To muintain good order——_.. RS E ST E L 2 g 43
Keep daliy program posted, and adhere to 1to . _socooomooorooomoommaoo- 31
Keep dally record regarding at{endunce, ete., of puplls. oo eneaee 50
Make ruch reports as are required by the superintendent or the hoard. ..., 44
See that the class room is well ventilnted o oo e m e e 3s
Report neglect of JANOTS - oo e oo oo mmmmm o oo mmmmmmmos s [
Not enter upon social duties that will detract from clussroom WOrk. oo K]
Adhere strictly to course ‘of study coemooo- e e ccmmm——mmmmm e 15
Attend tenchers’ meetings oo dEEco00s . 3¢
© Inspect walls, books, etc., from time to tiine uand report condition to super- *
IENAeN! oo ctmmoccmmmmmcemm o= s s . v
Not go out or have callers during the week " ) 1
Not leave room when special tenchers are giving a lesson 12
Be granted lenve of absence for & day or two to-visit other schobls. ..o 1
Not reccive presents from D 1Y | S S S S O ¢
Detuin pupils for a specified time only..-- .20
Not to use corporal punisbhment._-._.-------- . H
Report each easg of corporal penislirgent to principal or superintendent .. a5
Not'to engage i1 evening-school work or give private lessons unlens given -
special pernyission ... A meemeimemmemmmmmmeemmmemmem—om=e==oo 2
Not to visit other-teachers after-pupils begin to arrive - -oooooooooo - 25
Not to criticize other teachers. .——-_------------- e rcmemm—eo—aae 1
To take immediate steps to ascertain cause of pupils, absence. ... - 2
To report misconduct on school premises .o ooeo-e- [ - 8
To be present on playgrounds at recess perigds . oo R F
Not to distribute adyertising material or otter announcements regarding -
affairs not connected with the school8. oo ceeaee VNN SR 22
When expecting to be ahsent.to notify superintendent in due time___- .. 86
Not td send pupils on errands without consent of principal or superin- - «1 )
tendent. ! e mm—m——————————————————— -~ )

Refer all complaints of parents to p‘r—lnc!pal or superintendent

= _'To he held responsible, for, nentness of room and- ¢
- books, ete.l----- : : e e sattatetr :
Y & . . L N i

‘o
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.

“To glve due notice {n ease of resignation.___________ e Srmee 28
Not to marry during the torm...._......_.~ ................. R 3
To become acquainted with rules and regulations of the hourd . R

Several of thege rules are ridiculous, gg « Hot to go out ur have cullers during
the week,” “ ot to narry during school term,"
2

RETIREMENT FUND,

0 ) .
Few of the smaller citles outside of States baving State retifement funds
Drovide a “teacher's retirement fund, partly from the fact that wuel’ fund s
difticult to provide and - administer iy the sualler places, The problem of
securing proper provislon for the teachers’ comfort, hpwoygq_',. will never he
adequately met untit a retirement fund, which should. be State-wie iy Seupe,
is obtained. Without deubt there are few of the smaller city-school systemy
in which there are not several teachers too oid to be Tetalned In the clussronm,
but they are retalneq because it seems crue-to dismiss ‘them when they have
No other means of supiport aod after they have given years’of efliclent. service,
Out of the meager salaries paid, and with the demands steadily becoming more
Insistent, it ig impossible for the teacher to'se; aside enough, year by yeur,
to keep her in comfort for any length of time after her earning perfod js
bassed. No school board should be content until it has not only put the saln-
ries on a rensonable basis, but has made it possible through the estublishment
of a Stute retirement fund for every teacher to retire, after’ becoming too ol
.to teach, on an Income sufticlent to keep her in comfort,

THE SUBSTITUTE TEACHFR. I3
of the regular clussroom tencher because the school board hus given no g hought

as to who -shoul( be'cmployed ag substitute teachers. The uub,stitu(e-teaqher
problem is as serious or even more 80 than that of the }* new " (eucher. The

" new teacher I8 ussigned y detinjte work, while the uybamute teacher fs here

Ao-duy and there to-morrow, Nhe may be needed one day in the first grade,

the next day in the sixth grade, and on the thirq day In some other grade.

Then, too, one day she, Is sent to teach a clasy berhups noturlously diffcuit to
loterest ang control, while on the next day she may he sent to a more pleasant

] .aﬂerm'»dn. Al-‘urtlic--rmore, In most ‘lnstances the need Is not known unti Junt

& few minutes before the day’s seasion begins, scarcely affording time for the
substitutg to reuach the Post assigned her. The consequence ig that ghe has
not” ha} time to make that special preparation for the day's work wWhich the
regular teacher makes, If she g (n earnest, and which is doubly necessary
for a substitiite jf she is to ‘succeed in doing creditable work: “Clearly, then,
the most difficult position 1 the entire teaching COrps of any clty Is that.of the

Substitute teacher. She ‘needs vergatility, adaptablility, Intimnte knowledge of -
the entire range of school work, polse, disciplipary abllity, and all.the other -

regular teacher who has the Aame group of children lon enough to become

familiar with- the idiosyncractes of each indfvidual, . - o
In practice, most school systems in the smaller citles employ ag substitute

%

.

- * teachers almost anybody- who can be gotten hold of quickly when needed, and
" no questions are. asked; or, atl least, not many—except posslbly to Inquire
. Whether the persen holds a teacher's license, . B, RN

oo
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"__referénce to questions of school polley, - ‘o o

Those usually employed as substitutes are girls who hiave just graduated from
high school, old ladies who taught years ago but who are willing to accommo-
(ate’ the superintendent by teaching a few days, and housewives ‘in need of a
few dollars for pin money. If sufficlent remuneration i3 pald to make th
work an Inducement, usually & few persons of ability can be found in Ty
¢ity who with sufficlent training and ‘close supervision can be bropght to a
point where, at least, it is better to empiwy them as substitutes than to dismiss
thechildren. But 'a better planlis that of selecting & few of the very best teachers
of the regular corps and relleving them entirely of assignment to a given claxs,
thereby recuring a “ fiying corps,” to be shifted quickly from polnt to point nua
the emergency arises. Such teachers, instead o‘ being pald less than regular

tenchers should be paid considerably more in recognition of their superior

abllity nnd the difficulty of the work. In fact, this pldn:can not be put into "~

;operition inless more is pald, since none of the regular teachers would consent

to be substitutes without more pay. They all know the difficulties that the

substitute teacher encounters. * ]
These suhstitutes should be employed on full time, and when no substituting

. 1= pecded they should he sant into varlous schools to give observation lessons.

for- wenk tenchers or for teachers who ure new to the work and need help
\\"hich‘tho' supervisor has no time to give. Or if the principald are teaching
pripeipals, the substitute teachers may relieve the principals at times.' Again,
they may be _nmlmled toa ;lven grude for A day or two 80 as to give the regular
tencher. & much-needed opportunity of visiting classes in her own or in neigh-
boring cities. o

THE TEACHER A8 AN ADVISER.

If a superintendent or a school. board consults a few teachers regarding
frhool mllclos._dlmrultles are apt to arise, and the whole administrative ma-
chinery inay be thrown out of gear. It Is difficult for a school board to know
whi¢h teachers to consult. The only democratic way 18 to consult them all,
§mne superintendents and school honrds have realized that the intelligence of
the whole teaching body should be capitalized and that it is unwise to consult’
only a few teachers. They have. therefore,' encouraged the organization of
tenchers' councils, In~some Instances such councils have been organized only
after considerable parleying with school officials. Much better resuits could be
expected If the teachers were invited to offer their opinions upon matters that
vitnlly concern the schools.- . ' -

To autocratic ﬁogrds and superintendents the claim "of teachers to be Qpard
in board neetings seems radical. What right, it s asked, have teachers to ‘ask

" to be consulted? . The school board is responsible to the people, not to the

teachers, and therefore must formulate all policies.. It is replied that no right
is taken away from the board, for its province is to legislate, and it should.do
g0 with all the light available. No right of the gmper'lntendent is abrmted,
for he, too, should mnke his recommendations only upon the fullest information

possible. - : ] R L )
I a teachers’ council attempts to usurp the prerogatives of A board or of .

a superintendent, it has no excuse for existing. It 18 generally recognized ¥
 that thé function of a council should be as follows: To secure active and effective”, *'

"direction of the schools by affording the largest opportunitles for- initiative .
on the part of teachers in the formulation of courses of study and in the-
selection of textbooks; to encourage professional interests and to furnish a
ready ‘and, effective means for the expreseion ?t seutiments and opinions with -

.

»
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© however, there are in cities of hetween 10,000 and 30,000 populntion one super-

- principal teaching not mora than half time to every 26 ‘téuchers; And in clties '

" for the entire city; (4) departmental teaching In the Rramumar grades so

bas been made effective In some citleg, . o
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Superintendents and boards that have recognized teachers' councils report.
#enerally that the conferences of the .nrembers of the council and adminis-
trative oficinls bring great help to the latter. One superintendent says that
the educational couicll has been of more help to him than te the teachers,
that it keeps him 1n touch with them, and that he Is thus able to know their
opinions upon various matters, In-other words;. this superintendent ia riven
f broader view of school affairs by those who are closest to the childrep. f/
teacher of children knows the wenk Points ‘of the course of study : she knowf
whether the texthooks In use are well adapted to the.children in her grad
Granting that the opinion of a single teacher might not be worth much, the
combined opinions of the eutire teaching corps sre certalnly worthy of con-
sideration, - ’ :

Whatever course teachers’ councils may- take, it should be remembered that
the school hoard and the superintendent are the final authorities representing
the public and that teaclfors lezally have no legisiative functions.  School
boards nnd superintendems should, however, utilize the first-hand knowledge
that teachers have of rchool conditions, )

SUPERVISION OF IN STR%ION.

iy .
One of the difiithlt problems that many superintendeyts in the fmaller clties

teachers and noutenching principals there should be in proportion to the pum-
ber. of teachers employed, .No general rule can be laid down. 1In practice,

visor, not including llle superintendent of hools, to every 30 tenchers, and one

of between 5,000 1ind 10.000 population there is one supervisor to every o8
teachers and one principal not teaching more than balf time to every 39
teachers, ’

The usuM plans for securing. supervision in_small cities are: (1) A super-
vising, or nonteaching, principal for ench building; (2) 4 prlnclmil to super-
vise three or four huildings; (3) a primary and a grnmmar grade sﬁpervisbr

that thé principal may be free a few periods of the dn& for supervision;
(5) a substitute teacher to relieve teaching principals go that they may super-
vise for a day or haly day a week, ) Co

The plan to be followed depends upon conditions, 1In cities having bulldlugn\
of 16 or hiore rooms each, the best plan is to have a supervising prlnclpail for
€ach building, but in citlies having small buildings of 8 or 10 rooms each it {3
very doubtful whe*:r.a bourd of education can Justify the expenditure neces.
sary to employ a pervisory principal for each ‘building. If, for instance,
there are six school buildings of 10 rooms euch, uand if there is a/"supervlnlnz
brincipal in charge of cach bullding, the cost of such supervision would be
uhout $12,000 a year, while the cost of Instruction would be about $75,000, Ir -
to the $12,000 there be added $5,000 for the salury of the superintendent of
schools>and $6,000 for supervisors of the special subjects, the total,cost of super-
vision would be $28,000, or about one-third of the amount expended for instruc-
tlon. It would seem In this hypothetical case that too much is spent on the
supervisory force-in proportion to fhe amount spent for teaching,

The plan of dividing a clty Into districts each contuining several small build-
lugs and of employing o supervising principal for each district, while not ideal,
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A better plan where there are so man; small buildings that a supervising
principal can not be placed in cbnrge of each is to employ a primary and a
grammar grade supervisor for the entire city. . Whether or not both & primary
and-a grammar grade supervigor should be employed depends, of course, upon
the size of the city. In a.city employing from 40 to 70 elementary-schodl teach-
ers, @ primary supervisor would be -sufficient, as this would leave only the
grammar grades to be supervised by the superintendent. In cities employing
more thin 70 elementary teachers, good use could be made of both a primary
and a grammar grade supervisor if there are no supervising primipdh If the
grammar grades are centralized in one ‘building. the principa! should be free
~ most of the time for the purpose of supervising the instruction..

Since the tendency is to erect larger elementary-school bulldlnm 8o as to re-
duce the number of small buildings, thereby ruul\lng the schools more eflicient,
the prolslem of supervision can be solved by placing a supervising principal in
charge of each butlding. In most eities having orﬁ 2Q or 25 elementary teach-
ers ull the children could be housed in one building, thus making it phssible
for the superintendent to do all the supervisory work ; that i, If he is pro-'
vided with clerical assistance,

In the cities that have supervising principals or teaching principnls in. chame .
of each of the elementary schools or of a.group of clementary schools, every-
thing possible sbould be done to economize the principal’'s time, so that he may -
be free to give practically all of it to supervision, or,if he has to teach so that
he may give his attention to his classes without being interrupted by telephome
calls, which in many school systems require much of the principal's time
anawer. These calls are permmed to come at any moment, aml if the prin-
cipnl is visiting a- classroom, he must leave to answer the telephone, or if
teaching he must leave his class. * This nuisance has been’ lessened to a certain -
extent in some schools by npmlnting a pupil to answer the telephone, but in
{xmajnrity of cases the principal hlrlqelt is ‘'wanted by some- parent pr otha'
person.

To ecliminate this cvll telophones in the school buildings should be connected
only with the superintendent’s office. Parents should have no direct telephone -
connection with the school buildings except through the superintendent office,

where a clerk should attend to all calls. Principals are nlso lnterrupted at
‘ almost any’ time in the day by visits from parents and others .in regard to this
o that matter, often of little conseéquence; so, in order to lessen this evil, there
should be a régular office hour agreed upon by the principals-and the superin-
tendent, which should be the same for all elementary schools, and should
be printed in the report cards and periodically sent home to parents so that
it may become fixed in the minds of the parenats that the prinoipals ma’ bo
_ seen only at certain times in the day.

In cities employing 30 or more elomentary and high-school teachers and
having a high-school enrollment of 100 or more, the high-school prinetpal
ghoud not be required to teach all the time. One of the weuknesses of most
high schools is a lack ¢f constructive supervision. Poo often each high- achool
teacher goes her own sweet way without considering how her work relnh& o '
that of the other teachers. . Supervision is necded in e\'ery high school to ‘help
coordinate the work of the several departments, to secure more uniformity h"
marking pupils, and to secure hetter classroom methods of instruction. .

Supervision of the so-called special subjects is a misnomer in most of . the

. teachers of music, art, and other subjects. By teaching a class once every’ two

weeks or once a week they can accomplish llttle unless the regular clasmh

. smaller citles. 'l‘hough called supervisors, they are nothing but’ peripﬁdﬂc,, U

: waeher ls nble to glv’ addltlonal instructlon in these subjects The supm.}? 5
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’ lld report to specinl teachers In other rooms for musie, drawing, phyrieal

* the présent time, notwithstanding the fact that ever since pupils have been,

- m be clunmed’ as tollow-. . i
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should do more rupervising and require more teaching of these subjects on the
- part of the regular teacher. If the supervisor or special teacher, as shé I8 sonie-
'tlmea called, does all the teaching, the regular.teacher will feel no responsi-
blllty, saying, “ That i the work of the supervisor of music or art.” , In a cer-
tain school that. had employed a supervisor of penmanship for many sears the
scores made by the children in penmanship revealed that it was below average.
When the cause was sought for the rather poor showing as comparcd with
other cities where no supervisors of<penmanship were employed it was dis-
covered that the teachers depended almost entirely upon the superslsor for
-results, 1f this supervisor had supervised and held the'teachers responsible, the
results would without doibt have been better. In some cities wheresthere are
speclal teachers of music the results are poor because the teachers have few or
0o music leseons hetween the dates of the music teacher's visits,
The problem of teaching the special subjects, may he sotved. by organizing
the school ®o that the puplls from the first grade up have thelr neitations in
lrlthme(lc. history, geography, and the other older suhjects with one teacher

" training, and the other newer subjects.  If un arrangement of the kind is made,
the overhead” charge of spegial supervision is eliminated. At Kewickley, I'a.,
for example, ‘a few years ago the superintendent of schools nfter a vikit to
Gary, Ind., was convinced that he conld introduce play, manual training, and
beme economics without employing supervisors of those subjects; so n- pro-
gram was arranged whereby the regular clasraroom teachers are kept occupied
while pupiis are recelving instruction in manual tralnlng and home economics,
and: while they ‘are on the play ground. . To do this the work Is departmen-
talised throughout the grades: that 18, there are special teachers for: musle,
drawing, manual training, home economics, and-play. Al the older su'Mocn
as arithmetie, geography, and history. are taught by thgn regular (‘hu--romn
mehp.r The superintendent of schovls rnys:

With the change af scheol organization from the inflexible one-room unit to
the present flexible Interdepepdable condition came manual training, domestie
scierrce, apd physical training. | Ordinarily, the introduction of these depnry.
ments would have meant additionnl instructors. However, the plan operated
without any change in the number of the staff. This was a dow uright econowy
fn teaching force as well ar enrichment of the program content. y:

. i

GRADING AND PROMOTION OF PUPILS.

Varlous arrangements for the individual child's progréss through the grades
unhindered and unhurried by others are matters of study and experlment at

classified by grades their promotion has been a subject for discussion In every
achool eystem.
., A promotlon aydem‘ {s primarily a.means ot giving each pupil !ho hest
.ehance for scholustic progress in accordance with his individual needs and
.espacitiea, consistent with the necessities of class instruction, which i’ the
basts of most teaching, whatever may or may not be its merits. This being
the case, there {8 need of good workable promotion machinery, so that the good
of the individual pupil's progress is not: lost sight of In the udmlnlstratlon
exigencies of an orderly gmde organization. .
&mldenble number of plans for improving the promotlon ,machlnery
1~n been offered and variously tried. The prlnclples underl)ing,them may

/
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1. Shorter promotion Intervals; that is, at least s?;lannually instead of an- .
mmlly "This enses 8_up the application ‘of the promotion system.

2. Freer promotlon of individuals' whenever they seem capable of doing

" ‘higher work. at other than-thé regular promotion times. - °

3. Promotion by subject. Thils has been genernily Rdopted for departmen- 4
talfzed work, but sparingly otherwise,

4. The prov iston for a supplementary or review term, a semosu-r or less, llt

intervals in the course of uludv. which can be skipped by the better ctudents.
- while the pourer ones use it to clear up shortcomings. !
S &, Two or more paraliel series of classes, or sections within a clags proceeding
at different rates, permitting a closer classification of pupils or a rate of progfess
us well as a state of attainment basis, and so fnterlocking that puplis can shife N
from u fast to a slow class or vice versa at varlous points. '

G. Division of the class into two or more groups, constant or varying, ‘which
are conceived not ko much ns having different speeds of progress through dhe
curriculuin but as varying in the amount of grade work which they attempt -
beyond -an essential munimum requirement. Part of the class work may be :
done ns a single class whole, and other parts in various groups acconding to
cupaeity of puplls in these lines, K

7. Individunl attention, supplementing class work, by which can be secured
sueh results as special help for weaker students, reduced programs for those
who ¢an not handle ull the subjects simultaneousiy at the regular grade ’peed.
shifting of time from a pupii’s strong subject that does not need it to his wenk
subjoeet that does, nnd added advance work for those aiming to skip a grade. /

8. Indtividuul attention to the extent of having ench pupil proceed at his own '
rate, with u minimum of organization us a class.

Moxt of the various plans, with the exception of geminnnual and subject pro-
matiois i depnrtmentalized work, are much less practiced than we wmi_m be
led to expect from the eluims with which they have been heralded. Most of

7 (hese schemes come and go, The celebrated Cambridge double-track plan has
heen madified beyond recogmition. The Pueblo piann emphasized the importance
of the individunl so effectively that all school men took notice, but as an ex-
clusive system it is doubtful whether it can be found in operation anywhere, In
brief, all there plans have.nnde thelr contributions and now appear onl\ ns ele-
ments In other plans. . o

, The reaxan that none of these schemes have been lml\orsnll\' mlopt«l and
that they have been madified 80 as to be unrecognizable, may be explainad by
several practical difficulties, Some of the plans for convenient operation need
lurger school buildings than prevall in the smaller citles. Some of them are
rather too complicated from the administrative gide to be succersfully handled
unless the administrator: is particularly well qualified and is thqroughly in-
terested in dhe scheme in view. From the teacher's standpoint also there are
vompﬂ'culiom and demands for special skill; and with some of the plans there

gre such faults as ‘the. superficial -speeding of bright pupils and confusion in
clnss management. These faults may not he Inherent in the plans themselves,

but tiley are likely to -appear when the plans are applied by tenchers who do
“not understand them. Many an apparentiy good plan fails when not skillfully
handled. Any of the foregoing plans must be handled by experts or they fail.,
They make more problems for the superintendent arnd teacher. . The nearer a

. system cofues to the lock -step system of promotion. the easier it is for the tencher
« and sujerintendent. ‘One superintendent somewhat paively calls attention to
the fact that since special -classes and sectfons were formed in his school there

are more qnostlons coming up that he must declde. Tlle old atnual lock-step
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system of promotion caused little vexation of spirit in the l'tuperlntendent: much

. In the children. Fortunately for the children, in many of the smallér citles -
conditions are hecoming reversed, but after all the discusston regarding the
advantages of semiannual promotions only 245, or 47 per cent of the superintend-
ents reporting, promote pupils seminnnuliy, .

The obvious advantage of the semiannual over the annual promotion plan is
that pupils who fall of promotion have to repeat only a balf year's work. On
the other hand there are 16 opportunities for fajlure in the elementary schools

. promoting semiannally and only 8 in schools promoting annually,

P Dr. L(-i;nnrd P. Ayres,1¢ discussing annual and semiannual promotions, says
’ '\ that from & purely mathematical point of vlew the change fronr annual to remi-
". gnhual promotion in a school system— . ’

'&s no effeet. whatever on the average progress rate of the children, 1If, for
eXample;-&0 per. cent of all”the children sre promoted every time, it makes no
) difference In the average progress of the whole group whether the promotions

A take place once a yenr or 10 times a year, But while the-average progress

of children is not changed, their distribution through the different grades is
mnterially affected. - v =

It 100-children are promoted annually at » steady 80 per cent rate for eight

- veary we shall find them distributed through the grades as follows: Fourth

3 grade, 8 children; fifth grade, 11 children; sixth grade, 27 children; seventh
=K grade, 38 chlidren; elghth grade, 21 children ; total 100, .
¥ If the promotions take place seminunually jnstead of annually, the distribn-

: tion of these 100 children at the end of the eight_years will he am follows:
v Grade 5B, 3 children; 6A, 10 children;- 6B, 19 chﬂdren: TA, 26 cbildren; 7B,
24 children ; 8A, 14 children; 8B, 4 children; total, 100, .

The difference between the two distribptions is marked. Under the annual
system 21 children have completed the eighth grade, whlle under the semi.
annual system only 4 have completed it. On the other hand the annunl system
has left 3 children in the fourth grade, while the semiannyal one has left

- rone lower than the 5B grade.™ The annual system has carried more children
through on schedule time but left more back In the grades, while the semiannual
system has earriedqfewer all the way through but left fewer hadly retarded, -

.. The annunl systetm has resuited in betfter conditions for th few, while_ the semi-

-nnnunl ole has bettered them for the many, ’

Classification of puplls in half-gf;nr ‘grades has not remedied the evil of
clnﬁslfylng together pupils Qf widely different attainments. In many schools
‘the;bright, the average, and the slow are asgigned to the same half-year grade

. andrall trught h,v[lhe same teacher. -Just as In any other scheme where
cmlbren of all degrees of ability and attainment are classified together, the
lessofifis too long for some and too rbort for others. The best puplls In the
oclasé! are not tried to the full extent of thelr ability; the [poorest puplis are
stralned to the utmost. At the close of the semester the puplls who fail must
repeat a half year's work. The effect of this is bad.

But whereln lies the remedy? In cities where there are small school build-
ings promotion at half-year Intervals, is about all that is possible, but In cities’
where the school buildings are lnrge enough to permit of several rooms for
each grade it is posgible to divide the school into classes separated by intervals

- of five or six weeks' work, g : - .

= - If there are three first-gfude teachers In a .school bullding, 1t would be possi-
ble to form at least six clnsses, or even nine, hased on the ubllity of the children,
which could be determined by mental tests and by trial in the classroom, .

In-a certain schiool system in a city of. about 10,000 population there are five )

. first-grade, four second-grade, four third-grade, and three fourth-grade teachers

in the mme‘i_mllgllng': but_no attempt, Is made to classify the children so that

.

>

A yres, leonard P, The Effect of Promotlon Rates: o  Sehe 1 Eficlency, . I 4-’.4“#; e
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classes, SAYS:

- five quarters. There will be no temptation to push on & slow pupll or drag him

" the teacler's opiniom based uipon_the ‘children's class work.

-r

' GRADING AND PROMOTION OF PUPILS, 68 .

there will be only an interval of a few'weeks' work between each class. All the
first-grade children are assigned the same work, and all are expected to com-
plete the same nmount during the half-year term. Those who do not must
repeat the half-year's work. If the children were divided into groups, there:
would be only about four weeks between two groups, so that whenever a pupil
conld not maintain himself in his group, he could be placed in the next lower,
and whenever a pupil showed that he could work mare rapidly than.his group,
he coukl be advanced to the nfext higher group.- If a pupil had to remain out
of school for a month, he.clould upon his return start in just where he left off.
Some puplls could complete more than-the first grade and do part of the second,

br. W. T. Hnrrlg,'fdrmo_rly United States Commissioner of Education, writing
of the plan of classifying pupils with an interval of a few weeks between 1

Instead of the;I'rocrustenn bed of grades, the pupils shou1d be classified into
classes of 30 or less each. These classes In all large schools should be sepa-
rated by intervals of about five weeks’ work. Ar often as these classes, any of’
them, become too small By the withdrawal of pupils, or too large by the assign-
ment to them of newcomers, there shWuld be a new formafion of classes. The
best pupils of one class should be sent up to the next, the hest from the next
below should he promoted and joined with the pupils remaining. Those not
promoted are now united with the best ofithe class that Is five weeks' work
behind them. * * * Thia process of continual readjustment of classifica-
tlon * * ¢ will render the whole school system elastic and mobile, Like
the current of a rivef7 there will be everywhere forward motion—in the middle
the current is morf rapld, at the sides the current flows wore slowly. The
work of the grade laid down for a year's study will be accomplished in three
op, three and a half quarters by the brightest; b§ the dullest and slowest in

hayond his powers; no temptation to promote a pupil to n new grade's work
before thorpughly completing wlm't is below him. .

» It may be urged that this system would cause & collection’ of the dull and’
stupld puplls Into classes by themselves and of bright puplis into classés by
themselves.  This. however, does not happen. The fact is that the hest puplls
from helow are allowed to rise through the masses above them as fast as their
ability can carry them. *The stream of bright pupils from below is inex-
haustible. From the primary grades it ascends, continually passing fixed
points to points that move on more. slowly. Ir every class there will he its
quota of bright pupils, some leading the class and some just sustaining them-
selves in it, having recently joined it.” In a system that gives no attention to
the grouping of 'éhl.ldren. except to have them-in.classes a half year apart,
all the hright children attain the top of the class and mark time and thé slow
ones fall hopelessly to the.bottom‘lgn}z hefore promotion time and awalit pro-
motioh day, when they will be" turned back to go over the same rond again.,
It I8 recognized, however, that the plan is practicable only Tn buildings where
there are several tenchers for the same grade, so that the 80 or more children
mey be dlvided Into four or more groups. S
.o The plan of grouping children according to ability, whether there are short
or long intervals hetween clagses, i8 hecoming more common, “Of 620 ruperin-
tendents replylng to the question, If there dre enough-elementary-school children

"of any one grade In a bullding.to form two or more ropms, afe ‘the children = "«

* divided ito groups according to abliity? 207 answered in the afirmative. The. . .

meth t ascertaining ability are mental und standnrd educutlonal tests,and

", ' RATE.OF PROMOTION. .
tion varles ‘greatly in different cities.”
pupits, while othiers promote 95, per. cept:
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cent of the pupila should be promoted in clties having semiannual or Annual
‘promotions? An annual promotion rate of 95 per cent comes nearer a theo-
retical rate than does 75 per cent, for if the promotion rate is 75 per cent year
after year, 867 out of 1.000 children entering the first grade would fail in eight
years; with a promotion rate as high as 95 per cent, 302 children out of 1.000
would fail.

The following table shows the effects of different annual promotion rates in
& school 'syp(em. assuming that none die or drop out ;! -

Ll
Effcots of annual promotion ratcs.

In practice the avernge promotion rate in the smaller cities {s ahout 90 per
cent, Judging from the rates of promotion in 38 typleal sehool aystems in dif-
ferent sections of the country, The following table -shows the per cent pro-
moted by grades in the 38 citleg: B

’ Per oent prom'o'tcd in each jmdc. 38 cities combdined,

' . Per cent
> promoted P";“z?:'
Qrade, of number o total
' mf_jfﬂf euroliment
of term. | for térm,
~.8 ‘e e
9.2 1.5
®.3 T
T 2.4 0,8
90.8 X
9.4 R8.0
0.3 . 8.7
B 914 .9
.. . . =
t Avarlgelg;,.lmm)rhll«lroiv.._..'..................'..........._..... : 90.1 A3, 1

ay;
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‘GRADING AND PROMOTION OF PUPILS. - - 66

Possibly a 100 per cent promotion rate would be the best. A& it I8, a teacher

in any grade must decide whether her pupils have completed the work of the
grade. If In her judgment they have, they ure sent on to the next grade; if.

they have uot, they repeat the grade. The recelviug teacher has nothing to say
in the matter. It might be a good plan to promote all the pupils and then
let the teacher who receives them decide what ones can do the work of her
grade. This suggestion is made in view of the fuct that an experiment con-
ducted at Springtield and Decatur, Iil,, shows that in these two cities all the
qlull«qu)x can be promoted to their advantage. .

The plan I8 for each teaclier to’ make up ‘the usunl list of puplls she would
recommend for promotiop and for fallure. The pupils marked for fuilure are
advanced to the next higher grade, but on probation, and nre subjected to a

regimen carefully devised und frequently checked up with a view to sthnulntlng,

the puplis, the parents, nnd the teachers to increased efforts.

At the close of the first semester of 1918-19 in the two cities 1,276 pupils
were listed for failure, Thix was before the teacher knew that the chlldren
were to be promoted on condition.  As a result of the experiment, it was found/.
that over 75 per cent maintained themsel\es in the grade to which tlu-y had been
provisivnally ud\un(ed

This proeedure \\us repented in June, at the clme of the -nnd semester,
when 881 puplls who would ordinarily have-failed, were provisionally pronmted
The next fall these children ho;,un the work In lh« grades to which they were
advanced, and 75 per cent o! them made ;zood "The experiment was tried for

\

the third time when 984 mipils were placed on probation in the grade ubove,

This time about 60 per cent malntained themselves, .

The question may be asked, How mnny of the pupils p'romotoil on probation
cnme_up again for provisional prmnotlun'l Of the original 1,276 probationers,
1,087 did -not again became pmbutioners = -

From these and other dnta it 18 evident that tllo experlment has thus far
heen successful i these two cities, The plan 1s at lenst worth a-trial in other
places,

-
THE EXAMINANTION,

The formml examination held at stated tlmes has fallen into disrepute as a

‘menns of determining whether pupilx are to he promoted or not, bhut a few school

superintendents still uce the exymination to dejermine fitness of promotion.

The (-xamlmmon ax 1 wmeans of determining a pupil's fitness for promotion
has been dlscontinued by progressive school uupeﬂnt:-ndents becanuse It leads
to * cramming,” to undue worry and nervousness, and to working with the
sole end In view of passing, causing the entire work of the school to center
about the one iden.

1t is the custom In many schools ty average the exmuningtlon marks and the
clnssrooin marks or to depend entirely upon the classroom grades. .

The investigations made regarding teachers’ marks show that these mnrks

are lnnccurate and unrelluble records of the performunce or abllity or accom-.

plishment ‘of puplls, and that the faith which both puplis and tenchers lmve
placed in traditlonal s\‘stemo of marking s a blind, unreaumnlng one,

It may be uuked Whint 18 the teacher rating? Is it thé per!ormunce ofn :
pupll ina certain examination, without any mnstdemtlon of the pupll's ability?
Is it the hnprovement, the purpose, the accomplishment, the accuracy, the neat-

nessy the acquisition of knowledge, or what? What Uoes It mean for a pupil

to recel\'e a mark of 80 per cent? Eighty per cent of what? Of what the. -
teacher thlnlu the cmld ahonld Imow? Thu- u ln evldent thut tlleﬂ.' can be .y
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absolutely correct way of marking pupils, all-depending upon the teacher, her

‘standards, her moods, etc. C L . - ;
A plan based upon the normal distribution of abllity is recommended by sev. ~

eral persons who have made stugles of teachers’ marks. The plan Is for the

teacher to pick out from 8 to 10 per cent of her class who are excellent, and to

place the others In four or five groups with respect to these. As Bennett says:”

** We can not presume to state how much abllity-a pupll has, nor how valuable

»

his work has been, but we can state his relative sta‘l‘dlng in the cluss with rea- :
sonable accuracy.” e .

One study * recommends a marking system based on the following distribu.
tion of the individuals of a given class: Three per cent, excellent ; 21" per cent.
superior; 45 per cent, medium: 19 per cent, inferlor; and 12 per ceit, very
poor. Of thig last ggoup, approximately 11 per cent should be conditioned and-
1 per cent failed, it 18 asserted. : : '

The concluslong reached by some other studies are shown in the following

tabld: ° E
Distridbution of pupila" marks according to several investigators, : E
o : ! A B I [ ‘ D l E
[ g i
0 ¢ ' Per cent. | Per cent. | Per cent.. Per cent. : Per cens.
! 10 20 t, €0 . 2 10
o 15 C 80 15 10
4 % “ N 4
4 21 5 | 13 7
3 2 50 2 3
© 2 2 50 2 2
7 2 42 2 . 7
! 17 lm 38 U 7
Elementary. .. ST Y Y » 8 e ‘
Advauced............... 14 K] .3 6.5 25

Although there are differences of opinion, they fall within the ,runge' of
variafion of a flexible system, Such a senle might he stated as follows: Of
the total number of marks given, let the A's comprise from 3 to 12 per cent,”
the' B's from 15 to 25 per cent, the C's from 40 to 50 per cent, the D's from
135 o 25 per cent, und the E's or fullures from 2 to 12 per cent. ’

Rennett ® ‘propo,

the following: - : -

A very satisfact\ry plan and one which has proved easy to use is to let A
mean * one of the quarter " of the class; let B nean * one of the second -
best quarter ; let C mheun yll the others who have done a passing quality of
work ;.and let D mean that the work so murked Is not acceptable or up to puss-
ing requirements. It shiuld not be the policy of the school. arbitrarily to .
require -uny to fail; therefore, nbundunt notice, special instruction, and fre-
quent reclassification should eliminate D's from-the final marks.

Buch plans us the foregoing are bused upon two assumptions :

1. That the work of a given grade and the standards demanded thereln.
‘shall he so shaped that the lurge'niajnr)ty of the class shall at all timeg be
doing work of a passing grade. ’ : a s
~ 2. That In every class the. nornial dlstrlblp{on of abllity s approximately "
the same. > 9,9 % aa e, S o2 e

It such plans were Adopted In graded schools thére would_not be the wide
'vi‘x_rqulom in staindards of promotion tht are round_ ih the,aqxing school systews -

‘ . T o g ..
17 Benuett, Heory B. BSchool Eficiency. Ginn & Co., 1917, .
. "“P‘lnlelnelq' 1. K. 'The Marking Bystem In 'rnm_,v and’ Practice. qu

. Bennett, Henry K, School Effclency.. v o, 1017,
) % P E |
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ACCOUNTING, nnoomzs, AND REPORTS. 67
and even In the same bulldings. One teacher may have 40 per cent of her chil-
dren marked “ A,” while another teacher in the same. buildl teaching the
sume grade may have only b per cent marked “A" and 40 per celat marked “ C."
Under the foregoing plan in opgration it is evident that each cluss itself would
virtually determine its owi standurd by - whlch the individua! member shull\
be judged In respect to promotion.

~ ACCOUNTING, RECORDS, AND REPORTS.

In many of the smaller cities but little attention 1s given to fiseal school ac-
counting. Bills are paid and the secretary of she school board mukes no clas-
sification of oxpendltures for. fuél, light, jagltor-ﬂuppllos. pupil supplies, etc.;
“s0 at the close of the school vear it is a dificult mut{«r for him to make out
the tiscal reports called for by- the State dopnr,tmem of public fnstruction or
the United States Bureau of Education, and g8 un aid in the udmlnlst’i‘ution of
the schools his system of accounting is practically worthless, © '

In order that accounting may aid in economical administrution the accounts-
should be so kept that the cost per pupil of each school bullding and each
school department as kindergarten, elementary, juulor high, and senior hizh
schools may be determined. If this Is done, extravagance in the.use of sup-
plies, etc., in uny building or department may be detected.  If, for example, the
(-bs_t of texthooks or pupil supplies In an elementary school bullding I8 much
ubove the average for the city, an investigation would reveal the cause. If a
school board keeps its accounts to show the cost of fuél per 1,000 cuble feet
in each building, varlatious from the mean unit cost ‘of the sy steinahd of other
nol;,hlmrlmf «it) -8 hoyl systems -can be detected, In .a small city that had no
accounting system the superintendent had the board introduce a cost-account
gy stem, _\\lll( h Fevealed that the cost of fuel ]'n-r 1.000 cuble feet, in school No: 1
was $1.57; in school No. 2, $1 52 ; in school No. & $2.49; In school No. 4, $1.82;
amd ‘in tqchcml!\o. 5, $1.67. .The honrd made an Investigation to determine why
fuel in xchool. No, 3 cost per 1.000 cuble feet so much more than the averuge

Janitor did not know how {o fire properly. - -Without such an accounting system,
which alsg showed the cost per unit of 1,000 cul)ié feet ench month in-the vear,
the waste In the one bulldfng would in all- probability never have’ beon dls-
covered, o .
It the cost per ntndvnt honr in each high-school nuhject were ohtalned, there .
would no doubt be startling surprises in some school systems. Where one high-
#chool subject costs fivé times the nmount of anothef the fatt must be explained,
Indeed, <there may be no aatlsfactory explanation, yet without comparing the
_student hour cont of different hlgh ool subjects, a suporlnto-ndent may not
realize that certain subjects are bellig owremphnslzed. and that he could go
organize hig school us to reduce the student Thour-cost of n certaln subjeet costing
five or six times as much as other subjects, For lnstance, in one small city school
‘gystem the cost of L'ntln instruction in the third and fourth yenrs Is 55 cents. por

, fur the (it) They dlscmerud that the furnace needed rqmlr%vg and that the -

" student recitation, and in othgr subjects about.9 cents per pupll recitation,

nuperlnundent who 18 not wholly blind to the fact that relntlw values shoulq be -

" considered can not help asking whether Latin {8 warth alx tlmos a8 much ag the .
" other subjects. l’osulhly few superlut«ndents cun be made to reaiize how much’

more emphasis they are-placing on some subjt-ct;l until the cost ot each subjcct
is reduced to a pet-student recnuuon basll. ’

N}
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Several years ago the superintendent of schools at Newton, Masa., where the
cost of each pupil rgcitutlonoln the high schools was uscertained, discoverm] that
5.9 pupll recitations in Greek cost the sape as 28.8 bupil recitations in French, -
that 12 pupil recitatlons in Aclence were equivalent In .cost to 19.2 pupll recita-
tions+in Engiish, and®that-it tukes 41,7 pupil recitatlons in vocal musie ty equal)
the cost of 139 pupll recitations in art. The superintendent, connnenting on
these facts, snid: ’ . )
"l‘hus confronted, do we feel like «denying the equivhlency of these valines?
We ¢
& who
“Greater wisdom In’ these asslgnmenty will come, not by reference to iy sup-
posedly fixed and fnherent vulues In these subjects themselves, but from g
stody of loenl conditions and needs, | know nothing nbeut the absolute value
of a recitation In Greek as compared with a recitatign in French or English,
I um convinced, howeves, by very concrete and quile%’n
when the obligations of the present yeur expire we ou
tireek Instrictlon at the rate of 5.9 pupll recitations for a dollur. The Pprice
st go down or we shall Invest In something else, ) )
The foreguing examples ure given to eall attentlon to the fuet that com®
N accounting helps n superintendent to declde whether or not- certain urtl\'it‘ic;
should be continued. For Instunce, In the School where Latin fn the third and
fourth year costs six thmes as muclr as the other subijects, the snperintenddng
- should ponder whether i:r not-he should coutinue to offer the subject after the
second year, especially in view of the fact that other valuable subjeets are not
included in the high-school curricahnn, - 5 * .
In order to keep school accounts systemu'tlcal!y.‘smmrlptemlvms of schools
In the smaller citles should persunde their hoards of edueation tu'ull(-m i system
of boukkeepiug based upon the classificution of receipta and expenditures revom.
mended several years ago by the Department of Superintendents of tife Natioyal
Sducation Assoclation. The y(:hechfle recommended 1s as follows; .

ADMINISTRATION OF SCHOOLS IN SMALLER CITIES,

*n nut deny* our responsibility for fixing them as they are. That is .
esomk\‘focllng. it it leads to 1w wiser usslgment of values In the future.

I constderitions thift
t to purchaSe no more

. .
.

' . . JPAYMENTS,
I. EXPENSEY (@}iiBT OF CONDUCTING SCHOOL. SYSTEMy:

+
. Other .
\\ © ohjects.

-

1. Board of education and secretiry’s office . .
2. 8chool elections and schovl census. .. ..
3. Finance offices and sccounts. . .. ..
4. Legal
8. O
8. O

EXPENSES 0F GENEKAL CONTROL (UVERNEAD Cuamigs), ) P ,

ng. ...
iopd in charge of buildings and supplies. ... ..

Peetecans .

o veenan

serv! oo
ration and maintenance of office i

truancy laws. |
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Sehovl bonrds that hWave been Iwef)lnx accounts In accondance with thexe
forms report that their accounting has been much simplitied und has hecome
wore dccurute and more vuluable for udministrative purposes, shiee they are
How able to compure thelr expenses item by ftem with other cities, Any
school system that-bases its necounting upou these forms cun present practically
all the duta needed for the purpose of alding i administrative control. Besjdes
keeping aceounts to show unit costs, ns previously suggested, the secretary
of the school bonrd sbould at the end of each month be able to show the true
financial conditton of the school district. presenting a statement of all axsets

. and labilities. He should, also present for ench™ ltens approprinted a state.
ment of .the amount on hand’ ut"_’lh{- beginnhg of the fiseal year, the amount
received sinee the beginning of the yYear, und the total réceived to dnte, the
amount expended since the beginning of the fisenl year, the amount expended
during the Jresent month, and tetul expenditures,  He shonld inelude with
the statement. the amonnt contratted for duritig the balunce of the yedr, the
fixed charges, total. and the balanee available, Co i

A property statement or involee should be readered onee w'yenr., This would

“include the value of grounds, buildings, equipment, -books, and spplies,

In brief, small*eity schoals can not he(.wne us éflicient as they should untll
they adopt some accounting sy stem shb\ving the disposal of OVery cent uppro.
priated from the time it Iy collected from the taxpayer to the time it I Pt

s out for some service, a ' : ]

'l‘hore’nn{ many things about the schools other than about the 'ﬂnnnco that
the school board, the superintendent, and the publie need to know if 1he
schools are to be wdmiulsterad so that they will constantly incrense in efliciency.,
In a sehool system that is stendily i’mpru\'lng l}n the quulity of its work one will
find that some of the things huppening are: .

1. From ypar to year the school system will enrolf a lurger percentage nf the
children of school nge and will carry them further along in the grades before
tlwy‘ drop out, ' .

2. The number of over-uge pupils and of puplls who are making slow progress
through sehool will decrease, )

3. There will be fewer and fewer faflures in promation. aud fewer will drop
out of_school because they become discournged and tlisheartened in thefr work,

4. There will be much greater re;zularl"ty in sgchool mt«'mlunm- ulid fewer
absences. ’ . -

5. There will be a decrense in the niumber of Duplls per teacher until g reason-
able Iimlt has been renchesl. :

6. Teachers' qualifientions will be wdvancing stendlly, and the conditions under
which they live and work will increasingly muke for a more stabilized teachlny
force, 3 . ) .

- 7. \\‘h_on pupils do leave school it will be known why, and in the light of this

“Information the work of the sehools will be shuped to meet their needs better,

8. Pupils will be followed up after. they leave school in order to determine

whereln their tralning could have heen improved, . '
"9, Information will be compiled  systematically ahout what other school
systems are doing In order that the system in question may proﬁt.by the
experience of others clsewhere, - ’ . :

." Among the facts that should always be(_at hand-in the superintendent’s

* " office,’in order that tke school .authorlties may determine for themsclves as

to whether the system has been steadily improving or steadily declining, are
the following: a ] . : o -
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1. The numb«r of children at different ages In the clty ‘and tho number
in school, both public and private,
2. The numlwer of compulsory ’t(emlnnce age In and out of school.
3. The number above compulsory am-m'mw nge in and out of school,
4. The ratlo of puplls ahove , compulsory attendunce ‘age to those of com-
pulsory age, Changes in ratlo,
.8 Number of puplls for each 100 Jheginners_dropping ont of school at om‘h
age amgd at each gnde' number of those lu\lux to enter school else\\here'
number leaving for other causes, - ) .
6. Per cent of those entering the nrst grade to complete the olemontary-
school course; the high-school course,
7. Per cent of those completing the elementary schools to enter hlgh schnol
8 I'er ¢ent of those entering hlgh fehool to complete the course, .
" 0. I'er cent of high-school graduates, who enter college, l\lml of work done ’ *
In college. e
10. The age-grade distribution of all pnplln for each school and for the entire
system, from which can be ulotcrmino«l farcts ahout retardation and nwoloratlon
of pupils. ’
11, Attendance. A‘erugo dally attendance lmeod on number h('hm:.'lllg' on -
school wpu!nthm dltlrllmthm showing number and per cent attending 1 to 10
d'l\n 11 to 20. and so on.
. Whati those who have graduated from high school within 4, 5, or 10 \onrs"
are dnim:. those who have graduated from. the grammar sehool. those who left
" the clementary grades without graduating, those w bo left high rchool without
graduating,
A3 Per cent of puplls who fail of promotion in each grade and {n each subject,
. T4 Ability of pupils as dNormim-cl by school grades, stundunl tests, and
momnl tests,
5.°Various cost items. :
16 P'reparation, experience, and other slgmlﬂmnl fnvts  regarding teachers, -
17. Significant facts regarding schools in other cities,
Statistical Information, and information of nonstatistical character ahout
the system ncceasary to thia end, is sccured in large school systems hy a group
of experts who give their whole time to compiling and lnlerprotlnu such facts;
in emall systems the data should be .collected 4y the nuperln(endc'nt throngh a
curefully devised xystem of reports which be should require principals and
tenchers to file at stated intervals and which should be tabulated and made
available by a clerk working under the direction of the superintendent. .
A complete set of records should he inatalled in every school system. Sam-
pler of such records may be obtalned’ from xehool publishing hovises that make a
specialty of publishing school recurd. cards. hookkeeping blanks, and other ma-
terial to assist superintendents in fiscal and child accounting. . .
Just how the information that a nuperlntendent collects and compiles regard.-
} ing his school RYRtem may be made avajluble to the publie is a problem that
he must solve better than ‘he hax in the past. The published annual report
s one means, hut it is read by comparatively few people, often not even ha the
I members of the school hoard. However, those few who do read the tepo;t are
j; " po doubt interested in the schouls It pnbllvntlnn may possibly be justified -
- on the grounds that a few imerested persons read ,the report. The facts
mmrdlng the school systems should, however. be preserved in some permanent
I( torm. as in & published report, for future rerergm'e and comparison.  Then, too,
- the snporlntondent s puiblished report i about the only, method of conveying in- ag 8
i’ formatlon regardln; his . schools - to mperintendenu in other citles. 'l‘he ox- )
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74 ADMINISTRATION OF SCHOOLS IN SMALLER CITIES, :

change of published reports is a renl nse, and in itself would justify their publi-
cation. The good report is of value to students in schools of education and to

" others making studies of &ehoul conditions throughout the country, If, 8
superintendent of schools has published a report glving the. esential facts about
his school system, he can nse it in replying to most of the inquirfes from students
und others muking special studies, . ’ e

At present, however, the great majority of the city school Teports are useless

either for the use of the school board, the public, or anyone else, in that they
do not contain’ information showing what the fchoola’ have accomplished and
what their needs are. Many_ of the reports contaln nothing but a few items
regarding attendance, list of high-school graduates, names of members of the
bodrd of education, and reports from the supervigors of fpecial subjects,  The
tinaneial report {8 usunlly given in totals and not in unlt costs—in short, nothing
that shows whether the &chools are becoming more and more eflicient, and if not
why not, : . ’ : ’

The superintendent who would succeed {n permanently improving his schools
must in some way inform the public of their needs,  Ax Dr. Cubberley suys:®
A policy "of rapld expansion and incrensed expenditure fs almost certajn to

§

end in disuster for the superintendent who g too busy making progress to take
time to tell the people what he is doing and why. Sure and permanent progress
‘Is made only when the people understand what s being done, and the reasons -
for the incrensed- cost.  The people need to be stimplated by thefr school _gffi..
cinlz to n desire for progress, and sinspired with  confidence that those whe
represent them are trustworthy and efticient. Only upon such confidence anil
o cooperation can the work of public education long prml. e
If the annunl school report, however well prepared |t may be, I8 nat rend by
" the public, some other meuns must be used to get the necessary inforfuation to
the people.  This can, no doubt, be best done through the columns of the cfty
newspapers. The facts that the superiutefident wishes presented shonld he
‘carefully worked out and then written up under his direction.  If the faets are
given to o reporter to he written up, he should be’ requesterd to submit to the
superintendent what has heen written, Another means hy which to fuform the
people regarding the schools is the |nlm60;:ruph«l cireular to he distributed
among ‘the parents. These eirculars should consist of only a page or two, go
that the bhusy parent Wil take the time to read them, Then In many other
ways, enslly discoverable, there niay be kept up a constant process of disgemina-
tlon of news uhout the sehonls; as through talkdhefore the chamber of com
merce and ‘ather clvic holies in matters pertaining to education, through
exhibits of the pupile’ work, which will Increase the collective [nterest ana pride
of the parents; througu posters displayed In store windows to set forth sig-
nificant things about the schools, . o .
To some superintendents this may seem like * advertising " themselves, It is,
11 they are selfishly thinking of themselves: hut, if %they nre thinking of the
schools, {t is nut"advertlslng themselves hut calling attention to what the schools
are doing and what nmore they should do, ° . ‘ ’
A school aystem will not make progress unless the people are informed on
educational matters, ’

- As Dr. Frank F. Bunker well gnys in the school survey report of Columbia,
8. C.:

A community thinks as individuals, and feels as individuals; but, when it acts,

it acts in its corporate capacity. Refore it acts a8 a corporate body the indi-

.+ viduals constituting it must have thought to such purpose, and felt to such purpuse,

that a forceful minority at lenst have cowe to agreement. Then, and then only,

- % Cubberley, E. P. ['ubile School Administration, pp. 426-27,

® U. 8. Bu. of Educ. Bul,, 1918, No, 28, pp 27-20,
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- ACCOUNTING, RECORDS, AND REPORTS: ()

can the community in its corporaté and legal capacity be expected to.carry into
execution the ciberished proposal. Furthermore, a community, again in its cor-
porate capacity, ncver acts until It 1s cornpelled to act, especially when it comes
to increasing taxes, for its representatives have been told in ways unmistakably
plain that increasing taxes Is a grievous matter, almost indeed as much to be
feared as committing the * unpardonable sin.” The first and necessary step then,

in any plan contemplating increasing the mainténance income of the schools, or .
indeed of any other group or municlpal activity, is to enlist the active interest’

of individuals, as many in number, and so representative In character, that thelr
demand wiil.irresistibly impel the community, as & corporate body, to take the
desired rction. ° a . ’ .
- It 18 a mistake to expect the men who chance at the moment to be the legal
representatives of the community to take the desired action upon their own
initiative. It is a mistake also to think that an appeal to them nlone wiil suf-
fice. They, as individuals, may be quite in accord with the proposal ; but, unless
they can be shown that the project has won the ear of the community and that
the community desires the requested action, they as the community’'s trustess
and spokesmen can not, nclther could they, commit the community to the plam,
A communlty therefore, and its representativeg also, may appear to be indiffereat
to a given matter; whereas, in point of fact, those vitally concerned in it have
not ndopted the methods and-taken the steps which are necessury to arouse the
community to such interest that action will follow automatically and of necesaity.
Responsibility for the initiative in matters pertaining to the schools ought, et
course, to rest with the hoard of education; the superintendent of schouls, the
principals, and the teachers. They kpow most-about the kind of service which
the s«-hoofs are giving to the community; they are the ones whoe know most
about the present and.the future needs; in fact, the community expects these
officers and teachers to take the lead in informing it of the achools’ work, of
their netds, and to sugeest concrete plans.for meeting these needs.

It 18 not sufficlent,  therefore, if nothing more be done than for the WM of

education formally te request of the tax levying body an advance In rate; These
responsible must firgt present thelr case to the peaple . who make up the commes
nity. When the pevpie are convineed of the -need. and are willing individually
to be taxcd to meet Iit, there will be no objection made wben the matter is pat
up to the officials ;who fix the rate. Tve community in its corporate capueity
will have gpoken and action will inevitably follow, :
The established methad of winning the fictive attention of a community s
that of publicity;.and no opportunity for Informing the people ahout thele
schoola—thelr afms. thefr work, their cost, their prohlems—should ever bhe let

go by. Through the columns of the locul.press, through bhulletins issued on spe--
clal phases of school work, through talks hefore civie bodies on matters pertaln--

ing to edncation, through exhibits of pupils’ work which will arouse the collective
interest and pride of the parents, through the medium of the parent-tenchers’
assoclations, and in many ofher ways ensily discoverable, there can he kept up
a constunt process of disseinination of news about the schools, Furthermaere,
it must not he' overlooked thag the purents of the c¢hildren who are in school are
the people who make up the community group and who determine what tax-

levying bodies shall do. It ought not to he a difficult matter to convince the.

parents of the educational needs of. their own chilgren, nor of the value of what
the sehools are doing, nor of the necessliy for concertld action to secure relief,
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