
tf 
í :F 

. « 

F ' 
:: j 

. 

. 
: 

u tì 

; 

ft:H 

*i 
4 

Ç 
r 

: 

f : : ; 
t 

; 
J 

L j 
M 

f ;k i, 1 I : I i ¿ : 't t i i 
11b 

f i r i i iì il r t I 41: 

..! 

t . ï . 
' 

. 1 
i '. 

F! !Ç j, 
., 

1 : 

A 

.2T T 
:. t' ¿Ç 3: í; 

: 

:r 

1" 
: iì; !, IL * .4;r 

r - i ; 
:: 

! 

: ; ; i 

: F ' : 

, 

t : ! J f l , 

;t H lì 1 .IL_ , 1 I 
h 

- 

r 
1 

I 
. 

; 
N ' 

I ì; tti iltiìiiÎJ t 
9; 

I 

; ' ri 
: i1: ìi ¡ 

¿ : c T , L : ;T 
ff ; i, 

: 

4 i 
i4 4i» 

: 

: 
.. :: .r 

*t!,*. ,:ÍÁ ,4L .: 
. t ., 

I 
r It 

. ; 
, 

i i 
. $ 

tr.,:: ii 
_______ 

1J 
f I ç 

j4 

T 

t 

rt :: : J? ;i 1 i i 1 

teil : 't t r , t TÈ ; 
, 

u1 

! : 
, r: ; ' ti i ri ; 

I: 

çir 1! i 11 

. ', 

'b IJ ,'t ..... 
. 

,, 
.,,, . :H: i' 

1f * 

t r 

t 

1ib 
!' 

.... . 
4, z_ 

. itr 
ii 

.... ' 

1 
.::, 

11 

j:r iÌI 
j 

l 

Ii 

jf)J 



'
I
!
I
i

,
i
i
r
"

!I
u

:

H

h

'

N
!

I
!

!

:

'

.

r
I
i
t
i

!
p
r

i
'
f

:
i

r

:

»

'

i
'
l

'
:
I
t
I
l
l
i
l
:
'

I
.

$

r:
:

:
.

¡

-

,

J
I

l
i
i
I
I
i

¡
Ì
I
l
I

P
d
T

l
I
l
I

'
I
}

i

i

.

I
1
j
1

1
1
h
t

p
s
i

i
:
t
t

:
;
:¿
I

'

'
I
J
I

l
:
i

i

i
t
i
i

ol
$
i
I

p

H
J
I
I

:

t
t
l
I

1
:
j

I
 
b
,

I
I
I
I
t
h
u

l
I

L
I

!

r
I

.
1
1

i

i

:
i

j

I
l
i

,
"
$
I

q
'

:

Ø
i

u
p
:
I

.
:
3
j
I
l

r
t

l
t

"

I

l
L

.
"

t
p
l

1
t
î
 
t

I
i

I

i
I
F
I
I
I
1

I
I

r
l
I

r

I
Ø
F

L

i
i

:

I
i
I
I
J
i

I
I

f
t
I
i

i
i
i

4
,
t

1
1
1
1

1
1
1
i
!
]
f
t
i

1
1
W

i
i
l
l
r
I
I
!

W

¡
I
I
:
!
I

l
l

i
i
i
F

I
I
I
I
I
l
l

I
f
I
i
I
1

I
I

4
l

W
l
l
l
I

I
i

[
I

1
l
d
I
*

ri
W
I
I

[
1
l
1
I
i

"

I

I
I
I
I
j
I
j
I
F

I
I
I
I
I
I
I
I

I

I
I
'

I
I

I
I

t
I

i
t
1
1

I
.

{

I
'
i
 
i
I
t

i
t
t

1
i

;
'
i
'

.

I
t

l
l

U

i
!
r
:

i
i
1

;
l

;
i
i
t
i

I

I
I
1

l
l
i
l
I

;
L

i

I
I
I
I
i

i
i
l

I

I
I
Ü

$
i

Ü
1
 
I
I

;

"
I
1

'
i
!
I
W

I
i
I
i

,
,

!
t
1

$
I
I

i

.

I
I
ü
I
I
ø

I
!
I
I

i
i

I
I
l
t
i
i
r
!

,

I
t
I
I
I
$
I

w
I
I
b
J

I

j

'
I
I
I

1
1
1
1
1
1
1
!

l
l

l

l

l

l
t
s
m

J

t
I

rn
-

I
1
I
I

1
j

l
I

I
I

I
,

I
II
l

L
I

:

I
I
t
4

1
i
 
i

!

t
1
i

r
!

L

j
l
4

j
¡
I

t
I
I

,
t
i

1
I
J
u

4

I
I
I
I
I

u
I
l

t

:

I

:
I
I
I
I

j
Ì
p
!
1

,
t
l

q
i
l
i

I
L

l
l
4
i

t
l
ì

:
:
i
l

t
l
i
i

I
L

u
I
l

.
s

!

,
!
+

:
:
;

'

î

I
I
l

t
I

i

!
I
I

i
I
 
1

.
4
i
l

I
I

'

'
:
:

:
;
;

i
.
N
i
i
i

i
$
I

:
:

'

I

I
d
1
1

E
i
!
,
,
1
1

I
I
I
I
I
I

I
I
I

1
ì

'

'
tì

I
'

i
I
P
I
t

4
4
!
t
i
I

I
I
j

i
I

$
I
I

Ì
Ì
I

I
u
'

I
:
I
:

l
I
ü
I
t
L

:
1

l
,
;
l
I

J
;

;
I

I
I

i
;
l

'
'

!

l
i

:
f
t
l
r

J
l
m

i
'
!

!
!

I
I
I
i

I
l
t

l
I
4

l
i
1
I

p
_
 
s
;
t
,
i
i

i
:
-

l
t
t

I
I
I

t
i

i
I

I

$
J

I
I
,

I

:
:
1

i
i
.
:

'
t
I
I
I

I
I
I

I
I

:

I
I

i
l
l
I
t
t

I
 
I

:
.

J
I

I
i
i
t
t

I

I
I
I
I

l
1
ç

I
m

I
P

1
Ü
M
I

t
l
I

k
I
I

I

J
1

j

I
I
°

I
;

I
1

W
44
1

j
I

I
t
I

J
l
t
I
r

i
I
l

"
l

.

r
r
l

.

r

:

r
l
.

i
:

r
r

1
I

i
-

r
t

I
r
i

r
i

L
 
A

p
__

r
,

l

j
¿

t

I
I

p

I
t

'

i

,

I
I

*
i

,1
1

$
1

I

s

I

W

;
i

.
I

W
,

I
I
F

i

I

i

:
i
i
i

I

I
I

I

j
I

I

!
l

I

I

,
,

,
,

I

-
I

I

I
h

I
I

'

I

.
O

I
i
l

I

I

i

I
I

i

I
,
,
p
,

I
I

t

t

I

p

O
t
t

I
!

I

l
t
f
t
*

!
I
I

I

r

1
i

t
I
I

I

I

I
I
i
'
i
i

I

r
I

I
i
i
$

l
I

t

r
r

I
r
r
r

t
I
I

t
r

1

r
r
r
l
r
,

r
r

t
r
r

t
I
i
r
.

t
i
i
i
e

r

r
t
i
i

r

.
.
*

L
,
,
ø

r
r

-
r

r

r

I
r
r

:
r
r
t

r

r

r

I

r

I

r

I
r

r
,
.

r

r

r
,

I
l
I
r
r

1

r

I
r

,
r
r
I
r

r

I
r

t
r

r
r

I
S

h
r

r
I
l
i

I

1
1
1
1

0
t
r
r

t
l
I

r
j
r
r
.

l
I
r

I

r

r
r

t
r
r
r

I
;

r
I
f
l

r
r

r
r

r

r
r

p
r

r

r

r
1
r

I

1
r

r

r

I

'1
4

r
r

r

I
r
l
i

I

I
r

«

r

J

1
1
1

I
I

I

I
'
$

-
t
1
r
r
r
I
I
I
r
I

r
r

r

t
 
I

r

r
r

r
r

r
t

r
t
r

4
r
r

r
r

r

d
t
t
r

r

r

I

I
t

r

r

r

r
r
r

r

i
r
l

*
I

r
1

r
r

r
I
l

r
r
r

F
i

l
1
r

r

r

r
r
r

r
'

r

j
I

s
r

r

r
r

r
l

r

r

r

t

r
r
r
r

r

I

I
r
,

r
i

r
r
1

r
l

r

r

I
r
r
r

r

r

r
r

r

r

I

I

I

r

r

r

r

4
r

r

r

r

I

r

I
I

r

r

t
t

,
r
I

i
r

r
r

r

r

r

4
t
!
4
l
t

r

I

l
W

r
.

I

r
j

I

t
i
t
t
i

r

I
r

r

r
r

t
J
r

r

I
r

r

r
t

r
r

r

l

.
,
r

.
r

r
l
r

r
l

r

r

l
t
0

r
r

:
P

*
I
i

:
:
r

l
 
r

_
r
r
r

;
'

r

l
l

:
r

I

I

r
l

I

I

r

r

r
t

,
r
t

r
r

I

r

r

r
r

r

r
r
r

r

r

r
r
r
r

:

r

r

1
L

'

I
r

r

r

r

r
l

r

-
0

r
r

r
r

t
i

.
r

r
r
.

r

I
r
r
r
r

1
1
1
1

r

t
'
r
r
r

4
I
r

.
¿

r

r

r
l

r
r
r

t

s
r

r

r
r
r
t

t
i
r

r
l
,

L
l

i
r
l
r
r

r
4

r
r
r

r

(
S

i

r
I

r

r
r
r

-
r

1
1
r

r
t
,

r
,

r
r
r

r

r

W
 
Ø

r
.
r
r
r

l
I

I

I
l

a
i

t
r

-
:
 
w

i

t

r
 
a
 
r

s
,

I

_
I
r

e
r

r

I
c
*

t
, I
'
i

r

:4
4

S

I
l
i

*
J

*
i

±
I
t
'

l

4
t
1
1
1

I
E
I
I

1
1
r

4
L
:
I

f

-
L

i
r

1
r

I
P
Ii

r

I
l

r
i

l
i

4
l

r

.
J
t
i

t
;
r



UNITED STATES DEPARTMENT OF THE INTERIOR
ItAROLD L. ICKES : SECRETARY

OFFICE OF EDUCATION : WILLIAM JOHN COOPiR
COMMISSIONER

ADMINISTRATION AND
SUPERVISION

IN TWO PARTS

BY

FRED ENGELHARDT
WILLIAM H. ZEIGEL,

AND

ROY O. BILLEIT

Am All

BULLETIN, 1932, NO, 17
11111111.6.

NATIONAL SURVEY OF SECONDARY EDUCATION

MONOGRAPH NO. 11

UNITED 'STATES

GOVERNMENT PRINTING OFFICE
WASHINGTON : less

Poem& bv tits Isperlatoadlost a Doman* Washington, DO. Prise 11 oats

ZISti àdigitatfft.ki,14

L.

JR

e

o

k .,FT17-7V

. oPer A
IN

.4111111

--

±!__e

de

-few

j

4

.

J.;

Pt

06

'4

i

71'4 44

'N..



NO TE

Fred Engelhardt, William H. Zeigel, Jr., and Roy O. Mien,

authors of this monograph, are specialists in school

istration of the NATIONAL SURVEY OF SECONDARY

EDUcrATION. Doctor Engelhardt throwhotd the period of

the Surveil has in acklitioti held the position of professor of

educational administration ai the' University of Minnesota.

William John Cover, United States Commissioner of Muta-

tion, is director of the Survey; Leonard V. K0081 professor of

secondary education al the University of glaiago, is associate

director; and Carl A. Jessen, specialist in secondary.ectutation
II

of the Office of Education, is coordinator.

Inl

admin-

o

s

1

O

PS



CONTENTS
LETTER OF TRANSMITTAL .

Page
. VII

PART I : ADMINISTRATIVE AND SUPERVISORY ORGANI-
ZATION AND PERSONNEL

CHAPTER I : THE PROBLEM, THE PROCEDURES, THE
SCHOOLS, AND THE ORDER OF PRES-
ENTATION . . 1

1. The problem stated . . . . . 1
2. Procedures, schools, and order of presentation . a

/

CHAPTER II : THE STATE AND THE LOCAL SECOND-
. ARY SCHOOL . . . . 9 \

1. State patterns of control . \ . . . 9
2. State officers represented in this study . . . . 12
a. Functions of State educational officers . . . . 16
4. Visits to schools . . . . 24
5. Summary and conclusions . . . 31

CHAPTER III : THE ADMINISTRATIVE AND SU-
PERVISORY STAFF IN SECONDARY
SCHOOLS . . 35

1. The concern of the chapter . . 8 35
2. The staff officers in secondary schools . . . . 35
8. Degrees and fields of training of staff officers . . 88
4. Number of years since degrees were received . . 43
5., Types of institutions granting the bachelors' degrees

represented 11 46
6. Types or institutions granting the masters' degrees

represented . . . . 48
7. States in which officials were trained and the States in

.

which they are employed . . . . . . 49
8. Total experience of staff members . . . . 50
9. Experience in different types of positions . . . 51

m I

t

.

.

.

. .

.

O.

4 .

. 11.11
bt

,:fti4::
*.ti,5!Airf ;S:. -.N-z7t; .1 _;

s

.

. . . .

o



Ma.

CONTENTS

Page
CHAPTER IV : BOARDS OF EDUCATION AND SEC-

ONDARY SCHOOLS . . . 54

1. The relation of boards of education to schools 54
2. Standing committees and secondary schools . . 56
3. Unique relation of boards of education to secondary

schools 57
4. Findings of this study of specific interests of school

boards . I 61

CHAPTER V : THE DELEGATION OF ADMINISTRA-
TIVE AND SUPERVISORY RESPONSI-
BILITY . . . 63

1. A complex problem for investigation . . 63
2. Comparison of responsibility of superintendents for

elementary and for secondary education . . 63
3. Differences in responsibilities assumed by superintend-

ents for secondary and for elementary schools . . 64
4. Location of responsibility for activities and functions . 66
5. Activities and functions delegated to secondary-school

principals as reported by superintendents . . 73
6. Activities and functions delegated to secondary-school

principals as reported by principals . . 75
7. Comparisons of reports of superintendents and princi-

pals . 76
8. The relationship of county superintendents to

ondary education . . 81

CHAPTER VI : THE RESPONSIBILITY FOR THE
ADMINISTRATION OF SPECIFIC
ACTIVITIES . .

1. Studying variations in administrative practices . 84
2. Activities peculiar to the central office . . . 84
3. The central office and certain educational activities . 88

CHAPTER VII : CLERICAL SERVICE IN SECONDARY
SCHOOLS . . . . 92

1. The clerical service pre.ided . . . . 92
2. Secondary-school pupils serving as clerks . . 98
3. Teachers as clerks . . 100

6.,

. .

. . .

. . s

.

.
sec-

. 84

.

.

a.

.

. .

.

.

. . .

.

. .

..

- . . .

.

. .

,

i



CONTENTS

Pairs
CHAPTER VIII : PLANS FOR COORDINATING THE

WORK OF SCHOOL SYSTEMS . . 102

1. The problem and the present inquiry . . 102
2. Principals cooperating with the central office 102
3. Staff members cooperating with central office 104
4. Coordinating activities within the schools . . . 104
5. The cooperation of teachers in formulating policies and

practices . . . . . . 105
6. Inadequacy of data . 108

CHAPTER IX : TIME AVAILABLE FOR ADMINIS-
TRATION AND SUPERVISION . . 109

1. The source of data in the study . . 109
2. Time devoted to different school levels by superin-

tendents . . 109
8. Supervisory activities of superintendents . . . 111
4. Activities and functions of secondary-school prin-

°IPA's . 116
5. Activities of other administrative staff members. 119

_

CHAPTER If : ORGANIZATION FOR ADMINISTRA-
TION AND SUPERVISION . . . 124

1. The Ague position of the secondary school . . 124
2. The board of education and secondary schools . . 125
8. The superintendent and the secondary schools . . 126
t Centralisation of busifiess affairs . . . . . 130
5. Administration and supervision . . . 131
6. The personal element in organization . 133
7. The use of committees . . . . 134
8. Clerical services . . . . . . ,,, 134
9. Issues needing clarification . . . . ,./ . 135

,

10. Planning . .
,

PART H : AIMS AND ACTIVITIES Pt SUPERVISORS

CHAPTER I : A SYSTEMATIC ANALYSIS OF AIMS
AND ACTIVITIES . . . 139

1. Scope of the study and a data . . . 139
2. The supervisors coopers 0 a in this study . . 142
8. Theoretical and practical supervisory programs corn=

pared . . . . . . . 145
44 The activities oi supervisors . . . . 154

v I

# *U. t4
,';i4.tigikiagA;.¡-.,_;,;*.4.gai-iiiitifikiii:A:t:

a

.

. .

..

. . .

. . .
. .

-.

. . //
4//

.
,/ 6,136//

.

!AI %-af

a.

'
(

Z.S,sg3..itt4

or

L,1-

0.

e

ir

Al

.

. . .

.

. .

.

.

. . . .



CONTENTS

Page
CHAPTER II : PRACTICES IN INDIVIDUAL SCHOOLS

AND SYSTEMS . 164

1. Purpose of the present chapter .' . . . . 164
2. Two prerequisites of successful supervision . . 164
3. Supervisors as consultants . . . . . . 165
4. The supervisory personnel and the allocation of su-

pervisory functions . . . . . . 168
6. Three approaches to the improvement of classroom

work . . . . . . . . . 177
6. The pupils as sources of data for supervision . . 180
7. Ratings, score cards, professional tests, and questions

-for teachers self-analyses . . . . . 181
8. Group, departmental, and faculty meetings . . 185
9. Bulletins and handbooks . . . . . . 187

10. Supervision through the organization add revision of
subject matter and through curriculum revision . 190

11. A more comprehensive view of supervision in one
school system . . . . .- 197

12. Keeping supervision above the inspectorial level . . 201
13. Summary ... . . .

.
. . 203 -

4,

14%

. .

.

.

.

,

.

In]

. . . . .

.

.

1

a



LETTER OF TRANSMITTAL
DEPARTMENT OF THE

OFFICE OF EDUCATION,
Washington, D. C., June 1933.

SIR: Within a period of 30 years the high-school enroll-
ment has increased from a little over 10 per cent of the
population of high-school age to more than 50 per cent of that
population. This enrollment is so unusual for a secondary
school that it has attracted the attention of Europe, where
only 8 to 10 per cent attend secondary schools. Many
European educators have said that we are educating too
many people. I believe, however, that the people of the
United States are now getting a new conception of education.
They are confing to look upon education as a preparation for
citizenship and for daily life rather than for the mgney return
which comes from it. They are looking upon the high school .
as a place for their boys and girls to profit at a. period whe s (

they are not yet acceptable to industry.
In order that we may know whére we stand in secondary

education, the membership of the North CentrO Association
of Colleges and Secondary Schoòls four years ago took the
lead in urging a study. It seemed to them that it was wise
for such a study to be made by the Government of the United
States rather than by a private foundation, for if such an
agency studied secondary education, it might be accused
either rightly or wrongly of a bias toward a special interest.
When the members of a committee of this association ap-
peared before the Bureau of the Budget in 1928, they received
a very courteous hearing. It was impossible, so the Chief of
the Budget Bureau thought, to 'obtain all the money which
the commission felt desirable; with the money which was
obtained, $225,000, to be expended, over a 3-year period, it
was found impossible to do all the things that the committee
had in mind. It wis possible, however, to study those things
which pertained strictly to secondary education, that is, its
organization; its curriculum, including some of the more
fundamental subjects, and particularly those subjects on
which a comparison could be made between the present and
earlier periods; its extracurriculum, which is Omost entirely

vu
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new in the past 30 years; the pupil population; and
trative and supervisory problems, personnel, and activities.

The handling of this Survey was intrusted to Dr. Leonard
V. Koos, of the University of Chicago. With great skill he
has, working on a full-time basis during his free quarters from
the University of Chicago and part time during other quarters,
brought it to a -conclusion.

This manuscript is in two parts. The part dealing with
administrative and supervisory personnel was prepared by
Fred Engelhardt, a part-time worker, and William H. Zeigel,
Jr., a full-time worker on the staff of the Natiopal Survey of
Secondary Education. Part II on the aims and Activities
of supervisors was written by Roy O. Billett.

Part I investigates the scheme of administration in a large
number of secondary schools. In all, 4,452 inquiry- blanks
were mailed out in order to get the information. Data were
sought in every State of the Union from State superinteild-
tents, staff members of State depariments of education, city
superintendents, high-school principals, and staff members
in .city systems and individual iiecondar) schools. The
replies to these blanks come from 32 per cent to over 91 per
cent of those concerned. It will be seen, thereforé, that the
report on this section is representative of the field.

In the second part, Doctor Billett selected 30 cities for
intensive study. The investigatiqn re'vealed 72 activities
classified as supervisory. Two Taundred and eighty-four
supervisors were ponsulted, their experience averaging 20.8
years. The training which they had received seemed to be
entirely adequate, 4 per cent of them holding doctors' dens,
grees, and 45 per cent holding nutsters' degrees. 4 The report
indicates the emphasis placed uponwarioup supervisory activi-
ties and describts ottstanding programs for supervision.

I recommend that this manuscript be publishes as a mono-
graph of the Nittional Survey of Secondary Education.

Respectfully submitted.

The SECRETARY OF THE INTERIOR.

viu)

WII. JOHN COOPiR,
Commissioner.
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ADMINISTRATION AÑID SUPERVISION

PART I : ADMINISTRATIVE AND SUPERVISORY
ORGANIZATION AND PERSONNEL

By FRED ENGELHARDT AND WILLIAM H. ZEIGELI JR.
-11

CHAPTER I : THE PROBLEM, THE PROCEDURES, THE
SCHOOLS, AND THE ORDER OF PRESENTATION

1. THE PROBLEM STATED

The setting of the problem.-----The plan of organization devised
for the administration and supervision of the work in public

. secondary schools will in the nature of things require adjust-
ment to the type of educational system in which the schools
are operated. An organization of schools with three or more\, secondary sehools will not present the same plan for carrying
on administrative and supervisory services as one will find
in operation in a system in which all the work in grades 7 to
12, inclusive, is carried on in one building and is administered
under the direction of one principal. As the yeader may
already know, there are fewer than 150 school systems in
which three or more secondary schools are maintained under
the direction of full-time principals. In felt, there are
fewer than 60 school systems in which then') 'are more than 5
secondary schools. The great majority of secondary schools
are operated in systems in which but one full-time adminis-
trative and supervisory officer s employed.. The most
common public educational organization found in the United
States is one in which the superintendent of schools shaies
with one high-school principid practically all the important
duties connected with the management of the secondary
school.

A study of the school systems of the United States places
such cities as New York, Chicago, and a few of the other
largest municipalities in a class by themselves. The pattern
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of organization for supervisioli applied to the schools in 'these
cities may be very different from the patterns formujated
elsewhere. Yet a detailed analysis of the highly specialized
plans of organization applied in the large cities would no
doubt reveal schemes for doing things that-could with "rofit
be adapted to other situations.

While initiating this investigation the staff 'of the Survey
was fully aware of the difficulties that confronted any attOmpt
to make a nation-wide study of administrative and Oper-
visory organizations. It was realized that the mann0 in

- which secondary schools were developed in the various *tes
had an important bearing on the supervisory machiikery.
In some sections of the country the State depattments of
education have always wielded greater power and' authoirity
than in others. The nature of the school organization,/ the
type of scAool buildings, the power of the boards of eclica-
tion, and local educational traditions were known to be some
of the determinants that must be reviewed in relationship
to a specific organization before one could be thoroughly
acquainted with it and before one should appraise it.

To have studied a large number of school systems in \the
detail' necessary to have related the pattern of each org4ni-
zation to the many forces that contributed to their creat4on
and continuance would indeed have revealed most significaknt
information.The time and resources available for such\ a
desirable° inlitigation were not at hand. It is hoped tl*t
the materials presented in this report on administrative aziid
supervisory organizations in secondary schools will serve
stimulate many intensive investigaans along these lines
local school systems. .

Some students of education would have preferred also
have had the supervisory organizations studied in relationshi
to the methods and techniques of supervision used and to an
analysis of the outcomes of the services rendered. Desirable
as such a plan may have been, it was deemed necessa.ry under
the circumstances to make two separate studies in this field,
one treating primarily organization and the other devoted to
an 'analysis of the supervisory methods and techniques.'

&start II of thb monograph.
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ADMINISTRATION AND SUPERVISION

Specific purposes of thù 8tudy.For the ptirpose of sect
adequate information on which to base this study the re-
sources of the Office of Education were canvassed, inquiry
forms were sent to officials in State departments of education
and to various staff members of public-schi;o1 systems, and
visitg were made to -school systems and to a number of
secondary schools.

From these sources information was gathered that has made
it possible to treat in some detail theIollowing phases of school
organization as they relate to administration and supervision
in secondary schools:

(1) The part played by the- tate departments of education
in the administrati n and supervision of public
secondary schools.

(2) The degree to_whigi ids of education are concerned
with the secondary 13ehools as compared with the
elementary schools or with the schools tam as a
whole.

(3) The relationship of the superintendent and his staff to
the administration and supervision of the secondary
schools. -

(4) The assignment of administrative and supetvisory
responsibilities within the high schòqls and the
relationship of principals tó their staffs and to the

- central office.
(5) Various plans of organization found in school systems

designed for the organization and supervision of
instruction.

(6) The functions and professional status of those 'persons
in school systems who are delegated administrative
and supervisory duties.

. PROCEDURES, SCHOOLS, AND ORDER OF PRESENTA TION a

Procedures followed in inquiry.Inqiiiry forms were sen,t
out and, after obtaining the information desired or available,
places that seemed to report unique and innovating practices
and developments within the-field of this study were selected
for visitation. The Communities that were visited are re-
ferred to frequently throughout this report, although not
alwaYs by name.

4 [ 3

e

o

eat

4

(

.

4 .
,

,

a
I

]

41,

Olt

.;0111110e4;.;: r-



NATIONAL SURVEY OF SECONDARY EDUCATION

On the whole six inquiry fotms were employed to gather
the data for this project. As already implied, forms were
sent to officials in State departments of educationarving to
do with secondary schools, to superintendents, to high-school
principals, and to supervisory officers in a sampling of school
systems in cities having more than 5,000 and fewpr than
500,000 inhabitants. Information was received from sec-
ondary schools attached to school systems ranging in enroll-
ment from fewer than 500 pupils to schools having more than
2,500 pupils. Due to the large number of forms being mailed
by the Survey staff the superintendent and associated prin-
cipals in the same systems were not always reached by the
process of sampling used in this particular canvass. Inquiry
forms of special design were also -sent to the adininistrative
and supervisory officers of schools systems that operate sec--
ondary schools only.

In all, 4,452 inquiry MIAs were mailed through the Office
of Education for this particular study. Varying percent-
ages were returned (Table 1), but for no group approached
was the response less than 32 per cent of the forms mailed.-

TABLE 1. Numbers of inquiry forms mailed and returned

Name of form

District organization and State
supervision of secondary edu-
cation.

Information regarding Bute
supervisiou.

Checking list on organization
and administration.

Do . 4

Do

Do

To whom sent
Num-

ber
mailed

2

Chief State school officials

Individual members State de-
partments of education.

Superintendents of schools_

Principals of secondary schools
in city systems.

Principals of independent sec-
ondary schools.

Members of administrative and
supervisory staffs both in cen-
tral offices and in secondary
schools.

Num-
ber re-
turned

Per
cent re-
turned

3

48 44 91. 7

362 224 61. 9

640 357 M. 7 ,

937 517

569 291 51. 1-

4, SW 610 32. 2

Treatment of data.One of the most difficult tasks in a
study of this kind is to devise a plan for the treatment of
data that will set forth the pertinent relationships and that
will clearly portray the conditions. As already pointed out,

4.11
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ADIKINISTRATIÒN AND SUPERVISION

schools could not easily be classified according to type of
organization or by categories defined to include systems
operating secondary schools of like kind or. number. The
plan resorted to results in a classification of sy'stems into
populaticin groups and has certain unavoidable limitations
with which the reader is cognizant. The fange of popula-
tion (according to "the census of 1930) within each group is
as follows:

Group I, cities over 100,000 population.
Group II, cities of 30,000 to 100,000 population.
Group III, cities of 10,000 to 30,000 population.
Group IV, cities of 5,000 to 10,000 population.

Whenever size of school or school system is a significant
factor the data of the report are classified according to popu-
lation groups. Wherever the region or section of the coun-
try is of importance the data aiie analyzed by regions. For
convenience, the country has been divided into foui regions,
each ode comprising the States included in the following
tabulation:

Region 1
Bid (E.)

Connecticut
Delaware
Maine
Maryland
Massachusetts
New Jersey
New Hampshire
New York
Pennsylvania
Rhode Island
Vermont

Region
Middle west (M.W.)
Illinois
Indiana
Iowa.
Kansas
Michigan
Minnesota
Missouri
Nebraska
North Dakota
Ohio
South Dakota
West Virginift
Wisconsin

4

Region S
South (S.)

Alabama
Arkansas
Florida
Georgia
Kentucky
Louisiana
Mississippi
New Mexico
North Carolina
Oklahoma
South Carolina
Tennessee
Texas
Virginia

Regiol_ 4
West (W.)

Arizona
California
Colorado
Idaho
Montana
Nevada
Oregon
Utah
Washington
Wyoming

The size of the schools represented.In a study of the type
represented here it is not enough to report size of community
only. It will be generally adwitted that* enrollment of
schoolsis a potent influence in ihe organization for adminis-
tration and supervision of schools, ttnd it is therefore desir-
able to have at hand some description by size of enrollment
of the secondary schools the officers of which supplied infor-

[5 ]

.

.0

es.



NATIONAL SURVEY OF SECONDARY EDUCATION

mation for this investigation. This information is presented
in Tables 2 and 3. In Table 2 are shown the numerical
distributions for population groups, regions, all city high
schools represented, and all independent secondary schools
represented. Perhaps the most significant inference from
the distribution in this table is the fact that the city high
schools tend to be mtich larger in enrollment than the inde-
pendent secondary schools, almost all the latter group being
in the size group enrolling fewer than 500 pupils. Table 3
is introduced in order to extend somewhat the description by
size afforded in Table 3 by reporting ranges of enrollments
and median, first, and third quartile enrollments. The ranges
are seen to "spread widely in all groups of schools, showing
that these groupings, as measured by enrollment, overlap on
each other. However, as may be anticipated from the dis-
tributions in Table 2, the medians and quartiles disclose a
notable tendency to decrease with decrease in the size of thl)
cities represented.

TABLE 2. Distribution, by size, of enrollments of secondary schools from
which inquiry forms were received

Group of schools

Enrollment

Fewer
than
500

500--
999

Group:

In
IV

Region:
East_
Middle West
South t"

West
All city secondary schools
Independent seoondary schools_

2

9
16
42
67

47
47
30
10

134
263

41
33
RI
35

72
69
25
24

100
14

1,50D-
1,999

38
28
16
a

26
17
14
85

3

15
9
3
0

11
9

2,00°-
2,499

11
3
0
0

4
7
1

2
14
0

More
than
2,500

Total

6
2
O

O

4
1

1

2
8
O

120
91

142
105

188
159
80
53

458
280

I ,
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NATIONAL SURVEY OF SECONDARY EDUCATION

Differences by region are not remarkable. All six groups
of independent schools yield smaller medians and quartiles
than any of the groups of city secondary stchools, even than
the high schools of Group IV, a fact of gr6at significance for
the interpretations of subsequent chapters.

The presentation of the evidence.The analysis of the find-
ings in this study has been incorporated in 11 chapters.
The second chapter is devoted primarily to the work of the
State departments of education. Chapters 3 to 11, inclusive,
deal with the public secondary schools and are organtzed in
the following sequence and treat the following phases of the
problem:

(1) The professional status of the personnel. (Chapter
III.)

(2) The relationships of boards of educittion and secondary
schools. (Chapter IV.)

(3) The responsibilities in connection with the performance
of the educational and business affairs. (Chapter
V.)

(4) The responsibility for the administration of specific
activities. (Chapter VI.)

(5) The clerical gervices available in secondary schools.
(Chapter VII.)

(6) Coordinating the work in local school systems.
(Chapter VIII.)

(7) Time available for the administration and supervision
of secondary-school activities. (Chapter IX.)

(8) Organization for the administration and supervision of
secondary schools. (Chapter X.)

[81
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CHAPTER II : THE STATE AND THE LOCAL SECONDARY
SCHOOL

1. STATE PATTERNS OF CONTROL*

Diversity of Side agencies .As the reader _knows, , the
powers, privileges, and rights of school boards and their
professional representatives are not only subject to the limi-
tations prescribed in law, but the secondary schools for which
they are responsible are likewise subject to regulations and
prescriptions set forth by óne or more outside agencies.
In many States there are official bodies, other than the State
departments of educafion, such as State boards of education,
State universities, and regional associations that legally have
been assigned or that have officially assumed authority in
reference to the organization, the administration, and the
supervision of local publii second-illy education.

In some States the agencies enumerated above may
cooperate: in carrying out the ends they seek in performing
their supervisory, inspectorial, and advisory services. In
other sections of the country, however, each agency may go
abbut its duties independently and as a result one finds
duplicated and overlapping effort.

This investigation considers the official groups that have
direct responsibility for the. educational outcomes in second-
ary schools. Of these it is proposed to deal largely with the
State educational offices and their activities in connection
with the administration and supervision of the public high
schools.

State dficia18' and the kw.In all States the legislatures
have placed on the State superintendent of public instruction,
the State commissioner of education, or the high-school
inspector many duties that affect directly the work in public
secondary education. The duties and responsibilities are not
the same in all States. The State legislatures have not
always provided the funds necessary to a proper performance
of the duties assigned. Traditions associated with the his-
torical development of public education have brought about

128461*--33--2

teig: 41

f 9 I



NATIONAL SURVEY OF SECONDARY EDUCATION

unique characteristics that will be found to prevail in the
educational systems in the States. As a general rule, a much
closer relationship is to be found between the State depart-
ments of education and the high schools than between the
same departments and the elementary schools. Because of
the Smith-Hughes law, the various State offices in educ,ation
supervise the activities associated with the fields of agricul-
ture, industrial arts, and home econoinics in public schools
more directly than in any of the other subject-matter fields.

Agencies other than State departments of edwdion.It is
not intended to review in this chapter the influence of the
various private agencies outside of the public schools that
from time to time control or endeavor to influence the work
of the high schools. Occasionally national organizations of
certain types or their State branches demand that the legis-
latures enact laws to prescribe what shall be taught and to
demand that a certain school routine be conducted in accord
with the wishes of the agency supporting the measure. These
groups are sometimes exceedingly influential in determining
the government of the schools. However, the concern here
is with agencies having some official relationship to the
schools.

State officials, other than those in the State educational
offices, are delegated responsibilities by their respective legis-
latures that bring them into direct contact with the local
secondary schools. For example, State departments of
health may be responsible for certain phases of the health
work or services provided in schools, the State fire marshal
may inspect buildings with a view to checking their safety.
and the plans for fire drill, and the department of labor may
issue all working permits to minors desiring to leave-school.
Though the duties of these officials may not be of the first
order of consequence, their activities, nevertheless, have a
bearing on the manner in which the schools are conducted.

The universities and the public school 8.The inspector of
high schools has not always been responsible to the State
superintendent of public instruction.' It must be recalled
that in a number of States the State board of education or the

Cleorge B. The Beginning of Secondary Education in Minnesota, In The Chang-
ing Educational World, The University of Minnesota Press, 1931, p. 222.
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ADMINISTRATION AND SUPERVISION

board of regents were not assigned the authority over the
State superintendent of public instructiop. It was not until
recent years that in several of the States all State educational
officials were brought together in one department.

At this writing (1931) 18 States report s'ome administrative
relationship between the State universities and the public
high schools. As a rule in these States the duties performed
by the universities duplicate and overlap to some extent the
work of the State departments of education

The following summary represents the manner of partici-
pation of the State universities and the regional associations
in the administration of public high schools in these 18 States.

Type 1: Representatives of State-supported colleges and universities
inspect the public secondary schools. The institution pays the expenses
but the State department of education directs the itinerary bf the
workers and prescribes the standards to be enforced.

Type 2: The university registrar or a member of the university staff
visits the schools accredited by the North Central Association. (This
practice prevails in four States.)

Type 3: A professor of vocational education and a professor of home
economics in the university are gned the responsibility for inspect-
ing the work in the high schools maintaining Smith-Hughes depart-
ments. (This type exists in three States.) S

Type 4: Occasionally professors in the State university inspect
secondary schools. The schools to be inspected and the standards to
be considered are determined by the State department of education.
The report is likewise made to the State department.

Type 5: The State dePartment appoints a high-school visitor from
the university as State high-school supervisor. He secures information
from high schools of the State for use of the university and from the
North Central Association in accrediting such schools. His function
is advisory.

Type 6: Responsibility for. high-school inspection is shared by thè
State department of education and the State university. By- mutual
agreement all representatives of the nniversity assigned duties in con-
nection with the high schools and all high-school supervisors from the
State office are authorized to visit high schools for both administrative
and supervisory purposes and their recommendations are accepted by
both authorities.

Type 7: A number of schools belong to the SoutheYn Association
of Schools. Members of a State committee from that organization
inspect only schools for that association. These schools are also
inspected by men from the State department.

Type 8:, The inspection division of the university inspects schools
not visited that year by the department of public instruction. This is a
000perative plan.

[ 11
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Type 9: In one State tte university anqually inspects the high
schools of the State and then prepares a list of the accredited schools.

A few cases have been reported in which it was indicated
that the State university exerts a marked influence through
other activities carried on in connection with the second4ry
schools. The situations referred to are those in which the
State institutions carry on instructional work in the schoo
through the support, development, and control of state-wide
musical contests, field days, declamatory contests, and the
like. The following quotaiion taken from an inquiry form is
a case in point in. which it is alleged that duplicate service
and overlapping of work results from such activities.

There is some evidence that the activities of the agricultural exten-
sion division of the State university duplicates, competes with, and
injures the work of the Bureau of Agricultural Education of the State
Department of Education. This is particularly true in the 4-H club
work, in the " Future Farmers of America" movement, as well as in the
local adult agricultural class activities.

Time devgled to secondary schools by university official&
Certain university officials report that they devote moie than
half their time to the official duties of accrediting and
inspecting the secondary schools. Three State universities
employ staff members who devote full time to the work of
the public secondary schools. In these instances the

4 activities of the State officials and those of the universities
are coordinated to avoid unnecessary duplication.

Regional amociations.The work of regional associations
in so far as it relates to the inspection and approval of the
work in secondary schools had its beginning in 1885.2 Re-
gional associations do not as a rule have representatives of
their organization visit the sectondary schools tha appear on
their accredited lists.

O. STATE OFFICERS REPRESENTED IN THIS STUDY

State officers responding .Usable inquiry forms were
received fròm 219, or approximately 70 per cent, of the
officials of State* departments of education whose duties

" The New England Association of Colleges and Secondary Schools wu organized during
that year. This is the oldest of the 5 regional associations." Department of Superintendence,
The Seventh Yearbook, The ArticulAtiow of the Units of American Education, 1929. p. 3.
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ADMINISTRATION AND SUPERVISION

bring them in -contact with 'the secondary schools. Of this
number 98 are specialists in agriculture, home economics,, and
industrial education. There were but 4 specialists in
commercial and academic subjects. The officials can-
vassed fall into the 8 categories listed in Table 4.

TABLE 4. Number of State officials of various positions responding to
the inquiry

Number of
Title or position persons

Total responding 219
Specialists in

Industrial education 37
Home economics education 29
Agricultural education 32
Music, art, mathematics, commercial subjects, and science 8
Physical education and health 17

Assistant commisfOners and assistant suix4tendents_ _ _ _ _ _ 20
Supervisors and inspectors 59
Librarians 17

Number of officials concerned primarily with secondary
education.A canvass of the staffs employed in the 48 State
departments of education a discovers about 280 persons with
titles indicating that their duties are largely in connection
with secondary education. This numbet represents 30 per
cent of the total professional employees of State departments
of education. A number of others, such as the deputy
superintendent, commissioner of education, and assistant
commissioner of education, were revealed by further investi-
gation to be giving a large share of their time to the work of
secondary education. In fact, fewemembers of the staff of.
any State department of education are not involved in some
way with the problems relating to the secondary schools.
The distribution of States according to thenumber of staff
members devoting a part of or all their time to áecondary
schoolp is shown in Table 5.

I Educational Directory, U. 8. Department of the Interior, Office of Education, 1930.
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TABLE 5.Number8 of staff members in StaTh departments of education
devoting all or 4; major part of their tinie to-retóiaary schools

Number of
officials

15 or more_
11
10
9 ...
8
7

5

4

3
2
1

o

Number
of States

5
2
1

2
3
3
7
7

7

4
3
1

3

States

New York, Massachusetts, Missouri, Texas, and Pennsylvania.
Illinois and New Jersey.
North Carolina.
Alabama and Georgia.
Louisiana, Maryland, and Ohio.
Connecticut, Minnesota, and Mississippi.
Virginia, Utah, Delaware, California, Florida, Indiana, and Iowa.
Tennessee, South Carolina, Michigan, Arkansas, Kansas, Ken-

tucky, and Washington.
WiomintreWanisod oonlon, Rbode Island, Arizona, Maine, New

South Dakota, Montana, ° ...c9; and Orego
n.Nebraska, North Dakota, and West Virginia.

New Mexico.
Colorado, Idaho, and Vevaont.

Total number staff members, 294.

Titles of State educational official 8.A summary of the titlei
of the 1)fficials of State departments of education who are
assign6d duties in connection with secondary schools is
shown in Table 6. The tabulation includes only those
officers concerning whose titles information was complete.
The list of ollicers may be divided into two major groups
those whose duties are performed largely through visitations
and the inspection of the locid schools and those whose
duties are carried on at the home office. Another classifi-
cation may be made by differentiating between those whose
duties are larkely associated with the work in the secondary-
schools and those whose responsibilities are concerned with
the entire system. There were 77 titles of State educational
officials that appeared but once among those reported and
these are not listed in Table 6.

TABLE 6. Titles of staff members of State departments of education
who in_030 devoted all or a major part of their tinie to secondary
educations

Titles
Director of secondary ation
Supervisor of secondary education
Director of physical and health ëducation
Supervisor of physical and health education
Director of vocational education
Supervisor of agricultural education
Supervisor of home economics At

op

[ 14 ]
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TABLE 6. Titles of staff members of State departments of education,
etc.Continnect

Num ber
Titles of officials

Supervisor of industrial education_ _ ..b
41. 4.0 aft MD MD Ow wow '7 8.. MP

State director agricultural education_ _ _ wi, a OP OD 41. m .,m,. . IIID mb 4. .w. 2
Supervisor of vocational agriculture__ __ _________

$7 _ _ 1 o
Supervisor of trades and industries_ ___ _ _ _ __._______________ 15
SupervOor of high schools.. _ _ ____ _ _ ____ _ _ 12
Chief, bureau of agricultur41 education ________ 2
Chief, bureau of trade and industrial education__ ___ .. _ _ _________ 3
Chief, bureau of home-making edgcation_ ___ _ ___ _ _ _ _ am 4M. M, 4W 3
Director, division of trade and vocational education 3
Director of vocational education and State supervisor of agriculture.. 2
State supervisor of high schools 9
Assistant supervisOr of agricultural education 11 .
Assistant State supervisor of honle economics_ _ 7
Assistant supervisor of high schools_ _ _ _-_-. _ _ _ _ _ _ Ma MD M aa Oa, 5
Assistant supervisor of industrial educatiori__ _ _ _ _ _ _ _ _ _ _ _ 5
Director of agriculture 3
High-school supervisor 12
Supervisor of vocational home economics 4
Agent for secondary education_ __ _______ - _ ... ___ 2
Assistant supervisor of physiAal education _ _ No am ow om. ..m. 4. .. .. % 4
High-school inspector_ _ ___ .m...lw.....,....... . 144M OM MEW

Director of vocational division 3
Assistant supervisor of vocational agriculture 4. Assistant commissioner, supervisor of secondary education__ _ _ 2
Supervisor of teacher training__ _ _ _ ___ _ _ _ _ ____ _ ____ 4
Assistant supervisor of vocational, home economicti 2

TotaL 233
s

centThe education of State educational official 8.Only 7 per
of the State officials who reported were not college graduates.
In fact, 88 per _cent of Olese officials have more than 4
years of education beyond high school, and of these, 79 per
cent reported having had at least 5 years of work beyond
high-whool graduation. The master's degree was reported
by 49 per cent, the doctorate pf philosophy by 6 per cent, and
the doctorate in education by 2 per cent. It was also found
from data not presented in tabular form that 20 per cent
of the pimp attended summer school each year during
the period 1925-1929. Fourteen per cent of these officials
reported that they had attended summer school in 1930. .

Plrofelmional experien ex.The range in experience in educa-
ticinal work of the professional employees of the State depart-
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NATIONAL SURVEY OF SECONDARY EDUCATION

ments of education ranged from 2 fo 43 years. The average
was 14 years and the median was 13 years. (Table 7.) The
experience for the whole group covers every type of educa-
tional work from teaching in rural schools to teaching in
higher educational institutions. The data oh the inquiry
form show that 68 per cent of the high-school inipectors have
been high-school principals.

TABLE 7. Educational experience of 207 State educational officials

Position

Percent-
of

ekes
reporting
experi-

ence

Teacher of rural elementary dcbool
Teacher of village or city elementary school
Teacher of secondary school!
Principal of village or city elementary school
Principal of secondary school
Teacher in higher institution
Supervisor in city or county school
Superintendent of schools (including country superintendents)
Other fields of education

114

Median
years of
experi-
enoe

2
2
5
2
5
6
4
4

The range in experience in State depirtments of education
was from 1 to 31 years. The average number of years of
service was 7 and the median was 6. Differences in educa-
tional experience vary but slightly for the different types of
State educational officials: Abotit 20 per pent of the State
officials indicated that they had held positions in the State
departments of education other than the one in which they aré
now employed.

In general, it can be said ihat the State educational officials
have been selected from among educational workers who have
had a substantial backgrowid of education and who have
had wide plofessional experience.

5. FUNCTIONS OF STATE EDUCATIONAL OFFICEAS

Time ckvoted to secondary education.Only 17 per 'cent of
the State officials reporting in this investigation indicate that
they devote all their time to the field of seco4dary education.
(See Table 8.) This group is made up largely of the subject-
matter specialists and those responsible for agriculture, home
economics, and industrial education. A farge number of

4
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officials report that they are called upon to servé in other
capacities, such as inspecting elementary schools, inspecting

a;private schools, and teaching in summer school.

TABLE 8.-Distribution of State educational officers according to the
percentage of time devoted to secondary education

Field of activity

Specialists in-
Industrial education
Home economics educations..
Agricultural education

Assistant commissioners and as-
sistant superintendents

Supervisors and inspectors
Directors of health and physical

education
Specialists in music, art, math.-

mallet% and science .
Librarians,

Num-
ber of

persons

3

Per cent of time devoted to secondary
education

Less
than 20

33
23
31

16
55

17

12. 1

3. 2

43

20-39 40-59 60-79

4 5

9. 0 9. 0 12. 1
3. 5 15. 0 32. 1
3. 2 6. 4 16. 1

Et. 2 12. 5 25. 0
3.6 .10. 5 30. 9

64. 7 29 4

42. 8 11. 2
40. 0 20. 0 20. 0

80 or
more-

Median
per cent

7

48. 4 81.2
39. 2 61. 3
70. 9 81. 2

12.5 40.0
54. 5 81. 7

5. 8 35. 4

42. 8 70. 0
20. 0

Main of State educational officials. The duties/ educational officials differ widely. If frequency
is used as a criterion of importancethe
duties of State specialists of agricultur

State
mention

t significant
education, home

economics education, and industrial education are those that
pertain chiefly to promotional and supervisory work. Next
in order of importance are the activities relating to curriculum
construction, approval of coursesof study, and directing the
work in teacher-training institutions.. A. summary of the
duties mentioned twice or oftener by specialists of agriculture,
home economics, and industrial edusation is as follows:
1. Administrative.

To keep records, make reports, compile statistics, carry on corre-
spondence, and perform other office duties. (30 times.)

To direct the work of such supervisors and other assistants as
O may be,employed in the department. (12.)

To prepare an annual re rt setting forth the progress and con-
dition of vocational ucation. (11.)

To have charge of the general administration of all State and
Federal funds. (11.)

To prepare budgets. (7.)

To rebommend candidates for teaching positions. (4.)

To compile administrational bulletins, booklets, etc. (3.)
#
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NATIONAL SURVEY OF SECONDARY EDUCATION

To interpret laws #nd rules. (3.)
To administer State laws. (2.)
To supervise the admissibn pf certain schools. (2.)
To supervise the employment of students in certain schools. (2.)

2. Organizational and promotional.
To prepare and approve courses of study and plans for the use

of vocational schools and classes. (56.)
Jo organize classes. (40.)
To prepare literature, bulletins, news letters concerning edu-

cation for the aid of teachers. (28.)
To supervise all home economics classes and home economics

departments in all types of schools. (28.)
To promote the establishment of vocational schools, evening,

part-time, and day-trade classes. (p6.)
To promote the establishment of classes and home economics

departments in all types of schools. (20.)
To mike investigations and surveys conterning agricultural

trade and industrial, and home economics educaiion. (19.)
To prepare literature and make studies, surveys, and investi-

gations concerning industrial education. (16.) 4

To cooperate with organizations of all types for the promotion
of home economics education. (12.)

To prepare all reports dealing with agricultural education that
may be required by the State and Federal boards for voca-

. tional education. (8.)
To prepare plans and confer and cooperate with labor organiza-

tions and all other agencies for the promotion of industrial
education. (8.)

To recommend plant equipment. (7.)
To supply information concerning the plan and the purpose of

the work to all superintendents and boards of education' in
the State. (6.)

To supervise the organization and location of schools. (5.)
To promote foremanship conferences 'and foremanship train-

ing. (5.)
To assume responsibility for standards. (4.)
Tó determine standards of vocational work. (3.r

_To perform general publicity work. (3.)
To select and approve texts. (2.)
To select candidates foi instructor training. (2.)
To foster club work. (2.)

3. Inspectional (and supervisory) .

To supervise the work of all teachers of vocational agriculture
in the State and to render to them such aid as will tend to
increase the efficiency of their teaching and other activities.
(20.)

To approve.or disapprove schools applying for the benefits ot
, Federal and State funds. (18.)

.41. -
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ADMINISTRATION AND SUPERVISION

To cooperate with or Supervise the teacher-training institu-
. tions in the preparation of teachers of agriculture. (12.)
To hold from time to time State-wide and group conferences

with teachers of vocatiohal agriculture. (11.)
To visit, inspect, and supervise systematic instruction in agri-

culture for which Federal or State aid is allowed. (11.)
To visit and inspect the supervised work of pupils. (8.)
To arrange for the professional improvement of teachers in

service. (5.)
To conduct or direct cóntests, fairs, etc. (4.)
To hold conferences. (3.)
To secure and check all necessary reports and data for making

'reimbursements to approved schools or classes in vocational
agriculture. (2.)

4. Instructional.
To hold conferences of all kinds. (30.)
To supervise resident or itinerant teacher training. (21.)
To improve teachers in service. (17.)
To improve all teaChers who are to be paid in part from State

and Federal funds. (14.)
To cooperate with teacher-training institutions. (8.)
To have general supervision of teacher-training institutions

and their programs. (7.) . -

To recommend equipment for effective instruction. (5.)
To address vocational meetings, conventions, graduations.
To supervise records affecting instruction. (3.)
To supervise industrial arts in all schools. (2.)
To train evening school teachers. (2.)
To assist in selection of teachers. (2.)
To aid in recruiting ana placing teachers. (2.)
To teach special methoda4at university. (2.)
To train instructors of teacher-training classes. (2.)

As is to be expected, the assistant State superintendents
and deputy Siate commissioners of education record a num-
ber of services in addition to those associated with the work
assigned in the field of secondary education. The nature of
these additional activities as reported by these officers has
been tabulated as shòwn below. The total number of addi-
tional activities is 98.

(5.)

To perform routine office duties such as correspondence, making re-
ports, preparing budgets, mailing supplies, securing and examining and
interpreting reports, purchasing for department, and signing requisi-
tions for salaries. (16 times.)

To perform duties of State superintendent in his absence or at his
request. 014

191[
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To have general supervision of office. (8.)1
To supervise administration and organization of high schools. (6.)
To render legal opinions. (6.)

To certify teachers. (5.)
To distribute State-aid funds. (4.)
To encourage or conduct conferences, conventions, and meetings of

all kinds. (4.)
To make addresses. (4.)
To have charge of school legislation and drawing new bills. (3.)
To do field work in such as trouble cases and making plans for re-

modeling rural schools. (3.)
To have State administration and general supervision of vocational

and instructional education. (2.)
To supervise supervisors from the office. (2.)
To distribute State-aid funds. (2.)
To supervise teacher training in service. (2.)

High-school inspectors, supervisors, or visitors ,likewise
carry on a wide variety of activities in discharging the duties
of their office. From the enumeration presented below it
will be observed that their duties involve practically every
possible' educational function.

To visit, inspect, and supervise high schools with regard to library
facilities, laboratory equipment, curriculum, departmentalization of
work, daily schedule, units offered, teacher qualifications, certification
of teachers, distribution of principal's time, standards, size of classes,
efficiency of record system, extracurriculum activities, equipment, dis-
tribution o6teachers' marks, administration, quality of instruction,
transportaffn, buildings, and budget. (69 times.)

To prepare and publish handbooks, syllabi, ,State and regional tests,
courses of study, college entrance examinations, departmOntal bulletins,
bulletins on standards, bulletins on English, bulletins of school programs,
lists of equipment, and instructional materials. (35.)

To perform routine office duties suCh as carrying on correspondence,
making reports, securing and examining and interpreting reports from
high schools, keeping records, filling out questionnaires, and having
charge of office employees in tile department. (35.)

To confer with high-school teachers, principals, superintendents,
and boards of education. (32.)

To make addresses of all kinds. (18.)
To encourage growth and change in high-school organization such as

classifying high schools, encouraging consolidation and larger units
and junior high school organization, and reorganizing districts. (15.)

To conduct research activities such as all types of surveys and special
committee work on special problems. (13.)

.
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To perform all duties of accrediting of high schools and approving
for accrediting of high schools. (11.)

To encourage or aid in conducting conventions and meetings of all
kinds. (11.)

To inspect and supervise private high schools, parochial high schools,
academies, private elementary schools, grades in high schools, and
graded elementary schools. (11.)

To encourage and aid in growth lind changes in curriculum and
courses of study. (11.)

To make recommendations or prepare high-sChool standards and
perform all duties involved in the distribution of State aid. (10.)

To stimulate professional growth of teachers by cooperiting with
teacher-training institutions, aiding in developing professional faculty
meetings, aiding in developing cooperative educational programs, check-
ing ofessional reading of teachers, and recommending literature. (9.)

T ttend educational meetings. (6.)
To confer with executives of higher institutions. (3.)
To approve normal training high gckools. (3.)
To help prepare programs for State educational conventions. (3.)
To recommend and plan for new legislation. (2.)
To aid in selection and appointmentftof teachers, supervisors and

principals. (2.)

The activities of the other specialists and directom whose
responsibilities relate specifically to instructional work, health
services, and libraries are recorded in the tabulations pre-
sented below. It should be noted that the activities other
than those that relate to office routine, teacher certification
establishment of standards, preparation of courses of study
and bulletins, teacher training, interpreting the law, and
general supervision have been included in the lists.
Directors of health.

To confer with instructors, principals, superintendents of schools,
and boards of education.

To make addresses to various groups and conventions.
To do general publicity work and write magazine articles.
To make studies, surveys, and investigations.
To cooperate with other organizations for the promotion of physical

and health education.
To,assist in organizing programs in schools.

111Po promote statutory requirements.
To assist in planning for buildings.
To supervise teacher-training institutions.
To encourage conferences and meetings of all kinds, such as area

meelings, sectional meetings, and institutes.
To maintain service, reference, and consultation bureau.

[ 21 ]
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To prepare and interpret professional programs and courses.
To devise ways of coordinating physical and health education.
To promote teaching of "good behavior."
To widen principal's and county superintendent's concepts of

physical education as social training.
To organize programs for institutions and conferences.
To supervise school nursing programs.
To review books and other material.
To do county inspection.
To meet with State advisory committees.
To maintain lending library.
To plan .9xhibitions.
To act as secretary and chairman of State-wide scholastic athletic

conferences and committees.
Supervisors of music.

To work out policies and plans for administration and teaching.
To advise in the training of music teachers before they enter

service.
To aid in having music function in a social way.
To extend music teaching into schools which do not have it.
To have general supervision over music education in the State.
To advise with institutions on the training of teachers of music in

both public and private schools.
To confer with superintendents as to music education policies.
To help make surveys.
To assist in stimulating an interest in musit education as an integral

part of the curriculum.
To conduct State examination in music.
To approve and sponsor State programs and contests.
To act as an amalgamating force of cooperation and participation

among schools.
Supervisors of commercial work.

-To assist in any way the assistant commissioner of education in
charge of secondary schools.

To visit schools.
To confer with administrators and supervisors.
To carry on research studies in various phases of 'high-school work.
To instruct county institutes.

Supervisors of mathematics.
To inspect in special cases work in mathemati in junior high

schools and elementary .schools.
To supervi3e the making of all regents examinations in mathe-

matics for the high schools of the State.
To address meetings of teache'rs of matheMatics.
To represent the department in matters peritaining to secondary-

sélhool mathematics,
To make general inspection of smaller village or rural high schools.

22 1
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To supervise the making of special examfnations and the rating of
papers submitted from the same.

Supervisors of art education and machine drawing.
To speak at teacher conferences on special field.
To advise with normal schools and training colleges.
To advise with art schools as to offering and courses for high

schools.
To advise teachers as to training and extension work.
To supervise social-service art work.
To carry on correspondence relating to special field.
To rate examination papers.
To recommend concerning equipment of schools and teachers to
be employed.

Supervisors of modern foreign languages.
To -have general supervision of 32 different examinations every

year for gupils and teachers. (Aided by department committees
of high hool and college teachers.)

To conduct group inspection of teachers in different centers for
observation, criticism, object lessons.

To maintain office as a teachers service bureau and to some extent
a teachers' placement bureau.

Supervisors of Latin.
To visit and inspect high schools.
To confer and visit classes.
To prepare college entrance examination questions and mark

papers from these examinations.
Supervisors of Spanish.

To examine material for credit.
To prepare questions for college entrance examination board.
To visit high schools, elementary schools, and academies.
To approve books.
To prepare articles for publication.

Directors of libraries.
To supervise traveling reference library.
To supervise rooms and equipment.
To prepare curriculum and courses of study.
To arrange for library training for school librarians.
To adrainiefier State library aid.
To advise through correspondence.
To advise with library associations.
To buy books.
To advise concerning certification and registration.
To advise concerning placement.
To review lists to be purchased.
To review lists of schools seeking university recognition.
To recommend excuses for failures to comply with standards.
To cooperate frith teacher-training institutions.

[ 23
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To visit libraries for conferences.
To assist in organization.
To attend State and local library, club, and educational meetings.
To give addresses.
To check blue prints of new buildings for library plans.
To write articles for publication.
To prepare programs for clubs and radio.
To compile and analyze library statistics.
To prepare or revise book lists.
To make surveys of conditions and needs.
To check reports and special lists.
To check book lists for granting State aid.

4. VISITS TO SCIIOOLS

Plans followed by State departments in visiting secondary
schools.The numbers of public secondary schools in each.2
of the 48 States ranged at the time of inquiry from 25 to nearly
a thousand. EleVen States report that plans provide for
the visitation of all the high schools at least once a year.
Nine States report that in addition a number varying from
5 to 25 percent of the secondary schools are visited twice a
year.

In response to the inquiry as to whether members of the
State departments deliberately avoid visiting the high
schools in the large citiOs, five States reported that schools in
cities having a population of 100,000 or more were not con-
sidered a concern of the State office. One State reported that
the schools in the cities having populations of 30,000 or more
were not inspected. A large percentage of the responses
indicated that the staff of the State department of education
was so inadequate, the number of schools so large, and the
funds so limited that the State officials were obliged to leave
many of the larger school systems to their own devices.

The median number of local public secondary schools
visited each year by representatives of State departments of
education was computed to be about 192, or about 75 per-
cent of the total number of schools.

In view of the funds and personnel available to carry out
the responsibilities of State departments of education in
connection with the secondary schools, it is of interest to
know how the State officials select the schools to be visited

[24]
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and inspected. In fields of work such as agriculture, home
economics, and industrial arts, each specialist employed as a
rule &votes his entire time to his special field. In States
that have but one high-school inspector a plan of visitation
must be devised that is most economical of time, energy, and
money. Where several staff members are available for
high-school inspection the following plans are among those
reported most frequently.

(1) Itinerary of staff members is arranged each month in conference
of inspectors.

(2) State is divided geographically and sections assigned to various
staff members.

(3) State is divided into county groups and parts assigned inspectors.
(4) State is divided into teachers-college districts and divisions

assigned to inspectors.
(5) State is divided into areas with approximately equal numbers of

high schools and divisions assigned to inspectors.
(6) Schools listed as doubtful that have not been accredited, or that

have been conditionally accredited are ;isited first. If time
is available, others are isited.

(7) Director of inspectional ivision plans the itinerary of staff
members as to schools to be visited and work to be done.

(8) Schools are classified as t type and inspectors are assigned
responsibility for the different types, such as consolidated
schools, small high schools, 4-year high schools, and the like.

(9) Each staff member has a special field of work and carries on onlyin that field unless given special instructions to investigate
other fields or activities.

(10) Inspectors are assigned a territory and are responpible for all
the schools and public-school activities in the area in which
they operate.

Schools visited each year by indirklual State department
member8.The number of school systems visited yearly by
the 179 State educational officials reporting difftrs widely.
(See Table 9.) About a fourth of the group indica1 that they
visit on the average fewer than 40 schools per year, while 20
officials report thitt the schbols visited may average 200 or
more. The distribution of the number of schools visited is
approximately the same for each type of staff member. One
person reports that he has under his direction 40 schools
giving industrial woliE and that each of these is visited six
times a year.
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TABLE 9. Numbers of school systems visikti annually by State educational
officers, the average nuMber of days spent in visitation each year, and the
average number of hours spent at each acondary school visited

Officers

Specialists in
Industrial education
Home economics education
Agricultural education

Assistant commissioner and assistant superin-
tendent

Supervisors and inspectors
Directors of health and physical education
Supervisors of art, science, mathematics, etc.__ _

Librarians
All

Number of
schools
visited

annually

Me-
dian Range

2

45 4-206
91 26-250
62 14-175

1-150
135 8-375
100 24-200
103 23-125
110 11-130
95 1-375

I Average num-
Average num- ber hours
ber of days spent each

school

Me-
dian

4

106
120
113

50
117
107
113
85

111

Range

5

11-200
75-180
40-210

6-175
30-220
30-155
50-170
50-110
6-220.

Me-
dian

4.3
4.8
5.4

Range

7

1-15
2-12
1-40

1-5
1-8
1-5
3-5
3-5
1-40

Time spent in visiting secondary schools.The part of the
working year devoted to the visitation of secondary schools
varies as widely as the number of schools visited. One has
only to visualize the map of the United States to appreciate
fully how diverse the problem of-ischool visitation is in the
different States. Only a small fraction of the State educa-
tional officials devote their entire time in visiting schools:
During the time schools are in session about half of the
State officials treated in this study spend half or more of
their time in visiting schools.

It is surprising to note that more than 40 per cent of the
visitations made to public secondary schools consume_ less
than three hours. The number of inspections that involve
more than a day must be relatively few if the number of
days spent in the field and the nu.mber of schools visited are
compared with the time spent during each official visit. -

4cti2Yities participated in during visitation.The activities
carried on by State educational officers during typical visits
to secondary schools were catalogued under 14 headings. A
review of the time distribution among these activities indi
cates that classroom visitation and conferences with the
superintendent are among activities of first importance on

4
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the list. (See Table 10.) The persons reporting, it should
be noted, do not attend to all of the 14 activities while visit-

.

ing high schools. Conferences with superintendents, dais-
room visitation, conferences with secondary-school teachers,
and conferences with secondary-school principals and super-
visors represent the order of importance when the numbers
reporting the time devoted to the several activities are
compared. The reason why the high-school principal is
found fourth on the list is probably due to the fact that in
a 1arg9 number of small high schools the superintendent is
the principal and the superintendent is the official inter-
mediary,between the State department of education and the
local schools.

TABLE 10.Distributfon of State educational officials according - to thepercentages of time deboted to various activities in which they are engagedduring typical visits to local school systems

Activity

Conference with board' or individual
mem bers

Conference with townspeople._ _ _ _ _ _

Conference with superintendent
Inspection of records
Inspection of buildings and grounds... _

Conference with secondary-school prin-
cipal

Conference with secondary-school super-
visors

Conference with secondary-school teach-
ers

Classroom visitation in secondary
schools

Conferenoe with elementary-school
principals

Conference with elementary-school su-
pervisors

Conference with elementary-school
teachers

Classroom visitation in elementary
schools

Other persons visited or activities con-
ducted

Number of officials reporting the following
percentages of time

Less
10-19than 10

2 3

93 12
62 4
55 56
91 31
78 33

61 46

32 16

25 47

14 22

26 8

16 8

26 8

19 12

22 14

20-29

4

6
2

30
2

10

15

2

29

31

1

1

5

30-39 40-40

1

1.
_e

1 2

2 4

4

18 5 17

11 18 45

50 or
more

Total
num-
ber re-
Port-
ing

7

2

3

112
69

154
124
128

135

54

139

139

36

25

34

38

47

e If the time devoted to conference with teachers, classroom
visitation, and conference with the superintendent is tabu-
lated, one may note that the first two items consunre a large
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proportion of 'the time of State educational officers. (See
Table 11) As one would expect, the subject-matter special-
ists devote a larger proportion of their time to instructional
activities than do other officers.

TABLE 11.Range in minutes in the time devoted to certain selected
activities by State educational officials on visiting publi^ secondary
8Choola.

Officers

Specialists in
Industrial education
Home economics education
Agricultural education

Assistant commissioner and assistant superintend-
ents

Supervisors and inspectors
Directors of health education and physical educa-

tion
Specialists in music, art, science, and mathematics_
Librarians
All

An_

, tonfer-
ences
with

secondary
teachers

3

Class-
room visi-

tation

5-60 5-70
5-60 15-80

10-80 5-70

1-10 2-75
1-45 3-75

1-20 1-35
10-20 20-7C
0-0 0-0
0-80 0-80

Confer-
ence
with

superin-
tendents

4

1-30
2-25
1-50

10-55
3-75

2-50
1-25
5-25
1-75

Number
of officers
reporting

6

22
29
28

o
34

13
8
4

143

A large variety of activities performed by other officials is
interesting enough to warrant listing here. These other
activities of specialists in the different fields of eduçation 'are
as follows:

Vocational and industrial education.
Conferring with officials of trade and industrial organizations and

visiting plants in vocational works.
Visiting industrial concerns.
Conferring with employers and managers of plants.
Visiting industriai plants and heads of departments.
Talking to commercial clubs.

Home economics education.
Visiting holes.
Conferring with lunch-room manager.
Conducting club activities.
41dressing high-school and other gr9ups of girls.
Visiting industrial plants where girls are employed.
Conferring with teachers of science and art classes.
Conferring with parent-teacher associations or other groups in-

terested in educational programs.
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Agricultural education.
Visiting farmers in the community, farm organizations, farm

bureaus, and extension agents.
Conferring with officers of civic clubs.
Addressing and cooperating with "future farmers of America."
Visiting projects and fairs.
Supervising project work of adults and boys and evening classes.
Conferring with parenti 4nd employers of pupils.

Supervision by State offlcer8.The answer, "Yes", was
received from 141 of the 174 State educational officers to
the question as to whether or not they attempt to supervise
instruction during their visits' to high schools. Only 95 of
the 104 subject-matter specialists indicated that they did
not attempt to supervise instruction at the time they made
their visits to schools.

The relative effectiveness of activities.Although the relia-
bility of the reactions of individuals on the relative merits
of the sekrices they themselves render may be questioned, it
was thought advisable to ask the State educational officials
who serve the public higl schools to evaluate the relative
merits of the things that they do. in connection with the
seco.ndary schools. Preparation of curriculums and courles
of study for the secondary schools and visitation and inspec-
tion of the schools at the request of the schools appear to be
the most valuable services according to the judgment öf the
State officials reporting. (See Table 12.) No one 'group
of activities appeared to be judged by the group as a whole
as of little value.

The subject-matter specialists indicate that the prepara-
tion of courses of study and the making of surveys are of less
value in carrying on their work than is indicated by the gen-
eral supervisors, the high-sch01 visitors, and the inspectors.
The special-subject superviso\'s are inclined te believe that
visits to the schools initiated by the State department
officials or by tip schools pr.ovide the best opportunities for
the performance of their duties. In considering these facts
it is worth bearing in mind that the general inspectors and
visito4 probably have a more marked influence on the schools
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than do the subject-matter specialists. The members of the
latter group confine their efforts largely to the work of their
garticultlx fields of interest.

TABLE 12.Distribution of estimates of State educational officers on therelative effectiveness of the professional activities and services performedby them in connection with the secondary schools

Activities and services performed

Conducting surveys and inves gations of secondary
schools and their problems

Correspondetire with schools
Classroom vilitation
Preparation of curriculum materials and courses of study

foe secondary schools
Publishing bulletins dealing with administration, supervi-

sion, and teactling
Visitation and inspection of (on request of local

secondary school)
Visitation and inspection of sch (initiated by Slate

department)

Least
valu-
able

20
35
19

13

23

10

Moder-
ately
valu-
able

3

73
121
45

47

87

38

60

Most
valu-
able

4

71
20

110

116

67

113

99

Num-
ber re-
porting

5

164
176
174

176

177

161

168

General inspectional duties assigned to specialists.More
than 84 per cent of the specialists in agriculture, home
economics, industrial education, health, the academic sub-
jects, and libraries indicate that they are not authorized
to make any general surveys or inspection of local seconttary
schools. In 16 States there appeared to be no specific
policy in this regard. It is evident that whenever the speciah
ists are used for general inspectional services it is because of
the small staff and emergency demands or in order to avoid
unnecessary duplication of travel or expense.

Responsibility for visits.About a third of the 159 State
educational offiCers reporting indicate that all visjts made by
them to local secondary schools are initiated by the State.
(See Table i3.) Three officials stated that more than 90
per cent of the visits made by them are at the request of the
local schools. Only about 10 per cent of the officials indi-
cate that less than 50 per cent of their calls were initiated by
the schools,
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TABLE 13. Distribution of State officers according to the percentage of
visits made to public secondary schools which were initiated by the
State departments of education

Number of
i)er cent of visits officers

Less than 10 3
10 4
20 6
30 1

40 4
50 16
60 5
70 14
80
90 39
100 58

44 Total reporting 159

5. SUMMARY AND CONCLUSIONS

The kind of influence exerted by the State deimrtments of
education 'on the public secondary schools of a State depends
upon the degree to which standards are developed and main-
tained by thèse central offi9es. In solibiting information in
reference to this matter frbm the State officials, ntuch dis-
agreement was noted in the responses coming from the same
State. In half of the States the reactiobs of the pèrsons
reporting for a State were not in agreement as to the policies
governing' the relationships between the State and the local
schools. Among the representatives of the same offices and
in the same field of service, responses indicate a lack of
identity in the degree to which they expect local secondary
schools to abide by the State regulations.

In spite of this confusion in reference to policies there seems
to be a consensus of judgment that the State officials do insist
that local schools maintain the standards 6stablished. There
is agreement also 'that one of the primary- functions of
the central office is to see that State standards are rather
uniformly maintained. .

The practices and policies of the State departments of
education acCording to the judgments recorded by those who
have responsibilities over secondary education have brought
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about marked improvements in the high schools. Because
the number of specialists is linlited and because those who are
engaged devote their time in most part to the fields' of music,
art, physical education, agriculture, industrial arts, and hortat
economics, the improvement of instruCtion in the secondary
schools in general can hardly be effected throiigh the use of'
any of the direct methods available to the general high-school
inspector or visitor. It is to be expected that the latter
officer will place proféssional emphasis on indirect supep-
vision through the preparation oft the courses of study and
bulletins and through an insistenCe that the local organiza-
tion and administrative practices be maIntained on higli
levels of efficiency. :

Oné of the most intetesting findings of this investigation is
the limiked number of subject-matter specialists employed
in the State departmentò Of education. *Because of the
Smith-Hukhes law and because of the more recent special
State physical education laws, specialists in these fields are
maintained. Art, music, and library specialists are -also
found in nurribers. This condition is due in part to a differ-
ence in viewpoint and in part becáuse of the cost. It would .

be diificult to secure from the legislatures the funds necessary e
to maintain and to provide the salaries and trtiveling expenses
for a full staff of competent subject-matter specie:lists. The

4onsequence is that the various State departments of educa-
tion do assiiiiie responsibility for a more direct. supervision of
the teaching of agriculture, home economics, sand the indus-
trial arte in the secondary schools. Likewise; special atten-
tion to music, art, and the libraries is given ii the Stats in
Which specialists in these fields are engaged. The responsi-
bilities assumed by the several States for the direct super-

%vision pf the other subject§ of the high-school curriculum
are liniited. This differencein State policy is reflected in the

Nó4.cal school oranization by the degree to which the teachers
special subjects look to the State for guidance and help.

It is also reflected in the organization for gupervision in the
larger school systems in- that the supervisipn of the special
offerings of the currif,tultun are usually a responsibility
assigned to members of ihe central office staff.

. -

, [321

.

Ll,*.

I

C.

.e

a

p.

e

1_

4



ADMI.NIETRATION AND SUPERVISION

From the reports received from State officials regarding
the work performegi and the time spent in the schools of a
State, it is obviousrithat their duties are largely administrar
tive and that their attention is confined in most part to the
smaller high schools. This is to be expected, since less than
10 per cent of the secondary schools in any one State enroll
more than 100 students. The element cif time and the travel
cost are important determinants of the activities of the
State officials.

An analysis of the professional education.qf the personnel
in State educational serxice reveals that in some cases their
qualifications are not equal to those employees of the more
progressive local school systems. Wherever this 'condition
obtains one .can expect the State to be of relativ ely little
se'rvice. ret, in those States in which the progressive and
more competent teachers and principals are called upon to
assist in the preparation of State courses of study and other
bulletins, one will find the results of such activities reflected
in theilvork_of even the most progressive system.

It was somewhat surprising to note that few State officials
indicated that the leadership they exerted in directing the
professional education of the secondary-school employees
was among the important services they rendered the local
schools. As time goes on the professional employees of local
school systems are becoming better trained for the positions
they hold, requiring less attention of State officers in this
regard. Conditions in 'this respect are different from what
they were even a quarter centuvir ago. It may be that State
officers see the desirability of a new point of view as to the
most effective methods of serving local secondiry schools.

Funds made available to most State departments of educa-
tion are limitesiand at best few States are in a position to
hope ever to supervise in a direct manner the work in all the
secondary school i. of the State. It would seem that the
greatest service can be rendered by indirect methods 'and
thiough die leadership that's may be exercised. The leaderil
ship in education that-is needed is the pne ihat will progres-
sively stimulateprofessional advancement and improvement
ot the pus'onnel employed rn the schools. With bettei
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NATIONAL SURVEY OF SECONDARY EDUCATION

qualified teachers, principals, and other educational workers,
there must be associated a freedom of initiative in order that
intelligently planned variations may be applied to the stand-
ardized practices set up for the schools. Uniformity of
practices and standardized efforts should be expected only
when these practicAs have been dèmonstrated beyond doubt
to be the most desirable and economical. Again, State leader-
ship may bring about the desired results when it may serve
to improve the school environment in which educational
services are rendered. In other words, the schools must not
only be manned by a competent educational personnel, but
the schools of a State must also permit the professionally
Aualified worker reasonable freedom to innovate.
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CHAPTER III : THE ADMINISTRATIVE AND SUPERVISORY
STAFF IN SECONDARY SCHOOLS

1. THE CONCERN OF THE CHAPTER

In the foregoing chapter tithe relationship of staff members
of State departments of education to the management of local
secondary schools was analyzed. It was noted that the State
officials assumed less direct responsibility for the work in the

larger secondary schools3 than in the smaller schools. This
policy has been followed because of the limited funds made
available to the State departments, the very large number of
small schools, and the assumption-that; the laTer school sys-
tems are in te better position to meet their supervisory needs
through the locally employed staff members.

Although the National Survey of the Education of Teach-
ers will treat in detail the personnel employed in public
schools, it is believed desirable to consider at this time certain
phases of the status of those staff members employed in local
school systems whose major duties have to do with adminis-
tration and supervision in the secondary schools. The educa-
tional qualiO.cations, the general professional experience, and
the types of educatioiaal experiences the professional employ-
ees have had are elements affecting Ile patterns of organiza-
tion that are to be found in Actual operation for the adminis-
tration and supervision of the schools. Therefore this part
of the study is Presented primarily as a background against
which the analysis of supervisory organizations may be pro-
jected for a clearer understanding of existing condition's' and
their implications.

I. THE STAFF OFFICERS IN SECONDAIfr SCtIOOLS

The limitations of the grouping of whools.The classifica-
tion of schools or schotl systems on the basis of the numNer
of persons who are delegated administrative and supervisory
dutief; 'may confuse the reade; Unless it is 'clearly understood
that the plan chosen for classifying the schodgis used because
under the. circumstances there is do better one to select.
Grouping secondary schools according to the size of the cóm-
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NATIONAL SURVEY OF SECONDARY EDUCATION

munity (see sec. 2 of Ch. I) in which tbey are located provides
no true index of the size of the school. Bringing together
schools operated in sections of the country may canceal or
distort certain elements of the problem. For example, a sec-
tional classification of schools may result in bringing together
States that have on the whole a relatively large number of
small communities. If the reader will recognize these limita-
tions and appreciate that the facts presented in the tabula-
tions are relative and not absolute, it is believed that the analy-
ses made will yield the significance of existing conditions.

Number of staff members employed in secondary schools.--
Thirteeb different types of staff officers yere reported by high
school principals as serving in various capacities in the high
schools. Some of the persons employed as physicians and
nurses are on part-time duty. The types of staff officers
reported by the greatest number of principals of 368 city
secondary schools are assistant principals, supervisors of
various subject fields, heads of departments, and deans of
boys or girls. (See Table 14.) The percentages of schools
in. which the various officers are reported range from 54 per
cent of the systems for assistant principals to less than 1 per'
cent for several types of staff members.
TABLE 1 4. Percentages of secondary schools with the different types of

administrative and supervisorY officers

Types of officers

Assistant principals
Counselors and advisers:

General
Boys
Girls

Deans:
General
Boys
Girls

Directors of attendance
Directors of extra-curriculum_
Directors of guidance
Directors of cafetorias or lunch-

MOMS
Doctors
Heads of departments
Nurses
Registrars _

bject supervisors
iting teachers

Others

Croup

(108)

3

6S. 6

9. 3
3. 7

13. 0
1. 8

. 9
/ 8

1. 8

3S. 0
.9

2. 8
16. 7
4. 6
4. 6

I I
(82)

47. 6

12. 3
1 2
1. 2

6. 1
19. 6
2. 4
2. 4
4 9

2. 4
1 2

36. 6
2. 4
1. 2

41, 5
1. 2
8. 1

46. 0

3. 6

9
3.

20. 0
1 8

2 7

.9
1 8

35. 2
3.6
1 8

84. 0

3. 6

IV
(67)

50. 8

L

4. 5

3. 0
22. 4
3. 0

3. 0

4.5
1. 5

34. 4
3.0

44. 8

6. 0

E.
(127)

6

57. 2

3. 9
. 8

1. 6

2. 4
.8

11. 1
1 6

1.
. 8

43. 7
3.2

51. 6

2. 4

Region

M .W..
(132)

s.
(63)

7

41.6

10. 6
1. 5
3. 0

. 8
6. 1

23. 5
3. 0
.....
3 8

. s
2 3

25. 1
1.5
1.5

30. 4
3. 0
6. 1

57. 2

3. 2
1. e
3. 2

4. 8
3. 2

17. 5

3. 2

3.2
_

41. 3
1.6
3.2

3S. 1

3. 2

W.
(46)

All
com-
blood

9 10

47. 9 53. 8

a 3 0. 3
8. 7 2. 2

10. 9 3. A

8. 7 3. 0
8. 7 4. 0

23. 9 18. 0
4. 4 2. 2
2. 2 . 8

3. 3

6. 5 2. 2
1. 1

43. 38. 4
4.4 2.5
4.4 1. 6

26. 1 41. 8
2. 2 1.

10.9 4. 9

NOTIC.-The numbers in parentheses indicate the number of reports for each group andregion.
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As is to be expected, assistant principals, counselors, deans,
and heads of departments, were reported with greater fre-
quency in the large cities than in the smaller cities. Subject
supervisors, however, were reported more often in the smaller
cities. In most cases these officers are teachers of special
subjkts in the high schools and serve as superviscim in the
grades. Supervisors considered members of the secondary-
school staff were reported for only a bout.17 per cent of the
secondary scbools in cities of more than 100,000 population.
The reason for this is probably that supervisors in larger cities
are assigned to the central-office staff rather than to the
seeveral secondary schools. It was impossible to determine
from the responses what proportion of the principals report-
ing secondary-school supervisors should- have listed these
persons as belonging to the central-office staff.

According to evidence not presentd here in tabular form,
supervisors in larger cities have under them several teachers
and on the average teach only 17 per cent of the time. In
contrast to this, supervisors in cities of Group II teach 20
per cent of the time; those in Group III, 78 per cent; and
those in Group IV, 87 per cent. Consequently,veupervisors
in the smaller cities appear to be supervisors in name only,
the major portion of their time being devoted to actual
classroom teaching.

Administrative officers, such as counselors, deans, and
heads of departments, were reported most frequently in the
West and least frequently in the East, but supervisors were
reported most frequently in the East and least frequently in
the West.

The typical administrative staff. .It was found from data
not presented here in labular form that the typical adminis-
trative and supervisory staff in the 368 secondary schöols of
this study has, in addition to the principal and clerical
assistants, an average of 4.3 members. S The administrative
staff iii secondary schools located in cities of Group I averages
about 5 members,, whereas in cities of Group IV, it'averages
only 3.1 members. The number of administrative staff
members increases as does the population of the cities in
which the 'schools are located. In addition, the adminis-
trative staffs in scho.ols located in the Eastern and Western
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regions average about 4.7 members as compared with an
average of approximately 3.7 in the Middle Western cities.
It may be said that the typical administrative staff iitthe
368 secondary _schools, 'exolusive of the principal and his
clerical assistants, is made up of four or five members. In
about half of the schools there is an assistant principal; in
about one-thir4 there are five department heads; in about
two-fifths there are about three subject supervisors; in about
one-fourth there are deans of boys or girls; and in about
one-sixth cithere are advisers or counselors.

Adminùtrative staff in indepèndent secohdary schools.The
various types of staff members as reported for city secondary
schools are found less frequently in the independent secondary
schools. These data are not shown in tabular form. An
assistant principal was reported in About 37 per cent of the
171 independent secondary schools reporting data, super-
visors in about 19 per cent, department heads in about 15
per cent, and deans of either boys or girls in about 12 per
cent of the schools. These data no doubt indicate larger
administrative staffs than is the actual case, due to the fact
that many principals reported lo data in that item of the
inquiry form and it was impossible to determine 'whether
there were no staff members or whether the respondent had
merely failed to fill in the form. The fact that these incom-
plete replies were omitted from the tabulations increases the
proportion of schools with various types of officers. The
average number of staff officers, in addition to the principal
and his clerical assistants, was found to be 2.4. The median
number of department heads in the schools reporting heads
of departments was about 2.6. The median 'number of
supervisors, where reported, was slightly less than 2.

3. DEGREES AND FIELDS OF TRAINING OF STAFF OFFICERS

Degrees held. If the degrees earned in residence is any
4D criterion of adequate training, it is apparent from the data

available that there is considerable variation with respect
to the training of members of the administrative and super-
visory staff. (See Table 15.) barger percentages of assistant
superintendents than ot any other administrative officers .

hold masters' and doctors' degrees. From 42 to 47 per cevt-
. [ 38]
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ADMINISTRATION AND SUPERVISION

of the superintendents, assistant superintendents, principals
of city schools, assistant principals, and heads of departments
hold masters' degrees. Superviso -. and directors of special
subject fields report fewer degree- han any other type of
administrative officers.

On the basis of ielatively few cases assist/lint superin-
tendents appear to have had more training 0*an superin-

. tendents, in part owing to the preponderance /of executives
of small school systems in this study. Even more interesting
is the fact that assistant principals as a group appear to hold
more advanced degrees than do the prin-cipals. A partial
explanation of this may be due to the fact of the larger number
of small cities represented in the study and that assistant
principals are found more frequently in the larger cities
where the qualifications are somewhat above those demanded
oi prin6pals in the smaller communities. However, the
difference can not be attributed altogether to this, inasmuch
as a tabulation of thE; data According to population groups
show's the same result.

TABLE 15. Percentages of administrative and supervisory officers holding
various academic degrees

Type of position

00

Number
report ing

2

Central office
Superintendebt
Assistant superintendent.. _ _ _
Supervisors
Directors of subjeet fields
Heads of departments

Ins ual seuondary schools
Ipals: t

'ends of departments
Deans
Counselors

Principals of all independent secondary
schools combined

291
27

100
57
13

438
60

137
24
15

273

Degree held

None

3

7

39
32
8

13
5

16
8

11

Bache-
lor's

4

44
33
39
35
31

44
50

r 40
67
33

oo

Master's Doctor's

47
45
22
28
61

42
45
43
245

60

23

2
15

5

.....

Differences between groups and regions.In the
fewer superintendent§ and principals are without
there is a tendency for all adFainistrative officers,
the superintendents, to hold advanced degrees.
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NATIONAL SURVEY OF SECONDARY EDUCATION
are not here presented in tabular or graphic form. Differ-ences among various sections of the country are larger thanamong the population groups. A larger percentage of thesuperinteqdents and principals in the East are without de-grees. What is equally as important is the fact that fewerof them have either masters' or doctors' degrees. The largestpercentages of superintendents and Principals with bachelors'degrees only are found in the South; the greatest percentage

%11,4 of superintendents and principals with masters' degrees arefound in the West and Middle. West. Accordingly, if the
P

academic degree is an indication of desirable preparation, itappears that the superintendents and principals in the largercities are somewhat better prepared than superintendentsand principals of smaller cities. It appears also :that super-intendents and principals in the East are perha s the leastwell prepared and that principals and superinten
i
ents of aleWest and Middle West are the best prepared. 1Principals of independent 'secondary schools.The principalsreporting from community high schools, county high schools,and township high schools seem to hold more adiranced de-vees than do principals of rural (reported as separate highschools in Kansas, Nebraska, and Idaho) and union highschools. Principals of the indepen,dent secondary schools asa group hold advanced degrees less often than do thea princi-pals.of city secondary schools.

Major and minor fields of study.In order to relate theeducatioh of the staff members to positions held, the fieldsof undergraduate study pursued weresascertained. The mostsignificant fact derived from the analysis of the returns sub-mitted by superintendents was that the field of educationappeared most fretjuently as majors and minors. Educationalso ranked ittit; as the major study for principals of city andof independent secondary schools and mathematics was themost fresiuently mentioned first minor for principals of boththese classes of secondary schools. Considerable differencesin frequency were found between the subject fields of science,history, mathematics, classical and modern langutiges, andEnglish, on the one hand, and art, industrial arts, music,
. physics, and Latin on the other hand. The group first namedwas mentioned frequently and the litter not at all by super-
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intendents. The same general facts were found for principals
of city secondary schools and principals of independent sec-
ondary schools except that agriculture and chemistry were
mentioned frequently as fields of study by principals of indè-
pendent secondary schools. Relatively few supervisors re-
ported education as the major field and only about 25 per
cent reported it as the first minor subject. Heads of depart-
ments reported an even smaller proportion of cases in which
education was the major or the minor field. Obviously the
field of work in which they are engaged is dependent largely
on the field in which they have received preparation to teach
or supervise.

Differences between the groups and regions.Somewhat larger
differences appear ;among the geographical regions than
among the populition groups. No marked differences appear.,
among the groups with respect to the frequency with which
education, history, languages, itathematics, or the social
studies are reported as majoAM-y superintendents. English
is reported as a major study by a greater percentage of super-
intendents in large cities and science is mentioned by a larger
percentage in the smaller cities.. English was also reported
more frequently as a major subject by principals in cities of
more than 100,000 population. History and science were
reported móre frequently by principals in smaller cities.

Differences among the geographical regions are of greater
magnitude in certain fields of study. Education is reported
as the major subject far, more frequently by principals of the
West than of any other region. 'this, coupled with the fact
that they also report education as the first minor subject
nearly as frequently as in any other region, implies that prin-
cipals of secondary schools in the Western States have had
considerably more undergraduate professional training for
their positions than have principals of secondary schools in
the South and East and somewhat 'more than principals in
the Middle Western States. A smaller percentage of princi-
pals in the Middle West reported English, classical languages,
or modern languages than was reported in other regions.
Principals of the South seldom reported scielicò 'but reported
history and the 'classical language$ more often than did the
principals of any other region. These differences, while they
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may not- be extremely significant, point to the general typesof training received by principals in the various groups andregions. They show that principals in the West are likely tohave more professional training toward the bachelor's dIn the South, principals are likely to have had more trainingin the classical languages and history and less in educationand science. In the East languages were mentioned by agreater proportion of principals than efrewhere. In theMiddle West, science, mathematics, and social studies werementioned_ more often than in other regions. In the Westprofeisional courses and English rank high among the majorfields of undergraduate study.
Differences among indepencknt secondary schools.Onlyslight differences were reported among the various types ofschools with respect to the proportion of principals reportingeducation. In all types of indepenlient secondary schools,.from 20 to 26 per cent; reported education as the major sub-ject for the master's degree. English and mathematics werereported taco) often by principals of community high schoolsand agriculture was reported much more frequently in therural and union high schools.

Major and minor fidds of study for masters' degrees.Superintendents and principals of secondary schools reportededucation as the major field of study for masters' degreesin about half of the cases.; It was much more frequently re-

.

ported than any otlier field. Superintendents also reportededucation as 'the most frequently mentioned first minor field,but piincipals ofpity schools more oftefi riported psychology.Education in its varimis branches and its related fields Nyas* reported by superintendents as the major field of study forthe master's degree in nearly 80 per cent of all cases. Inaddition, 44 per cent reported sonle branch of pducalion asthe first minor. This indicates that a corisiderable numberof superintendents major in one branch of education andminor in some other branches of the same field.. The same is'true for principals in city secondar; schools, where aboue75per cent reported education as the major and about 50 percent reported it as a minor. In the gases where the master'sdegree is earned in residence, education or one of its briinchesis nearly always either the major of a minor field of study.4%.
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As a result, comparatively slight differences exist between
the groups or regions except for education. English is re-
ported somewhat more frequently in large. cities and in the
South; mathematics and foreign languages are also reported
by a somewhat larger percentage of the principals of the
South; education is reported as the major study by from 44
to 50 per cent of the superintehdents in all population groups.
A striking difference, howeverexists betweën the geographi-c/cal regions': Whereas educition is reported as th major
field by from 50 to 60 per cent of the superintend ts in the
West and the Middle West, only 27 per cent of the superin-
tendents in the South report this as their major field of study.

pervisars and heads of departments reported education
as e major much less frequently. These offioers 'major in
their special subject fields and only from one-third to one-half
of them pursue minors in phases of the field of education.
Supervisors and heads of departments reported education hs-
the major subject for the master's degree in a fourth and a
third of the cases, respectively. 'Approximately 38 per cent
of theiervisors reported education as a minor subject as
compared with 15 per cent of the heads of departments.

Differences among types of schools.Principals of independ-
ent secondary schools reported education as the major subject°
in 78 per cent of the cases and as a minor in 35 per cent of the
cases. Rural high-school principals, union high-sch6o1 priri-
cipalsi- amid community high-schoolPrincipals report educa-
tión as the major subject more often than community, town-
ship, or county high-school principals.

4. NUMBER OF YEARS SINCE DEGREES WERE RECEIVED

Superintendents.Of the superintendents not hofding
bachelors' degrees. (24 of a total of 275), the median length of
time since they were in school was 14.5 years. The ave'rap
year of receiving bachelors' degrees of those holding them was
about 1920; for masters' degrees, about 1927. The -basis for
this interpretation is to be found in Tablé 16. A fact not
found in. the table is that it has been about 28 years since
superinyndents in cities of Group I and 26 years since those
in Group II earned the bachelor's degree. During this
period.tlie superintenden6 of the larger cities may have at-
tended school, but they have not thought it necessary to
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obtain the master's degree. In the smaller cities the length
of time since fife bachelor's degrees were earned is not ,so
great, doubtlessrbecause many of these officials are younger
and becavse of their shorter tenure and more limited educa-
tional experience. Particularly is this true for cities of 5,000
to 10,000 population, where two years is the median period
which has elapsed since superintendents rqeived their bache-
lors' degrees. In the Middle West the median time elapsing
is found to be 5 years, but in the South and East the medians
are 10 and 13 years, respectively. Since it has ben 'pre-
viously shown that a greater percentage of the superintend-
ants and principals in the East are without bachelors' de-
grees, it is of interest that the superintendents of this regi6n
who reported bachelors' degrees recei3ed them on the average
about 13 years ago.

Secondary-school principals of city system8.The data from
principals of city school systems show somewhat different
feátures. The median period since principals without de-
grees were in school was about 5.5 vars. The median period
since those with baclelors degr4s only were in school is
about 5 years as compared with 15.6 years for th4jse with
masters' degrees. Both bachelors' and ma.iters' degrees
have been obtained Tost recently by the principals of second-
ary schools in the smaller cities and in the South.

Length of experience and number of years since 4raining
has been received or a degree granted are interdependent
factors. A person with long experience probably received
his degree many years back. Superintendents, principals,
and other staff members may eitarjeave their positions for
a year or two or attend school during summer terms. The
amazing thing is that superintendents ..and principals, par-
'ficularly in the larger cities of the East; without bachelors'
degrees have not attended school for a considerable number
of years. Forty-four per .cent of the superintendents and
principals have earned bachelors' degrevs only and have not
obtiined masters' degrrs in spite of the fact that they re-
ceived their bachelors' degrees from 12 to 15 years before
the tirite of supplying the evideace.

Other staff members of city systems.The median periods
since assistant superintendents, -supervisors, ileads of depart-
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ments, and assistant principals received their bachelors'
degrees (or if they are without tlegrees,,since they Ost at-
tended school) iange from 7 3;ears for supervisors to'15 fears
for assistant superintendents. (Se9 Table 16.) Small dif-
ferences were found with respect to the average years in
which they received their masters' degrees.

TABJLE 16.---ltfedian numbers of years since the highest degrees held by
various administrative and supervisory officers were received

-"Administrative and supPrvisory officers
'

\Degree received

None Bache-
bon; Masters' All com-

bined

3 4

Superintendents 10. 5 1E7 5.3 7. 0
Principals of city secondary hools. 5. 5 15.6 5.0 g. 5
rrincipals of independer* ndary sctooI. . 1. 7 6.9 2.S 5. 3
Directors of suNect 6,3 5.6 5.0 6. 2
Assistant superintendents (1) 15.0 9.0 11. 0'
Supervisors 7. 8 6.5 4.0 5 9
Heads pf departments 5. 5 10.7 4.4 6. 9
Assistant principals 3 11.3 4.4 S. 3
Deans (3) 8-3 5.3 7. 0
Counselors (I) 10.0 6.0 6. 0

At

I If no academic degree was received, the date of last training was used in the computation
None of these' officials reported that they held no acIdemic degree.

Principalsof indoendeitt secondary schools.-The princi-
pals of indepehdent secondary schools hakin general attended
college more recently than the principlis of -cit¡r systems.
The median length of time ghee attending school for those
without degrees was about 1.7 years. The median length
of time elapsing since those holding bachelors' chigrees arid
masters' degrees attended scol is about Pr-Mid' 3 years,
respectisfely. "Differences among the larious tpes of inde-

kgei

pendent secoOary schools are relativefy slight.
Date of receiving bachelor's degree and advanced training.

Of the superintendefits whooreceiveds their bachelors' degrees
prior to 1900, appro4mately 37 .per cent have had po addi-.
tional training; about 24 per cent of those rikeiving bachelors'
degrees between 1900 and 1919 reported no further train*;
14 per cent of those graduated between 1910 and 1920 re-
'ported none; and 28 per cent of those graduated after 1920
reported none. For each successive 10-year period except,
the last (in wkich case sufficient time has not elapsed to tell
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definitely how many superintendents will take more train-
ing) the percentage of superintendents taking grE.t.duate work
has increased considerably. In addition, superintendents aie
beginning to take advanced work sooner than heretofore.
The median length of time elapsing before superintendents,
who received bacidielors' degrees prior to 1900, began graduate
study was 9.3 years. Nobt .only has a larger percentage of
those receiving degrees during the 10-year period from 1900
to 1910 taken graduate work, butrthey began such work, on
the average, within 7.4 years. The median period elápsing
before those who received bachelors' degrees during the
period from 1910 to 1919 began advanced study is less than
6 years. ,

It wouldbe interesting to know why such large numbers of
superintendents and principals who' have been in service. for
a number of years have not felt moved to train for higher
degrees. Whether they believe that their educational expe-
rience is such that degrees with'the additional training en-
tailed would not be worth the effort; whether they are too
busy to leave their duties for a peiriod of study; whether th6r
are not professional, whether they are of the opinion that
the type of training offered for the master's degree in higher
institutions would lase of little or no value to them; these and
4Other similar questions can not be answered here. The facts
are clear. Seven per cent of the superintendents and 13 per
cent of the principals in this study are "'thout bachelors'
degrees, the median length of time sin /: these persons were
in school is 10.5 years for the superintendents and 5.5 years
for th principals, 44 per 'cent of the principals and super-
intendents hold only bachelors' degrees regardless of the fact
that the median length of time elapsing since they were
received is nearly 12 years for superintendents and nearly 16
years for principals. Almost a fourth of the superintendents
who have bachelors' degrees have done no advanced work.

6. TYPES OF INSTITUTIONS GRANTING THE BACHELORS' DEGREES
REPRESENTEb

The general comparison.Almost two-fifths of the super-
intendents received their *bachelonV degrees or their last
training in private or endowed universities and more than
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an additional fifth in private and endowed colleges. (See
Table 17.) Since there is frequently no clear-cut distinction
between these two types of instituiions, it may be said ¡hilt
about three-fifths of the suiperintendents hold bachelors'
degreeg (or, if without degrees, received their last training)
in private or endowed colleges and universities.

TABLE 17 .Percentages of administrative and 'supervisory officers report-
ing.certain types of institptions in which.they received their bachelors'
degrees, or, if without degrees, their last training

/Types of officers

Types of institutions

Normal
school

or State
teachers
college

State
univer-
sity orwfte

Pri vate
or en-
dowed
univer-
sity

Private
or en-
dowed

college I

3

tendents
cipals in city systems

Principals of all independent secondary
schools combined

Directors of subJect fields
4ssistant superintendents
Supervisors
Heads of departments
Assistant cipals
Deans
Counselors

12

18
o
3

il

6
15
o

4

City col-
lege or
univer-

sity

2s
29

45
30
45
73
37
34
43
53

25

13
29

7
34
17

15
12

4

2

I &boob; were classified as private or endowed universities or as private or endowed colleges
'on the basis of the reports from the respondents in indicating the name of the institution.
If the distinction was not made on tbe inquiry form, the classification was made according
to the list of accredited higher institutions as given in the Office of Education Bulletin, 1930,
No. 19.

Differences between groups and regions.Even larger differ-
ences are apparent between the various population groups
and geographical regions. Superintendents in the smaller
cities are more likely to have attended teachers colleges or
normal schools than are superintendents in- the larger cities.
Furthermore, superintendents in the Eastern cities reported
bachelors' degrees from teachers colleges or normal schools
much less frequently than in the Middle West or West.
The same is true with respect to the schools attended by
secondary-school .principals. These data are not presented
here in tabular form.

Comparisons with principals of independent secondary
schools. Larger percentages of prinripals of independent
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secondary schools of our sampling received bachelors' degrees
er, if without degrees, their last trainii*, in State normal
schools or teachers colleges than did either the secondary-
school principals or superintendents of city systems.. Like-
wiie, larger percentages of the principals of independent
seondary schools received their degrees, or last training,
in State universities or State colleges. These tendencies
may be accounted for in part by the fact that there are no
principals of independent secondary schools in the East
where the private colleges and universities are relatively
prominent.

Summary.From the data available it seems that persons
represented in this study receivilig bachelors' degrees in
State universites or colleges and in private or endowed
universities more frequently hóld the positions of the super-
intendency, the assistant superintendency, or the principal-
ship in larger school systems. State teachers college and
private-college graduates are found more frequently in
smaller cities.

6 TYPES OF INSTITUTIONS GRANTING THE MASTERS' DEGREES
REPRESENTED

Superintendents and principals in city system. Data not
presented here indicate that about a third of the 205 super-
intendents reporting received their masters' degrees from
State universities and colleges and that about two-thirds
received them from private or endowed universities. Of the
143 city-school principals, 40 per cent received masters'
degrees from State uniirersities and colleges and about 59
per cent from private institutions. Private and endowed
universities grant larger propòrtions of masters' degrees
held by superintendents and principals of large cities than
do State universities. It is also interesting that nearly all
toNrincipals and superintendents in the East received their
masters' degrees in private or endowed universities, but
more than half of the principals serving in the Middle West
secured the masters' degrees in State institutions.

These data all point to the fact that persons serving in
any given region receive their training from the school§
dominant in that region. The dominant schools in the East
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are private universities and consequently greater percentages
of superintendents and principals serving in the East have
received their degrees from them. In the Middle West the
universities, with few exceptions, are State universities.
Naturally, a greater proportion ot superintendents and
principals secured their graduate training in State universities.
'The reports of 205 superintendents indicated that the

masters' degrees had been received from 24 'different State
universities, 15 private or endowéd universities, and 1

municipal- university. The 143 principals received degrees
from 29 different State universities, 37 private universities,
and 2 municipal universities.

Principals of independent secondary school8. About three-
fourths of the masters' degrees held by the principals of 64
independent secondary schotols were received from State
universities. This again indicates the influence of the domi-
nant type of institution in the region where schools are
located: Most of these independent schools are in the West
and Midwest. The principals of independent secondary
schools have received degrees from 25 different State univer-
sities and from 4 private universities.

7. STATES IN WHICH OFFICIALS WERE TRAINED AND THE STATES IN
WHICH THEY ARE EMPLOYED

The general situation.With the exception of the principals
of independent secondary schools and the deans of boys or
girls in city secondary schools, from 50 to 60 per cent of all
administrative officials have received their highest degrees
in the States in which they are now serving. (See Table 18.)
Inasmuch as a relatively few large educational institutions,
as pointed 'out in the preceding section, grant large propor-
tions of the bachelors' and masters' degrees, it is interesting
that as many as 50 to 60 per cent of the administrative
officers are employed in the States where they did their
college and university work.

Differences in the geographical regions.Of the persons
trained in the schools of the East, a relatively small per-
centage are now serving in the States where they were
trained. This points chiefly to the fact that superintendents,
principals, and other staff members of sthools in the South,
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.Middle West, and West frequently attend Eastern institu-
tions for their training and then obtain teaching positions in
these other regions. Of arose trained in the South and
'West large percentage's are employed in the States where
they were trained.

TABLE 18. Percentages of administrative and supervisory officers trained
in the States in which they are employed

Per
Officers

1q cent
Superintendents v. 50'
Principals of city secondary schools 57
Principals of independent secondaiy schools 68
Assistant superintendents 52
Assistant principals 52
Director of subject fi-elds, 53
Heads of departments 61
Deaps 64

8. TOTAL EXPERIENCE OF STAFF MEMBERS

The numbers of years of experience of staff members differ
considerably for the various types of service. (See Table 19.)
Superintendents reported -having served from 1 to 48 years,
with a median length of service of 26.3 years. Principals
reported from 3 to 48 years of se with a median length
of service equal to 10.3 years. Half of the superintendents
had served from about 19 to 34 years and approximately
half of the principals from about 12 to 28 years. The median
number or years served by assigtant superintendents, vice
principals, heads of departments, supervisors, deans, and
counselors ranges from 15 years fór the last-named to 25
for the assistant superintendents.
k It is to be expected tWat administrative officers i4 the
fargei cities have served for longer periods of time than have'
those in smaller cities. Differences between the length of
service of officials in the various geographical regions is 6ot
large. (See Table 19.) Principals of iiidependent secondary
schools gave had, on the average, considerably less experience
than have prinOpals of secondary schools in city systems.
This is true for all typ of such schools, but particularly
true for the rural, co se el unity, and union high schools.
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TABLE 19. Median numbers of years of educational experience of
administrative and supervisory officers

Administrative and supervisory officers

Central office staff members:
Superintendents (3W)
Assistant superintedents (29)
Supervisors (97)
Directors of subject fields (58)
Heads of departments (14)__ _ __

City secondary-school staff members:
Principals,(483)
Vice principals (67)
Heads of departments (157)
Deans (33)
Counselors (18)

Principals of independent secondary
schools (275)

Group

2

24. 3
25. 3
18.5
22. 3
29. 5

24, 3
20. 1
22. 2
19.5
14. 5

Ill

4

Region

Iv E. M.W. S. W.

6 s 7 8

30 .31 21.7 28. 1 73. 25. 5 28. 1
21. 5 Z3. 0 24. 8 27. Z3. 5
1&81 12.3 11.5 15.5 17. 4 18 1 15.
19.0$ 13. 5. 8 20. 8 9. 8 15. 5 18. 5

30. 0

22. 7 17. 1 14. 5 I 19
15. 8 13. 5 12.O 16. 0
16 16 10.51 18. 9
14.5 11.5 13.O 10.
15

20. 2 17 22. 8
15.5 13. 5 22.5
15. 8 14. 8 24
14. 5 22.1 12.
13. 5 _ 16

11.8 13.7 10.8

26. 3
24. 8
16. 1
18. 3
27. 5

19. 3
15.8
16. 9
14. 5
15. 0

11.8

NOTE.-The numbers in patentbeses indicate the number of officers represented.
Includes officers in 5 State secondary agricultural schools.

9. EXPERIENCE IN DIFFERENT TYPES OF POSITIONS

Experience of superintendent8.-Superintendents have had
considerable experience in teaching positions, in the prin-
cipalship, in the superintendency, and in other types, Of

positions. The facts along these lines are shown in Table 20.
Differences among groups and regions are not large: A fact
not shown in the table is that the experience of superintend-
ents in the work of the superintendency averages about 10
years in Group I and 14.7 years in Group II. Superin-
tendents in the West are somewhat more likely to h-ave had
longer experience as secondary-school principals than those
of other regions, and the iuperintendents of the East are
somewhat more likely to have had more experience as
secondary-school or elementary-school teachers.

Superintendent'8 need for experience in ehmentaríj 8chools.
It will be shown in Chapter IV that secondary-school prin-
cipals are allowed considerably greiter freedom in educa-
tional and business affairs than are elementary-school prin-
cipals. Data will als9 be presbnted later showing that
superintendent4 devote approximately 42 per cent of their
time to elementary schools and about 25 per cent to junior
and senior higfi schools, respectively. In view of the large
proportion of the time devoted by the superintendents to
elenientary schools, it follows that superintendents should
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be well versed in the problems of elementaijr education. The
actual situation, however, is that about 7 5 per cent of the
superintendents have had no experience as principals of ele-
mentary schools. All the reasons for this situation can not
be listed, but probably among the most important are the
dearth of men in elementary-school principaiships, the
bean. preparation of high-school principals as compared
with elementary-school principals, and the greater prestige
of the high-school principalship. Th-e fact rejnains, however,
that superintendents devote the greater part of their time to
elementary-school problems, are recruited largely from sec-
ondary schools, and typically have had no eleméntary-school
experience.

at
TABLE go. Average numbers of years of educational experience in certaintypes of positions of administrative and supervisory officers

Experience

1

Super-
in-

tend
ents

Belo-
ond-
ary-

school
princi-
pals,
city
83rs-
tams

Super-
visors

4

Teacher of rural elementary
sch9o1 .

Teacher of village or city school _

Teacher secondary school_
Principal setondary school
Principal village or city elemen-

scbool'.
Teacher in higher institution__ _

Supervisor
Superintendent of schools
Other school experience_ _____ _ _

1. 2
. 6

2.2
4. 4

2. 0
. 4
. 5

13. 6
1.8

1. 0
1. 1
4. 7
9. 1

2.8

1.0

Direc-
tors

sub-
ject

fields

A ssist-
ant

super-
intend-
ents

Heads
of

depart-
ments

0.6 460.4
2.1 1.8
3. 4 5.9

. 3 .4

. 3 .3

. 6 . 6
0.3 & 2

. 2 .2

. 6 1.0

0.8
.8

3. 4
5.6

3. 3
1. 1
1. 2
4.
1.1

Princ
Assist- pals of

ant inde-
princi- pend-

pals ent
schools

7 8

0.8 0.45 1.2
1.3 %. 2 .6

15. 1 8. 4 2. 2
1.0 8.7 5,6

. 5 .8 . 7

. 4 :3 . 1

. 7 .9 .2
1.3 .3 2.4
1.7 4.0 .2

Experience of secondary-nhool principa18.-Principals have
served, on the average, 9 years in secondary-school princi-
palships, 4.7 years in secondary-sch9o1 teaching positions,
2.8 years in elementary-school principalships, and about 1
year in both rural and iotty elementary-school teaching
positions. The facts are available ins Table 20. A fact not
shown in the table is that principails in' cities of more than

, 100,000 population and in the West had the longest average
sérvice in principalships. Also, the average period of ex-
perience of principals in the secondary-school principalship
ranges from 7,2 years in Group IV to 10.4 years in Group
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II, and from 5.6 years in the West to 10 years in- the East.
Approximately 31 per cent of the secondary-school princi-
pals have never taught in second schools and 95 per
centalmost allhave never served tis assistant principals.

Experience of other staff members.Assistant superintend-
ents have served as secondary-school principals, on the aver-
age, for 5.6 years, as assistant superintendents for 4.5 years;
as teachers of secondary 'schools for 3.4 years; as principals
of elementary schools for 3.3 years, and tits superintendents
for 2.3 years. (See Table 20.) Thus, the principalship of a
secondry school and teaching in a secondary school aie the
most frequent stepping stones to the assistant superintend-
ency. About 76 per cent of the assistant superintendents
reported no elementary-school teaching experience, and but
24 per cent no high-school teaching experience. More than
two4hirds have never been principals of elementary schools;
whereas only about a tliird have never been principals of
secondary schools. 4

The supervisors reporting have had, on the average, 9.3
years of experience, in supervisory positions, 3.4 years in
secondary-school teaching positions, and about 21 years in
elementary-school teaching positions. Nearly10 per cent of
the supervisors reported no teaching experience in,secondary
schools and, in spite of the fact that supervisors devote it
large 'part of their time to elemefitary schools, about 67 per
cent report no elementary-school experience. Only 9.9 per
cent of the heads of departments have had no teaching
experience in high school.

Deans and counselors are recruited chiefly from the ranks
of high-school teachers. It is interesting to note the lack of
experience of largp numbers of these officers in the field both
of actual elementary-school and secondary-school teaching.

Experience of principals of independent secondary schools.
,The data for principals of independent secondary schools do
not differ greatly from those shown for the princiPals in
city-schdol systems. These principals have served, on the
average, about 5.6 years in secondary-school principalships,
about 2.4,years in superintendencies, about 2.2 years in sec-
ondary-A9o1 teaching positions, and about 1.2 -years in
rural elementary-school positions.
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CHAPTER IV : BOARDS QF EDUCATION AND
SECONDARY §6HOOLS

1. THE RELATION OF BOARDS OF DUCATION TO SCHOOLS

In certain school systems the boards of, education concn
fhemselves more with the business affairs than with the
educational affairs of the schools. In other organizations _

the responsibility for administrative and supervisory services
related to all school matters is delegated to the professional
staff employed. There are school systems in which the
responsibilities lor activities associated with the public
schools are delegated by law to local. authorities other than
the boards of eduation.

These variations in the relationships among boards of
education, the civil authorities, aid the school systems are
in reality indicative of the evolutionary processes that
public-school administration has been experiencing. Al-
though a body of principles has been. developed for the
administration of public schools, laws, special city charters,
and traditions lave perpetuated certain peculiar administra-
tive arrangements irì the i3chool systems within some States.
As a rule these variations from standard jractices retard

\progress rather than serve as bases for experimentation in
the development of more efficient mr agement. They edo,
however, affect materially the nature a tbe organization that
is created for the administration of the schools. In Boston,
Mass., the city has been provided with a "Schoolhouse
Department" in charge of three commissioners. One
member of thii3 commission is selected by the board of
education, one by the mayor, and the third is selected by
the two other members. A department under the directionof this committee oontrols the school plant in Boston.
Building plans and construction must, however, have the
approval of the superintendent of schools.

In Somerville, Mass., the buildings ,are undei the coutrol
of a building commissioner who is an appointee of the m4or
and ,entirely indepefident of the school committee. He
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ADMINISTRATION AND SUPERVISION

employs the janitors, buys building materials, and suls*mits a.

budget to the mayor for these and other matters having to do
with school buildings. The only connection with the school
department is one of recommendation by the superintendent
or his assistants as to desirable repaim or improvements
designed to make the buildings more suitable,educatiohally.'

In a number of cities boards of educatio4 are fiscally
dependent and do not have the final approval of budgetary
requests. In other cities the law provides for an executive
in charge of the business affairs of the schools. This indi-
vidual is Kesponsible directly to .the board and operates
independently of the superintendent of schools.

Cases can be found in which the position of superintendent
of schools was established as the superintendent of the
elementary schools. As the public high sChools were created
in these cities, the principals were made responsible directly
to the board or to its committees. Practices thus established
were most difficult to overcome as modern methods of
administration evolved?

Since the high schools are in more continuous contact with
the public through the extracurriculum activities which they
carry on, it is held by _some that school board members are
inore disposed to interest themselves in the secondary schools
than in the other divisions of the system. In certain respects
this may be true, since more specific attention mdst be given
to the regulations prescribed for the use of high-school
buildings when they are to be lased for other than the regular
school work.

Boards of education in school systems operating 1 2 to 14
years of schooling can not be expected to devote the same
attention to the work of the upper grades as can those in
systems operating secondary schools only. The reader will
note that the principals of high schools of this latter type of
school system are in practice the chief school executives and
will be considered in this study as superintendents.

It is the purpose of this chapter to bring toge her the facts
gathered in this investigation that reveal an unique re-

I Letter from the superintendent of schools, 1031.
3 Finegan, T. E. Philadelphia School Survey, Child Welfare Organization, Philadelphia,

pt. I, ch. I, 1924.fI
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NATIONAL SURVEY OF SECONDARY EDUCATION

lationships of boards of education with the secondary schools.
From the data presented it may be determined whether or
not, in the judgment of those responding, boards of education
ao treat the secondary schools as of primary importance.

I. STANDING COMMITTEES AND SECONDARY SCHOOLS

The general situation as to goading committee,8 . For a
*umber of years students of educational administration have
endeavore4 to Alit into practice principles of management
that wouti provide for the hapdling of school board business
without resorting to the standing committees. Although
progress in this regard has been made, tkte present study
reveals that about 60 per cent of the ci#es reporting have
standing committees. These facts are consistent with the
findings of other recent studies.' About18 per cent of the
systems maintaining only secondary schoólsy.repoiltbd stand-
ing committees. The differencesin these percentages are in
part owing to the fact that the city systems are much larger
than those operating township, community, and other
independent high schools.'

The number of different committees ranged from none to
16 in the cities and from none to 8 in the independent high-
school systems. With few exceptions, the larger the city
the greater the number of committees.

Standing committees for 8eco. coil school s.A peculiarity
found in the reports of the larger school systenp in the East
was the number of special secondary-school committees of
the boards of education. In all there were only 11 of the
135 different kinds of committees found that had responsi-
bilities relating specifically to the secondary schools. Table
21 presents the titles applied to the 4'ious committees and
the- relative frequency with which they were reported.

I Defreubaugh, W. B. Biennial Survey of Education in the United States, 1221-1030,
Office of tduciition Bupetin, 1931, No. 20, p. 23.

Engelhardt, Fred. Publio-School Organisation and Administration. Ginn & Co., Ch,
IV, 1931.
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ADMINISTRATION AND SUPERVISION

TABLE 21. Percentages of city and independent high-school districts
. having standing committees for which certain titles are reported

Title of committee

Business and finance
Buildings, grounds, and sites
Teachersj
Supplies' -
Rules and regulations
Buildings and equipment.
Education
Audits and amounts
Textbooks and courses of study
Athletics
Teachers and textbooks
Purchasing
Insurance
Health and recreation
Property
Administzation (or executive)
Elementary schools
Cafeteria or lunch room
Instruction
Athletics and military
Janitors.
Textbooks
Textbooks and supplies
Evening and continuation schools_
Hygiene
Transportation
Library

Per cent
of 188
city-

school
systems

2

7& 5
57.4
40.4
26. 1
14.4
12.8
la 1
9.6
& 0
& 0
8.0
8.9
8.4

le° 5.9
5.9
5.3
4.3
4. 3
4.3
3.7
3.7
& 7
3.7
& 7
& 2
3. 2
3.2

Per cent
of 48
inde-

pendent
second-

ary-
school

districts

3

43.8
56.3
47.9
72. 9

(I)
71 9
6.3

(1?
(1)

10. 4

(I)
16.7

6.3

I Very few or no cases reported.

3. UNIQUE RELATION OF BOARDS OF EDUCATION TO SECONDARY
SCHOOLS

The case of the independent high 8choo18.Boards of
education perform duties and functions which vary according
to the type of school system. In some 4stems more or less
unique zelations exist between boards of education -and
secondary schools. In city school, systems the members of
the boards of education are usually elected by the voters of
the district or are appointed by the municipal officers and
have jurisdiction over both elementigy-Khool 'and secondary-
school levels. However, in a number of States legal provision
is made for the creation of separat school districts for the
control of secondary education only. Etamples of these are
fotmd in the township and ve,;1 i unity high schools, the

4 For a more complete discussion of the legal provisions Nils ting to the establishment and
control of separate high-eohool districts the reader is referral to Monograph Pilo. 8 of the report
of the National Survey of Secondary Education,
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NATIONAL SURVEY OF SECONDARY EDUCATION

union and joint union high schools, and the rural high schools.
Naturally, school boards controlling secondary education
have no control over, and perhaps little interest in, elemen-
tary education, and the boards controlling only elementary
education may have no great concern for secondary education

It should not be overlooked that in States where these
districts controlling only secondary education exist a con-
scious effort has been made in spite of the difficulties involved
to coordinate the work of the two boards and to articulate
better the work of the two school levels. Evitienc,e of this
is found in the Downers Grove (11L) Community High School,
where one person serves on both boards of education and
thereby enables an interchange of ideas between the boards
on mutual problems. The two boards meet together and
select a joint superintendent of schools. Nevertheless, each
board has definite control over but one sghool level and may
have little interest in the other. In most districts of these
types there is no common membership of boards or joint
administrative personnel. The boards of education were
chosen for the specific purpose of controlling either elemen-.

tary or secondary education, and as a result show little, if
any, condern for the affairs of the other level. Other cases

4_ somewhat like the one described above are to be found.
For example, in Mendota and Wheaton, Ill., the superin-
tendent of the elementary schools is also superintendent of
the township high school. He is employed separately by
both boards, is responsible to both boards, and in all ways is
the head of two separate systems.

Since the secondary schc;o1 is not large, a teacher, who has
been designated as principal, aevotes the maj9r portion of his
time to classroom teaching and the remainder to adminis-
trative and supervisory work. In Watsonville, Calif., as in
some other California communities, the principal of the
union high school is at the same time superintendent of
the district elementary schools. This fact not only makes
possible direct contact between the board and the secondary-
school principal, but also makes possible articulation between
the elementary and secondary schook In nearly all sec-
ondary schools maintained by separate high-schools districts,
official relationships exist between secondaryg-school principals
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ADMINISTRATION AND SUPERVISION

and school boa-rds simply bewuse there is no intermediate
officer corresponding to the city school superintendent.

Principai8 a fzecutives .Secondary schools established by
independent school districts, such as the community and
township high schools of Illinois, the union high schools of
California, the rural and community high schools of Kansas,
and the county high schools of the South, usually have no
person delegated as superintendent. In these cases the prin-
cipals of the high schools are the executives and are entirely in
charge of the high school and directly responsible to the board
of education. Their relation to the board is the same as
usually obtainfi for the superintendent of schools in the typical
city or village school systems. In many other ihstances, the
principals of the secondary schools may be appointed also as
superintendents of elementary schools for the local community.
As reported above, this situation is frequently found in the
community, township, county, union, and rural high schools.
The individual so chosen is the official head of two school
systems, and las such is responsible to two independent
boards of education.

Boards of e,itucation for special types of high schools .--A
number of Stites authorize the establishment of county high
schools. These schools are usually controlled by county
boards of education which may or may not control the
schools operated in comparatively large communities within
the county. In States having either county high schools or
State-supported high schools the boards of education for
secondary schools devote their attention sol* to the work
of the secondary schools and not to elementary education.

Special interests of boards in secondary 8C/1,0018.To the
inquiry asking whether boards of education show a different
interest in the secondary schools of the city than in the ele-
mentary schools, superintendents gave only 31 affirmative
replies among 325 responses. Of this number, five were from
superintendents of schools in elementary-school systems
where the control of secondary education is vested entirely
in separate boards of education. One of the 31 replies was
from Hartford, Conn., where a peculiar relationship exists by
virtue of a unique school district organization in whitli_ the
high-school district is superimpo.sed on separate elementary-
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- school districts. Each elementary-school district chooses a
school committee of three members, but a separate city board
4:5f education chosen by the voters of the city controls second-
ary education. This board chooses a superintendent for
all the schools a the city. IE general, however, this city
board has no control of elementary schools except in deter-
mining the course of study, in selecting textbooks to be used,
and in choosing, but not paying, the teachers of manual arts,
sewing, . mid cooking, and also employing an attendance
'officer for both levels, In all other fields of activity, each

6 board of education-has distinctive interests.
The remaining 25 superintendents who indicated that the

board shows a different concern for secondary schools than
for elementary schools reported a variety of reasons for this
difference of interest. The reason most frequently reported
for the greater interest shown by board members in secondary-
school affairs was the place the extracurriculum assumes in the
school and in the community. It also appeated that since
better qualified teachers were demanded for the high schools
than for the elementary schools and since the secondary-school
plant and equipment were more elaborate, boards tended to
silo* greater concern about these phases of school business
than when personnel or building issues arose concerning the
elementary schools.

Principais and boards of education.In the typical city or
village school system, the whole responsibility for education
is vested in one board of education which chooses as its
administrative officer a superintendent of schools. Under
nim, ana usuauy responsmie to mm, uie various prmcipais
of elementary and secondary z ools. However, at times-,
conditions arise which cause deviation ftom the usual line
of authority m certain types of activity.

It is the exceptional case rather than the rule in which
one finds a principal of a school dealing -directly with the
board or its committees. In several city school systems the

0- secondary-school principals report that they have direct and
official relationships with the board of education. To an
inquiry asking whether or not official relationships existed,
principals gave only 20 affirmative replies among 325 returns.
In 10 cities the principals repörted that they are frequently
called before the board or are visited by committees of the
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ADMINISTRATION AND SUPERVISION

board for the purpose of obtaining information concerning
athletics, school repairs, and .needed personnel. In two of
these cities, the athletic board is composed of the high-school
principals and selected board members. In three cities prin-
cipals report that they regularly attend board meetings anil
in the other five cities a variety of relationships were reported.

4. FINDINGS OF THIS STUDY OF SPECIFIq INTERESTS OF SCHOOL BOARDS

Excluding the high-school districts, the boards of education
referred to in this study have few special secondary-school
committees and evidently do not show officially greater
interest in the secondary schools than in the elementary
schools. Wbere superintendents are employed, it is rare to
find boards of education dealing directly with the .high-school
principals: In discu-ssing this problem with superintendents
in connection with visits to schools, few indicated that the
boards of education -were more deeply interested in the
secondary schools than in the elementary schools.

In certain school systems the boards of education do assume
through their committees direct administrative and super-
visory control over certain school affairs. Where such a
state of affairs exists-ene may expect to find that preparation
of budgets, purchase of supplies and equipment, and the
planning of new building construction are 'among the items
over which tbe boards most frequently hold sway. About
4 per cent' of the superintendents reporting in this study indi-
cated that in the acJiiiiies just enumerated the boards as-
sume rather complete control. The responses of principals for
the most part check with the responses ofistiperintendenta.

In reference to the authority assumed by boards of educa-
tion in determiiiing policies relating to the internal adminis-
tration and supervision of schools the responses of principals
and superintendents agree closely. In 5 per cent of the cases
boards of education are reported as determining graduation
requirenients. The other items reported as receiving marked
attention by the boards are here listed in order (from greatest
to least) of relative responsibility assumed for thèm by the
boards: Curriculum matters, textbook selection, athletics,
marking systems, and library books. Superintendents and
principals of the East reported that boards assume considers
ably more responsibility not only for business activities but
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NATIONAL SURVEY OF SECONDARY EDUCATION

alsO for determining policies and practices relating to the
internal administration of secondary schools. Particularly
is this true for business activities, which 6.3 per cent of sec-
ondary-school principals in the East report are assumed
wholly or partially by the board, whereas in all other regions
the percentage is no more than 2. Although the responsi-
bility is not frequently assumed by the board of education,
the differences between the regions indicate that boards of
education in the East assume greater responsibility for deter-
mining policies and practices than in the other regións.
TABLE 22. The numbers and percentages of all activities reported to be

assumed by the board

Type of school

Business activities and
functions

Determination of poli-
cies for activities re-
lated to specific seo-
ondary-school matters

Total
num-
ber of
items

1. City schools reported by principals_
2. City schools reported by superintend-ents
3. Township hi h school

Community high school ________ _ _ _ _
5. County high schooL.

8. State cultural high school

O. school
7. Union h h school

9. All in pendent secondary schools
(groups 3-8)

Num-
ber of
items

as-
sumed

by
board

Per
cent u-
sumed

by
board

Total
Darn-
ber of
items

Num-
ber of
item

as-
sumed

by
board

Per
cent as-
sumed

by
board

3 s 4 I S 7

--37Z 116 3.3 6, 834 55 O. 8

5, 626 61 1. 1 4, 423 51
495 158 31. 9 401 47
668 199 29. 7 571 81

1, 456 383 Z. 3 1, 20t 108
571 190 33. 2 483 57

1, 360 400 29. 4 1, 1Q3 102
88 25 29. 0 SO 14

1. 2
11. 7
14. 2
9.0

11. 8
9. 2

20.2

4'4.'446/29.4, 636 1, 355 3, 828 409 10. 7
I The total number of items represents the sum of the number of items reported on by allthe respondents.

.

The most pronounced dissimilarity to be föund in the
reports for city school systems when Compared with the
reports of the independent secondary schools is the large
difference in the *percentage of activities for which boards are
reported ask assuming either all or part of the responsibility.
(See Table 22.) In city school systems, the board'of educe,'
tion is not reported by either the stiperintendents or second-
ary-school principals as assuming responsibility for more than
3.3 por cent of the total number of business activities.
Boards of education responsible for independent secondary
schools assume authority for about three-tenths.of all business
activities.
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CHAPTER V:THE DELEGATION OF ADMINISTRATIVE AND
SUPERVISORY RESPONSIBILITY

1: A COMPLEX PROBLEM FOR INVESTIGATION

A matter of basic importance in school administration is
the manner in which the superintendent delegates the re-
sponsibilities intrusied to his office to principals and the degree
to which the ceittral office performs the work connected with
certain important activities. In this study, which attempts
to review the condition in this respect for the countrly at
large, it is realized that a clear delineation of conditions is
most difficult. The method of securing the data does not
make it possible to relate the extent to which responsibilities
are delegated to principals to specific patterns of organization.
Communities of the same size may not have the same number
of building units, and the high school in one city of a given
population may be much larger. than the high school in
another city of the same size. As a rule, elementary schools
are organized in most cities in much =tiller units than high
schools. If these and other local factors are taken into ac-
count, the findings of the studTmay be expected to have con-
siderable significance.

4

L COMPARISON OF RESPONSIBILITY OF SUPERINTENDENTS FOR ELE-
MENTARY AND FOR SECONDARY EDUCATION

An analysis of the evidence gathered brings forth convinc-
ingly the fact that the superintendent of schools has the Bailie
degree of responsibility for secondary schools as for plemen-
tary schools. There were only 2 superintendents (328 re-
porting) who stated that they exercised more authority in the
high schools than in the elementary schools, while only 10 indi-
cated that the reverse would be true in their organizations.

In three cities -the variation in authority was caused by
the fact that the superintendent of schools has no juris-
diction over the other school levels because the elementary .

schools and the high schools in these places comprise two or
more separate school district corporations. The places re-
ferred to are Hartford, Conn., and two cities in Illinois in
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which township 6::, .hools are located within the boundaries
of the muxjoality reporting. Six superintendents stated
that the high-school principals' are given full responsibility
for their schools because of the "better training and prepa-
ration" of the persons in charge of these schools. In' these
cases the superintendents evidently choose to transfer their
responsibility completely. In Mariana, Ark., the superin-
tendent reported that he assumes more responsibility for the
high schools And delegates the supervision of the elementarY
schools in most pa t to the elementary-school principal.
This condition obtai I.: in many of the smaller school systems
in which the áuperin :is dents act also as high-school principals.

An unusual situatio I was reported by a middle western
city and is cited here to indicate the extent *to which the
personnel employed on the school staff may at times deter-
mine the organization. In the city referred to the superin-
tendent has little or no control over one of the local high
schools, a situation caused by local political entanglements
and the peculiar relationship existing between the principal
and certain board members. Three superintendents have
served in the city during the past eight years, while the princi-
pal of this one high school has been in office for more than a
quarter century. Conditions of this kind may be found in
other places but they are of relatively infrequent occurrence.
They are not the consequences of a peculiar theory of man-
agement, but are, as a rule, the outgrowth of poor leadership.
8. DIFFERRICES IN RESPONSIBILITIES ASSUMED BY SUPERINTEND-ENTS FOR SECONDARY AND FOR ELEMENTARY SCHOOLSe

Certain differentes found.In the previous section note
was made of the fact that few differences exist in the responsi-

. bilities assumed by superintendents for elementary and
secondary schools. Information was also obtained from
superintendents to show whether or not they actually per-
form functions and duties foi one school level which they do
not perform for the other. For all schools combined, 12.3
per cent of the superintendenta ported that they perform
duties and functions for secondary schools which they do
not perform, for elementary schools. (See Table 23.) At
the same time, 18.2 per cent reported the performance of
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certain duties for elementary schools which they do not per-
form for secondaiy schools. Significant differences in this
regard\exist among the several population groups and geo-
graphical regions. In cities of Group II (30,000 to 100,000
population) the percentage of superintendents reporting
the performance of functions for secondary schools but not
for elementary schools is only 9.1 per cent as compared with
19.2 per cent in Group IV (5,000 to 10,000 population).
Even larger differences exist between schools in the Middle
West and those of the West, where 6.9 and 20.7 per cent,
respectively, of the superintendents, reported for secondary
schools the performance of functions that are not performed
for elementary schools.

Types of adivities performed for one level Ina not for the
other.--The activities carried on by superintendents in second-
ary schools only are those relating chiefly to the supervision
of instruction and to serving as principal of the high school.
Superintendents frequently have their offices in the high-
school building and this gives them an opportunity for keep-
ing a closer contact with high-school activities than with
elementary-school affairs.

TABU 23.Percentages of systems in which superintendersts perform fOr

one school level duties and functions which they do not perform for the
other level

Population group or geographical region

Per cent Performing
duties

For sec- Far eh-
ondary nsentary
but not but not
for ele- for

Inen t ary ondary
schools schools

Group:

Region:
East .
Middle Wmt
South--
wet..

All Miens combined.

ID

15. 6
9. 1

10. 7
19. 2

12. 8

19. 8
I& 7

le. 8
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On the other hand, more than 18 per cent of the superin-
tendents reported that they perform certain activities for
elementary schools only. Of the 57 superintendents so
reporting, 25 give more detailed attention to supervision in
the elementary grades; 4 report the administration of a
testing program in the elementary grades ; and 1 is also
principal of an elementary school. The remainder report
miscellaneous duties of administration and organization.
Thé Conclusion is that no :" s cant tendencies are apparent
with respect to the type!' of s uties and ftmctions which super-
intendents are likely to perform for one level but not for the
other. Local conditions appear to be the major determin-
ants of the variations from standard practices found in the
reports.

4. LOCATION OF RESPONSIBILITY FOR ACTIVITIES AND FUNCTIONS
4. Tht officer8 responding.--Each of the inquiry forms sub-

mitted to local school officials requested information con-
cerning the respbnsibility of the superintendent, the princi-
pal, and other peirsons in reference to the determination of
policies and practices and in regard to the performance of
certain administrative and supervisory activities for second-
ary schools. The number of superinteerl.ents and principals
reporting on the functions listed on the wquiry forms is not.
constant. Some of the activities, such as cafeteria service,
are not found in all schools and on some items the superin-
tendents and principals neglected to make responses. How-
ever, the number of superintendents usually replying was
slightly more than 303, the number of secondaiy-school

. prineipal&in city schodl systems was slightly less than 500,
and the number of priipals of independent secondary
schools was about 275.

Limitation., of t data.It should be remembered that the
data of this study e been produced by schoohnen who in
general are reaso y well versed in modern educational
theog and practice. Conseqtently, when these persons
asked either to indicate the location of the responsibility for
the administration and supervision of the activities and func-
tions or to tell who is responsible for the determination of
specific policies and practices, their eitimates may, at time'
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ADMINISTRATION AND SUPERVISION

be prejudiced in the direction of what they-believe to be the
most desirable practice. There are other elemenis difficult
to isolate that color the responses; hence the true condition
may not always be accurately revealed.

TABLE 24.-Percentages of superintendents reporting that responsibility
for certain. administratsve and supervisory activities is assfsmed in
whole or in part by the central office, and the ranks of these percentages

Activities and functions

Wholly by
central dike

Per
cent

9

1

Budget preparation
Budget administration
Pay roll preparation_
Purchase of supplies uipment
Supervision of ph ucation
Medical and physical . nation_
Nurse service
Cafeteria service
Supervision of b economics_ ______ _

Supervision of industrial and vocational
education

Supervhdon of art instruction ______ _ _ _ _

Supervision of music instruction
Supervision of instruction in academic4=2

of personnel
Attendance service_
Research service_ ....
Athletics_
Supervision of libraries_
Operation of the high-school plant

All activitiit combined

Rank

Partially by
central office

Per
cent Rank

Either wholly
or partially
by central

office

Per
cent Rank

7

69. 3 3 27. 5 17 8 2
7& 5 1 18. 0 18 96. 5 3
74. 7 2 15. 7 19 90. 4 5
09. 1 4 26. 1 16 95. 2 4
23. 4 12 44. 4 5 67. 8 9

194 7
9 34. 4 12 64. 1 13

28.6 15 70.5 '7
18.4 14.5 31. 6 13 50. 0 17
17. 5 16 48. 0 4 63. 5 16

18. 4 14. 5 48. 4 3 66. 8 12
20. 0 13 44. 0 6 64. 0 15
Z3. 9 11 43. 2 7 67. 1 10.

9. 5 18 54. 9 1 64. 4 14
47. 1 5 50. 9 2 98. 0 1
39. 3 8 30. 1 14 69. 4 8
45. 6 6 41. 1 9 86. 7 6
5. 8 19 38. 3 10 44. 1 19

13. 0 17 3& 9 11 49. 9 18
25. 0 IQ 42. 1 8 67. 1 10. 5

35. 9 36. 7 72. ...a .1

Respomibibly for activities assumed by the central office as
reported by euperintesdents.--r-The responsibility for activities
and functions reported least frequently by the superkatend-
ents as being wholly assumed by the central office (Table 24)
are: Ointrol of athletics, supervision of instruction in the
academic subjects, supervision of libraries, supervision of
home economics, supervision of cafeterias, supervision of
industrial education, and supervision of art. The activi-
ties reported most frequently as wholly assumed by the
central office are Imply related lo general administrative

&and business functions of the entire school system, whereas
those reported least frequently relate chiefly to the super-
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NATIONAL SURVEY OF SECONDARY EDUCATION

vision of instruction in subject fields. The central office in
addition to assuming complete responsibility for certain
functions in a number of systems is also reported by super-
intendents in certain other systems as bearing a portion of the
responsibility.

Responsibility for determining policies.-Superintendents
report that the central office assumed considerably less re-
sponsibility for the determination of policies and practices in
reference to the internal administration and supervision of
secondary schools than in the actual administration of
activities. (See Table 25.) For the total number of activi-
ties sombined, only about a fifth of the superintendents
reported that policies and practices are determined solely by
the central qffice, and, in addition,tess than two-fifths reported
partial central office determinatiA.
TABLE t-tPercentage

and practices in ref
of schools are determs

upen4rent rialorts4.. that certain policies
the i administration and supervision

either in wñoier in piirtby the central office,and the ranks of these percentages 6 lb,
_::

..qt *-.. w

PoUzies and practices

Wholly by
central office

Partially by
central office

Either wholly
or partially by
central office

Per cent Rank Per 'mil Rank Per cent

Kinds of records to be kept
Pupil load
Teacher load
Organization of supervision within school_
Teaching assignments
Treader of pupils

° tion of guidance in school
1:1Ititigsatsoffered /-Marking systems used
Selection of textbooks
Selection of library books
Research program relating to the sobooduple'
Graduation requirementa..,
Athletics- r
All activities combined

36. 8 1 41. 5 6
10 31. 4 10

2& 1 6. 5 40. 1 7
18. 7 8 25. 8 12
11. 2 11 23. 6 13
26. 1 6. 5 14. 1 14
6. 7 14 29. 3 11

34. 1 3. 5 56. 6 2
36. 0 2 42. 3 5
17. 2 9 6& 6 1
8. 5 12 36. 5 8

31 7 5 45. 0 4
34. 1 3. 6 62.2 3
8. 9 13 36. 0 9

2

7& 3
48. 5
66. 2
44. 5
34. 8
40. 2
36. 0
90. 7
78. 3
77. 8
45. 0
77. 7
85. 3
42. 9

ea 3

Rank

7

& 5
8
7

10
14
12
13

1
3.5
5
9

2 4
11

The policies and practices for which the central office Most
frequently assumes complete responsibility rank as follows:Kinds of records, subjeCts offered, graduation requirements,
research program for secondary schools, teacher load, andthe transfer of pupils. (See Table 25.) A need exists for
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ADMINISTRATION AND SUPERVISION

certain uniformities within each system in the matter of
records, marking systems,- graduation requirements, and cur-
riculums. Conseqiiently, it is to be expected that the cen-
tral office should have more responsibility for determining
policies and practices relating to all schools of the systems
than for policies pertaining to particular secondary schools,
such as those relating to the organization of guidance within
the school, the direction of athletics, the selection of library
books, the assignment of teachers, and the pupil-teacher
load. The determining policies relating to these activities
is chiefly restricted to, individual secondary schools and is
done largely by the principals of these schools.

In the selection of textbooks, the central office assumes
partial responsibility in 60 per cent of the cases; in the
determination of subjects to be offered in the schools, in

,56.6 per cent of the cases; and in the dete atibn of gradul.
ation requirements, in. 52.2 per cent of the systems. The
policies for which the central office is repArted to assume the
least responsibility are teaching assignments, organization
for guidance NiPrithin secondary schools, transfer of pupils,
-athletics, and the organization of supervision within second-

.ary ools.
: i s : itie8 for activities assumed by the central office

reported by secondary-school principa18.--The reports of sec-
ondary-school principals show the percentitges of systems in
which the central office assumes complete responsibility for
certain business activities and functions. (See Table 26.)
It is that the central office plays a significant part
with reference to performing all the business acti*ities listed:
For the total number of businesp activities in all schools
combined, principals report cottplete centralization in ap-
proximately 70 per cent oftthe cases. In addition, since the
central office bears a portion of the responsibility in almost
20 per cent of the cases, there remain only approximately 10
per cent of the business activities for which secondary-school
principals report no central office responsibility. Principals
report that the central office assumes mere complete adminis-
trative responsibility for the planning of new secondary-
school buildings, for preparing the budget, and for. adminis-
taring the budget than for the other activities listea in the
table.
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NATIONAL SURVEY OF SECONDARY EDUCATION

TABLE 26.-Percentages of secondary-school principals reporting that reft-

sponsibility for certain administrative and supervisory activities is
assumed either in whole or in part by the central office, and the ranks of
these percentages

Activities and functions

Wholly by
central Wee

Partially by
central office

Either wholly
or partipz by
central =ice

Per cent Rank

3

Per cent

Business activities:
Budget preparation
Budget administration

of supplies and material_
Pay roll preparation
Employment of janitors and engi-

neers_
Administrative routine
Planning new secondary-school build-

All activities combined
Administrative and supervisory activi-

ties:
Medical and physical examination_ _

Activities of school nurse
Attendanoe service
Research service
Supervision of physical education._
SupervIsion of academic subjects
Supervision of music
Supervision of art
Supervision of home economios...s_ _

subject&Supervision of oommercial
Sumvision of vocational subjects_ _ _

Seion of textbooks
Selection of subjects offered

All adminfstrative activities combined.. _

0.1
78. 5
70. 0
6& 2

7& 1
68. 1

61. 6
N. 9

43. 4
49. 9
77. 0
31. 3
1& 8
& 0

22. 0
20. 3
l& 0
7. 8

14. 9
20. 5
22, 5

22. 5

MI

4
1
3
5

2
6

7

2
1
4
3
9

13
6
8

10
12
11

5

M...

Rank Per cent

6

25. 8 2 94.9
13. 8 5 92. 3
l& 4 4 88. 4
13. 2 8 81.4

9. 7 7 84. 8
20. 6 3 88. 7

34. 8 1 96.4
19. 4 89 3

37. 9 8 81.3
36. 8 10 86. 7
36. 9 9
41. 1 4 72.4
38 6 7 55. 4
32. 8 12 37. 8
41. 6 3
40.9 5 61.2
35. 8 11 50.8
2& 7 13 33. 5
40. 1 6 5&
51. 6 2 71 1
57. 1 9a 2

40. 1 62. 6

Rank

7

2
a
5

6
4

1

2
1

6
4

12
7
8

11
13
10
5
3

AMIN.

Responsibility for administrative activities as reported by

principais.a-Secondary-school principals, in reporting the
location of the responsibility for determining policies relating
to administrative and supervisory activities carried on within
secondary schools, have indicated that the central office, on
the average, assumed complete responsibility for about 22.5
per cent of the total number of activities reported. The
central office is also reported sas aseuming partial responsi-
bility for 40.1 per cent more of the activities. Thus, for
about 62.6 per cent of all the activities, the central office as-
sumes either partial or complete responsibility. Complete
responsibility is assumed more frequently for supervising the
activities of the school nurse, for medical and physical' ex-
aminations for pupils, for promulgating a research program
for secoudary schools, for the attendance service, and for
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ADMINISTRATION AND SUPERVISION

determining the subjects to be offered in the secondary
schools. The activities reported with least frequency as
completely assumed were the following: Supervision of
academic subjects, commercial subjects, home economics,
vocational subjects, physical education, and art. It is to be
noted from the data presented that the management of all'
activities relating to the supervision of any particular subject
or subjects is reported by principals as not being assumed to
any coviderable extent by the central office.

TABLE V.-Perm/awes of secondary-school principals reporting that
certain policies and practices are determined in whole or in part by the
central office, and the ranks of these percentages

s
Policies and practices

Wholly by
central office

Partially by
central office

Either wholly
or partially by
central office

Per cent Rank Per cent Rank Per cent Rank

I 2 3 4 i 4 7

Kinds of records to be kept 27. 1 5 32. 5 4 50. 6 a
Pupil load_ la 1 10 2016 10 38. 7 9
Teacher load 24. 8 6 X. 2 7 49. 0 8
Organisation of supervision within school_ 9. 3 12 10. 8 13 20. 1 13
Teaching assignments & 8 13 14. 7 11 21. 5 12

Transfer of pupils 2a8 9 11.9 12 317 le
tion for guidance vrithin school__ 4. 0 14 9. 2 14 13. 2 14

Bu offered 30. 7 3 44. 8 2 7& 5 1

Meriting system used 37. 2 1 2& 0 6 62. 2 4

Selection of textbooks 22. 1 8 ' 46 5 1 6& 6 3

Selection of library books 10. 0 11 21. 9 9 31. 9 11
Research program relatoing to school 71 2 7 29. 1 5 52. 3 7

Graduation requirements 36 2 2 34. 7 3 70. 9 1

Athletics_ 29. 9 4 Z. 8 8 53. 7 6

All activities combined 19. 9 25. 0 44.9 _____ __

Responsibility for deterdtining policies and practices as re-
ported by principal 8.--Secondary-school principals in report-
ing the location of the responsibility for determining policies
and practices for activities relating to the internal adminis..
tration of secondary schools have indicated that the central
ace, on the airerage, assumes complete responsibility in
about 20 per cent of the total number of activitie0 represented.
(See Table 27.) They also reported that the policies relat*
to an additional 25 per cent of the activities are determined
in part by the central office, making a total of nearly 45 per
cent of the policies and practices relating to theE;e4 activities
which are determined completely or partially by the central
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NATIONAL SURVEY OF SECONDARY EDUCATION

office. This office, according to principals, assumes complete
responsibility most frequently for determining policies relat-ing to marking system used, graduation requirements, sub-jects to be offered, and athletics. The activities reportedwith least frequency are organization of guidance, teaching
assignments, organization of supervision within the school,
selection of library books, and pupil load.

Comparison _of the reports of superintendents and princi-
pale.Superintendents and principals as groups differ little
in -their reports on tilt) location of the responsibility for theadminigtration and supervision of all activities and functions
combined. Somewhat greater differences. are found, how-ever, with respect to their reports concerning the location ofthe responsibility for determining policies and practices.
In each cif the comparisons providéd in Table 28 it is to benoted that the percentages of schools in which the central
office is reported to assume either partial or complete re-
sponsibility for the aaministration of certain activities show'that superintendents are somewhat more likely than princi-pals to report the activities as being controlled by the central
office.

TABLI 28.Percentages of superintendents and principals reportingcomplete, partial, and complete or partial centralisation of responsailityfor administration and supervision and for determining policies andpractices

Rapoosibilitysad dopy. of control by central cdflos

Pw cant mortis*
control

&mein-
dents pals

Administration and supervisios of activities:
Corn slots

Either complsto or
Policies and practices:

Zither =mist or

41. 2
16.
77. 3

21 1
81. 1

-

s.

hind- I

Com sdeto
.1

"
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L ACTIVITIES AND FUNCTIONS DELEGATED TO SECONDARY-SCHOOL
PRINCIPALS AS REPORTED BY SUPERINTENDENTS

Reports of superintenderas.In the preceding section of this
chapter data were presented showing the extentko which the
central office either wholly or partially assumed the responsi-
bility for the administration of certain activities, or either
wholly or partially determined policies and practices relating
to the internal affairs of secondary schools. In the present
section data will be presented to indicate the extent to which
the responsibility fot ackninistration of activities or :.zponsi-
bility for determination of policies is delegated so y to the
secondary-school principals. The reason for not reporting
the data which show the extent to which the responsibility is
partially delegated eto the secondary-school principal is that
thez rrespond vcrosely with those reported by superin-
tend t:. This is not always the case, but it is true so
frequently that ita inclusion would dause an almost super-
fluous duplication of material.

Superintendents of all groups combined reported that
principals have the greatest degree of responsibility for ad-
ministering the activities relating to athletics, the supervision
of libraries, direction of cafeterias, the supervision of academic
subjects, the supervision o! home economics, and the opera-
tion of the high-school piant. (See Table 29.) In no case do
as many as half the superintendents report that principals
assume complete responsibility for these' activities. For all
activities combined on which principals reported, 13.5 per
cent of the superintendents indicate that secondary-school
principals are delegated complete responsibility for the ad-
ministrative and supervisory activities.

The activities for which the principals are reported by
superintendents as having least responsibility are purchasing
of supplies and equipment, budget preparation, selectiori of
personnel, budget administration, and pay roll preparation.
In none of these activities do more than 7 per cent of the
superintendents report complete responsibility as being dele-
gated to principals. The administrative activities for which
principals are delegated least responsibility are those for
which the central office assumes the greatest degree of re-
sponsibility. The opposite is also usually key
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NATIONAL SURVEY OF SECONDARY EDUCATION

TABLE 29.-Percentafee of superintendents and secondary-school princi-pals reporting certásn administrative and supervisory activities as beingdelegated entsrely to secondary-school principals

Activities and function'
Superintendents I Principals

Per cent Rank I Per cent

3

Athletics
Supervision of libraries
Direction o( cafeterias
Supervision of academic subjects
Supervision of home economics
Operation of plant
Supeevision of physical education
Supervision of Industrial and vocational education.
Attendance service
Supervision of art
Supervision of music
Medical and physical examfnation of pupils_
Nurse service
Research service
Pay colt preparation
Budget administration
Selection of personnel
Budget

of supplies and equipment
Buts 1:ion of commercial subjects

n of textbooks
Subjects offered
Standardization of routine
Planning new buildings

A11 activities coníbined

47 4
45 2
33 .8
30. 9
26. 1
24 3
23. 7
22. 7
r2. 7
21.-S
17. 3
10. 7
10. 1
9. 5
6. 9
1. 6
L I

. 6

. 3

2

3
4. 5
4. 5
6

8
9

10
11
12
13
14
15

MP el 4111.

4

Rank I

59. 5 Tfrs.'
41.4

40.7
40.5
34.8
30.7
27.7
14. 5
la
27.3
11.0
1 5
1.4
2.4
1 4

63. 7
18.7
17 6
7.1
1.5

2z 9

4
5
6
7
9

10
8

11

12
15
13. 5
13. 5

..... 111

I The rankings are made only for the items reported on by both superintendents and penal-Pals.
These data represent only the percentages of superintendents and principals reporting Daidentical items.

Determination of policies by secorukiry-selwol principals.-
Secondary-school principals are reported by superintendents
and principals to have complete responsibility in dominant
proportions of the systems for determining policies relating
to assignment of teachers, the organiiation of guidance
within the secondary school, transfer of pupils, organization
of supervision in secondary schools, athletics, and pupil load.
(See Table 30.) Complete responsibility for determining
loolicies is reported delegated to secondary-school principals
feast frequently for subjects offered in school, graduation re-
quirements, the selection of textbooks, marking systems
used, kinds of record's, and the research program relating to
ireCondary schoofs. The policies for which the principals are
delegated the most complete responsibility are those relating
to their own individual schools, and the policies for which
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ADMINISTRATION AND SUPERVISION 40,

they are delegated least responsibility are those relating to
the determination of policies that should usually be uniform
throughout the system. Superintendents reported that sec-
ondary-school principals were delegated responsibility for
determining policies and practices in about 35 per cent of the
total number of activities reported by all superintendents.

TABLE 30.Percentages of superintendents and s prin-
cipais reporting certain policies as being determ entirely by
secondary-schod principals, and the ranks of these s s s es

Policies and practioes

Stiperintandents Principals

Pericent

Kinds of records to be kept
Pupil l
Teacher
Organise s of supervision
'reaching meigiments
Transfer of pupils

of guidance within secondary schools.
Su Olds offered
Marking systems used
Selection of textbooks
ilelection of library books
Rams* program relating to school
Graduation requirements
Athletics_
All activities combined

2

8& 1

Rank

3

Per cent

4

10. 5 38. 2
6 55. 8
8 46. 8
4 79. 3
1 7& 7
3 65. 0
2 83. 1

14 21. 3
10.
12 1 31.414. 1
7 37. 2
9 43. 3

13 X 9
56. 3

47 9

Rank

5

9
6
7
2

4
1

12
11
14
10
8

13
5

8. ACTIVITIES AND ¡UNCTIONS DELEGATED TO SECONDARY:SCHOOL
PRINCIPALS AS REPORTED BY PRINCIPALS

The principal and kisintu affairs. For each activity relat-
ing to business affairs a greater percentage of secondary-
school principals reported the responsibility delegated to
principals than did superintendents. These data are shown
for each activity in Table 29. The percentages of principals
reporting that they bave complete responsibility for business
affairs range from 1.4 per cent for the employment of per-
sonnel to lisper cent for the pay roll preparation.

Responsibility for general adminigrative activiti4s.It is in-
teresting that the activities relating to the supervision of
various subjects and subject-matter fields all rank high with
respect to the degree of complete responsibility reported dele-
gated to principals. This fact corresponds with the mucks],
sion drawn with respect to the reports of principals concerning
the responsibility assumed by the centaal office for these super-

.
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NATIONAL SURVEY OF SECONDARY EDUCATION

visory functions. The activities for which principals reported
they had responsibility in a small proportion of the systems
aie the activities and functions which relate primarily to more
than one school in a system. These are the functions for
which the central office assumes responsibility.

Responsibility for determining policie8 and prattices.--See-
ondary-school principals reported that principals have been
delegated responsibility for determining policies and practices
for almost half of the total number of activities reported by
all principals. (See Table 31.) Principals are delegated the
responsibility for determining p9licies relating to tbeir own
schools, but the central office retains tht responsibility for
determining policies which concern all the schools of the sys-
tem. The percentage of secondary-school principals report-
ing various policies and practices relating to the internal
affairs of secondary schools as determined entirely by the.,
principals ranges from 14.1 per cent foi the selection of text-
books to 83.1 poi cent for the organization for guidance within
the school.
TABLE 31.Percentages of superintendents and .principais reporting thatthe secondary-school principal has responsibility for administration andsupervision and for determining policies and practices

Responsibility

Percentages reporting
the asoondary-ecbool
prindpal es respon-
sible

Superin-
tendents

Administration and supervision of activities
Policies and practioes

Principals

22. 9
47.9

7. COMPARISONS OF REPORTS OF SUPERINTENDENTS AND PA1NCIPALS

The general siluation as to ditagreentra-1Principals re-
ported a greater degree of responsibility del :ated to second-
ary-school principals than did the superintendents. Table 31
shows a comparison of the reports of principals and superin-
tendents on identical items with respect to the responsibility
for administrative and supervisory activities and the deter-
mination of policies and practices relating to the internal
affairs of secondary schools. Principals reported that thiy
were delegated complete responsibility in from 9 to 12 per
cent more of the total number of activities and policies than
were reported by superintendents.
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ADMINISTRATION AND SUPERVISION

Compari8on8 of judgments of superintendenb and principal8
in identical eptenu. The reports of superintendents and
principals of the same systems with respect to the location of
responsibility for determining policies and practices for all
activities combined are shown in Table 32. An attempt was
made to compare the percentages of activities \ for which
superintendents and principals were in complete agreement,
in partial agreement, or without agreement as to the location
of the responsibility. Complete agreement was considered
to be the identical reports by superintendents and principals
on the location of responsibility. Partial agreement was
considered to be similar reports on one or more elements.
For example, if superintendents reported that the responsi-
bility was carried jointly by the central office and by the
principal, and the principal reported that it was eniirely
vested in the central office, one element is the same and
partial agreement wu recorded. No agreement was recorded
for those activities where no elements were similar.

TABLE 32.Percenksges of all adivities combined for which superintend-
ents and principals of the same systems agreed in reports on the location
of responsibihty

Complete Partial No agree-Group or region agreement agreement meat

1 3 3 4

Groups:
I 38. 6 41. 1 204 3il 38. 7 4 45. 4 15. 9
IV 41. 0 44. 7 14. 3

ig- 6 33. 4 18. 0
Regkm:

East 40. 6 44. 6 14. 8
Middle West 44. 4 37. 8 17. 8
South 42. 0 40. 7 17. 3
West -I. 36. 4 at 5 31. 1

All combined 4 L 6 41. 7 16. 7

Some differenceti are in evidence among the various groups
and regions, but these are usually not large. The largest
extent of complete agreement is reported in Group IV and
the Middle,Weet. and West. Although the differences are
not large, the data indicate that principals and superintend-
tints have a better common understanding of the location
of the responsibility for determining policies and practices
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It t

in the smaller communities; at least complete agreement is
recorded more' frequently by superintendents and principals
of small cities than of larger ones. This may be accounted
for by the fact that in smaller systems the responsibility for
policy determination is definitely located in the board, the
superintendent, or the secondary-school principal.. In larger
systems the more complex forms of organization frequently
cause the responsibility for determination of policies for
particular activities to be less easily understood.

Superintendents and principals agree most often when
the responsibility is reported as being delegated completely
to one agency. Data on this subject were tabulated but
have not been shown in tabular form. For instance, perfect
agreement is reported between superintendents and principals
for 66 per cent of all activities for which the policies are,
reported as determined by the principals. This tendency
for the extent of agreement to be higher when the responsi-
bility is vested completely in one official is natural and sig-
nificant. When the responsibility is completely delegated
to one official or the other, the location of the responsibility
is clear-cut and evident. Assuming for the moment that the
estimates of superintendents are correct as to the location
of the responsibility for the determination of policies relating
to particular activities, it would appear that only when the
responsibility for the different activities is actually delegated
to the secondary-school principals, do the latter know its
location. In other words, whim piincipals do not bear the
responsibility, they are far less likely to agree with the super-
intendenta in their reports on ita location. This would
imply, particularly in larger cities, the necessity for the
dissemination of information relative to the functions and
duties of various administrative and supervisory officers so
that all may have an understanding of what are the duties
and functions of other officers.

The most significant fact in the comparison of the reports
of superintendents and principáls with respect to the respon-
sibility for determining policies and practioai is the similarity
of the responses. (See Table 33.) However, marked differ-
ences exist with respect to the reports of superintendents
and principals regarding the delegation of policy-determining
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responsibility to secondary-school principals. The reports
of principals indicate a much larger percentage of systems
where the responsibility is completely delegated to principals
than do the reports of the superintendent?: On no one of
the 14 activities mentioned do superintendents report a

A greater frequency. For certain activities such as the research
program relating to secondary schools, organization for
guidance within the school, and the organization of super-
vision within the school, the differences between the estimates
of principals and superintendents are more than 20 per cent.

TABLE 33.-Percentages of superintendents and principals reporting ,location of resp 1.* ity for determining policies and practices in
reference to administrative activities in secondary schools

Administratixe activities

fr

Percentages of activities relating to policies and
practices completely determined by-

Central office MO-school
principals

Agencies other
than central

office or
principal

Reortssu-
perin-
tend-
ents

Reports
of

princi-
Pals

Reports
of su-

perin-
tend-
ents

s

Reports
of

princi-
Pals

Re
sn-

perin-
tend-
ents

Reports
of

princi-
Pals

7

Kinds of record§ to be kept
Pupil load
Teacher load
Organization of supervision within school
Teaching assignments_
Transfer of

iorguidanoe within school_ _

Su i offered in tbe school.

Sebetion
used

testbooks
Selection of library books_
The

ay
march program relating to tbe

school
Graduation requiaments
Athletics_

36.8 27.1 20.2 3& 2 0.9 1. 4
17. 1 1&1 48.3 55.8 1.2 12
2&1 24.8 80.7 46.8 1,6 2.0
18. 7 9. 3 M. 8 79.3 . 3 0
11.2 68 63.4 76.7 .9 . 6
26.1 20.8 58.5 66.0 .9 1. 0
& 7 4. 0 62. 4 83. 1 . 6 2. 1

34.1 304 7 7.1 21.3 L2 1.8
36. 0 37.2 20.2 33.4 . 9 3.0
17. 2 22. 1 10. 0 14. 1 7. 2 11. 0

&45 10.0 33.6 3712 11.0 13.6

317 =2 20.8 43.3 1.2 1.7
34.1 36.2 &8 20.9 3.8 &769 &O 50.8 56.3 1.9 5.2
22.2 19. 9 35. 1 47.9 2. 4 3. 7

Size of school related to the percentages of activities &legated
entirely to principals.-The size of the school plays an almost
negligible part in determining the percentage of activities
for which principals \ktre delegated sole responsibility. Data
on this subject were compiled but are not presented here
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NATIONAL SURVEY OF SECONDARY EDUCATION

in tabular form. For all schools combined, the median
percentages of activities dehi:ated to secondary-school
principals, based on data supplied by principals, range from
35 in schools of 2,000 to 2,500 enkollment to about 40 in
sch'ools of less than 1,500 enrollment.

TABLE 34.-Median percentages of activities for which the responsibilityis delegated entirely to secondary-school principals as shown in their
own reports. (Classification based on type of school)

Group or region
.

.

junior high
school

Senior high
school

Junior-
senior

high school
4-year high

school

.._..._._

1 3 3 4 5

Group: ,k
I 20. o sa. 3 1 37. 5 40. 1n 30. 2 48 3 1 66. 0 48. 0III 40. 0 51 5 47. 5 52. 5IV .01. 42. 5 37. 5 35. 6 , 54. 4Region:
East e a e e e a C C e e e e 30. 4 43. 3 34.. 3 50. 0Middle West, 31. 4 48. 3 41. 9 42. 5South.......... _ ...... .......... ......_ _ ___ 23. 8 47. 1 45, 0 A 5West 10. 8 28. 8 66. 0 55. 0

All oombined 31. 4 44. 5 1 41. 0 40. 8

1 Median based on fewer than 10 cases.

Type of school and the perceniages of activities delegated to
principal s.-Some superintendents delegate more complete
responsibility to the principals of regular 4-year high schools
than to the principals of any other type of secondary school.
(See Table 34.) The median percentages of activities for
which sole responsibility is delegated to the principals range
from 31.4 for senior high school principals to 49.8 for prin-
cipals of regular 4-year high schools.- Principals of junior
high schools are delegated the least,complete responsibility.
Data available in this study do not reveal why principals of
4-year high schools are dek ated more responsibility than
the principals of any other type. The fact that the 4-year
high school is an older institution and in charge of principals
with longer tenure may account in part for the differences
noted. On the- other hand, the responses in this invest*.
tion may be from school systems that are continding with the
4-year high school and have not been affected by recent
developments in educational administration. Since the
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ADMINISTRATION AND SUPERVISION

staff organization in many junior high schools has been re-
cruited from the elementary-school organization, one might
be led to believe that the relationships between the central
office aild junior high schools in these systems may corre-
spond mere closely to the condition that obtains in the
administration of the elementary schools. Also, it must be
remembered that the central office may give more attention
to newer institutions than to older units in the system.

4

8. THE RELATIONSIIIP OF COUNTY SUPERINTENDENTS TO SECONDARY
EDUCATION

The trituation in individual State8.It was asserted eailier
in this report that principals 6f independent secondary schools
are usually responsible directly to boards of education. In
consequence of this, principals of independent secondary
schools frequently report types of official relationships with
the county boards of education and with 'county superin-
tendents that are not reported by principals of other types of
schools.

County superintendents are reported as members of boards
controlling independent secondary schooli in 26 Or Cent of
the community high schools (as in Kansas), in 10 per cent of
the township high schools, in none of the rural high schools,
in 80 per cent of the county high schools, and in almost 3
per cent of the union high schools. In Illinois, no com-
munity high school reported that it was controlled by a
board of which the county superintendent is a member. In
Kansas, however, the law provides that the "county super-
intendent of public instruction shall be ex-officio chairman of
the community high-school board, with power to cast the
deciding vote in case of a tie."

Seventy-two out of ninety county high school principals
reported that the county superintendents served on their school
boards. In Tennessee, the law provide: that the county
superintendent not only shall serve on the executive com-
mittee of the board but 'hall also be its secretary. This is
true of call county high schools in this State excepting those
which are considered a part of the county high-school system

I Revised School Laws of Kansas, 1927, p. 136.
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.NATIONAL SURVEY OF SECONDARY EDUCATION

by virtue of countiés contracting with cities to furnish educe,-
tional facilities to rural pupils.2

In Mississippi the county stiperintendent serves as an ex-
officio member of the board of education which controls the
county agriculturalhigh schools.3 The Alabaina school code
of 1927 provides that the county high schools and all other
high schools which have been established by the county board
of education shall constitute -a systepl of high schools for,the
county. It further provides that by ; ment between
county boards of education and city school boards of educa-
tion the high schools located in cities or towns of 2,500 or
more inhabitants mar be utilized, as a part of the high-school
system of the county.4 The county superintendilit is the
chief executive officer of the county board of education and
also serves as secretary of the board which governs the
county high schools except thòse conducted by agreement
between the city and county botirds of education. Each of
the 20 cpunty high schools of Montana is governed by a
county board of education on which the county superin-
tendent serves as a member. The same is true of the county
high schools of Colorado.

Responsibility of principals of independent secondary
sdiools to the county superintendent.Principals of inde-
pendent secondary schools are ,often directly responsible to
the county superintendent for the performance of certaln

re duties and functions. Almost two-thirds of the principals
of community, township,' rural, and union high schools
repprted that they are directly responsible to the county
superintendent. Approximately 73 per cent -of the princi-
pals of county high schools make siniilar reports.

The type of responsibility existing in the county unit
States such as Alabama, Tennessee, Georgia, and Maryland
is widely different from the types of responsibility existing in
States where the county superintendent has chiefly super
visory and advisory functions. Thus, in Illinois, the princi-
pals of township and community high schools have. direct
relationships with county superintendents only in matters

Pub Do-School lAws of Tennessee, 1925, p. W.
Ltiws of Mississippi, 19$4, p. 45.

4 Alabama School Code. NA pp. 157-16k-
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ADMINISTRATION AND SUPERVISION

pertaining to the certification of teachfrs, the making of
periodic reports, teachers' institutes, and certain other
general cooperative relationships. In Kansas, the same
general type of relationship exists; However, in the case of
the community high schools in this State the county super-
intendent is an ex-of4cio member of the board, a fact-which
establishes a somewhat different type of.relationship. Never-
theless, the county superintendent, as a member of a board
of educqion, acts in the same capacity as the other members,
and performs the duties of his office as superintendent in the
same manner as any other county superintendent.

In Washington, Oregon, and Wisconsin the principals of
the union high schools have only minor relationships with
the county superintendents in matters of re po rts , records,
and in the general oversight of all education within the county.
County superintendents usually deal more directly with
the principals of county high schools. A county high school
is a part of a . county system and under a county board of
education of which the county superintendent is usually the
secretary And executive öfficer. The relationship between
the principals of the county high schools and the county
superintendent is comparable to the relationship existing
between the. principal 'of a city high school and the superin-
tendent of public schools for the city.

SPicer will not permit a detailed analysis of the duties and
functions of county superintendents in relation to the
county high schools. For this pvrpose the reader is referred
to 'Monograph No: 8 9f the report of the National Survey
of Secondary Education entitled District Organization and
Secondary Education.

It must suffice to say that in most instances the'county
superintendent. is empowered to make recommendations con-
cerning the control of the county high ichools, supervise
these schools, recommend emRloyees, assign teachers, require
reports, submit budgets, issue warrants, and perform such
other duties in relation to these schools as may be required
by the county board of education.
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CHAPTER VI : THE RESPONSIBILITY FOR THE ADMINIS-
TRATION OF SPECIFIC ACTIVITIES

I. ST1tDYING VARIATIONS IN ADMINISTRATIVE PRACTICES

One will not find iknecessary to visit many school systems
to find differences in the manner in which specific activities,
classed aiming business and educational Olin, are arranged
for performance. In the study Di the various practices
fodnd in school systems one will also note that existing con-
ditions are caused by factors that are completely out of the
range of influence of the boards of 'education or of the super-
intendent of schools. Even in those situations in which the

bsuperintendent of schools is delegated full adminigtrative
control otI all matters pertaining to the schools, it will
frequently be found that school activities are not conducted
in the same manner in syst" judged to-be comparable.

A dominant aim of the National Survey of Secondary
Education has been to review those admiiiistrátive and
supervisory practices that may be classed as uaique in order
to ascertain the direction that the development and the
improvement in school affairs are taking. s *: end the
responses of superintendents and principals c4refully
studied with a view to visiting those systems and schools in
which the organizations set forth in the-report portrayed
singular situations.

While studying the reports and during visits. the investi-
gators were impressed with the degree to which variations in
practice were caused by peculiarities in law or because the
exicutive was forced to adjust his plan of organization to
the personnel (employed. It was rare to find among the
organizations judged to be innovational a situation in which
the pla4 in operation was the expression of a nevir hypothesis
that walk being tried out and evaluated.

AC1IVITIE8 PECULIAR TO THE CENTRAL OFFICE

Activities &MEd Inaimas.If one excludes those systems
'whichin the managiament of the business activities is not in

the hands: 6f:the iducational offices, one will find that the
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ADMINISTRATION AND SUPERVISION

plans for directing the work dealing with the secondary-
school budget, the pay .roll, building planning, and the
operation and maintenance of the plant are frequently under
central office entrol and execution. It is unusual when
high-school priaipals have much to do, with these matters.

TABLE 35.4-Percentages of, systems in which the responsibility for
certain activities is assumed wholly by the central office or delegated
wholly to 8econdar1J-schoo1 prinipa

Activity and function

A ttendance Service
Medical and phZdAleramlnation_ _

Supervision of li
Management of cafeterias
Soper vision cd -4i ic subjects
planning now

service
buildings

Selection of personnei...."
Budget preparatirm
Bulget administration
Purchasing supplies and equipment
Pay roll preparation .._______ .....
Plant operation und. maintenance. _

Responsibility assumed by-

Central dike Secondary-school
principals

In reports
from

superin-
tendents

39. 3
29. 7
13. 0
l& 4
9. 5

(1)
4& e
47. 1

es.
3

78. 5
69. 1
74. 7
25. 0

In reports
from

principals

3

In reports
from

suporin-
tendents

In reports
from

principals

27.0
43.4

F1

& 0
ill. 6
31. 3
75. 1
69.1
7S. 5
70.0
6g. 2

(I)

22. 7
10.7
45. 2
33. 8
30. 9

(1)
9 5
1. 1

. 6
1. 6

. A

ti.
N. 3

5

34.3
14.5

8))

1.5
27. 3

1.4
2. 4
2. 5
2.4

11.0

I No reports On these activities.

review'54 the data in Table 35 reveals t12.3 extent to which
this.statemeg is true. Whether or not this plan of adlninia-
tratiog is sound dlopends upon the principle. underlyiiig the
scheme of organitition. In certain school systems the iè.-
sponsibilitied for the performance of busiuess affairs are
centralized 'on the assumption that they can be performed
more economically and efficiently under such a plan. It is
likewise held that through centralization the secondary-
school principals are free to devote more time to the specific
problems of their schools. It is also contended that, if
principals participate in the creation of standard practices
thlt relate to budgetary allowances, tò salary schedules, to
the quantity and quality of supplies and equipment to be
used, and to standards essential to designing satisfactory
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school buildings there is no occasion for principals tosAbe
concerned with the administeative routine associated with
the management of business affairs, provided. the central
office operates efficiently. On the other hand, there are
superintendents who follow the same theory that dictates the
actions of some boards of education. These executives
believe that it is not essential to the efficient management of
a school system to have the secondary-school principal con,
cerned in any way in the business affairs. The latter theory
applied in a form in which principals have little or nothing
to say about the business activities is not so commonly found
in practice.

Building planning .Sixty-two per cent of the principals
reported that the central office assumes full control over the
planning of new high-school buildings. Only 4 principals of
the 474 reporting from city school systems indicated that
they were assigned the duty of planning a new structure.
In 35 per cent of the responses the principals indicated that
they were accustomed to cooperate in the performance of
the 'functions connected with planning the plant program.

The% purchase of supp1ie8 and equipmentAs was ki be
expected, a very large proportion of the superintendents and
principals reported complete central office responsibility for
the purchase of supplies, equipment, and materials. The
4egree to which principals participate in the determination
of standards to be applied to the quality and quantity of
goods to be purchased is not ascertainable from the data
received. Almost no superintendents and only about 2.4
per cent of the secondary-school principals reported complete
del &.:ation of responsibility to the secondary-school prin-
cipals. In many cities the control of purchasing supplies
and equipment is delegated largely to a business manager
who handles an matters pertaining to school finance. In
some systems he is a subordinate.officer to the superintendent
being chosen by him and ryponsible to bim. In other cities
he is chosen directly by the board of education and is respon-
sible only to the board. In these cases of "dual control,"
the business activities are carried on sometimes independently
of educational affairs. The system in Highland Park, Mick.,
is an illustration of the type of organization in which an
assistant superintendent, caned the business manager, is in
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ADMINISTRATION AND SUPERVISION

charge of the business department. This department is
..under the immediate supervision of the superintendent of
schools, who is in turn directly responsible to the board of
education. Business affairs are administered wider six
heads: (1) Purchasing, storing, distribution, and accounting
for supplies, (2) textbooks, (3) maintenance, (4) operation,
(5) accounting, and (6) transportation. The purchasing
department includes a purchasing clerk, an assistant, and a
stockkeeper. Purchases are made regularly on bids after
items have been approved by the board of education., The
requisitions are made by principals of elementary or second-
ary schools, on approval of the business manager, and are
filled by the purchasing and stock department.

The preparation of the pay nall.Superintendents and
principals agree fairly well on the location of the iesPonsi-
bility for pay roll preparation for the high-school staff.
The former report thati the responsibility is assumed entirely
by the central office in attout thre&kurths of the systemsy
while the latter report that this is true in almost seven-tenths.
The superintendents and principals reported this responsi-
bility as completely delegated to secondary-school principals
in about 7 and 11 per cent of the systems, respectively. In
all. 22 s i erintendents in a total of 320 reported that prin.:
cipals me complete authority and responsibility for tIiis
duty. Some of these systems are as , follows: Erie, Pa.;
Wilmington, Del.; Fort Wayne, Ind., Wichita, Kans.;
Altoona, Pa.; Davenport and Dubuque, Iowa; Beaumont,
Tex., Ottawa, Kans.; and Logan City, Utah. In some
sysktims the business office bears the responsibility for pay
roll preparation. In reviewing the actual practices in city
school systems it was clear that in niany cases the office of
the principal prepared monthly time reports for all employees
in °his building and these statements formed the basis for
pay roll preparation. In reality in they instances pay roll
responsibility was located in the central office.

Operation and maintenance of Mt plant --Superintendents
in systems in wbich the boards of education are responsible
for the plant report that the authority for the operation of
the plant is assumed completely by the central offiqe in 25
per cent of the systems, is delegated completely to the
secodaryschool principal in about the same percentage

[87]
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of the systems, and controlled jointly by the central office and
principals in about 37 per cent of the systems. Principals did
not make reports on this activity.

In Waltham and Somerville, Mass., the janitorial staff is
responsible to the superintendent only through the business
office. However, the appointments of the janitorial staff,
clerical workers, and attendance officers are subject to the
rules and regulations of the State civil service commission.

To the business office is delegated the responsibility for
operation and maintenance of secondary schools in Erie, Pa.;
Bridgeport, New Haven, and Hartford, Conn. In the first
three cities named the business office is not responsible to the
superintendent. Functions and duties pertaining to plant
operation are frequently cionducted independendy of his
knowledge and possibly against his wishes. Ample authority
may be found to point out the possible evils of the "dual
system " of organization which fails to centralize the control
of educational and business activities in the hinds of the
supbrintendent of schools. Interviews held with super-
intendents and principals in systems where the " dual system "
of organization obtains brought out the fact that the business
office at times attempts to regulate educational activity with
the almost inevitable lack of harmony and loss of educational
efficiency. -\

8. THE CENTRAL OFFICE AND CERTAIN EDUCATIONAL ACTIVITIES'

Attendance.Less thin a ihird of the principals and more
than a third of the superintendents reported that the central
office assumes full responsibility for the attendance service.
(See Table 43.) The proportions are in the reverse order for
those reporting that the responsibility for this service is
placed with secondary-school principals. In certain sys-
tams visited, the high-school office assumed only the
responsibility ot reporting to the attendance division in the
central 'office the individuals who were absent and who had
violated the attendance regulations. a few systems the
visiting teacher, the school nurse, or the attendance officer,
although responsible to a division in the central ales.) is

Reeponedbility for supervision will be treated in a subsequent chapter. Bayliss other
projects of the National Survey of liteoondary Education deakwith the selection of the stair
and wita research (see Monographs Nos. 12 and 14 respectively) thus 2 activities will not be
treated in this partioulik report.
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ADMINISTRATION AND SUPERVISION'

assigned to specific schools to cooperate with the principals
in handling the cases involving irregular attendance. In
these systems the problems of guidance, health, attendance,
and the various clinics and social agencies organized abbut
the- schools endeavored to cooperate to bring about a inpre
effective handling of problem cases. In reality, each school
assumes the full burden of responsibility for each problem
case until all the available services have been utilized. It is
only as a last resort that the individual is referred to the
central office. In some school systems, as indicated, the
child is reported to the central office for attention as soon
as school regulations have been violated. These 'basic
differences in policy regarding the treatment of the pròblem
child attending second,ry schools are not so easily detected
until one observes the operation of the organizational
machinery set up for the control of attendance, health, and
social service.

Medical service and. physical examination responsi-
bility for medical and physical examination of school chilflren
and for the supervision of the activities of the school nurses is
assumed largely by the central office. Principals are reported
by superintendents as being delegated the responsibility for
this function it about a ninth of the systems. The reports
of principals indicate the d2legation of this responsibility to
principals in a slightly greaUr proportion of the systems.

A study of school systems and their organizations reveals
ce?tain barriers that create difficulties in progressively de-
vekiping the health services and in coordinating them
with the activities related to them. Medical and Physical
examinations and nurse service are usually provided by one
or a combination of the following methods: By boards of
education, by the city or county boards of health, or by
philanthropic agencies or volunteered services. Combined
services of various kinds are frequently found. For instance,
a school °district may employ a school nurse; certain physi-
cians and dentists may donate their services for medical
inspection; civic clubs may supply the funds needed for
treating the defects of pupils whose parents are unable to bear
the expense of proper treatment.

In the cities of Somerville, Mass., and Bridgeport and New
Haven, Conn., the problem is a municipt affair. Physicians
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NATIONAL SURVEY OF SECONDARY EDUCATION

and nurses are employed and paid by the city or by the city
board of health. Nurses in Bridgeport are sent directly to
the schools. In New Haven, the board of health pays for
first-aid treatent administered to pupils at school.

In Nashville, Tenn., the chief medical inspector and his
assistants are directly responsible to the superintendent of
schools and the board of education. An eiample of coopera-
tion among the various agencies is shown in Owensboro, Ky.
Preliminary eye examinations are made by teachers who
have been trained for the work; dental examinations are made
by dentists who have donated their services; the school
district has employed a full-time nurse the rotary club has
donated a fund which has supplied more than 30,000 free
lunches to pbor children during the last three years; and the
county health officer .has rendered valuable service particu-
larly during epidemics of contagious diseases.

Library 8ervice.The administrative organization for li-
brary : 'ce in high schools, in Imblic-school systems as
who I d in the communities appears to be in the formative
state. s S ere is no gineral agreement as to what constitutes
the fundamental principles on which an organization should
be erected. Superintendents of schools and other educators
are not agreed that the responsibility for all library services
in a c'ommunity should be placed with the board of education.
Librarians of municipal libraries are generally of the belief
that municipal libraries should be operated independently of
school araries. School officials in large communities appear
to be skeptical regarding the efficiency of making the ichool
library a branch City libraty for general public use. These
differences of opinion-..are largely due to the rapid develop-
ment of the use of the library in secondary schools. The
need exists for much careful study in connection with the
organization of library services in public schools.

The superintendents reported that the supervision of
libraries is assumed by the central (ace in 13 per cent of the
systems and is delegated entirely to the secondary-school
principals in 45 per cent. (See Table 35.) Practices vary
considerably over the country. For example, in Highland
Park, Mich., all libraries in the city schools are under a head
iiiharian and a library boud appointed by the superintend,-

;
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*ADMINISTRATION AND SUPERVISION

ent who are directly responsible to him in the performance of
their duties. Funds are sewed from the county, ai well as
from regular appropriations, by the board of education.

In many cities, a close relationship exists between the
public library and the public schools. In Bayonne, N. J.,
while the free pfiblic library is not an integral part of the
school system, its resources are placed at the service of the
public schools. In Cleveland, Ohio, the board of education
and the public library have each contributed funds for the
purchase of books in the high-school libraries. The equip-
ment and rooms are supplied by the boards of education,
while the supervision and the majority of the staff salaries
have been furnished by the public library.'

In Erie, Pa., a board of library trustees, with a head li-
brarian, has been created for control of the public library.
This board is made up of five citizens chosen by the board of
school directors, the president of the board, and the superin-
tendent of the schools. In addition to the branches of the
public library established throughout the city, there is
library in every elementary school provided from the fund
appropriated in the library budget and administered by the
extension department of the public library. School .1i-
brAries in junior and senior high schools have no connection
with the public library, but are maintained as one of the
school activities and supported from school funds. The
public library and its branches are financed from school
funds. The board of library trustees makes up its budget
each year to cover the amount recommended for the following
year. This budget is then submitted to the board of school
directors for approval.

The management of eafeteria8.Only about 71 per cent of
tile secondary schools for which data were available reported
cafeterias. Cafeteria service is found most frequently in
schools of the larger systems. Superintendents reported
that the central office assumes complete control in only about
18 per cent of the systems, whereas they reported that com-
plete responsibility is delegated to principals in nearly 34 per
cent of the systems. Other agencies bear the responsibility
in about 12 per cent of the schools.

Boat at the Superintendent et School, Senior
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CHAPTER VII : CLERICAL SERVICE IN SECONDARY
SCHOOLS

I. THE CLERICAL SERVICE PROVIDED

The general eitilation.-Among the obstacles to an adequate
organization for supervision in secondary schools most fre-
quently reported by educational officials are the teaching
load carried by the principal and his burden of routine and
clerical duties. Although a thorough-going study of office
practices has already been made and reported,' it was essen-
tial that the issue of clerical assistance be considered in this
investigation along with the other factors contributing to the
problems of organization for supervision.
TABLZ 36.-Percentages of secondary schools for which clerical assistance

is reported and the median number of clerks supplied

4

Group, region, and type of Embed

Percentages of schools reporting
clerical assistance-

Group:

il

Yes
Clerical
sundaeNo (in fulitime
clerks)

4

Region:
PAIL
Middle West
South
West

AU dty b schools combined
Comm i ¶ illips_ebools
Conn .....
Rural i i i t orisools
T s I high schools_ ea
U WO, high lebOOk........ O. II

All MdspssdsM secondary schools combined_ _

e

96. 6
88. 8
81. 7
66. 3

83. 0
81. 4
90. 0
911. 0
86. 4
39. 0
38. 0
22. 9
30. 0
$18
34.

3. 4
11. 2
18. 3
84. 7

17. 9
11 6
10. 0
2.

11 6
IL 0
610
77. 1
70. 0
64. 2
65. 7

1 0
L 6
1. 3

. 9

. 7

. 6

. a

. 6

. 6

.

In cities of more than 100,000 population clerical assist-
ance is furnished in all but 3.4 per cent of the secondary
schools, whereas in cities of leas than 10,000 population
clerical assistance is supplied in approximately 65 pir cent
of the schools. (See Table 36.) In die Wait clerical aid

I Resifts, W. C., and Wagner, R. C., Office Pastime In ensondary Iednestion. Mop,
IAldlaw Bros., 1939. 240 pp.
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ADMINISTRATION AND SUPERVISION

is given in 98 per cent of the schools. Only about 34 per cent
of the prilicipals of independent secondary schools have re-
ported that clerical assistance is furnished them, a condition
no doubt affected by the size of school when one compares
city school systems with the independent high schools.

Number of derk8 provided.The median number of equiva-
lent full-time clerks is 2 in cities of Group I, as compared with
0.9 in cities of Group IV. (See Table 36.) The smallest
number of clerks is supplied to Principals of Southern schools
while the principals in schools of the West are given the most
assistance. The principals of the different types of independ-
ent secondary khools are on the average furnished only
slightly more than the services of a clerk for half time.

The size of schools is important in detérmitting not only the
number of clerks needed but also the number furnished. The
coefficients of correlation between the number of cleas fur-
nis6d secondarl-school principals and the size of the school
(as measured by enrollments);Bwere 0.79 fgr city schools and
0.8 for independent secondary schools. City schools N;rith
enrollments of fewer than 500 have a median of 1.2 clerks;
for schools of 500 to 1,000 the median is 1.4; for schools of
1,000 to 1,500 the median is 2 ; and the median school with
more than 1,500 pupils has about 3 clerks.

&kiting clai Data presented in Table 37 show both the
officials by whom clerks are selected and also the officials to
whom they are responsible in the performance of their duties.
Superintendents are reported as having the most responsibil-
ity for the selection of the clerical workers in cities of less than
10,000 and leat responsibility in cities of more than 100,000
population. In the West superintendents are reported es
selecting the clerical staff for about 19 per cent of the schools
as compared with about 28 per cent in the Middle West and
31 per cent in the South. Principals choose the clerks in
from 36' per cent of the schools in cities of Group I to 59 per
cent in Group IVP, and they assume least responsibility for
this function in the East and most in the South. A civil
service commission chooses the clerks for about 15 per cent
of the schoiols in cities of more than 100,000, and in about
5 to 7 per cent of the ichools in the Middle West and East.
The school board assumes the responsibility chiefly in the

(931

a
;ft4i



NATIONAL SURVEY OF SECONDARY EDUCATION

cities of more than 100,000 and in the East, whereas the busi-
ness manager has the responsibility more frequently in largest
cities and in the West. Although the data are not presented
in tabular form, it should be asserted that superintendents
assume somewhat moie responsibility for the selection of the
clerical staff for secondary schools with enrollments of fewer
than 1,000 than for schoolp of more than 1,000 enrolhhent,
whereas principals seemingly are delegated somewhat more
authority for schools with enrollments of fewer than 500 than
for those of any other size.

TABLE .ages of clerks for secondary schools selected by various
officials and percentages of clerks responsible to each of several types
of officials, as reported by secondary-school principals

Group Region
All
dty

tchoo
corn-
blued

lade-
pend-

ent

ond-
ary

schools

Agency
I II III IV c.

...

8. W.

...._
1 I I 4 5 S 7 s 11

,

Selected by-
Superintendent_ 22.5 25 6 23. 3 2& 6 22. O 77. 6 7 l& 8 24. 1 V
Assistant superintendent. _ _ _ 2. 7 1. 3 ___ .. _ ____ . 8 _ L 6 4. 2 1. 0
Principal 3& 0 53. 9 67. 2 59. 4 47. 0 0. . 7 52. 1 53. 5 NJ
Business manager 3. 6 & 4 1. 6 1. 5 . 8 & 8 ' 2. 7 ..........
Civil service commission_ _ _ _ _ 15. 3 _ _ _ __ _ _ & 1 4. 5 7. 0 8. 3 5. 1
School board 2.1 6 2:6 6.-9 9. 4 17. 4 7. 0 6. 5 4. 2 8. 1 4
Others_ _ __I 7.2 1043 2.6 _____ 6.8 1.6 1.6 6.3 5.5 1

Responsible to--
=intendant _ 9 1.3 &O 1&8 13 7.1 119 2.1 &7 JO

Schoortard
Others

96.4

2.7

93.6

& 2

'1.4

2.6

79.7

p1.6

9&5

2.3

0

3.9

9

3.2

95.8
____
2.1

.............
913

&O

X
a
1

i ,

In more that half of the 369 secondary schools for which
data are available the principals reported that they are
responsible for the selection of the clerical staff. The reports
also indicatied that superintendents are responsible in abóut
24 per cent, school boards in 8 per cent, and civil service
commissions and business managers in about 8 per ce.nt.
The principals of independent secondary schooli select the
clerks in 95 per cent of the rases and the school board in the
remaining 5 per cent.

Responsibility of clerks.-According to the reports of prin-
cipals, clerks are responsible to secondary-school principals
in more than 90 per cent of the 369 schools for which data are
at hand. (See Table 37.) In the larger cities the percentage
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ADMINISTRATION AND SUPERVISION

of systems in which clerks are responsible to the superin-
tendent is less than in the smaller cities and the Percentage
of systems in which clerks are responsible to principals in-
creases as the population of the cities increases. Differences
among the geographical regions are smaller than among
the population groups. In the South the percentage of
systems where the clerks are responsible to the superintendent
is about 15 per cent as compared with 'only about 2 per cent
in the East and West. In the independent secondary schools
the clerks are responsible to superintendents in 27 per cent of
the systems and to principals in 70 per cent of the systems.
A portion of -the 27 per cent may be explained by the fact
that the L.] trative head frequently is referred to as
either superintendent or principal.

Clerical asiti.Atance to stall member8 employed in whoa&
More than 62 per cent of the principals reported that the
clerks assist teichers and .other staff members. (See Table
38.) The percentage of clerks rendering this service increases
as the populatihn of the cities in whic s schools are located
increases. In cities of, more than 100,1 i population, M5
(72 per cent) of 491 principals reported that clerks give time
to teachers or administrative office,. In schools of the
South approximately half of the principals indicated that
deric assiitance was given administrative staff members as
compared with 86 per cent in the West. Clerical assistance
not only.is mire frequently supplied to principals of secondary
schools in larger cities and the West but is also more fre-
quently ftirnished other administrative officials.

DOA not presented in tabular form in this report indicate
that a princiPals who reported that clerks devote time to
administrative staff members, 67 per cent indicated that
teachers were giv assistance, 28 per cent indicated that the
amistant principal was given assistance, 17 per cent stated
that the department heads were furnished aid, about 11 per
cent stated that deans ireoeived assistance, and nearly 8 per
cent reported that counselors were given some clerical aid.
In a- few instances principals reported that directors of
attendance, directors of guidance, school nurses, and super-
visors received some clerical assistance. Teachers are given
clerical aid most frequently in the smaller cities. .
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ADMINISTRATION .,AND SUPERVISION

to the school board and to the superintendent of elementary
schools. When they serve such officials they give about 30
per cent of their time to this work.

Service given by clerks to other persons or agmeie&Only
about 5 per ceni of the principals of city systems and only
about 3 per cent:of the principals of independent secondary
schc;O41 with clerical assistance reported that their clerks
render service to persons or agencies not responsible to either
the principal or the superuitendent. Tge reader interested
can note in Table 46 any significant variations by population
groups or _regions. D.
TABLE 39.Median amount in dollars spent for clerical assistance duri4

school year 1928-30 by the secondary schools reporting

Group, region, and type of school Number of
reports

Number of
dollars
spent

Group:

Region:
East
Middle West
South
West_

Enrollment..
mes' than Mk

600-089
1,000-1,4910*

.....
2,000 and more

Ail city lobo* combined
trolsoboole.

Union high
All isidependmit amodery schools combined:

`RI

..... .. .... -

104
79

145
139
71
46

109
70
71

401
42
81
sa
ao
76

282

1, 538
1, 179

818
434

1, 021 ,

786
Kt2 :

1, 583

399
936
wo

2r 250
34 312

932
350
302
258
300
297
308

Amount expended for ckrical write. The median number
of dollars expended by secondary schools for clerical assist-
ance in 192940 varied considerably not only within 'the
different population groups, but also within the different
geographical regions and schools of different sizes. (See
Table 39.) As one would expect, schools in the largest cities
and with the largest enrollments spent most for clerical aid.
4aong the geographical regions schools in the West reported
thip, greatest expenditure,. The amounts expended in the
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NATIONAL SURVEY OF SECONDARY EDUCATION

independent secondary schools were considerably toss, due
no doubt to the small enrollments of these schools. It
might be suggested that it. would be good economy for many
systems to spend more money for clerical assistance in order
that the secofidary-school principal may devote more of his
time to administrative and supervisory matters of greater
importance.

4

t. SECONDARY-SCHOOL PUPILS SERVING AS CLERKS.

The general extent of use.--Secondary-school principals
often attempt to provide for additionál clerical aid through
the use of pupils and teadhers. Of the 461 principals report-
ing, 281 (61 per cent) indicated that pupils are utilized for
performing clerical duties. (See Table 40.) It may be noted
that relatively small differences exist in these reports between
the various population groups and geographical regions.
Liketvise, differences in schools of various sizes are relatively
small exc,e_pt for schools of more than 2,000 enrollment,
where but cases atrit reported. Pupils are used in about
55 per cent, of the independent secondary schools.

As one might expect, the number of pupils utilized for
giving clerical assistance to secondary schools varies in pro-
portion to the population of the city and the size of the
school. (See Table 40.) As the population of the city in-
creases and as the size -of the school increases the number of
pupils utilized for giving clerical assistance also increases.
The médian number of pupils giving aid ranges from 5.3 in
schools locaied in cities of Group IV to 13- in schools located
in cities of Group I. The median number of pupils used in
eastern and western regions exceeds by about throie or
four the median number used in the secondary schools of the
Middle West or the South. Fewer pupils are used in the
independent secondary schools, but these schools, it should,
be remembered as pointed but in Chapter I, are coAsiderably,
smaller than the city% secondAry schools used in this study.

[ 98 ]
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ADMINISTRATION AND SUPERVISION

TABLE 40. Provision for the use of pupils and teachers for giving xierical
assistance in secondary schools

Group, region, and type of school

Use of pupils Use of teachers

Per cent
of

schools
Median
number

Group:

III
IV

Region:
East
Middle West
South
West

Enrollment:
Less than 500
4500-9E+9
1,000-1,499
1,500-1,999
2,000-2,499
More than 2,500

All city schools combined
Independent secondary schools...

3

Median
number
of hours

Pei cent
of

schools

Median
number

Median
number
of bours

57.5 119 2&9 37.5 7.5 8. 8
69.2 10.9 J&O 40.2 19.0 7. 1
58.3 9.0 '12.2 38.1 11. 3 7. 3
61.3 5.3 13.9 39.0 &8 4. 3

59.0 11.6 14.8 39.4 15.5 6. 3
58. 1 - 8. 9 14. 6 38. 0 17. 5 8.0
61.7 7.3 14.2 3&3 7.1 6. 9
74. 1 10. 0 24.0 3& 9 4. 2 10.8

569 5. 9 9. 6 38.1 6. 8 5. 3
59. 1 7. 3 15. 0 38. 3 17. 5 7. 3
86.6 13.5 27.5 48.4 31.3 6. 8
57. 1 12.7 M. 0 25. 0 7. 5 20. 0
92.9. 10.5 30.8 46 7 47.5 12.5
75.0 21.0 37.5 14.3 67.5 2. 5
81.0 7. 9 19.7 38.0 10.8 6 7
5&0 3.6 7.7 2&0 2.8 3. 2

Number of hours of clerical service given by pupils each
week .-Just as the number of pupils utilized for giving clerical
assistance increases with the size of the citi and enrollment
of the school, so also does the median number of hours of
service given each week tend to increase as the size of city
increases and as the schools become larger. In cities of
Group I principals receive clerical aid from pupils equal to
the services of one person for about 3.4 8-hour days per week,
whereas principals of séhools in Group IV receive from pupils
clerical service equal to only about 1.8 days per week. These
data are shown in Table 40 in terms of number of hours of
service.

Methods of cant :,s 'ng pupils for clerical assistance.-Of
the 256 reports m city school principals concerning the
methods used for compensating pupils for their clerical
services only 12, or 4.7 per cent, indicated that money was
paid. Credit in business courses was reported in almost
two-fifths of the schools; office experience, which in some
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NATIONAL SURVEY OF SECONDARY EDUCATIONs

instances was required for graduation from the commercial
course but which usually was considered meiely as desirable
experience for pupils, was reported in about 10 per cent of
the caioes, activity awards of citizenship merits in 12 per
cent; and nothing but a " thank you " was reported by almost
a third of the principals. In the larger cities and schools
pupils more frequently receive office practice or activity
awards for their services, whereas in the smaller schools, they
more often receive money or credit in business courses.
These data are presented in Table 41.

Tams 41.--Percentages of secondary schools using various metkods ofcompensating pupils for clerical .,.ance given

A

Group:

II-

Pi'

011los
=pod-

MOO

No
COCO-

ULM

7

L S1 3.1 $4.4 11.11 115 311LS 36.3 14.0 11 3 SS.64 111 46.8 l& 3 11 1 22.2
4. 11 1. 6 a. S. 4 39.Raglan:

last
Middle West
Booth
West
city

achoob

Canbi-
motion

meth-
ads

L
& 3
L 4
4.

3b 5 47. 1 tI 12.6 29.9 1 3& II 3.6 316 1LS 119 30.6 L 24. 3 14.9 11 2 4.3 K2 4. 31 7 7 2L 6 & I 10. & 110 17 V., 12.1 10.5 31.6 / 1
L.2 114 XI &11 &2 26.6 6. 3

3. TEACHERS AS CLERKS
O The general extent of use of teachers as clerks. 117- the 461

principals reporting the use of teachers as clerks, 175 (38
per cent) indicated that teachers were utilized for performing
certain clerical and routine duties. Relatively mall dii
ferences exist either among the population groups or among
the geographical regions. In no case is the difference' among
groups or regions more than 4 per cent. Teachers are utilized
in about 28 per cent the indepeildent seems schools.

Numbers of teacAers toed as derks.-The median number of
different teachers called on to give clerical assistance ranges
from 7.5 in cities of Group I to 19 in Group H and from 4.2
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ADMINISTRATION AND SUPERVISION

in the West to 17.5 in the Middle West. (See Table 48.)
In general, the number of teachers so used increases with the
size of the secondary school. Facts not reported tabularly
show that the number of teachets. assigned clerical duties in
independent secondary schools ranges from 1.8 in rural high
schools to 3.3 in township high schools with a median for all
independent secondary schools combined of 2.8.

Numbers of hours of clerical service given by teachers each
week .Tbe median number of hours of clerical assistance
given each week by teachers for all groups and regions was
reported as 6.7 hours, which is less than the service of a clerk
for onZ3 day. The larger schools receive slightly more clerical
aid from teachers each week but in general the differences
among the different groups and regions are rather small. (See
Table 40.) Teachers in independent secondary schools are
required to give even less clerical assistance than are teachers
in city schools.
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CHAPTER VIII : PLANS FOR COORDINATING THE WORK OF
SCHOOL SYSTEMS

1. THE PROBLEM AND THE PRESENT INQUIRY

"The great problem in education on the administrative
side is how to unite these different parts." i The problem
that constantly confronts any enterprise in which a large
number of individuals are working at various tasks and in
which all employees are contributing to the accomplishment
of definitive ends is that of cogrdinating effort so that desired
results may be forthcoming in the most economical and
effective manner.

A few years ago an extensive report appeared that indicated
the progress that was being made in articulating the activities
in the various units of American education.2 The issues and
methods in use for articulating secondary education with
the other divisions in public schools were well set forth. In
the present chapter the manner in which the school districts
canvassed undertake to coordinate the work of the various
secondary schools operated in the school systems and to
coordinate the work of the secondary schools with that
carried on in the elementary schools and in the central office'
are to be presented. The devices and methods used in the
several ndary schools to develop cooperation among the
staff mem engaged in the various activities of the school
will also be presented.

It PRINCIPALS COOPERATING WITH THE CENTRAL OFFICE

The reports of superintendents in about a fourth of the
returns (277) reveal no plans through which principals of
secondary schools may coòperate with the central office in
formulating policies or standard practices. (See Table 42.)
As one would expect more specific plans for cooperation are
to be found in the larger cities.

Dewey, John. The School and Society. The University of Chicago Press, 1899, p.
I The Articulation of the Units of American Education, Seventh Yearbook, Department

of Superintendence, National Education Association, 1929.
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ADMINISTRATION AND SUPERVISION

TABLE 42.Percelaages of staff members ryorting various plans whereby
staff members cooperate with the centr office.* in the formulation of
policies and practices

Plan

None
Meetings of principals
Occasional oonferenoes
Cabinet or council of principals
County, State, or 1 principals' or

teachers' associati -
Principals' clubs
Committee of principals
Committee of teachers chosen at large
Faculty meetings.
Group or department meeting'
Conferences with administrative offi-

cers
Teachers' council
Other plans_

Reported b4

1 1

(27),
2

(448)
3

(28)
4

(57)

I 3 4 i

25 53 21 35
35
18 15 21 11

7

1

2
4

12 5
6 -___ _ 12
4 .___ _ 2

6 6 50 31
3 4 ___..

2 __ ___. 4 5

5
(101)

6

38

12

3
13

1

77
3
3

37

7

2

8
10
3

30°
IN 1 41Mo VD

3

7

(144)

8

8
(22)

49 40

13

3

8
5
4

17
1

5

5

5

24
.....

4

IS

7

7
7

14
M.

13

I The staff members designated by tbese numbers are as follows: 1. Superintendent ofschools; 2. Secondary-school principals; 3. Assistant superintendents; 4. Directors of subjectfields; 5. Supervisors; 6. Assistant principals; 7. Heads of departments; S. Deans; 9. Coun-selors.

NOTZ.The numbers in parentheses are the numbers of staff members reporting.

The method employed in the largest propoition of the sys-
terns is that of holding meetings of principals either at stated
intervals or on the call of the superintendent. In the larger
systems these meetings are usually definitely scheduled but
in the smaller cities they frequently assume the form of con-
ferences between the superindendent and one or two princi-,
pals to discuss problems relating to administration and super-
vision. Superintendents have reported the occasional coil-
ference as being an important method by which principals
may pfrticipate in the formulation of policies and practices.
Cabinets or councils of principals, principals' clubs, and
principals' associations are reported in some of the larger
cities.

In San Diego, Calif., there are general councils of super-
.visors and principals, a "Council of Coordination and Guid-.

ance," curriculum councils at the secondary levels headed by
secondary-school principals, and a " Council of Secondary-
School Principals,"
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In Hartford, Conn., a principals' club is in operation com-
posed of the superintendent, the three high-school principals,
and the nine district elementary-school principals. This
organization meets once a month and discusses the problems
affecting the general management of the schools.

Committee or council organizations are frequently reported
as the means of developing cooperAtion between the schools
and the central office. From the data gathered and from
observation one is led to believe that these conferences or
committee meetings are largely of the kind in whichdiscussions
center about issues that have currently arisen, that have
caufied mistmderstandings, or that are leading to friction.
It is rare to find, except in the case of the committees on
curriculum construction, wiministrative committees that are
organized primarily to create and to project standard practices
that will serve to coordinate school services, and that will

'bring about cooperation tmong the divisions of the schools
and between the schools and the central office.

S. STAFF MEMBERS COOPERATING WITH CENTRAL OFFICE

The administrative and supervisory staff me.mbers of both
the central offices and the secondiry schools also reported
on the ways and means used to develop cooperation among
the schools, among their administrative and supervisory
officers, and between the schools aid the central offices.
Plans for such cooperation were not reported by large pro-
portions of these various officials. (See Table 43.) Twenty-
one per cent of the assistant superintendents reported no plan,
and direc of subject fields, supervisors,- assistant princi-
pals, and unselors indicated no plan in from 33 to 38 per
cent of the cases. Faculty meetings and individual contacts
with various administrative officials appear to be the most
common means through which these staff members are ex-
pected to develop cooperative attitudes toward the central
office. .

4. COORDINATING ACTIVITIES WITHIN THE SCHOOLS

Reports received from 411 principals (not indicated in the
tabulations) in city school systems in which two or more sec-
ondary schools are operated yield only 31 cases in which some

( 104)
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specific plan is in operation whereby the several prinCipals

of a system may cooperate in the coordination of their work.
The study of practices in individual schools corroborates
this finding and reveals that where cooperation is developed
it is through the superintendent's office. Cases were found

during visits in which the high-school principals of the cities
referred to rarely met each other in professional business, and
instances were noted in which the junior high school principal
and the senior high hthool principal were outspoken in their
disagreements concerning the admiidstrative policies that
controlled the operation of the other school. In one instance
the superintendent was not full aware of the situation and
in the other, because of local conditions, the superintendent
believed it unwise to create a more difficult situation for
himself by bringing the issue to a head.

TABLE 43.Percentagezmt staff members reporting various plans for
. cooperation with s ry-school principals in the formulation of
polsciss and practices

Plan

Reported by

2
(46)

8
(90)

4
(58)

6
(24)

7
(10

None
°motional conference
County, or local principals' or Watchers'

Committee of teachers chosen at large
Faculty meetinp
Group or department

contact with 'Allah% officers_ _

Teachers' come
Other plans a

82

4
2

1
2

4

24
2

2
11

2
6

17

7

34
2

3
16
23

13

5

38

2

33

7

10

33

9
11
18

8
2

15

4
13
17

20

12

7
13

21

20

I Tbe staff members designated by these members are as follows: 1. City secondary-school
KWd. pals and princ=inosi independent secondary schools; 2. Directors of subject fields;
& Supervisors; 4. . . i il. Heads of departMents; 6. Deans; and 7. Conn-
selors.

Non.The numbers in parentbeies are tbe numbers of staff memben reporting.
a

THE COOPERATION OF TEACHERS IN FORMULATING POLICIES AND
PRACTICES

In his extensive study 'of supervision Melby noted that
high-school teachers were more inclined to express the belief
that they had no regponsibility for the school organization
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than did the elementary-school teachers.3 He also found inthe same school systems little agreement among different
respondents concerning the conceptions held by secondary-
school teachers to the administrative responsibilitim that the
executives expected them to assume.

The present investigation made no canvass to ascertain theplans provided in the secondary schools for soliciting the
cooperation of teachers in the formulation of policies and
practices to govern the school activities. Responses on thissubject were received from principals and the various super-visory and administrative officials employed in the schools.The plans most frequently mentioned through which teachersand staff members of secondary schools are brought togetherwith a view to developing cooperation are the teachers'
meetings and special committees of teachers. Yet the facultymeeting as a means of providing teacher participation in the
formulation of policies was reported by only 46 of the SW
principals registering responses. (Sée Table 43.) In theminds of the other administrative officers of a school, faculty
gatherings appear as a very significant means of providingthe opportunity to teachers to participate in the adminis-tration of the school. Group and departmental meetings,
meetings with other staff members, and the .teachers' council
are mentioned less frequently. 44)

In Oakland, a secondary-school committee exists for the
improvement of instructioix. This committee, as in the caseof similar committees ofelementary-school teachers, is held
responsible for recommendations concerning problems ofadministration and supervision. The action taken is'passedon to a committee of principals for further considerationand then to the superintendents' council. When the policiesinitiated by teachers' committees are approved by the

.superintendents' council, they are introduced.
An example of one of the most highly organized forms'ofa teachers' council is found in New Britain, Conn. In

1)falby, E. O. _Omaha:Jon and Acinalnistrstilos of flInpirvtion. Bloomington, 111.Pub& School Publishing Co., 1924 p. U.
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ts

1920 the school committee of the New Britain schools voted
to establish a teachers' council it2 order

,

To secure a more active and effective participation of the teachers
in an advisory capacity in the professional direction of the schools.

To furnish the teaching body sa definite and organized means for
conference with the school committee or for the expression of its senti-
ments or judgments with reference to questions of school policy.

To encourage professional improvement through the study and dis-
cussion of important problems of education and school management.

To develop the sense of solidarity of the teaching body, and an in-.

creasing appreciation of community of interest and responsibility
among all teachers of all grades.
'To afford the largest possible opportunity for initiative on tne part

of the teacher.
The council is composed of 45 members at present chosen

so that 9 representatives and the principal come from the,,,.
senior high school, 12 representatives including the princi-
pals come from the junior high schools, 1 representative
comes from each elementary school with an enrollmënt of
fewer than 500, and 2 including the principal from each
elementary school with an enrollment of 500 or more.
One representative is chosen from among the general super-
visors. The superintendent is an ex-officio member. The
council organizes and chooses a committee of conference,
the function of which is to make contacts with the school
committee and to "communicate to them the sentiment
and judgment of the council" pertaining to many definitely
specified problems of school management. Regular meetings
are held monthly and special meetings may be called by the
executive committee of the council. A plan of this nature
provides for direct contact of teachers with the administra-
tive and supervisory staff, the school committee, and the
superintendent. It enables teachers to make known their
needs and desires through their council It gives pachers a
direct voice in the determination of mauy.policies relating to
their work. On the other hand, inasmuch as its contacts
are made largely with the school board it mats possible a
type of direct contact between the teaching staff and the
board which may not be desirable.

104n
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6. INADEQUACY OF DATA

The brevity of this chapter can be no indication of the
importance of the topic considered. The study of the data
gathered, the analysis of actual situations, and the reviewof the literature available lead one to conclude that the
most baffling of the public-school problems continues tocenter about the articulation of services, the coordination ofeffort, and the cooperation of employees. Whether thisobtains because of inherent limitations of the tjpe of organi-
zation that has been created for the administration of public
schools in America or for other organic reasons, the data
available do not disclose.

This study of the organization for admiiiistration and
supervision in secondary schools does, however, bring intoclearer focus certain issues that need more intensive investi:
gation. An analysis of any plan to achieve an eqd in onephase of adminOtration can hardly be properly ,valuatedexcept it be studied in its relationship to the organizationtaken as a whole and in relationship to the personnel em-ployed. The need is for extendid experimentation andstudy in order that principles may be evolved for the more
effective mutual cooperation by members of the staffs of
the schools.
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CHAPTER IX : TIME AVAILABLE FOR ADMINISTRATION
AND SUPERVISION

1. THE SOURCE OP DATA IN THE STUDY

A significant measure of the possibility of effectiveness in
administrative and supervisory services is the time devoted
to the actjyjtiies, by the staff members responsible for them.
It is difficult, however, to ascertain accurately the time that
a superintendent, principal, supervisor, or any other staff
member allocates to a specific task or to the more important
duties of his office. The work of school officials varies from
day to day and from semester to iiemester, and even though
each day's work may be budgeted in a most precise manner,
a comparison of reports of the actual time devoted to any
one duty by any group of officials may be subject without
intention to gross misinterpretation. Yet, despite the
obvious limitations, it.is believed that some light is thrown
on the problems of administrative and supervisory organ-
izatio'n by a study of the time school officials devote to their
various duties.

S. TIME DEVOTED TO DIFFERENT SCHOOL LEVELS BY
A SUPERINTENDENTS

Superintendents and their associates perform many duties
and functions for which there is no simple way of allocating
the time to the various school divisions. For example, what
part of a superintendent's time devoted to budgetary prep-
aratiop should be charged to the secondary school? Never-
theless, serious attempts were made by the various staff
members represented in this investigation to provide on
the inquiry forms a statement of the manner in which their
services were assigned to the major school divisions. 9(See
Table 44.) A review of the data made available indicates
that superintendents devöte less attention to elementary
schools than to secondary schools. As Khoo) ostems in-
crease in size, the secondary division appears to receive
greater attention. As concerns secondary upita the atten-
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6

tion of superintendents appears to be about equally divided
between the junior high schools and senior high schools.

TABLE 44.-Median percentages of time reported as given to the different
school levels by administrative staffs of central offices

A

Officers represented Elementary Junior high Senior or
echool school year

high school

Group:
I ,

III
IV

Region:
East
Middle West
South
West

All superintendents
Directors of sub ect fields
Assistant t'uperintendents
Supervisor&

2

31. 2
31. 5
41 5
47. 7

48.4
39. 1
31. 5

3
40. 1
22.7
11.0
43.9

3

22.0
21. 3
23.0
23. 1

23. 1
22. 8
21. 7
22.9
22. 7
30. 2
30.8
2& 4

Other forms
of oduca-

tional
activity

21.3
18.5
22.4
23. 7

21.7
22. 5
24. 2
23. fi
22.7
28.2
25. 5
24.0

24. 5
2& 4
12. 1
13,3

10. 8
18. 2
22. 2
11. 9
18. 3
1&8
21.0 /
8.0

a
I Medians, when tabulated from frequency tables, vary somewhat in accordance with thescale used in the tabulation. When the percentages of time devoted to tbe different levelsde tabulated, the sum of this median amounts devoted to each level approximates but doesnot always equal 100 per cent.

Five tendencies stand out with respect to the time devoted
by the superintendent to the various school levels:

(1) The larger proportion of time devoted 'to gementary education
in the smaller cities.

(2) The smaller proportion of trmè devoted to other forms of educa-
tional activity in the smaller cities.

(3) The larger percentage of time devoted to elementary education
by superintendents of the East as compared with other regions.

(4) The larger percentage of time devoted to other forms of educa-
activity by superintendents of the South as compared

with *other regions.
(5) The approximately equal proportions of time reported as given

to junior high school and to senior or 4-year high schools by
superintendents of all groups and regions.

e following statements summarize the more significant
fac regarding the time devotedAso the various school divisions
by directors of subject fields, assistant superintende0s, and
supervisors:

(1) The relatively small amounts of time devoted by directors of
subject fields and by assistant superintendents to elementary
education as compared with the proportions given by super-
intendents and supervisors.

(2) The large amount of time devoted to elementary schools by
supervisors.
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ADMINISTRATION AND SUPERVISION

(3) The approximately equal distribution of time by oach of these
I administrative officers to junior high schools and to senior

or 4-year high schools.

8. SUPERVISORY ACTIVITIES OF SUPERINTENDENTS

Supervision by superintendents.A probable implication
of the evidence just presented is that superintendents super-
vise instruction more frequently in the smaller cities and
in the East than in cities of other groups or regions. It is
almost certain that, as the size of the city increases, the time
available for supervision by the superintendent decreases.

Facts not presented tabularly show, as might be expected,
a teudency for superintendents of cities with fewer secondary
schools to supervise instruction more often than in systems
with a larger number of schools. The median number of
secondary schools in all systems where superintendents re-
ported that they supervise instruction is less than three apd
the number of schools in' systems where ito personal super-
vision is reported by superintendents is about four,

Responsibility of superintendents for supervision" in ele-
mentary as compared with secondary schools.Of the 222
superintendents who reported- that they actually performed
supervisory duties and functions only/47 reported that
their resonsibilities differ for elementary antior seCOndary
schools. Of these 47 who report different responsibilities,
35 reported that they give more detailed attention to ele-
mentary schools; 10 reported that the-y give more detailed
attention to secondary schools, and' 2 reported different
responsibilities with no indication as to the school level
receiving the most attention. Secondary-school principals
are often delegated more responsibility for supervision than
are elementary-school principals. Sometimes this is due to
the fact that they are better qualified to, supervise, but in-
most cases it is becausethe elementary-school units are small
and the principals teach full time and are unable to assume
supervisory functions. There are also superintendents who.
are of the opinion that *h-school teachers need less super-
vision. On the dther hálad, superintendents in 410 systems
devote more time to the supervision in secondary schools
due to the fact that the supervision of elementary schoolii is
dei :01 ated largely to assistant superintendents, to general
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NATIONAL SURVEY OF SECONDARY EDUCATION

supervisors, or to directors of special subjects. In a few
instances superintendents have reported that secondary-
school teachers need more supervision and that they are more
difficult to supervise than are elementary-school 'teachers.
In general, however, the supervisory responsibilities assumed
by superintendents are the same for both levels. When
different, there is some tendeli , Eelegate more responsi-

. bility to principals of secondary schools.
Types of supervisory activities assumed by superintendents.

The *supervisory activities reported to be performed most
frequently by superintendents are: Classroom visitation,
conferences with teachers, principals, or suPeryisors; general
activities relating to supervision, teachérs' meetings, and the
administration of tests. (See Table 45.) The supervisory
activities tabulated from responses by the 182 superintend-
ents reporting are seldom listed singly but usually in com-
binations of two or more activities which, taken together,
may be thought of as types of supervisory programs. How-'
ever, it is not the purpose of this project to show the nature
of supervisory programs. These will be reported in Part II
of this monograph, prepared by Roy O. Billett.

TABLE 45. Number of times various actiVitas rekaing to supervision
were reported by the superintendents of 182 city systems

Activities
Times

reported
Classroom visitation 75

Conferences
With teachers
With principals
With principals, teachers, and others

Supervision (general);-\_

Supervision of particular classroom problems

-

Supervise methods of teaching
Suggest changes in room conditions.,
Aid in selection and use of material
Aid in making assignments
Suggest methods of presentation
Aid in disciplinary problems _ _ _ _ _________________
Develop aims and objectives
Plan lessons
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ADMINISTRATION AND SUPERVISION

TABLE 45. Number of time8 various . activities relating to eupervision

were reported by the superintendents of 182 city systemContinued
Times

MoonedActivities
Adininistration of tests__ 0011/ .............. 01041M411000..000..00.

Demonstration teaching 13

Supervisory activities conducted outside of classroom_ _ _ _ _ _ 45

Hold teachers' meetings 20

Write bulletins and the like 9

Suggest and direct professional reading
Hold council missions 3

Lecture on ation_ _ 2

Discuss, teaatir's work with individual teacher 17

Advise on social relations of teachers 1

Organization and administration of supervision 8

Plan supervisory program 3

Direct supervision 3

Organize supervision 2

Determine policies for supervision 1

Activities listed by superintendents, as part of their supervisory
duties 56

-
Construct courses of study 18

Construct currictilumi 8

Give remedial treatment a

Inspect teaching__:* 5

Rate teachers 3

Select textbooks 3

Schedule claiies 4

Teach classes 2

Condyct research 2

Make reports...__. 1

Conduct health activities 1

Perform commitUr work 2

Classify 2

Visits to oChoois by superinlendent8.Schoo1s in smaller
cities are visited much more frequently by suierintendeas
than are schools in larger cities. (See Table 46.) The

reisons for Ithis may be numerous but the most important
one, as indicated. from the data, is that superintendents in
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larger systems report visits to schools of all types less fre-
quently than do superintendents in smaller cities; the greater
number of schools in larger systems makes it almost impossi-
ble for superintendents to visit all schools so frequently as
do superintendents in cities with one or two secondary
schools only. Consequently, the number of times superin-
tendents visit secondary schools each year is likely to vary
inversely with the population of the city.

TABLE 46.Médian number of times superintendents visit schools at the
different levels during eazh year and the median length (in minutes) of
the typical visits

Group and region

Elementary
schools

Junior high
schools

Senior or 4-year
high schools

Num-
ber of
visits

Length
of

visits

Group:

IV
Region:

East
Middle West
South
West

Median of all systems eomt¡ped
First quartile
Third quartile

2

Num-
ber of
visits

Lenofth

visits

Num-
ber of
visits

Length
of

visits

3. 1 70 3. 8 98 5.0
8. 7 99 11. 8 95 13.0

21. 2 67 21.0 69 20. 5
31. 6 73 28. 0

_

16. 0 68 20. 0 6S
20. 2 73 16.0 83 16.4
22. 7 97 19.0 98 22.0
14. 0 67 14. 7 67 22.0
18. 9 70 16. 9 77 20.1
S. 0 47 8.0 45 8.3

38. 7 125 35.0 128 38.4

97
95
66
66

64
68
95
66
68
45

126

The differences amang the various geographical regions are
not large. Nevertheless, superintendents in the South
reported the largest number of visits per year to elementary
schools; superintendents in the East reported the largest
number of visits to junior high schools, and superintendents
in the South and West reported the largest number of 'visits
t,o senior or 4-year high schools. In Groups I and II super-
intendents visit secondary schools with slightly greater
frequency than they do the elementary schools, but in Group
IV superintendents reported that they visit elementary
schools slightly more often than they do the junior or senior
high schools. Howéver, the similarities among the number
of visits made to schools of the various levels are more sig.
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nificant than the differenQ,es. The data tend to show that
superintendents visit all schools with about equal frequency.
A fourth of the superintendents make no more than 8 visits
to elementary schools, to junior high schools, and to senior
or 4-year high schools during the year. On the other hand,
a fourth make at least 38 or more visits during the year to
elementary and senior high schools and 35 or more to junior
high schools.

Duration of typical visii8 made by superintendents .From
the reports of the 244 superintendents who s r lied data
concerning the length of their visits to schools of e different
levels it was found that the length of the median visit to
elementary schools of all groups was 70 minutes, to junior
high schools, 77 minutes; and to senior high schools, 68
minutes. (See Table 46.) The Jength of the visits ,ranges
from as few as 5 minutes to as long as 5 hours. The length
of the typical visit to the elementary schools seems to bear
little or no relation to the size of the cities in which the schools
are located, but superintendents in southern cities report the
longest visits to schools at all levels. The most significant
feature of these data is the fact that length of visits to ele-
mentary, junior high schools, and senior high schools does not
differ to any signifiçant extent.

Percentage of time devoted by superintendents to various
activities during 177:8118.---During the typidal visit to eleinentary
schools approximately 23 per cent of the superintendent's
time is spent in conference with the principal, approximately
14 per cent in conferring with teachers, about 9 per cent in

inspecting buildings and grounds, and about 50 per cent in

classroom visitation. In the visits to junior high schools a

slightly larger percentage of time is devoted to conferring
with principals and a slightly smaller percpnts, to confer-
ences with teachers or in classroom visitation. Visits to
senior high schools are made up even more largely of confer-
eiaces with principals and less of actual classroom visitation.
The approximate number of minutes deoted to certain
activities during a visit are as shown in Table 47. The most
striking conclusion to be drawn from the data is that only

I slight differences exist among the 'school levels as to the
41,
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percentage of time devoted by superintendents to all the
activities listed.

TABLE 47.Approximate number of minutes given by superintendents to
certain activities during typical visits to schools at the different levels

Activities during visits Elemen-
schools

Junior high
schoob

Senior high
schools

I
. I

1 I 3 4

Conference with .
16 21 19Conference with

rZhepr:is
i 9 10 10Inspection of records , 3 3 3Inspection of building and grounds 6 7 eClassroom visitation 34 33 28Other activities 2 3 3

Median length of visit (in minutes) 70 n 68

4. ACTIVITIES AND FUNCTIONS OF SECONDARY-SCHOOL PRINCIPALS

Percentage8 of time given to various activitie8.The amount
of time devoted to the many duties and functions by princi-
pals in secondary schools of different groups, regions, and
types varies considerably. The inquiry forms sent to
13rincipa1s of city and independent secondary schools requested
an estimate of the percentages of time devoted by principals
to each of eight duties listed in Table 48. The reports of
principals show a direct ratio between the median- percentage
of time devoted to administrative duties and the size of the
city. This is without doubt a reflecticin of differences in
the size of high schools as measured by enrollment. The
facts on size were reported in Chapter I. The median
percentage of tiro spent in'adrninifitrative chides by princi-
pal§ in Group I is 43.6 as compared with 26.9 in cities of
Group IV. On the other hand, principals of smaller cities
spend larger proportions of their time on clerical and routine.
matters. Relatively small differences exist among the
percentages of time devoted to public relations and to reseirch
activities. Principals in larger cities tend to devote slightly
more time to supervisory activities and to guidance. How-
ever, the differences among the median percentages of time\devoted to these activiti:.: for the various groups are hardly

markable.
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ADMINISTRATION AND SUPERVISION

TABLE 48.-Median percentages of time devoted to various activities and
duties by secondary-school principals

Principals
Ad-
minis-
trative

Merl-
cal

Publi
rela-
tions

Re-
search

4 a

Group:
I .

IV
Region:

East
Middle West
South
West

All city s h schools combined. _

Commani high schools_
Township h schools- _ _

Rural h ls
County high schools
Union high schools
All independent high schools

combined_ _

Su Teach Quid-
ing anoe

8

Other
tYPes

43.6 & 7 9.6 &O 26.9 2.7 10.1 3.1
43-3 4.8 &2 64 2&8 2.8 10.4 3.1
33-8 10.8 &8 &15 26.8 3.4 11.1 3.6
26.9 10.9 7.4 &9 24.6 13.8 9.2 3.1

35.0 9.3 7.0 5.7 29.6 3.6 11.0 3.1
41.8 10.2 9.1 6.3 24.8 3.5 &9 4
35. 0 10. 9 10.2 6.1 26.0 3.8 10.2 1

42. 5 6. 3 10.1 7.1 26. 3 1 7 12. 1 . 6
40.2 9.5 &5 7.2 26.6 3.1 10.0 3.3
24. 4 12.3 6.7 3.6 15.5 41.0 5.4 3.3
23. r 10. 2 7.7 4.4 17. 5 40. 0 & 1 2. 8
20.4 12.1 6.4 4.8 10.3 4&8 5.2 3.0
27.9 10.9 &6 3.5 1&5 29.7 64 2.ti
16.6 9. 4 6.3 41, 14.3 38.8 7.2 3.5

n.9 11.1 7.3 8.8 15.2 36.5 6.3 &O

The reports 41 principals in Groups I, IL, and III indicate
that they devoa. from 2.7 to 3.4 per cent of their time to
classroom teaching. Contrasted with these small propor-
tions, the reports of principals in cities of less than 10,000
population (Group IV) show that they spend 13.8 per cent of
their time in actual teaching. Relatively small differences
appear among the different geographical regions. The
reports of prinçipals from the East and South indicate that
they devote less time to administrative activities, and princi-
pals of the Sciuth devote slightly more time to routine
clerical duties arid to public or community relations than do
the principals of other regimis. The differences, howevor,
are probably not important.

The reports f m principals of independent secondary
schools indicate t It: t they devote smaller percentages of their
time to adrninistriaive activities, to research duties, to super-
Visory actiTities, and to guidance activities than do city see,-

ondary-school principals. On the other hand, these principals
without exception reported that large percentages of their
time were devoted to classroom teaching. Unimportant
differences exist with respect to clerical duties, public rela-
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NATIONAL SURVEY OF SECONDARY EDUCATION

tions, apyi other types of activities. Differences also exist
among the types of independent secondary schools. Princi-
pals of county high schools report more time to supervision
and administration and less time to teaching than do the
principhls of other independent secondary schools. Princi-
pals of rural high schools devote less time to adminifitration
and supervision and more time to teaching than doyrincipals
of other types of independent secondary schools.

The data of this study are in approximate agreement with
findings of studies by Eikenberry and Foster 2 insofar as
the categories used in the different studies permit putting the
data into comparable form.

Supervision by principa18.The reports from secondary-
school principals indicated that approximately 97 per cent of
the city secondary-school principals and almost as large a
percentage of the principals of independent secondary schools
perform some duties relating to the supervision of instruction.
Because it is recognized by edncational leaders that super-
vision is perhaps the most important single activity and func-
tion of the principal, it is particularly unfortunate that
principals of independent secondary schools devote only
about 15 per cent of their time to supervisory activities and
that the principals of city secondary schools devote only from
24.6 per cent in cities of less than 10,000 population to about
29 per cent in cities of from 30,000 to 100,000 population.
(See Table 56.) Melby h* shown for 171 cities of from
10,000 to 20,000 population that junior 'high school principals
devote approximately 40 per cent of their time and senior
high school principals about 25 per cent of their time to
supervising instruction. He also reports that the median
numbesteof classroom visits made per month by junior high
who& principals is about three and by high-school principals
*about two.' The median duration of these visits is 20 min-
(utes in the junior high schools and approximately 30 minutes
in the senior high Owls.

I Eikenberry, D. H. Status of the High-School PrincipaL United States Bureau of Edu-
cation (now Office of Education) Bulletin, 1925, No. 24, p. 54.

I Foster, F. K. Status of the Junior High School Principal, United States Office of Bdu-
cation Bulletin, 1930, No. 18, p.

Melby, E. 0.4 Organisation and Administration of Supervision. Bloomington, DI,
Public School Publishing Co., 1929, p. 73,

4 Ibid., p. 76,
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5. ACTIVITIES OP OTHER ADMINISTRATIVE STA FF MEMBERS

Conclusions from the evidena.Data from administrative
staff members of the central office and from within secondary
schools indicate (1) the percentages who devote a portion of
their time to different activities and functions, (2) the median
percentages of time devoted to the different functions by
those who perform such duties, and (3) the persons to whom
these staff members are responsible in the performance of
these functions and duties. The reader is referred to Tables
57 and 58 for a systematic Portrayal of these data. However,
several of the tendencies may be pointed out:

(1) Relatively large percentages of staff members of all types except
assistant superintendents devote a portion of their time to
classroom teaching.

(2) Relatively large percentages of time are spent in teaching by
those of these staff members wfio teach at all.

(3) Large proportions of supervisors, assistant superintendents,
directors of subject fields, and heads of departments supervise
instruction.

(4) Large proportions of the time are spent in supervisory duties by
members of the central office staff who supervise.

(5) Small amounts of time are available to most department heads
and assistant principals for the supervision of instruction.

(6) Small percentages of staff members report the performance of
committee work, health work, placement work, research work,
and the performance of duties relating to the direction of per-
sonnel, lunch rooms or cafeterias, extension, and the selection
of personnel.

(7) Large proportions of time are devoted by some staff members to
functions and duties not frequently reported as being per-
formed by staff members. This indicates a wide diversity of
functions and duties assigned to members of the administrative
staff. For example, less than 6 per cent of the supervisors
report curriculum work, yet the median percentage of time
devoted to this activity by those who do is almost 17. Or
again, only 2 per cent of the heads of departments reported
that they performed the duties of deans of boys or girls. Yet
for those who do, the percentage of time devoted to this work
is 25. Consequently there is little agreement as to the types
of duties and functions assigned staff members and wide range
in the amount of time devoted to various activities by staff
members.

Per8ons to whom 8taj officer8 are responale. Members of
the central office staff are usually responsible to some other

[ 119 ]

16.ft#R.

'7



NATIONAL SURVEY OF SECONDARY EDUCATION

member or members of the central office. Assistant super-
intendents are accountable directly to the superintendent in
more than 98 per cent of the activities which they perform.
(See Table 49.) Supervisors and directors of subject). fields
are respónsible to the superintentent in 70 and 75 per cent
of the cases, respectively. The former are accountable to
secondary-school principals in about a fifth of the cases and
the latter in about an eighth of the cases. Supervisors are
frequently responsible to an assistant superintendent.

Members of the administrative staff of secóndary schools
are usually directly responsible to some administrative officer
of these schools. Assistant principals are directly responsible
to the principals in 90 per cent of the activities performed,
heads of departmentsirm 89 per cent, deans in 92 per cent,
and counselors in 87 per cent.

TABLE 49.Percentages of all activities and duties perftirmeil by staff
members and the line of responsibility to certain administrative officers
in the performance of these activities

Officers to whom responsible
Assist-
ant su-
perin-

tendent

Direo-
tor of

subject
field

Super-
visor

Assist-
ant

prin-
cipal

Head
of de-
part-
ment

Dean
Coun-
/odor

%

1 3 8 a 6 s 7 8

Board of education 1 5 1 0
Superintendent 98.5 75.4 70.0 6.5 88 13 5.1
Assistant superintendent 9 8 2. 0 3 2. 5
Principal 12. 3 21. 0 90. 1 89. 0 91. 9 87. 3
Assistant princi . 5 3 1 2
Chairman of au Jed i lel d 2.0 L 5 L O 1.2 & 0
Supervisor 8 1 0
Head of department L 0
Dean 5 5
Princi and superintendent . 6 3. 6
B1 1. 6 1. 5

,

A few instances are reported in which supervisors and as-
sistant superintendents are directly responsible to the board
of education for the performance of certain duties and func-
tions. Examples of this may be found in some systems
where an assistant superintenderit is placed in charge of busi-
ness functions and activities. Direct relationships may de-
velop ,between the assistant superintendent and the board of
education. In one case an assistant superintendent is also
the purchasing agent and secretary of the boaid, His re-
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ADMINISTRATION AND SUPERVISION

spon4ility for purchasing supplies and _materials is to the
board of education; his responsibility for supervisory and
adininistrative activities is to the superintendent. Other
illustrations may be cited where supervisors of home eco-
nomics may have direct relationships with the board of edu-
cation with respect to the purchase of supplies. In at least
two cities the supervisor of home economics is directly re-
sponsible to the board for budgeting, buying, and checking
delivered supplies. Direct contacts of this kind between
the board and issistant superintendents or supertisors are
not recommended by. leaders in educational administration.

In from 2 to 9 per cent of the activities performed by- heads
of departments, deans, and counselois, the responsibility is
to an assistant superintendent or to the superintendent; In
the case of assistant principals, the majority of these instances
arise by virtue of the fact that assistant principals with super-
visory or administrative functions are frequently responsible
to an assistant superintendent or superintendent in the per-
formance of their-functions. The same is frequently true
for the heads of departments. On the other hand, super-
visors and directors of subject fields are at times &may
responsible to secondary-school principals. Whenever super-
visors are assigned responsibility for club work or for class,.
room teaching they are usually resPronsible to the principals;
this practice is in accord with the educational theory that
the principal is head, of his school and that activities carried
on within it should be largely under his direction. However,
s-everal instances have been reported where supervisors are
held accountable to superintendents for the dirpction of clubs
and classroom teaching.

Cases in .which staff members of the central office are re-
sponsible to secondary-school principals are usually found
when staff members are assigned diverse types of activities.
For functions such as classroom teaching staff members are
usually respon'sible to the principal, but for the remainder ,of
their activities they may be responsible to other officiiils.
When staff members of seconaary schools are directly re-
sponsible. to central staff officers, it is tisually in instances
where those persons are responsible to the superintendent for
supervisory activities.
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Responsibility of central office staff members to elementary-
school and to secondary-school principa 8.A few members of
the administrative staff of the central office reported that
their responsibility Co elementary-scAibol principals is differ-
ent from that to secondary-school principals. Only three of
the directors of subject fields reported such differences and
au indicated that they are more su4ordinate ito secondary-
school principals than to elementary-school principals. As-
sistant superintendents report no differences. Two super-
visors reported that they are slightly less subordinate to
secondary-school principals, because of the fact tlat in see-
ondary schools they are responsible to the principal wheieas
in elementary schools their responsibility is chiefly to the
superintendent.

Of the central office staff members, approximately 77 per
cent of the assistant superintendents, 83 per pent of the di-
rectors offsubject fields, about 97 per cent of the supervisors,
about 31 per cent of the assistant principals, and about 68
per cent of the heads of departments devote time to super-
vision. (See Table 50.) These officers devote from 23 to ,

75 per cent of thteir time to supervisory activities.
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CHAPTER X : ORGANIZATION FOR ADMINISIPTRATION

AND SUPERVISION

1. THE UNIQUE POSITION OF THE SECONDAIW SCHOOL

In relationship to the_ community.A number of factors
place the secondary schools in a position that tends to com--
mand more áttention than the elémentary schbols from all
commimity agencies that come in contact with these institu-
tions. In addition to the fact that the high school is
stantly before the public through the program of activities
carried oh, the buildings housing the seconiary-school
grades arCusually much more elaborate and more expensive
than those ho4sing the elementary schools and theycost p r
pupil for high-school work is much greater than is the c6st
in lower grades.

It is worthy of note that in many cities and towns in
which several elementary schools are in operation, all high-
school pupils are housed' in one structure. In consequence,
a relatively large school results an,c1 the sympathies as well
as the criticisms of the entire comn4ity center on this school,
aiid the support of all the people is attracted to it, whereas
for elementary schools each one is the particular concern
only of the patrons setved by it.

One must not overlook the fact that high-school pupils
are somewhat mature. Their enthusiastic absòrption in
their own problems makes the school a topic of interesting
conversation at home and about town. The high school
and all its problems are thus ever before the people. This
grpup of maturing young people has no small economic
appeal to the press and, the localimerchants, and as a result
the secondary schools are given some prominence through
eirery avenue of publicity.

In many small communities the high school approximatos
the elementary iachool in eiusollment because of the influx of
nonresident pupils. IA these situatiOns the 'people in large
areas that contribute pupils to a particular schoó1 center are.
associated in many ways with the high sch -Frequently
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the high school not-in their district absorbs the interests of
the people to a greater degree tilt; can the small 1-room
elementary school which they directly Isuppoq.

In relationship to the State.In many: locafities the State
supervision of local schools grew out of the interest of higher
institutions in the quality of the product turned out at the
secondary-school level. The State high-tichool inspector and
the high-school examiner were created for the purpose of
accrediting secondary-school work. From the very begin-
ning the secondary schools in many ns of the country
have been the majoiconcogn of the te educational officials
and have received from them more direct attention than have
the elementary schools. When courses in agriculture, home
economics industrial arts, and physical education wsre in-
troduced public ghools, special directors and supeTisors
were appointed in the various States and again the interest
wits focused mainly on the secondary schools.

In relationship to administration.In view of these .state-'
ments it is highly significant that this study should reveal that
boards of education are in general noymduly dev9ted to the
work of the secondary schools. There were relatively few
superintendents who stated in the inquiry forms or who, in
the interviews during visits of the investigators, admitted
that the school boards concerned themselves more with the
secondary-school problemsthan with tie work of the other
divisions of the system. The situation disclosed is particu-
larly applicable when educational 'activities are considered
apart from the business affaits.

E. THE BOARD OF EDUCATION AND SECONDARY SCHOOLS

Although school boards operate to some degree through
standing committees and tradition appears to be the main
force that perpetuates this practice, it is only in the older
sections of the country that special high-school committees of
boards of education are found to function,: Even these com-
mittees appear to have less authority than was formerly
deli.: ated to them.

The eviden6e points clearly to an increasing recognition by
school boards of the (superintendent of schools as the execui-
tive head of the school system. Coral lete acceptancesof this
principle is usually found in the cases gsitere the superintend-
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ent is qualified and sufficiently competent to command the
full confidence of the board of education.

It is rather uncommon to find situations, in which a supeN
intendent holds office, where boards of education deal directly
with the secondary-school principals. Wherever the practice
is found, 1o6.a1 politicAl Istrife appears as the cause. The
schools in such cases suffer from the violation of fundamental
principle§, and the injury may be reflected in the work of the
schools for a period' of time and until an adjustment in the
organization takes place.

In the States in which the business manager or the secre-
tary of the board is the business executive of the school
system, certain direct contacts with -the 'secondary-school
princiP4s are made that do not involve the superintendent
of schools. In these situations the evils of the practice seem
not so pronoiinced a.q in years past. Many boards of educa-
tion realize the unsoundness of the practice which yesults in
having several independent executives. endeavoring to direct
various sChool activities without a unifying and coordinating
leadership.

It is the exceptim rather than tbe &le to find 'school
systems in which the superintendent, if qualified and pro-
fessionally worthy, is not accepted.by the board of education
as the administrative head Qf the school system. In making
this' statement one must re#grnize the fact that in some
matters boards of education, and particularly board mem-. bers, are not willing to apply the principle of good. manage-
ment. Ignorance, current reactions to unsatisfactory situa-
Ons, political. exkdiency, and misund rstandings will bring
forth againt.nd again violations of what h e become accepted
principle's of liublic-sehoól administration. Notwithst.nding
these occasional reactionaty tendencies; .nc; school systems are
known to have chosen, after, thorough. study of the executive
and administrative problems, a plan of organization that did
not make tile superintptident the, tespons le head of the
schoolÌ.

1

8. THE SUPERINTENDENT AND THE SVON CHOOLS
Many factors explain current relatiou4tip8.One can not -

'speak specifically regarding the' relative interest of the super-I

several.intertclent of schools in the adliiinistratire units
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ADMINISTRATION :AND SUPERVISION

without having in mind some párticular situation. There are
many factors other than those already enumeirated that may
determine the responsibility the superintendent of schools
may assume in regard to the administration and supervision
of Up work in the secondary division of the school system.

In general no ba.sic administrative principles appear to
have guided, superintendents,,,in formulating the organiza-
tions now ip operation, npr- can one find a single principle
that has been uniformly applied in placing the superintendent
in his present relationship to the sedondary schools in. his
system. Tradition, expediency, personnel fac:tors, peculiari-
ties of the khool system, and the special interest of the
superintendent appear from actual case evidence to have been
detèrminanto of the part played by tbe superineendents in the
administration and supervision of the secondary lhools.

In small school systems.Practices are not uniform in whai
is for present purposes r:. arde4 as the small school system;
that is, the school district that op'erates a high school of 500
pupils or fewer. Marked variation is found in the com-
parative enrollnients in the high-school --grades and ele-
mentary grades in such communities: The elementaiy-
school' popultition may .be distributed to two or three siaall
buildings, lo-calliparochial fchools may enroll a large share of
the younger children or the nonresident pupil body may tpe
large in the high school. dii each of thise circumstances the

. high school overshadows the elementary school, and the
superintendent finds it to his advantage to act as high-school
principal and to allocate various administrative duties to a
functionary designated as assistant principal and to- the
teachers. In other situations of this kind the title of prin-
cipal is assigned to one who d given nominal control over
the high school. .

Situations `can be found in which the *high-school enroll-
ment approximates 500 and in which the elementary *attend!'
ance equals or exceeds this number, where the superintendeilt
acts as the high-school principal and has associated with him
a general supervisor of elementary grades. An assistant
principal of the high school performá certain administattive
and gupèrvisory duties. In art, music;'.and physital educ,a-
tion the persons who teach these specjal subjects in the high
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NATIONAL SURVEY OF SECONDARY EDUCATION

school supervise the work in their respective fields in theelementarj grades. In these small high schools one finds incertain States a definite tendency to lot* to the State for thesupervision of the work in agriculture, home economics, andin the industrial arts whenever these departments areoperated.
Certain small school systems were visited in which about500 pupils were enrolled in the lower grades and about 600pupils in grades 7 to 12, inclusive, the gystems being operatedon the 6-3-3 plan of organization. These particular systemswere found to have a superintendent, a senior high schoolprincipal, a junior high school principal, an elementary-schoolprincipal, dand 'one part-time clerk. The salary in thesesystems is often such as to preclude the selection of out-

. standingly competent persons for these four administrativepositions. Observation leads one to believe that if thesuperintendent had retained the active principalship of thejimior-senior high school, if a grade supervisor were employed,and if adequate clerical services were made available, amuch more effective organization iyould result. A study ofthe administratir.ve and supervisory problems would havebrptight about the assignment of certain duties to an assist-ant high-school principal and to teachers carefully selectedbecause of their qualifications.
In large high schoo18.In school districts in which thé highschool demands the attention of full-time person as head,a 'umber of patterns of organization have been developed.There appears t9 be no agreement as to the size a schGolshould attain before it is entitled to the full-time attentionof a principal. Many high schools having enrollments vfab&t 400 are assigned to principals w teaching dutiesassume half or less of their time. In this discussion, aspreviously indiçated, the high school enrolling more than500 pupils is considered a large school. The school buildinghas much to do with determining many of the lines of opera-tion in the plan of-organization, particu1arly if the office ofthe superintendent is'housed in the high-school building.The most common 'practice in these school orstems is to

. asOgn full responsibility for the high school to a high-schoolme
principal. There are cases in wh¡ch this practkce is followed
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ADMINISTRATION AND SUPERVISION

but where the superintendent continues to share in the super-
visory activities of the secondary school or where he from
time to time may assume Nvonsibilities for certain ad-
ministrative duties.'

It is in this group of school systems that the most delicate
administrative problems appear to arise. A large high
school, if administered efficiently; must be in charge of a
principal who is equally competent and qualified in most
respects as is the superintendent of schools. The high school
attracts greater public attention than the elementary schools,
and in communities where one relatively large high schbol
etists the superintendent of schools must be an extraordinary
person if he is not at times disturbed by the recognition given
the high-school prineikal by the public. This is especially
true if the principal is outstanding in his work and if he is
given full authority over the school.

Observation of organization in the larger high schools
reveals a decrease in the use of teachers in clerical and ad-
ministrative work. Assistant principals, deans, and li-
brarians are tebe found in these institutions whose teaching
duties are reduced to a minimum and who devote prac:tically
fuli time to their field of special interest. Heads of depart-
ments are rarely found except in larger schools, and thO do
not have much free time during school hours to supervise
teachers or to perform the other duties of their office. One
notes that the title given this 'latter group of staff members
often serves chiefly as a means of elevating an outstanding
teacher beyond the maximum allowed in the regular salary
schedule.

With two more high schools.Organization takes on more
specific shape as the management of school systems that have
two or more large secondary schools is analyzed. The
superintendent is often drawn away from the high schools
to a central office, usually not located in any of the schools.
The superintendent only casually'sharefi in the supervision
of instruction, in fact, he rarely visits the fichoolsin 'some
cities. The assistant superintendent in charge of secondary
schools is delegated the responsibility for secondary education

-in the large citieo. Where this offiéial is not employed the
high schools receive such attention as the superintendent is
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able to give them during a very busy life. The central office
through its staff of supervisors attends more specifically to
the elementary schools. Supervisory contacts with the
high schools are made primarily in art, music, physical
education, home economics, and industrial arts. Adminis-
trative contacts are made through the business office and
through the attendance &vision.

. As a rule the high schools in larger communities have been
reorganized and the junior high school in some form is in
operation. Each secondary school is administered as.an
independent unit. The senior high schools tend to struggle
free from any central office domination, and, although the
principals cooperate with the superintendent and his staff,
they prefer freedom in the internal management of their
schools. On the other hand, the junior high school princi-
pals are more inclined to seek leadership and guidance from
the central office, as do the principals of elementary schools.
Although there is not sufficient evidence for a categorical
statement, there appear to bewme differences in the cities
that have chosen the principals for the junior high schools
from among those whose professional training and experience
have been in the 4-year high school and in those school
systems in which leadership for the junior high schools has
been selected from among the elementary-school principals.

4. CENTRALIZATION OF BUSINESS AFFAIRS
OMIN.

The meth9d of managing the business affairs of a school
system, as previously indicated, can hatdly be intelligently
discussed apart from the policy controlling the plan in opera-
tion. There is a great difference between Centralizing the
routine and clerical activities associated with conducting
business activities and the C'entralization of the authority for
the formulating of policies having to do with these activities.
The need for centralization of the first type appears basically
essential to the efficient and economical management of the
schools. Ho,wever, in reference to the degree to which high-
school principals participate in developing standards and
policies that form the foundation for the budget, that de-
termifte the materials and supplies to be made available,
and that determine the staff to be employed, an issue may
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ADMINISTRATION AND SUPERVISION

be raised. Superintendents and the principals associated
with them are far from uniform in the expression of reports
on the powers and privileges granted to principals in this
respect. It is equally true in the analysis of clerical service
to find that a superintendent and the principals of secondary
schools of the same .system register conflicting statenients
concerning the degree of responsibility that clerks have to
the central office and to ,the secondary schools.

Consjderahle additional study is warranted in connection
with the internal management of the business affairs of
school systems and the relationshipR that should exist
between the personnel employed in the several administrative
units and in the central office to produceThe best educational
results most economically. The relationship of the clerks
to the officials they serve in each building and to the central
office becomes most important, if efficient standard practices
are to be evolved and continued in operatión. The business
staff in the superintendent's at:ace and each principal must
be agreed on the poliéies and practices that are to apply to
budgetary preparation and control and to every other ac-
tivity telating to the business management of the schools.

5 ADMINISTRATION AND SUPERVISION

An analysis of the allocaticin of theii time as reported by
staff officials shows that superintendents of school systems
included in 4his study are inclined to devote more of their
attention to the elementary schools than.to secondary schools.
It also shows that superintendents report that they supervise
secondary-school instruction even in large cities. More
detailed analysis appears to indicate that the supervisory

. activities carried on in such cases are cásual and of a general
nature. Assistant superintendents and other central office
staff members report some time devoted to secondary-school
supervision. Intensive studies of selected systems lead one
to conclude that the supervisory service's rendered by these
officials are more, often indirect and general, and are."not
rekularly performed.

Principals charge a; greater proportion of their time to
administration than to supervision. School systems were
visited in which principals of high schools definitely stated
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NATIONAL SURVEY OF SECONDARY EDUCATION

that they did not believe that supervision in secondary schools
was practical or desirable. In most cases, however,- the
principals held that they did supervise, although some con-
tended that the techniques generally used were not effective.

Assistant principals and heads of departments admitted
that the time they have available for supervision is hardly
adequate for satisfactory work. In but one system visited
was there a specifically projected plan for supervision in
which the assistant principals and the heads of departments
wer6 devoting sufficient time to the improvement of instruc-

,

tion to assure desirable outcomes.
The special fie!ds of music, art, home economics, industrial

arts, and physical* education received in many large cities
much more central office direction and attention than the
commercial and the academic subjects. It is significant
to note the extent to which prarctices that started with the
original developtnent of the special subjects have persisted
and have become traditional, presenting to-day a rather
paradoxical situation in so far as the organization for the
supervision of instruction in secondary' schools is concerned.
It would appear that profitable results would indeed be forth-
coming if school systems would study in greater detail the
types of central office supervisory otanizations that are now
being maintained.

In most systems health service, clinical services, attendance
service, and guidance are carried on with little or no coordin-
ation. Enforcement of attendance continues traditionally in
many systems to be a function of the central office and each
school relieves itself as soon as it can of the problem pupils,
whether they are cases- of truancy- or of other designation.
There appears to be some confusion in the organization of
these services that are intended to hold 'those children who
do not or can not c'onform. The .defidopment of counseling
and the ,creation of the position of visiting teacher bring to
the school organization new viewpoints and appreciations of
the problems of individual pupils.

The confusion ;eferred to appears to be caused by a chal-
lenge to the old organization, and there is evidence that a
newi.plan is in the process of evolvingwfor the administration

New
132

6.-

1[



ADMINISTRATION AND SUPERVISION

of the social services ancelother sbmewhat allied activities in
the schools.

Many variations in practide aré developing for taking care
of the atypical- pupil, whatever his difficulties may be, and
for providing guidance service to all the pupils of the second-
ary schools. Among these one notes a point of view that
holds that all pupils shall continue to be the responsibility of
.the school they attend, and that principals may no longer
shift their difficult burdens on the central office. This point
of view results in an organization in which the central office
becomes the cooperating agent and provides the professional
assistance not available at the school. The principal, how-
ever, remains responsible for the pupil until it has been proved
that the facilities of the school are inadequate to cope with
the problem. Thus, guidance and functions related to it,
such as attendance, health, and the clinics, are service agencies
provided to help those who are responsible for treating such
cases as are unusual and difficult' to handle. The central
office organization that may best serve in situations where tbis
policy pervades has not, yet been developed. There appears
to be some disagreement as to the personnel needed in the
schools and in the superintendent's office to produce the
most efficient service.

6. THE PERSON 4L ELEMENT IN ORGANIZATION

Most variations from standard practices in organization
in the public schgols studied seemed necessitaled by the
nature of the personnel employed. Work had to be per-
formed and from day to day the superintendent 4. forced to
use the most expedient method to produce xiesu `? The out-
come in many cases resulted in the assignment of tasks to
those i4 the organization who sympathized with the program,
to those in whom the superintendent had oonfi&nce, and to
those who would produce results. Makeshift adjustments in
the'- adniinistrative machinery are on many occasions con-
structed around various noncooperating' staff officers in the
hope that time and change would provide relief.

It is this personal factor thit appears one of the greatest
hindrances to the continued improvement of the organiza-
tion set up to render school services.
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7. THE USE OF COMMITTEES-

Committees seem to be the inost common practice used to
bring members of the staff together for the study of organiza-
tional and administrative problems. From observations one
is inclined to conclude that the proNms discussed at these
committee gatherings or assigned to committees for investi-
gation are those that have arisen.; that have caused some
current concern. The participation of teachers, principals,
and other staff members in the deliberations of committees
chosen to help formulate administrative policies and to dis-
cuss changes in organization are indeed conducive to good
fellowship, mutual confidence, and morale. These commit,-
tees are truly effective, when some competent and qualified
person is assigned the task of making the preliminary studies
necessary to gathering and analyzing the facts involved in
the issue under discussion.

When committées are used as a camouflage or as a means
of stimulating the necessary rationalization, on the part of
school employees that they are participating in a democrati-
cally managed public-school system, a tremendous amount of
time can be ,wasted. The attainment of the rationalization
can hardly compensate for the loss of time. The study by
committees of school problems consumes inch time of the
executive and his associated staff. JIt is believed that the
plan can be carried too far, considering the meager benefits
that often accrue, that much better results will be accom-
plislioa if competent individuals are assigned in the first
instance to make the study neces'sary, and that committee rf
gatherings can be reduced to the number essential to an Th-
telligent discussion of the reports made by the investigators.
Teachers and other school officials ,so often comillain that
committee duties consume much of their valuable time anct
that as a result their work suffers.

8. CLERICAL SERVICES

Although principals report that but a fraction of their
tiníe is devoted to clerical work, a study of the office activi-
ties' in secondary schools indica .4ti that a considerable part
of the work classified by themAts administrative duties, if
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ADMINISTRATION AND SUPERVISION

properly organized, may be handled and nutinized for clerks
to perform. The element of time is one of the greatest
barriers to the professionalization of the office of the second-
ary-school principal. If the type of work that is expected of
principals, assistant principals, heads of departments, super-
visors, counselors, and deans is to be performed, then more
time of those-employed in these positions must be set áside
for it. .No one can be absorbed in teaching or in clerical rou-
tine all day and then have time to do constructive thinking
on the major functions of any one of the administrative
positions.

A more detailed analysis of the services ana activities of
secondary schools musi be made and more clearly defined
classifications of dutie4 must be forthcoming if administra-
t¡ve offices in secondary schools are to be raised to levels
that will permit the proper performance of iniportant school
duties and if principal3 and their associates are to be raised
above the clerical group of employees of a school system.

9. ISSUES kEEDING CLARIFICATION

A number of issu4s relating to the organization for the
administration and the supervision of secondary schools, may
be mentibed that, while not new, nevertheless demand clari-
fication if progress in school administration in these issues is
to contribute much to the economy otzchool manvement
and to the effectiveness of public-school' services: Some of
the more important of the problems referred to may be set
forth as follows:

To what, extent should a secondary school, operated as a
unit of a school system, be independent of central office
control in case there is one secondary school, and in cases
where there are two, three, or more secondary schools?
What constitutes desirable freedom of action and .power of
initiative on the part of the staff employed in each school?

To what extent should a school skstem maintaining several
secondary schools endeavor to establish standard practices
that shall góvern the activities of all principals and associates
in all sthoors?

Is it a soand administrativeTolicy to perpetuate a plan of
organization for the administration and supervision of
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schools without a periodic check of the órganization against
the services rendered?

Is it a sound policy to adopt changes in, organization with-
out a thoroughgoing study of the effect any one change may
have on the personnel and the organization of the entire
system?

Are there differences in the effectiveness of the teaching
ser*,es and other activiges in small schools as compared
with 1Prge schools? In the former teachers are requited to
share in all school activities, while in the latter a larger
number of administrative officers are employed and many
teachers have in large measure only their teaching dniies to
perform. In other words, what effect does the centralization
of a function have on the performance of that function and
the performance of other functions closely allied to it?

io. PLANNINO

It was rare to find in Fcluiol systems visited a projected
program set up in organized forms for the study of the effec-
tiveness of the organization or the plan being used to carry
on the. many acOvities within a secondary schobl. Nor
was one able. : :I'd any school system in which the problems
of articulation and coordination among the various units of
like kind were being systematically studied for solution.

New ,schemes of organization that differed from more
ienerarpractices were in most cases evolved locally and were
carried 9n because of the enthusiasm of the promoter, rarely
were they being tested out in any scientific or "even quasi-
scientific manner. It seems fair to say die one rarely finds
in the fields of organization and administration the applica-
tion of principles suggt,i: ting that school officials believe
organization to iipe a dynamic and not a static thing. Pat-
terns of organization frequently continue .on when once
establish,d, irrespective of theóther changes that have been
made in the school system. .

It is believed that improvemea in the educational services
in secondaty schooLs and in the economical operation of these
schools will result if those responsible for them will plAn more
specipcally for a continued study of the problemá involved
in the organization and the administration of die schools.
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Schools can not be efficiently and economically operated
year after year, staff members can not be added, and changes
in the program of services cariVibt be made without affecting
the orgAnization planned for the administration of schools.
The machinery used to manage a school system and its various
divisions must be periodically studied _and the plan in opera-
tion for the supervision of services and activities must from
time to time bi3 scrutinized in order that waste may be
eliminated, unnecessary parts removéd, and the plan of or-
ganization modernized to meet conditions as they exist.
Schools are dynamic institutionsrand the plan for the admin-
Istration and supervision of their services must likewise be
dynamic.
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PART II : AIMS AND ACTIVITIES OF SUPERVISO.RS

By ROY O. BILLETT

CHAPTER I : A SYSTEMATIC ANALYSIS OF .AIMS AND
ACTIVITIES

1. SCOPE OF TIIi'iT.UDY AND PRELIMINARY DATA

Number of schools studied and criteria for alecting them.
This report deals primarily with the aims. and Activities of
supervisors in a small number of schools carefully selected on
the basis of the following criteria: First, each scho(61) should
be recommended by some competent authority as having an
unusually successful supervisory program; second, the supqkj
visory staff of the school should have some: confidende in the(
merit of its program of supervision; third, the supervisory
staff should be willing to assist the visiting niember of the
Surepy staff in collecting the necessary data; fourth,4 the
schools selected should be iepresentative of the vaiious geo-
graphical areas ofithe country. On the basis of these criteria,
30 cities were selected for intensive study. The staff mrber
in charge originally planned to visit one school in each 'city.
In a few of the cities it later seemed advisable to include two
or three schools.

Selecting schools for intensive study.---Preliminary to the
final selection of the 30 cities for intensive study, a brief
inqIiiv was addressed to the principals of 130 Eichools recom-
mendid by State superintendents, city superinteildenti, or
other informed persons as having unusually successful ,pro-
grams of supervision. Sixty-nine principals replied. To the
question, "Do you believe that a successful supervisory pro-
gram is lunctioi$ng in your school?" nine answered "No "
and' five expressed doubt. The iemainder indicated a reason-
able conAdence in their procedures. From these replies 30
cities were selected for further study, care being exercised to
tepresent all geogAphical areas. .

Outstanding elements of supervisory programs mentionecl in
replies to the' prelimingry inquiry. In the repli tez. to the,
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NATIONAL SURVEY OF SECONDARY EDUCATION

question, "What seem to you to be the outstandhig elementi
of the supervisory program in your school?" four words
figure prominently. These words are simplicity, informality,
cooperation, and -spirit. Perhaps the typical phrases are
vague in which these words are used, but the frequency of
their recurrence suggests some vital connection between them
and practical supervision. "The absence of formality and thvie

presence of a cooperative spirit in tackling the problems of
child growth " ; "cooperation of teachers, heads of depart-
ments, principals, supervisors, and the. supervisory staff of
the central office ', " ability of heads of departments to
cooperate aild to take suggestions from each other "; "sim-
plicity and efficiency "; and expressions of a similar nature
-receive emphasis through repetition by respondent after
respondent. Accompanying these general statements were
many specific statements refer&g to testing programs,
marking and promotion schemes, informal objective examinall
tions, departmental examination's, classification of pupils
into homogeneous groups, differentiation of courses and cur-
riculums for the very slow and the very bright, traits of bright
.and dull pupils, effect of absence on marks, improvement of
ihe study habits of pupils, value of home-work assignments,
pupil guidance or adjustment, demonstration teaching, visit-

41ing classroom teachers, individual confere ces, departmental
and faculty meetings, revision of curri ums, grade place-
ment of subject. matter, ihe unit organization of subject
matter, service studies on problems of teaching methods and
of the curriculum, the extracurriculum, vocational choices of
graduates, and follow-up studies of the success of graduates.
If the preceding items represent a fair composite of the mat2
ters with which supervision should be concerned, then super-
vision is potentially coextensive with the art and science of
education. The nature and the variety of the elements
listed by thet?e practical supervisors seem to show that
supervision may comprehend not only the improvemént of
classroom instruction but also the improvement of the extra-
curriculum and of guidance, although the preliminary and
superficial nature of the evidence at this stage of the study
makes any inference hazardous.
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The detailed follow-up 8tudy.Iii1ormation as to what, the
aims and alivities of supei:visors are, or should be, is avail-
able from two sources, namely, the literature of the field and
the reports anbd judgments of the supervisors themselves.
In this study an attempt-has been made to draw upon both
sources and to make possible a comparison of the results
obtained. The st'udy was planned on the theory that a
supervisory program is one thing and supervisory activities
are another; that the program is a systematic arrangement
of the aims or objectives of the supervisory staff, and that
the activities are what the supervisory staff does in an effort
to approach or to attain these aims. Therefore, the first step
in the follow-up study was the analysis of what competent
writers on the subject of supervision have said these aims and
activities are or should be. Analysis and resynthesis of the
literature on supervision showed that a theoretical suptir-
visory program consists of six major divisions (Table 2),
namely: (1) Helping to develop educational aims or objec-
tives; (2) helping to develop subject matter or content,
iiIcluding pupil activities and experiences; (3) helping to
develop teaching methods and procedures; (4) helping to
adjust the teacher to the community, (5) helping to provide
for the individual differences of teachers, and (6) helping to
evaluate the supervisory program. The word "helping" is
used advisedly, since in the opinion of competent writers the
supervisor should seek above all else to be a cooperator.
Even though vested, as he often is, with adniinistrative
functions, he should divest himself of this cloak of authority
when engaged in supervisory work, depending upon superior
ability and training for the right to lead, and not hesitating
to follow when others better qualified to lead are working
with him.

A similar search of the literature for the activities of super-
visors revealed 72 activities (Table 3) which competent
writers 1ave classified at one time or another as supervisory.
For the purpose of the present study it is entirely unnecessary
that either this writer or the reader be convinced that all
these activities are really supervisory activities on the one
hand or important activities on the other hand. An analo-
govs observation holds for the supervisory program. The
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question, "What seem to you to be the outstandhig elementi
of the supervisory program in your school?" four words
figure prominently. These words are simplicity, informality,
cooperation, and spirit. Perhaps the typical phrases are
vague in which these words are used, but the frequency of
their fectirrence suggests some vital connection between them
and practical supervision. "The absence of formality and thee

presence of a cooperative spirit in tackling the problems of

child growth "; "cooperation of teachers, heads of depart-
ments, principals, supervisors, and the_ supervisory staff of
the central office "; "ability of heads of departments to
cooperate slid to take suggestions from each other "; " sim-
plicity and efficiency " and expressions of a similar nature
-receive emphasis through repetition by respondent after
respondent. Accompanying these general statements were
many specific statements referiing to testing programs,
marking and promotion schemes, informal objective examina)
tions, departmental examinationts, classification of pupilg
into homogeneous groups, differentiation of courses and cur-
riculums for the very slow and the very bright, traits of bright
and dull pupils, effect of absence on marks, improvement of
ihe study habits of pupils, value of home-work assignments,
pupil guidance or adjustment, demonstration teaching, visit-
ing classroom teachers, individual confere ces, departmental
and faculty meetings, revision of currii1ums, grade place-
ment of subject matter, ihe unit organization of subject
matter, service studies on problems of teaching methods and
of the curriculum, the extracurriculum, vocational choices of
graduates, and follow-up studies of the success of graduates.
If the preceding items represent a fair composite of the mat!

ters with which supervision should be concerned, then super-
vision is potentially coextensive with the art and science of
education. The nature and the variety of the elements
listed by thef?,e practical supervisors seem to show that
supervision may comprehend not only the improvemént of
classroom instruction but also the improvement of the extra-
curriculum and of guidance, although the preliminary and
superficial nature of the evidence at this stage of the study
makes any inference hazardous.
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The detailed followsup 8tudy.Iiiformation as to what the
aims and alivities of supeivisors are, or should be, is avail-
able from two sources, namely, the literature of the field and
the reports anbd judgments of the supervisors themselves.
In this study an attempt.has been made to draw upon both
sources and to make possible a comparison of the results
obtained. The study was planned on the theory that a
supervisory program is one thing and supervisory activities
are another; that the program is a systematic arrangement
of the aims or objectives of the supervisory staff, and that
the activities are what the supervisory staff does in an effort
to approach or to attain these aims. Therefore, the first step
in the follow-up study was the analysis of what competent
writers on the subject of supervision have said these aims and
activities are or should be. Analysis and resynthesis of the
literature on supervision showed that a theoretical supér-
visory program consists of six major &visions (Table 2),
namely: (1) Helping to develop educational aims or objec-
tives; (2) helping to develop subject matter or content,
iiIcluding pupil activities and experiences; (3) helping to
develop teaching methods and procedures; (4) helping to
adjust the teacher to the community; (5) helping to provide
for the individual differences of teachers, and (6) helping to
evaluate the supervisory program. The word "helping" is
used advisedly, since in the opinion of competent writers the
supervisor should seek above all else to be a cooperator.
Even though vested, as he often is, with administrative
functions, he should divest himself of this cloak of authority
when engaged in supervisory work, depending upon superior
ability and training for the right to lead, and not hesitating
to follow when others better qualified to lead are working
with him.

A similar search of the literature for the activities ofsuper-
visors revealed 72 activities (Table 3) which competent
writers ha:ie classified at one time or another as supervisory.
For the purpose of the present study it is entirely unnecessary
that either this writer or the reader be convinced that all
these activities are really supervisory activities on the one
hand or important activities on the other hand. An analo-
go4s observation holds for the supervisory program. The
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essential point for this study is that here is an organized state-
ment of what competent writers on supervision have said the
aims and activities of supirvisors should be.\ The questions
to be answered by this study are whether these largely theo-
retical aims and activities actually coincide with the aims
and activities of outstanding supervisors on the job, and if not,
the nature and extent of the differences. To answer these
questions, the theoretical aims and activities of supervisors
were organized into a comprehensive interview form to be
filled out by each person doing any effective supervision in the
schools selected for intensive study. The reactions of 284
supervisors from outstanding schools are available. Their
replies were tabulated to show (1) the programs of practical
supervisors; (2) the activities of practical supervisors, (3)
the extent to which practical supervisory programs coincide
with a composite program advocatedtby competent writers
on the subject; (4) the extent to which the real activities of
supervisors coincide with a comporsite list of activities which
one or more competent writers have regarded as supervisory;
and (5) the degree of success, as estimated by the supervisors
on a 3-point scale, with which 'each supervisory activity has
contributed to each of the major divisions of the supervisory
program.

At every step of the inquiry ample opportunity was pro-
vided respondents to indicate other aims or activities not
listed in the form. The tabulated replies were supplemented
and checked by the analysis of a large amount of printed,
typed, and mimeographed data submitted from the several
schools. Moreover, each school included in the study was
visited by the staff member in charge and additional data were
collected. These data are the basis for Chapter II.

1. THE SUPERVISORS COOPERATING IN THIS STUDY

Types' of supervisors ."The supervisors who have
contributed the data of this investigation include every person
doing any effective supervision in the schools studied.
Twenty-five different official titles are represented. For thea
purposes of the present chapter these various officials have
been Iasaified into three groups: (1) Those supervisors
cha with a large measure of administrative or coordinate

;
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ADMINISTRATION AND SWPERVISION

ing functionsfor example,. the principal; (2) those supervi-
sors who usually give a 'considerable part of their time to
teachingfor example, the department head; and (3) those
supervisors who usually give full time to supervision having
no administrative functions and no regular teaching to do
for example, the special supervisor.

Value of their judgments on eupervisory matters.Probably
no brief need be presented to establish the obvious fact that
no other group of 284 supervisors is likely to possess ability,
training, and experience which would better qualify them to
supply the data sought in this study. If the theoretical aims
and activities of supervisors have been realized in practice in
any group of schools, they have been realized in the schools in
which these supervisors are working. The manner of select-
ing the schools for intensive study would seem to leave little
doubt 'of the truth of these assertions. The following data
also tend to establish the statements as reasonable inferences,
although no formal proof will be attempted.

Size of the 8choo18.Ninety-four per cent of the 284 super-
visors are employed in schools with enrollments of more than
1,000, 60 per cent in schools with enrollments of more than
1,500, and 46 per cent in schools with enrollments of more
than 2,000. Most readers would agree that .a e success of
these supervisors as a group may be inferred f . If the well-
known tendency for the best talent in the profession to be
promoted to the larger schools. This statement is made with
full knowledge of many exceptions which prove the rule.

Experience in school work.Experience taken by itself may
mean little or nothing; but high premiums are paid every-
where for successful experience. The first group of supervisors
mentioned above has a median experience in school work of
20.3 years; the supervisors of the second group, 19.8 years;
of the third group, 23.1 years; of all three groups combined,
20.8 years. Since these supervisors are now working in out-
standing schools of large enrollments, one may infer conserv-
atively that this noteworthy amount of experience is emi-
nently successful experience.

Training of the group of supervisors cooperating in the
study.Thirty-eight per cent of these supervisors hold
bachelor's degrees only. Forty-five per cent hold both
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bachelor's and master's degrees. Four per cent hold bache-
lor's, master's, and doctor's degrees. Eleven per cent, con-
sisting mainly of special supervisors, hold special diplomas in
their fields of work, but not degrees. A fourth of the bache-
lor's degrees, two-thirds of the master's degrees, and a third
of the doctor's degrees were received within the past 10 years.
This training has been received in institutions located through-
out the length and breadth of the United States (Table 1),
although most of the supervisors were trained in the regions
where they are now employed. Hence the amount of training
which this group has reCeivetl, the recency of the training,
and the widely distributed institutions where the training was
received, all seem to make the group highly acceptable for the
purposes of this- investigation.

TABLE 1. Extettrto which° supervisors have been trained in regions where
at present employed

BACHELOR'S DEGREE

Region where training was received

Region where supervisor is now krated

New
England

Middle
Atlantic

MiddleSouthern West

4

West

New England ee. 14
Middle Atlantic 1
Southern
Middle West
West

82
1
4

r.

1

15
19

3
2
1

67
1

a
1

25
39

MASTER'S DEGREE

New England
Middle Atlantic
Southern
Middle West
west

3
2
1

3
20

1

._

8
6

13

. .

2
6

12

7

4

DOCTOR'S DEGREE

New /I , 1 .... see.. mmoweewoos 3Middlenlitaldtio 2 . .__Southern 2 1Middle West I _________ ............. 1West e e e e e e e e e a e e ..
I

a
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Attribution of the supervisors' time.Stated briefly, four-
, fifths of the supervisors of the first type listed near the open-

ing of this section, nine-tenths of the supervisors of the
seóond type, and a half of the supervisors of the third type
give full time to secondary-s.chool work. A fourth of the
superyisors of a% first type, 3 per cent of the supervisors of
the second type, and three-fourths of the supervisors of the
third type give full time to supervision. These data suggest
that the main business or special supervisors uivally is
supervision, but the main business of all other supervisors is
teaching or administration, or both. Moreover, the work
of. the first two types of. supervisors is much more generally
confined to the secondary school than is the case for super-
visors of the third type.

3. THEORETICAL AND PRACTICAL SUPERVISORY PROGRAMS
COMPARED

The method J comparison.As stated previously, a theo-
retical program for supervision wás derived from an analysis
and resynthesis of the literature. The elements of the pro-
gram were arranged logically under subdivisions and major
divisions (Columns 1, 2, 3, and 4, in Table 2). Since this
program is reproduced in Table 2, no detailed reference to
the several items need be made in the text. The super-
visois checked the elements of the theoretical program to
show, first, those elements which- they recognized as their own
aims or objectives during the year 1930-31, and, second,
those elements which they recognized as having been espe-

-cially prominent in determining the nature of their super-
visorLactivities during that year.

The findings.--The first significant fact to be reported is
that no additional aims or objectives were suggested by any
of these competent, trai4ed, and experienced supervisors.
The second equally significant fact is that no element was
recognized by less than 30 per cent of the supervisors as a part
of their programs for the year 1930-31 and at least one element
was recognized by as many as -77 per cent. (See range at

. bottom of Table 2, Column 5.) Therefore, the program
presentbd in Table 2 comprehends not only a theoretical but
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also a practical statement of the aims and objectives of super-
visors. Moreover, each element was recognized by from 3 to
29 per cent (Column 9) of the supervisors as, an especially
prominent goal toward which they had been working during
the year 1930-31. On the average (see arithmetical means at
bottom of Table 2, Columns 5 and 9) each element was
recognized as a goal by 57 per cent of the supervisors and as
an especitilly prominent goal by 14 per cent.

TABLE 2.Major divisions, subdivisions, and elements of supervisory
program4 and percentages of 284 supervisors reporting the significance
of each element in their programs

Major divisions, subdivisions, and elenients (elements
ranked under each subdivision)

I. Developmht of educational aims or objectives:
A. To help to initially formulate the educa-

tional objectives of--
1. Certain subjedts
2. Certain subject-matter fields
3. Subdivisions of oartain subjects . _

4. The whole educative process._ _

B. To help continuously to plan the reform-
ulatWn of the educational objectives
of-

21: susubb=m_ _

3. Subdivisions of certain
_

subjects_
4. The whole educative process

IL Development of subject matter or content:
A. To help to determine-

1. Textbooks, reference books, and
classroom equipment

2. Content of oft-taW subjects
3. Subjects adapted to diffecent types

of pupils
4. Content, in certain

adapted to individual
of pupils

6. Subjects to be offered
6. Curriculums to be offered
7. Amount of time to be given to the

subdivisions of certain subjects..
84 Grade placement of certain subject&

Percentages of three types of super-
visors regarding each element

I These three types are: (1) Supervisors with administrative and coordinating functions, of
which the principal is typical; (2) supervison with more or less classroom teaching to do, of
which the department bead is typical; (3) supervisors usually known as special supervisors,
giving full time to supervision 10th little or no classroom teaching or admilistration. The
reader will note that Ore type of supervisor numbered (1) is dealt with in columns 2 and 6 of
the table; similerly the data contained in columns 3 and 7 refer to type (2) and columns 4 and
8 to te (3).

Including pupils' activities and experiences.
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TABLE 2.Major divisions, subdivisions, and elements of supervisory
programs and percentages of 284 supervisors reporting the signiPance
of each element in their programsContinued

Major divisions, subdivisions, and elements (elements
ranked under each subdivision)

1

Il. Development of subject matter or contentCon.
B. To help to measure by tests the results

of-
1. Adapting content to individual

differences of pupils
2. Adapting subjects to different

t1rp of pupils
3. Including or excluding certain

content from subjects offered_
4. Using certain textbooks, reference

books, or classroom equipment_ _

5. Giving certain amounts of time to
the subdivisions of a subject_

8. Offering certain subjects
7. Offering subjects in certain grades_
8. Offering certain curriculums

C. To help to judge through careful *serve-
tion the results of-

1. Adapting content to individual
differenoes of pupils

2. Adapting subjects to different
types of pupils

8. Including or excluding certain con-
tent from subjects offered

4. Using certain textbooks, reference
boob, or classroom equipment

5. Offering certain subjects
6. Offering certain curriculums
7. Giving certain amounts of time to

the subdivisions of a subject_ _ _

8. Offering subjects in certain
D. To help continuously to plan the

reorganization, or reviWon of-
1. Content of each subject
2. Textbooks, reference books, or

classroom equipment
3. Subjects offered
4. Subjects adapted to different types

of pupils
5. Content, in each subject, adapted

to individual differenoes of

8. C=ums to be offered
7. Amounts of time given to the sub-

divisions of each subject
8. Grade placement of each subject_ _

III. Development of teaching methods and pro-
cedures:
A. To help to devise teaching methodsOpted to

r: Pupils of different interests
e I of different levels of aca-

Witty1 with special talents4. Pupils in classes of varying size__
Pupils of ,dilierent experiential

backgrounds
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Percentages Of three tm of super-
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68 67 4 60

701 61 68

57 55

53 50

37 4251 40
37 43 3639 30

+73 +51 +72
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TABLE 2.Major divisions, subdivisions, and elements of supetvisory
Program and percentages of t84 supervisors reporting the significance
of each element in their programsContinued

Major divisions, subd ivisions, and elements (elements
ranked under each subdivision)

1

III. Development of teaching methods and pro-
oedureaContinued

B. To help to measure by tests the results of
teaching methods adapted to-

1. Pupils of different levels of academ-
ic ability

2. Pupils of different interests_
3. Pupils with spedal talents
)0. Pupils of different experiential
( backgrounds
5. Pupils in classes of varying size_ _

C. To belp to judge through careful observa-
Lion results of teaching methods
adapted to-

1. Pupils of different levels of aca-
demic ability +84

2. Pupils of different intertets +7
3. Pupils with special talents 64
4. Pupils in classes of varying sfre_ _

5. Pupils of different experiential
backgrounds

D. To help to revihe teaching methods
adapted to-

1. PuPils of different levels of aca-
demic ability

2. Pupils of different interests_
3. Pupils with special talents
4. Pupils of dilTerent experiential

backgrounds
5. Pupils is classes of varying size_ _

IV. Adjustment of the teacher to the community_ _

V. Provision for individual differences of Whalers_ _
VI. Evaluation of results of supervisory program..

of percentages for all 63 elements__
Arithmetical means of percentages for all 63

elements

Percentages of three types of super-
visors regarding each element

As a part of their
supervisory pro-

grams

As an especially
prominent part of
their supervisory

programs

(1) (2) (3) All

'13
-6
-9

47

Noirs.For explanation of meanings of plus and minus signs, see the text, p. 150.

6

17
10
10

6
9

-6
14

-9
3-29

14

Still another fact revealed by the arithmetical means (Col-
umns 2, 3, and 4) is that supervisors of the first and second
types have a more comprehensive and hence a less special-
ized program than supervisors of the third type: However,
if one considers only those elements which are especially
prominent in determining what the activities of the super-
visory staff shall be (Columns 6, 7, ant8), thin the pro-
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grams of_ supervisors of the second and third types are about
equally specialized, including only 11 per cent of the elements;
and the programs of the supervisors of the first type are con-
siderably more comprehensive than either of the other two,
including, on the average, 20 per cent of the elements.
These findings are in line with what might be anticipated.
Supervisors of the first, type, with extensive administrative
and coordinating functions, of 'necessity must be concerned
with a wide variety of objectives. Supervisors of the second
type, consisting for the most part of department heads, are
interested in an almost equally wide variety of objectives
(Columns 2 and 3), but, because of the relatively limited
amount of time which they have for supervision, they must
concentrate their efforts on a small number of objectives each
year (Columns 6 and 7). Suprvisors of the third type
that is, the special supervisorslive up to their titles and
"specialize" more than the other.two types, although as a
rule they have fa time to give to supervision. A common-
sense interpretation of these data would affirm that none of
these supervisors is trying to do everything at once; that in
schools having relatively large supervisory staffs a division
of labor obtains, and that in schools having only one or a
very few supervisors the number of objectives. is wisely
limited to whatever one may reasonably expect to attain,
the objectives being changed from year to year.

Elements of the theoretical program most generally recognized
as objectives during 1930-81.As stated previously, the theo-
retical supervisory program is divided into six major divi-
sions: I. The developmer4 of educational aims or objectives;
II. The development of subject matter or content, including
pupils' activities and experiences; III. The development of
teaching methods and procedures; IV. The adjustment df
the teacher to the community; V. Provision for the indi-
vidual differences of teachers; and VI. The evaluation of
the results of the supervisory program. (See Table 2.)
The first major division dealing with aims or objectives is
divided into two subdivision, the first concerned with the
initial formillation of aims and the second with the contin-
uous rtfonnulation of aims. The reader should observe that
the four elements appearing under each of these subdivisions

[149 1



j.

NATIONAL SURVEY OF SECONDARY EDUCATION

are the same elements, arranged perhaps in different orders,
since in each instance the elements are ranked within each
subdivision, according 'to the percentagés of all supervisors
(Column 5) who recognized them as parts of their supervi-
sory programs for 1930-31. The second major division is
composed of four subdivisions, the first dealing with the
initial determination of what the subject matter shall be,
the second and third dealing with measurement and observa-
tion 6f the ..:ults of this initial determination, and the fourth
dealing wi s reorganization or revision in the light of the
measured or observed results. Under each of these sub-
divisions the same eight elements appear, alightly changed
in wording occasionally an& ranked undei each subdivision
in the order of percentage frequencies. Thp third major
division, dealing with teaching methods and procedures,
also is divided into four subdivisions, the first dealing 'with
the devising of teaching methods and procedures, the second
and third .dealing with estimating the results of Waching
methoils or procedures already in use, either through the
use of testi or careful observation, and the fourth 'dealing
with the revision of teaching methods or procedures on the
basis 6f measured or observed results. The fourth, fifth,
and sixth major divisions are not subdivided, and hence
may be regarded also as elements.

Attention focused on data for all 8upervisor8 combined.A
mass of detailed relatiofiships are available from the data of
Table 2. So many quantitative-comparisons could be made
that onécmust steer a middle course in pointing out relation-
ships likely to be of general interest. To aid the reader to
select readily those elements most frequently and least
frequently retivizod by each type of supervisor or by all
supervisors, those ptrcentages in each column falling in the
upper fourth of 'the frequency distribution have been marked
wit& a plus sign (+ ) and those percentages falling in the
lowest fourth of the distribution have been marked with a
minus sign ( ). These designations.arie not absolutely
exact, since the total number of elements (63) is not &visible
by 4, and since, in a few cases, tied ranks interfere with the
precise division 'of the distribution into fourths. However,
for practical purpbsee the plus and minus signs ski* readily
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ADMINISTRATION AND SUPERVISION

and with sufficient accuracy those portions of the program
which are receiving most and least attention.

In this discussion attention will be focused on the data
for all supervisors combined (Columns 5 and 9). Such
differefices as exist among the three types of supervisors are
those which might readily be anticipated to exist, and the
interested reader may search them out as he desires. For
example, element I-A-1, dealing with the initial formulation
of the aims or objectives of individual subjects, is a goal most
frequtintly recognized by supervisors of the second type (Col-
umn 3). However, as might be expected, not element I-A-1
but element I-A-2, which deals with individual subject-
matter fiel4s, is the goal in this particular group of elements
which is most frequently recognized by supervisors of the
first type. Needless to say, in view of the coordinating
function of the principal and the fact that he deals directly
with department heads he is far more likely to be concerned
'with the aims or objectives of subject-matter fields than with
those of individual subjects. Likewise the department head
dealing directly with the teacher is likely to be concerned
with the aims or objectives of the individual subject. To
point out all such relationships revealed by this table and to
check their logic wquld drag the report into unprofitable
detail. By the use of TAble 2 the reader may 'go as far as
he likes and in the directions he prefers.

Elements most frqualay recognized as goals.Returning
to a consideration of the data for all supervisors combined
(Column 5), one finds that goals or elements related to the
determination of subject matter or content are those receiv-
ing greatest emphasis during 1930-31. In other words,
five of the eight elements Listed II-A fall in the upper
fourth of the total distribution of percentage frequencies
shown in Column 5. Of these five the" selection of text-
books, reference books, and classroom equipment" is the
most frequently recognized. The remaining four include
"subjects to be offered," "the content of certain subjects,"
and "subjects and content adapted to the individual differ-
ences of pupils." Under 1.10e (helping tó judge through
careful observation) one finds four of the five elements
referred to above to be included in the upper fourth of the
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NATIONAL SURVEY OF SECONDARY EDUCATION

percentage distribution, and the remaining one of the five
lacks only 1 per cent of being placed in the upper fourth.
Similarly under II-D (helping continuously to plan for
change, reorganization, or revision) one finds two of the
five elements ranking in the upper fourthjmd the other three
very close to the border line beWeen tile highest and next
highest fourths.

Under III-A. (devising teaching methods) three elements
rank iii the highest fourth. They include devising teaching
methods adapted to $upils of "different interests," of
"different academic abilities," and of "different special
talents." Under III-C (judging results through careful
observation) only the element applying to pupils of different
academic abilities appears in the upper fourth, and this same
element again appears in the upper fourth under III-D
(revising teaching methods). The inference from these
facts is that development of teaching methods orprocedures
adapted to pupils of different interests, different levels of
academic intelligence, and different talents is among the
most prominent goals of supervisors, but the development
of such methods has proceeded far enough for evaluation
and revision only in the case of.methods adapted to different
levels of academic ability.

Fr 6m the data of Column 5 one may conclude that the 284
supervisors included in this investigation are primarily con-
cerned with problems of subject matter or content. Next
in order they are interested in the development of teaching
Methods and procedures. Since the developmënt of educa-
tional aims or objectives miist precede effective work with
either subject matter or teaching methods, one must infer
that this group of supervisors had given primary attention
to the problem of educational aims or objectives prior to
the year .1930-31, or that such aims have been accepted on
the basis of the pronouncements of authorities in educational
science and philosophy.

Elements least frequently recognized as goals.The minus
signs of Column 5 show that the formulation and reformula-
tion of aims oi objectives for the whole educative process
(I-A-4 and I-B-4) are recognized as goals by compara-
tively few supervisors. The probable reasons have been
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cited at the close of the preceding paragraph. Also, ciim-
paratively little attention is birrgrgiven to the determination
of aims or objectives for the subdivisions of each individual
subject (I-A-3). In this respect, however, it is noteworthy
that even 48 per cent of all supe should be concerned
with this problem, since in many instances, probably in most
instances, the interest in developing aims or objectives for
the subdivisions of each individual subject is related to
efforts under way to organize subject máqer on the basis
of unit assignments. The large number of minus signs
appearing under II-8 and III-B reflect a lack of confidence
in present-dak tests for measuring the results of adaptations
which have been effected in subject matter or In teaching
procedure, and the minus sign opposite IV (adjustment of
the teacher to the community) is an evidence of the relatively
unimportant place of this element in the program of the
supervisors who cooperated in this study.

An examination of the data of Column 9 shows that items
recognized as goals (Column 5) are not always especially
prominent in determining what the supervisory activities
shall be, and vi-e,e versa.

Revietv.----Ofr4Ole principal facts revealed by the data of
Table 2 the following will bear restatement:

1. The theoretical supervisor; 'pr4gram derived from the literature
has proved to be inclusive of every goal which practical supervisors
were working toward during 1930-31.

2. No element of the program was recognized- as a goal by less than
30 per cent nor by more than 77 per (?ent of the supervisors cooperating
in the study.

3. Supervisors of each type were concentrating their efforts on a
comparatively small number of objectives. This is conspicuously
true of supervisors of thé third type, the example of which is the special
supervisor. Such concentration of effort is partly the result of the
division of labor, but It is largely the result of a wise decision to do a
few things will.

4. The elements most frequently recognized as goals are elements
in the fields of subject matter, teaching methods, and educational
aims or objectives.

5. In the field of subject matter the selection of textbooks, reference
books, and classroom equipment, the development of the content of
individual subjects, and the adaptation of subjects and of content to
theindividual differences of pupils were most frequently the objectiires
of the group of pupervisors for the year in question.
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NATIONAL SURVEY OF SECONDARY EDUCATION
p-

6. In the field of teaching methods, adaptations for pupils of differ-
ent levels of acamie, ability and of different interests rank highest in
frequency.

7. In the field of educational aims or objectives, individual subjects
and subject-matter fields were more often the objects of attention by
supervisors than were the subdivisions of individual subjects on the
one hand, or the whole educative proceis on the other.

8. Measurement by means of tests is conspicuously not a common
aim of the supervisors studied. By far the most frequentfy recognized
means of evaluation is careful observation.

4. THE ACTIVITIES OF SUPERVISORS

What supervisors do to attain their goals.As previously
explained, a logical approach to the stúdy of supervision
would seem to inquire first into the aims. or óbjectives of
supervisors, as has been done already in section 3 of this
chapter, and secofid into what the supervisors do to attain
their aims or objectives. A third logical inquiry (and the
last to be considered in the present study) would investigate
the extent to which each activity has successfully contributed
to each aim or objective. Answers 'to the second and 'third
inquiries are attempted in this section. Obviously, the
answer to the third inquiry must be based on the consensus
of opinion of those best qualified to judge, namely, the
supervisors themselves.

Reference has already been made 0 the fact that an
analysis of the literature on supervision revialed 72 activities
which one or more competent writers have regarded as

'supervisory in nature. The supervisors cooperating in this
study checked each of the 72 activities which they regarded
as supervisory and in which they had engaged during the
year 1930-31. The results of this phase of the study are.sei
forth in Table 3. No new activities were added to the list
by the supervisors. On the other hand, the list contains no
superfluous activities, since each activity-was checked by at
least 4 per cett of the supervisors and some activities were
checked by as high as 88 per cent. (See Columii 9, Table 3.)
The chief value of the list of activities given in Table 3
inheres in the fact that it is a comprehensive list from either a
theoretical or a practical standpoint. On the average each
activity was checked by 52 per cent of all supervisors partici-
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ADMINISTRATION AND SUPERVISION

pating in the study. (See arithmetical means at bottom of
Table 3.) Supervisors of the third type engage in a con-
siderably larger number of activities than supervisors of the
first type, and these in turn engage in a somewhat larger
number of activities than supervisors of the second type.

TABLE 3. Percentages of three types of supervisoro engaging in vari-
owl supervisory activities

e

Supervisory activity

4

Types of supervisors

(1)
7

(2)

1 3

(3) All

1:1

a, 8

3 4 5 6

1. Survey the community served by the school. 67. 5
2. Survey the school plant and equipment_ _ _ 42.0
3. Read educational literature 1. 0
4. Visit other school systems and study educa-

tional practice 17. 0
b. Visit classroom teachers 6.os
6. Plan or follow up the results of intervisita-

lion by teachers r
of

69. 5
7. Plan, conduct, or follow up the results

demonstration teaching 67. 0
8. Plan, conduct, or follow up the results of

individual amferences
9. Attend, plan, oonduat, or follow up the

results of group co&wences or committee
meetinp 7. 5

10. Attend, plan, conduct, or follow up the
resultsoof departmental mpetinp...-__ _ 0

11. Attend, plan, conduct, or follow up the
results of general faculty meetings... _ _ _ 12.0

12. Study tbe interests, abilities, talents,
erperience, and training of the staff super-
vised 24.

13. Rate teachers 46, 0
14. Provide means whereby teachers may rate

systematically their own traits and activ-
ities 88:0

15. Develop and maintain or help to develop
and maintain cumulative records of
teachen 61, 0

16. Plan, conduct, or follow up the results of
testing programs 33. 5

17. Study the interests, abilities, talents, and
experiential background of the pupils__ _ _ _ 12. 0

18. Make case studies of problem pupils or have
such studies made 9. 0

19. Advise as to what subjects and bow many
subjects pupils should wry

20. Advise con classification or reclassi- I 1"
fi cation of pupils_

5. 0

& 0

8

37 80.0 22 $5.5 ,20
52 43. 0 41 52. 5 43
84 4. 5 87 1. 5 90

87 41. 0 45 35. 0 66
78 2.0 96 5. 0 88

36 460 37 38. 5 65

25 66 0 27 60. 5 46

78 4. 5 87 1. 5 90

-66.0 26
47.0 44

+2.0 86

36.5 56
+1.0 88

50.0 43

-81.0 30

+4.0 85

74 8.0 82 8. 0 86 +7.0 81

65 &O 12. 5 80 +6.0 82

70 12.0 74 57. 0 38 +17.0 66

62 9.0 81 15. 5 78 +10. 0 75
49 29.0 59 40. 8 63 34.0 57

22 66.0 211. 67. 0 38 -660 27

33 49.5 33 54.5 40 -59.0 34

57 23.0 63 57. 0 38 35.0 56

70 10. 0 80 60. 5 46 +12.0 70

73 36. 0 52 64. 0 23 41.0 52

70 2&5 63 63. 0 31 31.0 58

81 18. 0 66 61. 5 36 21.8 433
I These 3 types are: (1) Supervisors with administrative and coordinating functions, ofwhich the prindpal is typical; (2) gulf 11 1. with more or less classroom teaching to do, ofwhich tbe depar 4 flat head is typiml; (3) supervisors usually known u special sugiving full-time to supervision with little or no classroom teaching or nIstrati Thereader will note that the type of supervisor numbered (1) is dealt with in columns 2 and 3 ofthe tablei_* similarly the data contained in °plumps 4 and refer to Type (2), and columns 6and 7 to Type (3).
Nors.---For explanation of meanings of plus and minus signs, see the text, p.
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NATIONAL SURVEY OF SECÖNDARY EDVCATION

TABLE 3.-Percentages of three types of supervisors engaging in vari-
ous supervisory activit ntinued

Supervisory activity

Types of supervisors

21. Develop and .maintain or help to develop
and maintain cumulative records ol pupils_ 7. 5 74

22. Consult with parents concerning pupils.. 0 81
23. Arrange conferences between teachers and

parents 14. 6 68
24. Direct, guide, or advise conoerning the lib-

rary service of the school 59. 6 36
25. Secure or help to secure stenographic and

other clerical aid for teachers 3& 5 57
26. Help teachers to get along with little equip-

ment 62. 6 31
27. Help teachers to utilize newly introduoed

materials and equipment 42. 0 52
Z. Requisition materials needed for classroom

work 39. 5 53
29. Improve the teacher's classroom manage-

ment (including distribution and °olio).
tion of materials and filing of materials for
later use) 44. 0 51

30 Improve the teacher's efficiency in handling
the routine matters of reports and records... 33.. 5 57

31. Edit or contribute to supervisory bulletins
and circulars 22. 0 63

32. Plan, direct, or advise concerning exhibits of
school work 46. 0 49

33. Prepare news articles 55. 5 38
34. Attend meetings of oommunity groups or

organisations 14. 5 68
Encourage teachers to attend meetings of

community groups or organizations_ _ _ 32. 5 57
36. Addles oommunity groups or organize-

. tidhs 20. 0 66
37. Encourage teaci;ers to address community

group or ganizations 54. 0 41
38. Hold membership or office in oommunity

-groups or organizations 27. 5 60
39. Encourage teachers to hold membership or

offioe in oommunity groups or organiza-
tions 52. 0 43

40. Maintain scheduled office hours for teachers
who of their own initiative are seeking
help 41 0 62

41. Maintain a system encouraging teachers to
offer suggestions for the improvement of
the educational program of tile school 24. If 62

42. Analyse and follow up suggestions made by
Madura for the improvement of the educe-
timid program of the school_ - _ - . 17.-0 67

43. Analyse and appraise own supervisory
activities and traits 27. 5 60

44. Provide means whereby teachers may rate
systematically the supervisor's traits and
activities 72. 0, 2

46. Write professional articles for publication a. 4 38
46. Encourage teachers to write professional

articles for publication 51 0 43
47, Attend profession,* meetings outside tbe

school system a. 0 81
48. Encourage teachers to attend professional

meetings outside their own school system. 0 58

( 156 )

(2)

4

23. 0
7. 0

52. 6

31. 5

42. 0

25. 5

13. 0

1. 0

14. 0

37. 0

39. 0

27. 0
57.

l& 5

40. 0

49. 5

63
84

29

56

41

02

71

98

70

52

47

61
25

69

46

33

66. 0 17

31.14-64

54. 0 28

44. 0 40

18.0 66

18. 0 65

20. 6 84

70. 0 2
61. 0

59.0 24

6. 0 86

21. 0 63

(3)

61. 5 35
47. 0 48

65, 5 20

54. 5 40

59. 36

25. 0 73

21. 5 75

35.0 88

35. 0 66

48. 5 48

21. 6 75

5. 0 88
2& 0 73

a 81

2& 0 73

l& 5 78

38. 5 65

214 6 75

44. 0 58

& 0 88

l& 6

21. 6

Zl. 0

67. 6
29. 0

4& 0

6. 0
1141

9. 0

76

76

70

18
70

ao

as

sa

All

8 s

28. 0
+9. 0

62. 6

41. 0

45.

36.

+14. 5

+8. 0

20. 0

41.0

21 5
61. 0

+11 0

38. 0

43. 5

-600
25. 0

60
75

39

52

45

58

67

78

64

52

57

63
39

71

52

34

61

52.6 39

39.0

+14.5 67

+13. 0

19.0

71. 0
67. 0

5t 6

+S. o

+16. 0

68

64

6
37

37

66

66
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1 II
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NATIONAL SURVEY OF SECONDARY EDUCATION

Those activities occupying the first 18 ranks, or the upper
fourth of the percentage frequency distribution, are marked
with plus signs in Table 3. Those occupying the last 19
ranks, or approximately the lowest fourth, are marked with
minus signs. *Since the activities as listed in the table follow
a fairly logical order rather than an order determined by
percentage frequencies, some gain may result from reproduc-
ing here the 18 activities most frequently checked as super-
visory activities actually performed. In the order of per-
centage frequencies these activities are:

1. (5) 1 Visit classroom teachers.
2. (3) Read educational literature.
3. (47) Attend professional meetings outside the school system.

. 4. (8) Plan, conduct, or follow up the results of individual con-
ferences.

5. (51) Hold membership or office in professional organizations
outside the school system.

6. (10) Attend, plan, conduct, or follow up the results of depart-
mental meetings.

7. .(9) Attend, plan, conduct, or follow up t EDT. reqults of group con-
ferences or committee meetings.

8. (28) Requisition materials needed for c : . ork.
9. (2) Consult with parents concerning pupils.
10. (12) Study the interests, abilities, talents, experience, and train-

ing of the staff supervised.
1.1. (34) Attend meetings of community groups or organizations.
12. (17) Study the interests, abilities, talents, and experiential

background of the pupils.
13. (42) Analyze and follow up suggestions made by teachers for

the improvement of the educational program of the school.
14. (27) Help teachers to utilize newly introduced materials and

equipment.
15. (41) Maintain a system encouraging teachers to offer suggestions

1 for the improvement of the educational program of the school.
16. (48) Encourage teachers to attend professional meetings outside

their own school system.
17. (11) Attend, plan, conduct, or follow up the results of general

faculty meetings.
18. (63) Plan or advise concerning the teachers' daily schedule.

These activities seem to requite no further comment. In
the main they are activities which one would expect to be

performed generally by good supervisors.

I Parentheses inclose the number of the activity as It appears in Table S.
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ADMINISTRATION AND SUPERVISION

Those activities occupying the last 19 ranks in the inverse
order of their percentage frequencies are:

1. (71) Recommend teachers for leaves of absence with pay or part
pay for further training.

2. (44) Provide means whereby teachers may rate systematically
tlie supervisor's traits and activities.

3. (70) Recommend teachers for leaves of absence with pay or part
pay for travel.

4. (72) Direct and coordinate the work of all supervisors in the
school.

5. (66) Recommend or arrange for the temporary exchange of posi-
tions by teachers.

6. (69) Recommend teachers for bonus or salary ingease.
7. (1) Survey the community served by the school.
8. (14) Provide means whereby teachers may rate systematically

their own traits and activities.
9. (55) Direct or guide teachers' professional training.
10. (62) Cooperate with normal schools, colleges, or universities to

improve the quality, or increase the number of summer school, exten-
sion, or correspondence courses available to teachers.

11. (60) Teach summer school, extension, or correspondence school
courses.

12. (7) Plan, conduct, or follow up the results of demonstration
teaching.

13. (37) Encourage teachers to address community groups or
organizations.

14. (15) Develdp and maintain or help to develop and maintain
cumulative records of teachers.

15. (45) Write professional articles for publication.
16. (54) Encourage teachers to address professional groups outside

their own school system.
17. (65) Recommend or make changes in the daily program of the

school.
18. (46) Encourage teachers to write professional articles for publi-

cation.
19. (67) Transfer or recommend the transfer of a teacher from one

position to another.

Concerning most of the 19 activities ranking lowest in the
order of percentages of supervisors performing them, it may
be said that in general they are either activities Which need
not be performed by more than one or a very few supervi-
sors in any given system, or they are activities which usually
can not be performed because of circumstances over which the
supervisor has no control.' As an example of the former may
be menti9ned the directing and coordinating of the work of
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NATIONAL SURVEY OF SECONDARY EDUCATION

all supervisors in the school [4. (72)], or surveying the com-munity served by the school [7. ( or As an example of thelatter may be mentioned recommending teachers for leavesof absence with pay or part pay for further training [1. (71)),or teaching summer school, extension, or correspondenceschool courses [11. (60)]. Howeyer, at least four activitiesappearing in the lowest fourth merit further comment. Twoof these [2. (44) and 8. (14)] deal with the question of rating.Apparently either supervisyrs do not esteem highly the ex-perience of being rated by Their teachers or the idea has not.yet become generally current. An analogous observationholds for schemes whereby teachers may rate themselves.The other two activities.which merit comment because of theinfrequency with which they are performed are demonstrationteaching [12. (7)] and the development and maintenanceof cumulative records of teachers. Clearlk, demonstra-tion teaching is a rare procedure in secoidary education.In spite of the opinion of some writers on the subject, itseems that here° is a much neglected means for the improve-ment of teaching in the secondary school. It need not beperformed by the supervisor, but it certainly may be plan-ned by him and the resufts may be followed up by him. Aninteresting experiment along this line has been under wayfor some time in Shaker Heights, Ohio.' A notion is current,however, with which the present writer has no sympathy,that elementary-school teachers can profit by demonstrationteaching, but high-school teachers can not. Appareritly thiswould be true only in case the high-school teacher hadlearned all there was to kn;w about the art of teaching orwasincapable- of learning more. Neither assumption is sound.Finally, the development and maintenance of cumulativerecords of all significant facts concerning the members of theteaching staff seems to be a duty which all supervisors share.A record of the teacher's experience and training when heenters the system is only the nucleus of the data whidishould be systematically acciimulated and recorded for eachteacher.
Pages might be consumed in detailed comment c9ncerningthe data of Table 3. Since the table is self-explanatory, fur--
A Departure In the Supervision of High-School Tosebing. School Revin, 174-175,Much 1931.
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ADMINISTRATION AND SUPERVISION

ther study is left to the reader who chad.ces to be interes
in items 'which have not been discussed here. Little has bee
said concerning th9 differences among the three tTpes o
supervisors in the frequencies which each activity' is per
formed. Frequently these differences are large and the rea-
sons are usually fairly .obvious. Since the purpose of this
aspect of the study was to produce a ctomprehensive list of
supervisory activities, the writer makes no excuses for in-
cluding a number of activities which may appear trivial to
some readers. However, triviality is just as often a matter
of point of view as of inherent values. In the writer's opinion
each activity here listed merits consideration, though obvi-
ously some merit more than others.

Opiniona of the 81Lpervisor8 C,oncerning the swan of each
activily. --Each supervisor who performed a given supervi-
sory activity also indicated whether, in his opinion, the
activity had contributpd with a low, fair, or high degree of
success to each of the six major divisions of the supervisory
program. (See Table 2, Column 1.) The essential findings
of this phase of the study may be summarized as follows:
Forty-six of the 72 activities were rated by 50 per cent or
more of the supervisors performing them as having contrib-
uted with a fair or high degree of success to the first major
&vision, namely, the development 'of educational aims or
objectives; 40 of the 72 activities were similarly rated with re-
spect to the second major division, namely, the development
of subject matter or content; 47 of the activities were simi-
larly rated with respect to the development of teaching
methods or procedures; 11 with respect to provisions for the

. individual differences of teachers; 4 with respect to the
adjustment of the teacher to the community; and 9 with
respect to the evaluation of the supervisory program. These
frequencies (46, 40, 47, 11, 4, and 9) are excellent indexes of
what supervisors are doing and of the objectives which they
sbek to attiin. In other words, the primary objectives of
supervisors are those relating to educational aims or objec-
fives, to subject matter or content, and to teaching methods
or Rrooedures. And by isir the greater proportion 4,of their
ac *ties, both and otherwise, have been planned
to contribute to the attainment of these ends. Provisions for
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NATIONAL SURVEY OF SECONDARY EDUCATION

the individual differences of teachers and the evaluation of
the supervisory program are receiving little successful atten-
tion; and adjustment of the teacher to the community plays
an exceedingly minor rôle in the programs and activities of
supervisors.

For the benefit of those readers who may care to check up
on those activities which 50 per cent or more of all super-
visors have regarded as having contributed with a fair or
high degree of success to each of the major divisions of the
supervisory program, the activities are identified in the fol-
lowing paragraphs by means of consecutive numbers assigned
them. in Table 3, They are as follows:

Educational aims or objectives: 1 to 12; 16 to 20; 22 to 2Si 27;
29; 31 to 34; 40 to 43; 47 to 49; 51; 55 to 61; 63; 65; 68; and 72.

Subject matter or content: 1 to 10; 12; 16 to 18; 20; 24; 25; 27
to 29; 3/4 32; 40; 41; 42; 47 to 49; 55 to 63; 65; 68; and 72.

Teaching methods se - #60 urea: 1 to 14; 16 to 18; 20; 23 to 32;
40 to 44; 47; 48; 55 67; 68; and 72.

Provisions for the individual differences of teachers: 1; 5; 8; 12;
13; 40; 41; 63; 66; 67; and 72.

Evaluation of the 8upervi8or3r program: 5; 8 to 10; 16; 40; 41;
40; and 72.

If one sets the standards still higher and seeks those
activities which 76 per cent or more of die .supe: per-
forming them have est.imated as having contributed with a
fair or high degree of success to the attainment of the major
divisions of the supervisory program, the story is one soon
told'. Absolutely none of thit activities meets this criterion
with respect to educational aims or objectives, provisions
for individual differences of teachers, adjustment of the
teacher to the communitty, or evaluation of the supervisory
program. Only four attain this standard with respect to
subject matter or content 'and only five with respect to*
teaching methods and proCiedures. Two activities are com-
mon to both lists. They are "the reading of educational
literature" and "the attending, planning, conducting, or fol-
lowing uP of the results of departmental meetings." The
remaining two, with respect to the development of subkict
matter or content, are "attending, planning, conducting, or
following up the results of group conferences or committee
meetings" and "planning, conducting, or following up the

I.
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ADMINISTRATION AND SUPERVISION

results of testing programs." Thus it appears that, although
comparatively few supervisors are using tests as a means of
evaluation, nevertheless a large majority of those employing
them estimate the results as very successful. The remaining
three activities with respect to the development of teaching
methods and procedures are " visiting classroom teachers,"
" visiting other school systems and studying educational
practice," and "planning, conducting, or' following up the
results of individual confefences."

Review.All 72 supervisory activities derived from an
analysis of the literature are recognized as supervisory
activities and are a part of the practice of the supervisors
cooperating in this study. Supervisors added no new ac-
tivities to the list. Supervisors of the third type engage in a
considerably larger number of activities thán supervisors of
the first type, and these in turn engage in a somewhat larger
number of activities than supervisors pf the second type.
With a few exceptions, those activities rankift in the lowest
foarth of the percentage distribution are activities which
need not be performed by plore than one or a very few su-
pervisors in any given systail, or they are activities which
usually Vim not be performed because of circumstarices over
which the supervisor has no control. The use of devices
whereby teachers may rate themselves or of devices *hereby
the teachers may rate the supervisor are notably in low
esteem. Demonstration teaching seems to be a neglected
means of improving 'teaching in the secondary school, and
apparently supervisors should do much more in the matter
of developing and maintaining cumulative records of the
experience, training, strengths, an weaknesses of the staff
supervised. The frequaencies with 'eh a given activity is
performed by the different types of supervisors often differ
materially, and the reasons for the differences are usually
obvious. Most of the activities ;ire estimated, by more than
half the supervisors performing them, to have contributed
with a fair or high degree of success to the, dpvelopment of
educational aims or objectives, of subject matter, and of
teaching methods. Only very small, proportions of the"
activities are estimated to have contributed with a fair or
high degree of suctess to the ittainment of the other three
major divisions of the educational prognuir
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CHAPTER II PRACTICES IN INDIVIDUAL SCHOOLS
AND SYOTEMS

I. PURPOSE OF THE PRESENT CHAPTER

In the preceding chapter the aims and activities of a group
of succsful supervisors were compared statistically with
*what competent writers on the subject of supervision have
said the aims and activities of supervisors should be. The
purpose of this chapter is to supplement these statistical
iipmparisons 'with illustrative excerpts of practices regarded

as supervisory in the individual schools and systems studied.
On the one hand, a complete stAktempnt of supervisory prae,
tices in each Etchool visited has been avoided, since such an
account would entail needless repetition. On the other hand,
an effort has been made tò include selections which in the

. aggregate reflect the best thought and practice in connection
with supervision in the secondary schools ilfr whi6h super-
visory practices were invegigated. Occasionally a practise
which is &scribed is really unique or peculiar tò the school or
system named, but such is not necessarily nor' usually time.

Of necessity the materials of the geveral sections of the
chapter overlap somewhat. However) an effort has been
made to organize the data to prevent undesirable reiteration.

1. $TWO PREREQUISITES OF succEsartL SUPERVISION

A plan. The typical supervisor in the schools studied
begins the year with a definite plan. He states bridly and
concisely what he intends to do and how he expects to dO it.
For example, the program of C. E. Nihart, Auliervisor of
industrial arts, Los Angeles, for the improvemelit of instruc-
tion in junior high school industrial arts during 1931-32
was stated as f011ows:

1. Make a study of the best teaching methods to be used in 4nduct-
ing large shop classes.

2. Revise courses of study and print bulletins for each junior high
school industrial-arta activity,
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ADMINISTRATION AND SUPERVISION

3. Inaugurate a campaign in shop classes for. "correct-doing"
practices in the fundamental skills of each activity..

4. Agree upon and adopt uniform methods of individual record-
keeping in shop classes.

5. Review 'current text tiooks, reference books, and magazine articles
in our field of work.

6. Continue our work in developing new and more attractive project
designs for distribution to shop teachers.

The methods by which the foregoing aims were to be
attained included (1) supervisory group meetings, (2) work-
ing committees, and (3) individual conferences 6r teacher
and supervisor.

A right attitude toward the supervised.More often than
not the superv¡sor's -program has been developed through
close cooperation... the teachers who are to puticipate in
it. As a result the supervisor is regarded by the tkachers
as one of a group whose experiences, training, and capacities
are to be pooled in a cooperative endeavor to improve the
pupil's educative environment. Under stich circumstances
the supérvisor may be recognized as a leader and a helper
but never as_ a perfunctory inspector who occupies himself
primarily in dispensing negative criticism. On this point,
George H. 'Meitedith, assistant superintendent of schools,
Pasadena, Calif., might 'rwell be speaking for all the schools
included in this investigation when he sayg: "The keynote
of our program of supervision has been the development of a
demo'cratic relationship wherein the flow of suggestions may
conv either from the teaching (Imps ot the supervisory staff.
We have'found that this 'better spirit has come about when
teachers and supervisors have worked together on the larger
problem" of the curriculuin. This wiaer range of helpfulness
[on the part of supervisors] produces more desirable results
thatk the so-called close swArvision which tends to develop
unsatiiefactory relationshiOs between the ftiroervisor and the
t9acliers."

1 S. SUPERVISOR8 AS CONgULTANTS

A growing tentizney.-4 democratic and cooperative
relationship between the jupervisor and the superyised is
takeú as # matter of course in leading sAcondary séhools
today. But in reality such a concept of supervision is so
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NATIONAL SURVEY OF SECONDARY EDUCATION
tr

revolutionary that one must raise seriously the question
whether the word "supervision" isiiny longer the sign of the
idea to be conveyed. Webster defines supervision as " the
act of overseeing for the purpose of giving direction; the act
of inspecting with authority." This definition quite satis-
factorily describes supervision in its earliest stages, when it
consisted of the perfunctory vista of the district trustee or
of the superintendent. As an interpretation of supervision
to-day it is not only incomplete but ilecidedly misleading.
Probably no recent tendency in supervision is better in
dicative of the present inadequacy of the preceding definition
than the growing tendency to regard supervisors as consult-
ants rather than overseers or inspectors. In some schools
the sentiment is unmistakably in favor of making all super-
visory service a privilege which teachers may enjoy only
upon request. In other schools a part of the supervisor's
Jaime is being scheduled to "consultation periods." For
example, in the Skinner Junior High School, Denver, Colo.,
each of three supervisors seta aside one period each day,
four days per week, for the help of individual members of the
staff who of their own.accord are seeking aid. (See Fig. 1.)
The device is simple in execution but far-reaching in its
results.

Edueationa4 experts from v:4.01011& the sciwoi system as con--

8uitant8.In a number of schools the idea of the supervisor
as a specialist, whose primary function is to help teachers to
sve their problems, has evolved in another manner with the
resAilt that educational specialists fr(im dutaide the local
school system have been secured for scheduled advisory
meetings. For example, in Pasadena, Calif., an educational
specialist from one of the large univentities is retained as a
consultant. The consultant meets tviiçe a year with com-
mittees of teachers and supervisors who are at work con-
stantly on problems of the curriculum, of instruction, and of
educational objectives. The Board of Education of Pasa-
dena further maintains a consistent policy of bringing to the
system leading thinkers in education for constructive work
with groups of teachers. Among other school systems in
which noteworthy service is secured thromgh an expert con-
sultant, Hamtramck, Mich., may be mentioned.
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[Form 10i

DENVER PUBLIC SCHOOLS
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EMMA M. BROWN, Principal.

Pions 1.Form used for the scheduling of oonsultation periods

Inspired by the same general idea, educational leaders in
both Connellsville and Midland, Pa., have followed a policy
of bringing educational specialists into the system to work

_with the teachers n projects requiring highly technical in-
formation. The perviscp and teachers in these schools
have been in during the past few years in devaoping
unit assignmen Various subject-matter fields. gence,
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for several years past a specialist in the theory of the unit
assignment has ipent a week each year in directing, guiding,
and advising teachers in the development or revision of units
and in the techniques of classroom procedure. It ig prob-
ably not a coincidence that the unit assignments developed
in these schools offer many evidences of success not char-
actetistic of assignments produced in áchools where expert
advice has been lacking. Such part-time service from edu-
cational leaders is especially valuable in the smaller cities and
towns, where the expense of maintaining any considerable
number of specialists permanently on the staff is prohibitive.
Incidentally, the specialists should find the experience of being
called to the firing line and sent over the top at periodic inter-
vals an excellent treatment for that frequent form of mental
aberration which results from a. hermitage in the misty
realms of unapplied theory.

4. 7 HE SUPERVISORY PERSONNEL AND THE ALLOCATION OF
SUPERVISORY FUNCTIONS

Central and local supervisory stags. In the preceding
sections the discussion h: centered around the new idea of
the relationship which should exist between the supervisor
and the supervised, together with tseasons for believing that the
relationship is one recognized in actual practice. The present
section deals with the personnel to whom supervisoiy func-
tions are allocated in a few representative schools. All the
schools studied were parts of city or county systems. Hence,
theoreticalPfr at least, each school would seem to be entitled
to the services of both local and central-supervisory staffs.
Actually, however, even among schools of the same size, the
amount of time allotted to supervisory functions differs
remarkably so far as either the central or the local staffs are
concerned, and often no supervisory help is available from
the central office. Two schools enrolling 1,500 pupils each
may be taken as examples. In-one of these schools the prin-
cipal gives half his time to supervision. No other local
sup6rvisory assistance is available, and the members of the
staff of the central office are engaged in purely administrative

I By central stains meant the staff employed to serve all the schools or a number of the
schools of the city or county system. By local staff is meant the staff employed to serve but
one school.

[ 168

z

. : p.

__Apr

de.

IP

'



ADMINISTRATION AND SUPERVISION

work so far as the secondary schools are concerned. In the
other school the principal, two assistant principals, and a
high-class secretary to the principal give full time to admin-
istrative and supervisory duties. In addition, a visiting
teacher is available for three-fifths of her time, two teachers
are released part time for research work, and specialists in the
several subject-matter fields may be called from the central
office when their help is needed. Needless to say, there is no
comparison between the supervisory programs of the two
schools or between the results which are being obtained in
the form of improved teaching and learning situations,
Frequently, however, desirable results are by no means
directly proportional to the size of th zupervisory staffs.
e Among many school systems m : .. aining both central
and local staffs with considerable amounts of time to give to
real supervision may be mentioned Tulsa, Detroit, and
Pasadena.

Supervision in the high schools of Tulsa is coordinated by
the assistant superintendent in charge of high schools. A
central staff consisting of 14 directQrs is available for special-
ized service in the following fields: English, history, mathe-
matics, science, music, art, girls' physical education, boys'
physical' education, home economics, foreign language, com-
mercial subjects, industrial arts, social studies, and the extra-
curriculum. The first seven directors serve the elementary
schools as well as the high schools. In each school these
directors cooperate with the principal, department chairmen,
and teachers.

.

For the Detroit secon arysl schools the central supervisory
staff is organized into s departments, namely, practical
arts; fine arts, exact science, languages, -social science, and
health. Each individual school is also organized into depart-
ments presided over by department heads. The supervisors
from the central office hold special meetings with the depart-
ment heads to consider the work to be done in their respec-
tive fields. These meetings are devoted largely to the
development of new teaching methods and to the revision of
courses of study. The work of the department heads is
coordinated by the principal, who is given full responsibility
for supervision within his school. In the Foch Intermediate
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School the principal gives more than half his time to visiting
&ssroom teachers and to follow-up conferences. The
department heads make written reports to the principal each
month concerning teaching which they, have observed. The
principal has organized also an "instruction council" to
assist in the solution of administrative and supervisory
problems. The council consists of the department heads,
the assistant principal, the counselor of boys, and the
counselor of girls. Each department head holds monthly
meetings with teachers of his department, and general
teachers' meetings are held monthly dealing with reports or
analyses of problems related to the supervision of instruction.

In Pasadena special supervisors are available from the
central office in music, art, industrial arts, household arts,
and agriculture. Another important contribution of the

o central office is made by the assistant superintendent in
charge of high schools. Under his direction the. teachers of
the city are organized into groups according to the subject-
matter fields in which they are working, and their own partic-
ular problems are solved through scheduled meetings and
committee work. In addition an adequate staff is main-
tained in each local school. For example, in the John
Marshall Junior High School, enrolling. approximately 1,500
pupils, four persons (the principal, two assistant .principals,
and a counselor) are employed full time for administrative
and supervisory purposes.

The general supervisor of instruction.--In the systems
mentioned in the preceding paragraphs the coordinator of
supervision within a given individual school is the principal.
This is by far the more common procedure. However, in a
few schools studied definite efforts are made to delegate the
principal's supervisory functions to others and to reserve for
him only administrative duties. The plan operates with
apparent success, although it violates a theory commonly
held to the effect that the chief business of the principal
should be supervision and not administration. Probably
the truth is that it is impossible to lay down a general rule
for the allocation of administrative and supervisory duties
and functions while such great differences continue to exist
among schools, not only in the number of persons available

( 1701 b.
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for supervisory and administrative duties but also in the
experience, training, and traits of personality of these
persons. In those schools where the principal is regarded
chiefly as an administrator a general supervisor of instruction
is employed. The title varies, the official sometimes being
called a director of instruction or a dean. For example, in
Thornton Township High School, Harvey, Ill., a director of
instruction coordinates the work of the department heads.
His time is distributed among the various departments
according to their needs. In Junior High School No. 3,
Trenton, N. J., a general supervisor of instruction is em-
ployed. The general supervisor is in charge of the work of
all departments except music and art. Supervision in this
school centers around two series of regular departmental
meetings, the first to decide upon the objectives to be stressed
in the classroom during the ensuing marking period and the
second to decide upon tests which shall adequately measure
the extent to which the objectives have been attained.

A somewhat more complex arrangement exists in the junior
and senior high schools of Paivtucket, R. I. In this system
the supervision of classroom instruction in grades 7 and 8 is
in charge of a general supervisor, who also supervises grades 5
and 6. This arrangement tends toward improved articula-
tion between the elementary and the junior high schools.
In the senior high school a dean coordinates the supervisory
activities of the department heads by acting as chairman of
interdepartmental meetings. Special departments, such as
art, Ahop, and home economics, are superyised by directors
who function in both the junior and senior high schools. All
supervisory activities for the city are coordinated by the
city superintendent of schools through regular meetings with
the deans and directors.

Duties of the dean of a junior high school in Pawtucket
include classification of pupils, preparation of the schedule of,
each pupil, service on committees for the revision of subjects
and curriculums, attendance at meetings of a committee
consisting of the, heads of departments of the senior high
school for the purpose of improving articulation, and adjust-
ment of problem pupils to school and home life through
interviews with*pupils and parents.
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The director of the department of industrial arts in Paw-
tucket sums up his duties as follows: Selection, training, and
encouragement of teachers, observation of teachers at work;
purchase of equipment and supplies, designing of equipment ;
the correlation of the work of the teachers within the depart.-
ment; and the correlation of the work of the Oepartment with
other departments.

The director of art visits art teachers of the junior and
senior high schools each week, holds group and individual con-
ferences during the year as needed; keeps records of talented
pupils, visits and checks exhibits of work, confers with super-
visom of other departments, and makes regular reports to the
superintendent recommending changes for the improvement
of the work of the art department.

Department heads and special committees.The department
head or chairman already has been mentioned frequently
because he is seldom left completely out of the picture in any
plan for supervision. That much supervision is performed
by this official is evidenced by the fact that of the 284 super-
visors included in this study (as reported in the foregoing
chapter), 143 were department heads or chairmen. The
amount of time giien by *department heads to supervisions
varies greatly from one school to another. In a few schools
studied department chairmen have full-time teaching shed-
ules. Therefore, the amount and kind of supervision which
they can perform are limited to whatever can be accomplished
through bulletins and through group or individual confer-
ences hetd outside of regular school hours. In most schools
department heads are relieved of teaching duties for a portion
of the day in order to give attention to supervision. For
example, in the Upper Darby (Pa.) Senior High School the
department heads teach from 15 to 18 periods iier week.
The principal delegates to them many supervisory duties,
including the cooperative preparation and revision of courses
of study; the supervision of classroom instruction; the selec-
tion of textbooks and supplies, And equipment for instruc-
tional purposes; and the making of recommendations con-
cerning the classification, adjustment, and placement of pupils
in their respective departments.
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In Dallas, Tex., 16 departmental chairrneh with teaching
duties are in charge of the following fielàs for the high schools
of the city: English, social studies, mathematics, Latin,
Spanish, French, sciences, home economics, Manual training,
including drafting and shops' divisions; art, music, commer-

4'cial work, journalism, public speaking, physical education,
and library. The first six are appointed by the district
superintendent and the others are elected by the members of
the respective departments usually for one year. The super-
visory work of the high schools of the city is coordinated by
the district superintendent of high schools in cooperation with
the local building principals.

In most schools the department heads are appointed by the
principal, although occasionally, as in the East St. Louis
Senior High School, they are elected annually by the teachers
of bhe department, and no department head may succeed
himself. It is also interesting to note that in very large high
schools for example, the J. Sterling Morton High School,
of Cicero, 111.the department head may be replaced by a
committee. In the J. Sterling Morton High School the
English department is supprvised by a committee of five, a
chairman, and one faculty member for each of the four high-
school years.

In East Chicago, Ind., department heads have been re-
placed recently by special supervisors, each of whom is in
charge of the work of a given subject-matter field in the ele-
mentary and secondary grades of all the schools of the city.

The University High School, of Oakland, Calif., is a high
school for the training of student teachers. In this school
the major part of the supervision is done by 21 supervisors
with the rank of department heads or assistant department
heads,. distributed as follows through the several subject-
Matter fields: Art, 1; commercial subjects, 1, English, 4;
German, 1; home economics, 1; modern languages, 1 ; Latin,
1; library science, 1; mathematics, 1; music, 1; physical ed-
ucation, 3; science, 2; social studies, 3. Six counselors, un-
der the direction of the dean of girls and the boys' adviser,
cooperate in the work of supervision through studies of the
child's home environment, school adjustment, mental ca-
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pacity, scholastic, achievement, health record, plans for the
future, and social aeeds.

Supervision through university cooperation.The preceding
paragraphs of this section have served their primary purpose
if they have suggested that the personnel engaged in supervi-
sion and the allocation of supervisory duties among the
members of that personnel are unique for each school. Prob-
ably no one questions the propriety of this wide variation,
since each school is unique in the problems which it offers for
solution and in the resources which its representatives may
employ in the solution of these problems. In the remainder
of this section two decidedly unique and successful arrange-
ments for the improvement of instruction will be described
briefly. The first plan is one under way in Albemarle County,
Va. The enterprise has been made possible through the
cooperation of the School of Secondary Education of the
University of Virginia with the administrators of the city of
Charlottesville and of Albemarle County. Seven county high
schools, with enrollments ranging from 52 to 132 pupils, and
the high school of the city of Charlottesville, with an enroll-
ment of 695 pupils, are the beneficiaries of the plan. The
primary objective of the supervisory staff is the development
of techniques which will .enable the small school to present
educational offerings comparable to those of the large school.
One general supervisor, E. E. Windes, is employed jointly by
the county and the university. Special supervisors are em-
ployed by the university. In addition, three high-school
principals, jointly employed but paid largely by the co4nty,
are used as critic teachers. In the city of CharlottesviN the
critic teachers are paid by the city in return for teaching two
classes in the city high school.

Much attention has been given in this undertaking to the
development of the written unit assignment. In building
the units the following procedure is being used:

1. A conference of teachers in a given subject-matter
field is held with the greral supervisor and the special
supervisor.

2. Teachers choose certain units which they undertake to
develop or perfect.
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3. Teachers submit completed units to supervisors who
may submit them to other teachers. Consensus of opinion
determines the final-content and form of the unit.

4. The unit is mimeographed by the county office fori all
county schools.

As a result of this plan of supervision teachers are stimu-
lated to professional study. They are given systematic
training in the organization of subject matter and in methods
of teaching. Inspection and negative criticism are mini-
mized. The success of this veiiimre raises the question
whether normal schools, schools of education, and teachers,
colleges throughout the country could render conspicuous
service to education through similar endeavors. Perhaps
the movement toward such cooperation should originate in
the administrative offices of the public high schools.

The home room as the unit of eupervision.This section will
be closed with a brief reference to the unique arrangement
for supervision to be found in the ThomaOtarr King Junior
High School, of Los Angeles. In this school the unit for
supervision is the home room. A preliminary essential to the
functioning of thi plan is the scheduling of the pupils of a
given home room to the same group of classroom teachers.
Under such an arrangement a small group of five or six
classroom teachers meeting with the home-room teacher, the
school health representative, the counselor, and the principal,
may discuss the individual pupils of a given home room
8eriatim, with the full assurance that every one present at the
meeting has a personal interest in the group of pupils and
possesses valuable information concerning them. In this
school the adjustment of the individual pupil to his environ-
ment and guidance are the chief objectives of supervision.
Therefore, the gathering of data concerning individual chil-
dren and the intelligent use of the data are major super-
visory activities. Immediately upon the pupil's entrance to
junior high school the home-room teacher begins the prepa.
ration of a comprehensive "personality analysis chart,"
giving significant data for each pupil.. The data are obtained
through the analysis of test results, through conferences with
classroom teachers, and through visits to the pupils' homes.
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By the end óf the pupil's first year in junior high school the
following data are available in readily arc'essible -form:

I. Social data:
1. Vocation outside of school hours.
2. Avocation.
3. Companions.
4. Social loyalties (organizations with which he is affiliated

outside of school).
5. Whittier home score:

(a) Necessities.
(b) Cleanliness.
(c) ,Size.
(d) Parental Conditions.
(e) Parental supervision.

6. Parents:
a(a) Race.
(b) Birthplace.
(c) Naturalized or unnaturalized.
(d) Significant facts of ancestry.

7. Educational data:
(a) Scores on Los Angeles Diagnostic Fundamentals of

Arithmetic.
(b) Scores on Stanford Achievement Test.
(c) Grades skipped.
(d) Grades repeated.
(e) Attendance. .

(f) Standing in all required and elective subjects.
(g) Special interests, aptitudes, or abilities.
(h) Vocational ambitions.

8. Physical data (from physical examinations by competent
physicians and nurses).

9. Psychological data:
(a) Chronological age, mental age, and intelligence

quotient.
(b) Ability level.
(c) Personality traits,
(d) Type of mind.

The data thus collected are used in connection with the
frequent conferences which aies held by the principal, the
home-room teacher, the teachers who have the group of
pupils in classroom work, the school health representative,
and the school counselor. Before each conference the prin-
cipal visits the group of pupils both in their home-room
period and in thefr classrochn 'work. During the ensuing con-
ference each pupil of the group is brought up for discussion.
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If pupils are maladjusted or 'are not workig up to expecta-
tions, the facts, the reasons, and the suggested remedies
appear dining the conferencps. Information possessed, by
all participating in the conterence is available. New datkee
significance brought out in the coiiference are made a mattèr
of rilcord.. The plan is.both economical and highly efficient.
Incidentally, the school, along with each other school in the
Los Angeles system, enjoys the.services of a large and highly
trained staff of specialists froth the central office.

I. THREE APPROACHES TO THE IMPROVEMENT OF CLASSROOM WORK

Not one but many method8 .Onee upon a time, and not so
long ago, the chief approach to the improvement of classroom
instruction was by way of the classroom visit -and the inevi-
tablt: ensuing conference, usually constructive_land helpful,
but occasionally possessed only of the uricon`7;promising vir
tues of a post-mortem examination. To-day, in outstanding
schools, supervisors are realizing as never before the potential
aggregate benefits which may accrue from many methods of
suPervision proceeding simultaneously and efficiently. Three
different approaches to the problem of improving classroom
instruction are illustrated in this section. s. effort has been
made to exhaust the list of examples whic .:11t, be given.
Neither is any intimation intended that the improvemehi
classroom instruction is the sole business of the supervisor.
The first illustration to be given is Seybold's "Studies in
Motivation."

Studie8 in motivation.While pricipa,1 of Thomas Jefferson
Junior High School, in Cleveland;Ohici Arthur Seybold, in-
stituted a cooperative undertaking which he called "Studiesin Motivation." Apparently he had no desire to departlrom
the necessary fundamentals of subject matter as prescribed
in the various curriculums. Neither did heNwish any teacher
to abandon the methods by whicti success had been achieved
in the past. But he did ask 'eacii teaCher to attempt to
develop duriaik each two weeks some problem or device
related to the regular work' which Nfouid_ appeal-intrinsically
to the pupils, and to try to have in the process of completion' *6

at all times some pioblem or project which for its owli sake
was engaging part of the time of the pupils working in gfoups.
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From this suggestion a series of "red-letter"lessons, prepared
by various teachers, developed. A statement pf the purpose
and an outline of each lesson were submitted to the principal.
Other essential data, such as size and ability level of the class,
were included' in the report.2 These reports were edited by
the principal, mimeographed, and bound in a neat volume
eiititled 'Studies in Motivation." Each teacher received a
copy. This supervisory activity stimulated the teachers to
a full consideration not only of the objectives of education
but also of . content, and of teaching procedures adapted to
different types of pupils. It was the source of many dem-
onstration lessolis of the finest kind. Such volumes of les-
sons taught in succeeding years should become stepping-
stones on which the entire staff might rise to levels of teach-
ing procedure otherwise unattainable.

Improving the pupae habits of gudy. Another way to
improve classroom instruction is to improve pupils' habits of
study. In the Robert liouis Stevenson Junior High School,
Los Angeles, a committee Allikeachers headed by the school
counselor have been at work on the topic of "Directed
Study." The project was initiated by the committee in
February, 1929, with a bulletin to teachers entitled "Whit is
Directed Study?" The bulletin listed many definitions
which hav,e been given of "directed study" . ve
graphical 'references. During the following " the com-
mittee issued a questionnaire to the teachers-of the several
depoiTtments atjking each teacher to list (1) desirable habits
of study and (2) special problems of direçt4d study. The
committee Carefully rtiad, analyzed, organized, and inter-
preted the replies to the questionnaire. A mimeographed
report was issu'ed 'presenting the data for each department
seterately. From the data for all departments a composite
picture of "Desirable Habits of Study" was prepared in the
form of a chart. Special co.namittees later entered into more

- specific phases of the problem of directed study, such as
"reasoning in arithmetic." All reports were made available
to the.. cooperating teachers. A year later the general coin-

.
6.

A few of these lessons are riorodnoed in see. 23,-Ch. VII, of Monograph No. itt, National
Eitgvey of Secondary Education, Provisions for Individual Differences, Markin&

and Promotion."
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mittee adopted the case method of securing data from the
teachers. Each teacher supplied the name of each pupil
who was a problem in his or her classes because of poor study
habits. Along with the pupil's name were given his home
room, the subject in which he was having difficulty, his grade,
and a definitive statement of the way in which he was a prob-
lem. The data for the various pupils were entered on slips of
paper which could be detached for the purpose of sorting and
classifying. It should be unnecessary to argue thai such
studies are truly supervisory. They are aimed at the direct
improvement of classroom instruction. They inyolvo; the
active cooperation of teachers and pupils. They are' eon-
tinuous from 'year to year the last woyd is never said.
Whoever directs such -a study is performing a supervisory
function regardless of his official title or his other duties.

Systematic planning of classroom work and the te8ting of
results outstanding supervisory practice in the J. Ster-
ling Morton High School, Cicero, Ill., is concerned with the
administration of a uniform objective test in each section of
each subject at the end of each month. In the first place,
the work to bejf done in the various classes of any given de-
partment is Manned in advance by the teachers of the
department cooperating with the department head. Next,,
an objective examination is built by the department head in
cooperation with the department of research. So far as
possible, the examination covers the goals previously es-
tablished for the marking period in the departmental meeting.
Teachers need not award their marks on the basis of this
examination. They may supplement the test in any Way
they choose. Neither are teachers judged exclusively by the
scores which their pupils earn on the test. However, these
scores are valuable data indicating certain phases of a teach-
er's succ.eas. gince the entire school is classified into ability
groups, it follows that the average classification index of any
given class swami nfity be compared with the average score
made by the class on the objective test. Reports of the re-
sults of the test's are made available to each teacher for her
classes only. Comparative reports of the results obtained
by all teachers and by all departments are prepared for the
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director of research and for the superintendent of the high'''.
school.

A similar piece of work is being done in Junior High School
No. 3, Trenton, N. J., With the exception that a general
supervisor of instruction, directly responsible to the principal,
supervises the work of all departments.

6. THE PUPILS AS SOURCES OF DATA FOR SUPERVISION

Evaluation precedes improvement. Supervision involves co-
operative efforts to improve the educative environment.
Before improvements may be undertaken the existing edu-
cative environment must be evaluated. Tests help in the
process of evaluation, but the first chapter of this report has
shown their rôle to be an exceedingly minor one in actual
practice except in a few outstanding schools. Even in ,those
schools where tests are being used with maximum efficiency
the data are being supplemented by the careful observation
of persons qualified to judge. In the past only the supervisor
was considered qualified to judge. To-day supervisors are
making extensive use of the observations and reactions of
both teachers and pupils in an effort to secure a sound basis
for evaluating present procedures and for consequient efforts
it improvement.

Interviewing the pupils.Many schools have reported care-
fulisi planned interviews with pupils tp be a valuable source
of data for supervision. For example, the director of physical
education of the J. Sterling Morton High School has inter-
viewed during 1930-31 about 1,100 pupils who have com-
pleted three years' work in the, department and who will be
seniors next year. A record of significant findings has proved
useful in the matter of improving the work of the department.

Que8tionnaire8 to pupils. Another source of information
which oftet becomes useful in improving the service rendered
by the school to the pupil is the questionnaire or inquiry ad-
dressed to the pupil. For ance, in the Skinner Junior
High School of Denver, Colo., a questionnaire to the pupils
dated M.D10, 1931, inquired (1) how far the pupil intended to
carry his ed tion (whether through grade 8A, 9B, 9A, senior
high school, or college), (2) why the pupil liked or disliked
the home-room period, (3) whether the pupil would prefer
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study periods to home-room periods, (4) whether the pupil
would like to continue in the same home room next year if
enrolled in the same school, and (5) reasons for desiring or
not desiring to remain in the same room. The regoing
illustration is only one example of many inquiries addtessed
to the pupils each year in this school. Pertinent facts
obtained from the inquiries are made available to the faculty
through group conferences or by means of mimeographed
bulletins. No argument seems necessary to establish that
regular and systematic taking stock of the pupils' reactions
to their educative environment should make available
numerous suggestions for improving the environment, which,
after all, is the main business both of supervision and of
teaching.

7. RATINGS, SCORE CARDS, PROFESSIONAL TESTS, AND QUESTIONS FOR
TEACHERS' SELF-ANALYSES

Forma/ rating scales.Formal rating scales are not used
extensively in the group of schools included in this investi-
gation. In a number of schools they are used only to rate
new teachers or teachers on probation. In a few instances
scales or score cards are developed, by means of which the
supervisg is rated by the teachers. Since this is a report
of practge only, space will not be occupied to present illus-
trations of various data-gathering devices or methods of
evaluating the results of supervision which are available
for use or which may be in actual use in schools not repre-
sented in this study. The reider is referred to two recent
publications on supervision for extensive illustrations of
devices which may be used in the gathering of data for the
purposes of evaluating the results of -instruction.' Most
rating scales in actual use in the schools being studied have
been devised locally and are in the_ experimental stage.
Among the schools in which systemtiti9 use is being made
vf published rating scales may be mentioned the junior

Barr, A. 8. An Introduction to the Scientific Study of Classrooin Supervision. New
York, D. Appleton & Co., 1931.

Knudsen, Charles W. Evaluation and Improvement of Teaching. New York, Double.
day, Doran & Co,, 1932.
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high schools of East St. Louis, Ill., where the TorgerAen
Diagnostic Teacher Rating Scale is used, as follows:

1. The scale is studied by the teacher and discussed with her.
2. The teacher uses the scale to rate herself, knowing that the

supervisor later will rate her by means of the same scale. Two or
three weeks are allowed for theiratings to be completed. Items
which describe most nearly the teacher's usual practices, on the scale,
are checked.

3. The teacher and supervisor compare and discuss the ratings.
4. A few weeks later the supervisor rates the teacher again.

The continuous nature of the process keeps the teachér
constantly critical of her methods and leads to intelligent

LOS ANGELES CITY SCHOOL DISTRICT
Division or PICTS:MAL Imam». AND AMMON

ilspervisses Report of _teacher of Physical Ideastion
H School, .

AM. II w 410.

1. INSTRUCTION

a. Preparation and Planning

h. Mu of Work.

Selection of Material

d. Organization for Activity.

s. Pupil Activity

f. Teaching Techniques.:

1.,MANAGRMENT

a. Physical Conditions OOOOO ....

b. Routine Work

C. Discipline

d. Records.

s. Supplies.

PERSONAL EQUIPMENT

b.

Personal Appearance.

P

C. Attitude and Manner

d. Voice Comma&

e. Use of English

4. SUMMARY RATING

Length of Observation.

Conference was had with Teacher

Supervisor
(Over)

FIGURE 2.Rating scale used in the division of physical eduéstion and athletics, Los Angeles

:11N91.17110

modification of her teaching procedures. However, unless
the items of the rating scale represent valid criteria of good
teaching procedure the use of such a scale can be productive
of much harm. The warning should hardly be necessary
that ro rating scale should be used unless the supervisor is
convinced that valid objectives are set up by the scale.

A rating scale dealing with various items of initruction;
management, and personality of the teacher is used in the
division of physical education and ithletics, Los Angeles.
(See Fig. 2.) The reverse side of the scale provides spage
for notations commending the' teacher and for notation of
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items needing further consideration. The items shown in
the figure are rated on a 5-point scale.

In the Pittsburgh (Pa.) schools a scale (Program for Im-
proving Teaching Procedure) is used as a means of improv-
ing classroom instruction. A second scale sets up a program
for improving administrative and supervisory procedures.
By means of this second scale the principal is rated on 98
items listed under the following five general headings: Per-
sonal equipment; academic, professional, and technical
equipment; condition of entire school building; adminis-
tration; and supervision. The items listed under the head-
ing of supervision indicate those elements of supervision
being stressed in this particular school system. The items
are: 4

1. Program of time set aside for supervision in view of the most
immediate needs of the schbol.

2. Grouping pupils at the beginning of the term by means of pretests,
intelligence tests, and standard tests. Determining achieve-
ment of the class as a whole and as individuals. Outlining
appropriate procedures for subsequent effective instruction.

3. Adjustment of the course of study to the needs of the different
groups of pupils(

4. Special provision for pupils needing or desiring extra individual
help.

5. Solution of the preceding four items through the principal's
thorough knowledge of his school, teachers, and pupils, and of
the economic and social conditions of the community.

6. Confidential and sympathetic use of the "Program for Improving
Teaching Procedure" at the beginning of each school year, and
at other times deemed advisable.

7. Aiding the professional growth of teachers through
(a) Increasing the teacher's ability to discover; analyze, and

solve teaching problems.
(b) Practical demonstration in the classroom.
(c) Use of special supervisors.
(d) Urging teachers to pbserve the work of other teachers.
(e) Planning group conferences of teachers.
(f) Holding conferences with individual teachers.
(g) Guidance in reading professional and academic literature.
(h) Specific guidance in the pursuit of advanced studied.
(s Use of achieveinent tests ,to measure the pupils' progress

during given periods of instruction.
(j) Personal example.

O Adaaed.
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8. Recognition by both teacher and principal of appropriate methods
of instruction based on sound educational principles supple-
mented by effective devices and techniques.

9. Evaluation of teaching procedure based on sound educational
principles-recognized by both teacher and principal.

10. Observation of a complete unit of work and the evaluation of its
essential elements, as follows:

(a) Definiteness and completeness of assignment.
(b) Motivation.
(c) Aim.
(d) Effective use of illustrative material from texts and other

sources.
(e) Organization of teaching procedures.
(f) Clearness and effectiveness of presentation.
(g) Unmistakable evidence that the teacher has developed in

pupils a successful method of attack in the unit of work
taught and that he has led them to achieve the mastery
of such a unit of work.

(h) Evidence of ability to challenge thinking on the part of
the pupils.

(i) Student participation.
Accuracy, permanency, and utility of the lesson learned.

A essional test for teachers .A "professional test for
teachers " used in the junior high schools of East St. Louis is
intended to acquaint the teachers with educational termi-
nology and to stimulate their thinking about educational
theory and practice. It consists of 100 true-false, 45 com-
pletion, 10 multiple-response, and 20 matching questions.
The test is given to the teachers in the building meetings.
Each teacher scores her own paper and need not reveal her
score unless she wishes to do so. Discussions follow the
testing and the scoring of the papers.

Helping the teacher to analyze himself and his teaching
activities .Supervisors occasionally provide teachers with
lists of questions as a basis for' self-analyses. For example,
the director of the division of vocational education, Los
Angeles, has supplied his teachers with the following ques-
tions:6

Teacher and Pupil Activities

1. Do the Children work toward known goals?
2. Do the children use right methods?
3. Do you do the work for the pupils?

The wording of the questions has been adapted.
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4. Do you neglect the majority of the class in trying to meet individual
needs?

5. Does pupil activity or teacher activity predominate?
6. Does your instruction provoke thinking?
7. Do your pupils ask questions?
8. Do you have an orderly routine for passing and collecting supplies

and materials?
9. Are drawings, maps, charts, encyclopedias, and reference books

available?
10. Are materials to be used during the class period on hand and

ready for use before the class period begins?
11. Do you begin class work on time?
12. Do you have a definite procedure for checking up on work done

by pupils?
13. I..° you waste' time

(a) In checking absences and tardinesses?
(b) In writing long lists of problems, words, or paragraphs on

the blackboard during class period?
(c) In keeping materials, books, supplies, or equipment where

they can not be secured conveniently by the class?
(d) In dictating outlines and lists of references?
(e) In explaining to all the difficulties of the few?
(f) In discussing questions of intereth only to a few?
(g) By allowing rapid workers to wait for slower ones?
(h) By giving inadequate directions concerning work to be

done out of class?

Similar lists of questions have been prepared covering the
following topics: (1) Equipment; (2) materials and supplies;
(3) the pupil's product; (4) classroom conditions; (5) system
and organization; (6) testing, rating, and promoting pupils;
(7) class management; (8) teaching methods; (9) lesson
planning; and (10) organizing subject matter.

8. GROUP, DEPARTMENTAL, AND FACULTY MEETINGS

Thz importance of group conference8 and meeting8 in griper-
vision.This study has shown group conferences, depart-
mental meetings, and faculty meetings to be among the means
of supervision most frequently employed, as well as among
those judged to be most uniformly successful. Obviously,
the meetings have no magic virtue in themselves. They
must be carefully planned and ably conducted. In every
school studied, carefully planned schedules of meetings of
teachms, supervisors, and administrators are under way.
Much of the work done in these meetiligs its committee work.

128461*-88--13 E 185

.

1



NATIONAL SURVEY OF SECONDARY EDUCATION

Often educational specialists are brought in to discuss phases
of educational procedure under investigation as a part of the
supervisory program. Occasionally general faculty meetings
are made to contribute to interdepartmental understanding
through programs devised to show in turn what each depart-
ment of the school is doing. No system is too small and
none too big to make use of conferences and meetings as a
part of the supervisory technique. For purposes of illustra-
tion the schedule of the vocational division of the Los Angeles
public schools for 1930-31 involving all teachers of the divi-
sion may be cited. Two meetings, held in September and
April, were planned as general vocational meetings for all
groups of instructors. Two other meetings, held in Novem-
ber and March, were planned for the heads of the shop depart,-
ments. In addition, beginning the third week in September,
meetings were scheduled each week for the following groups
of instructors in the order named: (1) Automotive trades, (2)
building trades, (3) drafting trades, (4) electrical trades, (5)
metal trades, (6) machinists' trades, (7) printing trades, (8)
related work, and (9) miscellaneous trades. This schedule
was repeated at the end of the cycle, thus allowing two meet-
ings for each group of instructors.

Faculty meetings repeated on the. same day.A unique fea-
ture of faculty meetings in South Philadelphia High School
for Girls is the holding of a second session of each meeting on
the same day. The first session is held from 9 to 10 o'clock
in the morning and the second session in the afternoon.
Carefully prepared agenda are mimeographed and delivered
to the teachers in advance of the meeting. The same agenda
hold for each session. The plan involves extra work for the
supervisor, btit makes it much more convenient for teachers
to be present at all faculty meetings. The agenda for one
meeting during the year 1929-30 are reproduced below.

MAT 20, 1930.
FACULTY MUTING AGENDA

N. B.Bring this with you to the meeting.
I. The Morrison Development of the Dalton Plan:

A. The pretest. Report of the Washington application.
I Discussion.

B. The perfection idealremedial material. Discussion.
C. The Wapleg experiment: Miss Clapp. Discussion.
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H. May Revels Report:
-Miss Baker and Miss Mann.
Committee for next year: Misses Snyder, Leal, Mann, Fis ler,

Wheeler, Mrs. Chapman, D3ctor Cadwallader.
The committee recommends the continuation of the name and

the crowning of the May Queen.
Substituting the circus motif for the Maytime drama.
This is the second stage of our original 4-year plan.
They ask discussion of this question: Shall we make the

Revels free?
III. Home Room:

A. Radiogram, twice weekly:
1. Dead line Wednesday and Friday 12 m. Notices

sand other data to Miss Cohen.
2. Papers will be put in box with attendance books.
3. Will teachers concerned pleasp plap to get all regu-

lation notices (student governmentelections,
petitions, etc.) , as well as student activitim into
the Monday issue? -

B. In additibn to the radiogram, try to use Monday for indi-
vidual counseling,

Banking, 88 usual, on Thursday.
C. On Friday a similar schedule to that of Wednesday with a

last period of about 30 minutes for real home-room work,
centering round health standards (physical and mental).

D. Next term the representatives will meet once or twice a
month, the counselors once, the traffic officers onceall
from Friday home-room instead of club time.

IV. Faculty Meetings (next year):
Monthly, Dalionized; health (physical and mental), stand-

ards, habits.
Other professional problems will be threshed out in depart-

ment and other group meetings, to which I shall be glad to
come.

L. L. W. WILSON.

O. BULLETINS AND HANDBOOKS

The bulletin in su , .All schooleffuse the mimeo-
graphed lvilletin as a means of transmitting information
intended to help in the realization of the supervisory pro-
gram. Depending on the purpose to be seried, these bulk-
tins vary from a single page of letttr-size paper to compre-
hensive bound volumes. Two examples of the latter may be

ibcited. The first is a monthly mimeographed bulletin entitled
Fir" Postings," issued by the Division of Commercial Educa-

tion ot Lcs Angeles. A few of the topics discussed in the
[ 187 1
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issue for January, 1930, are: (1) Commercial teachers re-quested to make suggestions for the coming institute; (2)committees named to recommend new texts, revise coursesof study, and prepare teaching helps; (3) suggestions toteachers of economib geographyofor securing illustrative ma-terials from the department of visual education; (4) refer-ences to excellent work in the teaching of shorthand in aneighboring school syste-m and a statement as to how theresults were obtained, (5) excerpts from an address on newtrends in the teaching of skill subjects; (6) summary of apublished study on "The Possibility of Prognosis of SchoolSuccess in Typewriting."
The second example of the use of the bulletin in super-vision to be mentioned here is the annual report of the prin-cipal of the Upper Darby Senior High School, Upper Darby,Pa. Facts significant for future supervision are summarizedunder the following heads: (1) Enrollmeht, (2) occupationalcensus of parents and guardians, (3) placement of graduates,(4) mummer school, (5) practice teaching and observation,(6) library, (7) building and grounds, (8) service systems,(9) equipment, (10) student activities, (11) methods of schoolinstruction, and (12) others.
A printed bulletin is issued weekly from the office of the

superinterident of schools of Tulsa, Okla. A few of the manyitems contributing to supervision have been selected fromrecent copies of the bulletin. They include: (1) Report ofbooks available for teachers in the teachers' library, (2)announcement of the services which the visual educationdepartment can render, (3) bibliography of artides dealingwith the curriculums in English and reading, (4) list of pro-fessional magazines for teachers, (5) report of the committeeon teaching penmanship, (6) curriculum development plans,and (7) major challenges of the modern high school.
An interesting example of the 'use of the 1-páge mimeo-graphed bulletin is the folloving "Guidelet for Writing GuideSheets," issued by the principal, Dr. L. L W. Wilson, 9f theSouth Philadelphia High School for Girls. The bulletin wasissued following a series of conferences and fftpulty meetingsdealing with the subject of units and unit assignitents. Nobetter example could be cited to show that a bulletin (or
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any oth upervisory device, for that matter) is effective in
the d to which the.supervisor preparing it is informed
and intelligent. The true spirit of cooperatfve supervision
is reflected in the wording. Additions, corrections, and
statements of omission are invited.

A GUIDZLIIT TO WRITING GUIDIC Smurrstentatively submitted for
additions, corrections, and omissions.
1. Aim so stated as to make evident the worthvitileness of the task.
2. Challenge not only in the material but also through its presentation.
3. Definite, brief, unambiguous directions.
4. Definitely indicated review of the past work on which the new work

will be based, whether in one's own departInent or another or
even back in tbe grammar gradés. (This is a much more useful I
procedure than inveighing against ignorance and lacks.)

5. Definite opportunity for adequate practice in necessary tools and
techniques.

6. Due regar0 for individual differences:
(a) '441axircium and minimum.
(b) bmau, 'homogeneous groups, working together at times.

7. Careful anticipation together with first aid in overcoming pupils'
difficulties.

8. Self-checking devices, thélr'use effectively organized.
9. Definite assignment of research work outside books and textbooks;

from people, for exámple, or from the daily newspaper, from real
literature.

lo. Somewhere, sometime (not ad nause4f.sm) the relation of the subject
to real school, at home, in the world, to conduct, to a\
yocatibn.

So much for the planning and writing. In rereading, why not ex-
amine thip, finished product in the light of the lawasof learting and the
conditionsor Mental health. Have a task, a idan, and fitedom been
provided for? Is the plan of work simple, orderly,i interestiog?' Has
enough tiine been provided to permit a scientc attitude toward
problems? 6*

* s * # *
In presenting the guide sheet to the class, ought not the first empha-

sis be put on the aim and the challeime? Later, oiight not initial re-
view and practice opportunities be givip under rather definite super-
vision and directions? ),

* * a \
Tests: The December test in 1013 History was in four ptswith

the exit aim to test, first, accuracy; second, understanding; third,
ability to reason; and, fourth, ability to explain in correct.clear English.

Perhaps there is sqmething in this for Guide Sheets as well as for
testa.

[ 189 ]
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The handbook as a means of 8uperui8ion.Haildbooks forpractice teachers are issued by several departments of the
University High School, Oakland, Calif. The topics dis-cussed in the handbook of the department of social studies
will serve to suggest the contents: (1) Suggestions for thefirst week of school, (2) general and specific objectives of the
social studies; (3) essentials of planning unit assignmenti;(4) teaching methods and techniques; (5) adaptati6ns toindividual differences; (6) evaluating the pupil's work
records, marks, and tests, (7) class management and dis-cipline; (8) how the department is orkanized, (9) where
6ocial science materials may be obtained. Again it may besaid that the virtue of such a book is entirely dependent onthe ability and insight of the supervisor preparing it. Pre-pared as these books have been prepared, similar handbooks
should be useful for beginning teachers in any school! system.
Mimeographing of the materials could be substifuted forprinting in cases where the number of copies needed did notjustify the expense of printing.

10. SUPERASION THROUGH THE ORGANIZATION AND VEVISION OFSUBJECT MATTER AND THROUGH CURRICULUM .REVISION

Development of subject matter a primary objective.In
Chapter I the point was established that, as a group, the
supsbrviAors cooperating in this study are concerned fariporewith problems related to the development of subject 'liter
or Content thap with any other phase of the supervisory
program. In this work the activities of teachers and super-: idgors are directed along two related lines. The first dealswith the organization of existing subject matter into teaching

/ units or unit assignments. The second deals with the funda-
mental development of new c,9urses or curriculums. Spacemay be taken for two illustrations of the activities of teachersand supervisors along the first line and for three examples of
work along the second line.

Suggestiom f9r the condruttion of unit assignments.As areult of a cooperative study made by a committee of teachersand supervisors in the Nathan Hale Junior High *§chool of
A Handbook. The Department of Social Studies, University Higb 8cixi?1, Oakland,Calif., 1931.
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New Britain, Conn., the following suggestions were made
for the construction of a unit ag§igmhent: The unit assign-
ment should contain (1),án introductory paragraph to arouse
the interest of the Pupil; (2) names of texts and kinds of
supplies needed; (3),names of reference books, authors, titles,
and pages; (4) statement of grouA to be coveredliages,
chapters, lessons, exercises, articles, and notebook work
(5) names of important topics to be studied; (6) definite
statement of standards of achievi;ment emphásizing quality
of performance on the minimum level, (7) an outline of the
assignment dividing it into parts, including complete direc-
tions for the study of each part, (8) definite modifications for
pupils of different abilities, and supplementary work to meet
the varied interests of pupils, and to provide opportunities
for original work.

Other suggestions concerning the use of the'unit assign-
ment accompanied 'the report.

Developing teaching units in vocational and industrial arts
courses.W . S. Kienholz, director of the division of voca-
tional education, Los Angeles, has submitted working out-
lines which teachers 'may use in developing teaching units in
vocational and industrial arts courses. These directions in
adapted form are given in the following paragraphs. Three
types of units are recognized, namely, the operation unit, the
information unit, and the technical or problem unit. The
idea is applicable to all subject-matter fields and is represent-
ative of the type of supervisory procedure which is proving
most effective in outstanding schpols to-day. Theauggested
procedures in adapted form are given in the following
paragraphs.

Type jobs analyzed for instructional or teaching units.
Many of the Los Angeles vocational and industrial arts
courses list a serir of " jobs." It is necessary to brelik
these type jobs up inlo teaching units. The teaching units
to be obtained are of three kinds: (1) The operation unit,
which is concerned chiefly with doing, as "Drill holes in
metal", (2) the information unit, which is concerned with
specific, important, and necessary information, as "Kinds of
common woods"; and (3) the technical unit, which is con-
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corned with science or drafting absolutely necessary to the
job, as "How to use the micrometer."

"Removing and overhauling a starting motor" may be
cited as a type job. This type job may be broken up into
the following operation teaching units: (1) Removing a
starter from the engine, (2) &assembling a starter motor,
(3) checking a gear drive, (4) testing winding, (5) checking
bearings and shaft, (6) turning a commutator, (7) installing
new brushes, (8) testing an electric starting motor, and (9)
assembling an electric motor.

A scheme for developing instructioh sheets for operation
units, information units, .and technical units is outlined in the
following paragraphs.

The operation unii.--The operation unit is concerned with
how to do something. The unit should be named in- terms
of what is to be done. Second, under the heading "Tools
and Materials Required," list the items needed to perform
the operation. Third, under the heading "Operations,"
give directions for the correct perfórmance of the job and list
the-operati9ns in the Pioper sequefice. Use diagrams, illus-
trations, or *etches by progressive steps, if possible, to clarify
the operation procedure. Finally, under the heading "Ques-
tions," list questions which (1) will enable you to discover
what the student has observed in performing the operation,
(2) will stimulate the pupil to think as to why the operations
were performed as they were, and (3) will lead the pupil to
see ho* the operations can be applied to other jobs in the
trade.

The information unfit Name the unit according to the
information to be presented. Second, under the heitding
"Information," present information related directly or indi-
rectly to operation units. The information may apply to
many jobs. It may deal with mathematics, science, drtiwing,,
or related subjects. Third, under the heading "Questions,"
list questions which (1) will enable you to discover whether/
the pupil knows why the information is valuable, (2) will
lead the pupil to associate the information with job experi-
ences, and (3)-will require the student to think through the
topic. Fourth, under the heading "Job Application," make
a brief statement which will help the ¡Pupil to apply the infor-
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mation to other jobs. Finally, under the heading "Refer-
enci;s," list the trade textsi textbooks, handbooks, and lesson
sheets which will give information on the subject. Give
tide, name of author, and page numbers.

The technical or problem unit Name the unit according
to its general classification, as, for example, "Figuring Costs
of Paper Stock." Next, under the heading "Trade Prob-
lem," state the specific problem; as, for example, "What will
be the cost of paper for 1,000 letterheads, 834 by 11 inches,
cut frám 17 by 22 inches, 20-pound stock, priced at 20 cents
per pound?" Third, under the heading "Equipment and
Supplies," list all tools and materials needed to work out the
'Assignment. Fourth, under the heading '` Procedure,"
suggest the thinking and manipulative procedure necessary
to complete the problem. Use diagrams, illustrations, or
sketches which will help to clarify the procedure. The abn-
tent of the technical or problem unit may be derived from
mathematics, science, or'drawing. Finally, under the head-
ing "Questions," list questions which (1) will stimulate
thinking, (2) lead the pupil to see how the information can
be applied to the job, and (3) help the student to realize the
general use and importance of the knowledge.

Four 8erie8 of indructional 1111119.Working along the lines
suggested in the preceding paragraphs, the director of voca-
tional education, coopetating with 9 assistant directors or
supervisors, and with 500 teachers of industrial arts, voca-
tional education, and agriculture, bas developed significant
changes in the content of courses and in teaching procedures.
A recent product of these cooperative labors bearing the
date of February, 1932, consist of fp.ur series of instructional
units in each of the following 2-year courses:

1. Industrial arts woodwork for senior high schools.
2. Industrial arts autd mechanics for senior high schools.
3. Master training program for vocational auto mechanics.
4. Master training program for vocational cabinetmaking.

The type of work which has been done in building each of
these courses may be illustrated by a brief description of the
course in industrial arts woodwork. This course consists
of 162 instructional units, which may be called operation
units, or " things to be done," and 110 instructional units,
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which pertain to knowing, understanding, or appreciating
what is done. A wide list of projects in cabinetmaking,
carpentry, and turning is suggested. The pupil works
individually on most projects. Occasionally the principle
of division of labor is applied through group work on a project.
The instructional units are carefully coordinated under a list
of general objectives which fall under four headsthe general,
the exploratory, the avocational, and the vocational. Atti-
tudes and habits to be acquired are stated, not in general
terms, but in terms of good craftsmanship.

Cooperative development of courses and curriculums.
Probably nowhere in the country has work in curriculum
construction advanced any further than in Los Angeles.
This is true in all subject-matter fields, although illustrations
must necessarily be limited to a few fields. In the opinion
of the writer, no higher point in supervision has been reached
than is represented in the cooperative efforts by which courses
of study and Curriculums have been developed and sub-
jected to constant revision. The illustrations of work with
the unit assignment, given in preceding paragraphs, ob-
viously bear a close relationship tAf the development of courses
and of curriculums. In fact, once courses and- curriculums
are organized on the basis of the unit assignment the revision
of the latter amounts to a revision of the former. Work with
the curriculum is so fundamental and so difficult that no
better evidence is needed of the intelligence and, courage of
supervisory staffs in the leading schools of the country than
the fact that they are concentrating their efforts on the im-
provement of the curriculum. They can not do this ade-
quately unless they consider well the objectives of education,
unless they know the community which they are serving,
unless they have deep and broad knowledge of teaching p\t-
cedures, for objectives are in part determined by the com-
munity served and both objectives and teaching procedures
are profoundly influenced if not determined, by the finished
curriculum.

A volume could be written concerning what is being done
in the field of cooperptive 'curriculum construction and re-
vision in Los Angeles and ine the other systems included in
this study of supervision. Nevertheless, this discussion must
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be brought to a close with three brief illustrations, one deal-
ing with the development of a course of study in salesman-
ship, another with a course of study in business English, and
the third with a course of study in junior high school English.
All three illustrations are taken from the work in bas Angeles.

The course of study in commercial subjects is the product
of several years of cooperative study and experience.' Out-
lines in salesmanship have been revised and mimeographed
each year under the direction of the supervisor and assistant
supervisor of salemanship. Similar outlines have been pre-
pared in advertising and merchandising. The following
procedure is employed in developing and revising courses:

1. Each week the classroom teachers note, on the mimeographed
outline of the course, changes suggested by their experience in teaching
the subject.

2. Each month the outlines with suggested changes are sent to the
supervisor.

3. Suggestions for revision are carefully considered and the outline
is changed to incorporate all suggestionallikely to improve it.

4. The revised outlines are returned to the teachers for trial and fur-
ther suggestions.

5. The process is continued until an outline acceptable to all teachers
is developed.

These steps are simple but none the less fundamental.
They imply of necessity a long-time program and a vision
which reaches beyond the petty expediencies of the prffient
day. Yet a vital point is missed if one overlooks the fact that
only the long-time project can orient and give meaning to the
supervisory activities from day to day.

A second illustration of the cooperative development of
courses of study and curriculums in Los Angeles is a tentative
outline of a course of stildy in business correspondence for
the senior high school grades. The course is the result of the
cooperative endeavors of th*curriculum specialists of the
division of psyçhology and educational reseatch, of all
teachers of business English, and of a special committee of,
six teachers under the chairmanship of the assistant super-
visor of commercial education. The particular abilities
which pupils should develop are outlined with great care, and

Saltsmanship and Advertising. 8onondary-echo31 mime of study, senior high school
grades, Los Angela City Scbool District, School Publication No. 187, 1929 p. 3.
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the activities are listed in which the pupils should engage in
order to acquire these abilities. A complete bibliography of
reading references is listed. A teacher's outline is suggested
for each week of the semester given to the course. Such a
cooperative effort is far rèmoved from primitive inspectorial
supervision. Here the supervisor is a formulator, a consult-
ant, a helper, an adviser, and a colaborer. He leads when his
ability and training qualify him to lead, and he follows when
others are better qualified to lead.

The third example of the cooperative construction of
courses of study in Los Angeles to be given here is the new
1931 course of study in English for junior high schools.
Hundrpds of individuals, including teachers, supervisors,
curriculum specialists, and adainistrators, participated in
this study. A hundred persons arb mentioned as having
served more or less continuously since 1927. In this venture
two research studies were conducted to determine children's
interests ahd needs. In the first study each Los Angeles
junior high school pupil wrote papers telling about (1) an
interesting event that had táken place recently at school,
(2) something that would especially interest a friend to
whom he was writing, and (3) his own plans for ihe summer.
These papers, carrying the pupil's school grade, intelligence
quotient, and chronological age, were read and analyzed by
different teachers under the direction of the psychological
and educational research division. The purpose of the
analysis was to ascertain the pupil's abilitiés in thought
and contenVentence sense, spelling, language *usage, and
mechanics of composition for each of three ability levels in
each of the six semesters of the junior high school. The
data resulting from the analysis were tabulated and inter-
preted. This information became an important criterion for
the selection of subject matter for the come of study in
composition and grammar. To get criteria for the course
of study in reading or literature a second research study was
conducted. Pupils' interests were studied by imeans of the
questiimnaire. Five types of interest were discovered,
namely, club interests, leisure-time interests, school interests,
vocational inteiesta, and reading interests. The reading
interests were analyzed to show favorite books, books dis-
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liked and causes for disliking them, favorite magazines,
parts of magazines liked best, favorite poetry, poetry dis-
liked and causes for disliking it.

11. A MORE COMPREHENSIVE VIEW OF SUPERVISION IN ONE SCHOOL
SYSTEM

The Skinner Junior High School, Denver, Colo.Since the
entire chapter up to this point has been given over to more
or less related illustrative excerpts dealing with the aims
and activities of supervisors in individual schools, it has
seemed fitting to close with a fairly comprehensive picture
of supervision in one of the schools studied. For this pur- ,

pose any one of several schools might have been selected.
Skinner Junior High School, of Denver, Colo., has been
selected because its enrollment approximates the, median of
all schools included in the investigation, it possesses an
adequate local staff for supervision, it enjoys the services
of an excellent central supervisory staff; and it is obtaining
desirable results. No claim is made that any supervisory
procedure to be described is unique.

A staff will& a margin of time.Skinner JUIliCif High School,
in Denver, enrolls about 1,500 pupils. The principal, two
advisers, who are virtually assistant principals, and a
opable, well-paid secretary to the principal give full time
to administrative and supervisory duties. In addition, a
visiting teacher is available for three fifths of her time, two
teachers are released part time for research work, and several
specialists in various subject-matter fields may be called
from the central office when their assistance is needed.

Many principals of schools enrolling 1,500 pupils will
recognize a contrast between the available supervisory and
administrative personnel just mentioned and the corre-
sponding personnel in their own schools. It would be easy
to mention a number of schools in the same total-enrollment
group wherein the principal is attempting to meet both
administrative and supervisory problems with no aid other
than that of one clerk. Therefore it occasions less surprise
to find in Skinner Junior High School a supervisory pro-
gram projected in its broad outlines for 10 years ahead, and
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that this long-time planning orients the detailed plans for
the week and the day at hand.

The following facts may be suggestive of what is being
accimplished with hard work, high intelligence, and a margin
of time.

Daily bulletins to teachers.A carefully prepared mimeo-
graphed bulletin is issued daily frdm the principal's office.
This bulletin serves admirably the purpose of disseminating
information of an administrative nature and facts of general
interest concerning the school and the community. It also
carries a statement of one item of strength in good teachers;
one element of weakness in poor teachers; and a thought
dealing with teachers or with teaching, under the caption,
"A Suggestion That Will Help You."

Questionnaires to pupils.Frequent questionnaires are
addressed to the pupils. These questionnaires show the
result of much thought afid planning. They are sources of
valuable data bearing on pupils' interests in the various
subjects, in the home-room program, and in the extracurricu-
lum activities. Best of all, time is actually foutd to analyze
the data, to organize and interpret the results, and to bring
into actual being the improvements which the data suggest.

Consultation perio &AEach supervisor sets aside certain
periods of the week for teachers who of their own accord are
seeking helP. This procedure has been referred to earlier
in this chapter in section 3.

Adequate assistance to supply teachers,Another evidence
of the existence of that margin of time permitting attention
to those details which tend toward perfection is found in the
skillful efforts made to enable supply teachers to fit into their
temporary positions. Every detail of what to teach, where
to teach, whom to teach, and how to proceed is antkipated.
There are no unanswered questions. The supply teacher
does not rattle around in her position until the regular teacher
returns. From the first hour of the fust day she fits into
the scheme of things.

Classroom visits.The visiting of classrooms is a part of
the regular program of the principal, the assistant principals,
and the chairmen of departments. A report of every visit
is filed in the principal's office. These reports become a
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cumulative record, by means of which each teacher's failure
or success in meeting the problems of the classroom may be
diagnosed. Specialists from the central office frequently
visit classes alone or in compftny with the principal, assistant
principals, or department heads. These visits are usually
made on call.

Demonstration lessons.The subject-matter specialists are
also available for Teaching demonstration lessons. For
example, the director of home economics may teach a class
in her subject-matter field for a week, the regular teachers
being privileged to observe.

Intervisitation of teachers.The intervisiting of teachers
throughout the school is carefully scheduled. An unusual
feature of the intervisitation program permits each teacher
once a year to visit each class in the school. The teachers
regard this experience as especially valuable. Who has not
kfiown some teachers of 'academic subjects whose souls might
have been saved by periodic inhalations of the atmosphere of
a wood shop, or shop teachers whose narrow and utilitarian
conception of education might have broadened in the class-
rooms of English, social studies, or foreign language?

Cooperative planning of faculty meetings.A strenuous
program of faculty meetings, departmental meetings, and
other group conferences is maintained throughout the school
year. The year's program' is planned in advance by the
principal on the basis of suggestions made by the teachers.
In order that faculty meetings mair contribute to the pro-
fessional advancement of the teachers and leave them feeling
that the hours spent have been pleasant and profitable, the
principal requests the following information from each
teacher before the close of the school year, to be used in
building the program for the ensuing year: (1) The types of
fatuity meetings considered worth while, (2) the subjects
desired for diFussion; (3) faculty members preferred as
speakers, and subjec* (4) outside speakers desired, and
subjects; (5) social functioni desirable for faculty meetings;
(6) suggestions for improving the meetings.

General faculty meetings, departmental meetings, and group
conferences scheduled year in advance.In September the
principal issues a complete schedule of all faculty meetings

dir
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ties. Three examples may be given. First, the success of
each graduating class is carefully followed through the first
year of the senior high school. ,At the end of the first 12
weeks of the school year the senior high school forwards to the
junior high school the marks which the newly enrolled tenth-
grade pupils have eained. The principal of the junior high
school prepares for each junior high school teacher a list of
those pupils who were in his or her classes the preceding year.
The marks given the pupils in senior high school and the
marks given them by the junior high school teachers during
the preceding year are arranged for ready comparison in the
subject-matter fields concerned.

Second, a thorough and continuous program of testing in
each subject-matter field is maintained with the aid of the
central office. Tests are built for each subject by a com-
mittee from the department concerned. Both objective and
subjective written tests as well as oral tests are used. Tests
are given both at the beginning and end of each semester,
and numerous /valuable studies have been made of the com-
parative results.

A third approach to evaluation of supervision may be
illustrated from the field of physical education. The first
class to be graduated under the present system of supervised
health work was studied with res-pect to height, weight, and
correction of bad tonsils, diseased or abnormal thyroids, flat
feet, poor vision, and dental defects. Not only was im-
provement studied, but the relation between the improve-
ment of physical defects and the extent to which scholarship
improved was carefuily investigated.

11. KEEPING SUPERVISION ABOVE THE INSPECTORIAL LEVEL

Administration and supervision.Almost without exception
the ppervisors of the first and second types cooperating in
this study are doing some work of a pirely administrative
nature, or some teaching, or both. (See Sec. 2 of Ch. I.)
For instance, many counselors check attendance, direct
groups of teachers in the solution of service problems, and
perform various duties in connection...Hit& counseling or
guidance, which aie none the less teaching because they are
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individual or tutorial. If one attempts an academic dis-
tinction between supervision and administration, he en-
counters numerous difficulties. For example, everyone
agrees that fodng tuition rates and determining the bound-
aries of school districts are administrative acts, and few
would dispute that the giving of a demonstration lesson and
the directing of tile work of a group of teachers through a
series of conferences dealing with próblems of the classroom
are supervisory acts. But between these extremes lies a
middle area where the acts of adminrstration and of super-
vision merge so completely that it is profitless, if not im-
possible, to make distinctions. Moreover, whether an act
is adminiatrative or supervisory often depends on -the cir-
cumstances, the manner, or the purposes of performance of
the act. In general, administration is more impersonal,
more 'remote from the environment in which teachers and
pupils are worldng, and more indirect in its influence on the
educative environment than supervision. In other words,
intelligent and effective administration creates an environ-
ment conducive to the growth of teachers and pupils. Super-
vision begins where administration leaves off and provides
for the additional eand direct adjustments necessary if
teachers are to function at their best and if pupils are to grow
at their optimum rates.

The work of curriculum specialists and of research spe-
cialists.The fact seems well established that supervision
is no longer a one-man job, if ever it were such. An adequate
supervisory program encompasses the entire field of edu-
cation and hence is the work of a number of individuals
of complementary trainings, experiences, and abilities.
Outstanding projects now being undertaken in the name of
supervision have raised supervision far above the inspec-
torial level. They involve the cooperative efforts of super-
visors, leachers, and seven pupils over long periods of time.
They are aimed at the improvement of the environment
wherein teaòhers teach aid learners learn. They force a
consideration of the objectives of education, of child nature,
of children's present interests, and their immediate arid future
needs. They demand skill in all the techniques of research.
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Hence, speçialists in the curriculum, in tests, in measure-
ments, and in other forms of research must become integralparts of the supervisory organization. In Los Angeles the
work of the curriculum specialist and of tke curriculum com-
mittee is stated as follows: (i) The formulation of statements
of the purposes of education; (2) the formulation and ofganiza-
tion of the program of studies; (3) the selection and develop-ment of materials of instruction, including textbooks, text-
book materials, supplies, and equipment; (4) the preparation of
courses of study ; (5) the development of curriculum tests and
(6) the adaptation of the curriculum to various ability levels.
Since the foregoing activities also practically determine
teaching methods and procedures, unless the work of the
various specialists is an integraffptirt of supervision, littleis left to the province of supervisioft except perfunctory
inspection. Undoubtedly an adequate conception of super-
vision should include every cooperative effort making
directly for improved teaching and learning situations (in
the classroom, in the extracurriculum, or in guidance),
whether the activity deals with the aims of education, with
subject matter or content, with teaching procedures, with
the better adjustment of the teacher td her working environ-,ment, or with the evaluation of the supervisory activities
themselves.

13. SUMMARY

The concept 9f supervision has evolved to a point where
the word is no ronger a sign of the idea which it is supposed
to convey. To-day the supervisor is recognized in outstand-
ing schools as a leader, a formulator, an adviser, a consultant,
a helper, but never as a perfunctory inspector. The rela-
tionsilip between the supervisor and the supervised is
democratic and cooperative. The idea of the supervisor
as a consultant is gaining ground rapidly. In (tome schools
the sentiment is unmistakably in favor of making all super-
Visory service a privilege which teachers may enjoy only
upon request. Occasionally a part of each supervisor's
time is scheduled to consultation periods foi tpe help of
individual members of the staff who of their jown accord
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NATIONAL SURVEY OF SECONDARY EDUCATION

are seeking aid; and sometimes educational specialists are
secured from outsidé the local 'school system for scheduled
advisory meetings wah teachers and supervisors.

The typical supervisor in tile schools studied begins thq
year with a definite plan, usually developed through close
cooperation with the teachers who are to participate in it.
The plan is specific in nature, dealing with the problems
most needing solution during the current year. The plan
sets up goals and outlines the methods by which the goals
may be attained. It is in no sense a formula. No formulas
have been devised whereby success may be insured in the
complex business of supervision. Certain goals may be
established as worth striving for, and certain activities may
be listed which supervisors have found successful, but in
the last analysis successful supervision is unique with each
svpervisor, being conditioned to a large extent by his or
her unique traits of intelligence, character, and personaliiy.

Schools vary greatly in the. size of supervisorSr staffs 'and
in the amounts of time allotted to supervision. -Thii is
true both of the local staff, which gives fa time to the indi-
vidual school, and of the central staff, which serves all the
schools of the system. No general rule exists for the allo-
cation of administrative and supervisoiy duties and functions,
largely because great differences contibue to prevail among
schools, .not only in the number of persons available for
supervisory and administrativé duties but also in the ex-
perience, training, and traits of personality of these persons.

The principal approach to the problem of improving clams-
room instruction is no longer the classroom visit with its
inevitably ensuing conference. This approach is still an
important one, but in outstanding schools supervisors are
realizing as never before the potential aggregate benefits
which may. accrue from many methods of supervision pro-
ceeding simultaneously. Group conferences, departmental
meetings, and faculty meetings are among the most fre-
quently employed means of supervision and among those
judged to be most uniformly successful. The meethigs
have no magic virtue in themselves. They must be carefully
planned and ably conducted. Carefully prepared agenda
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ADMINISTRATION AND SUPERVISION

issued to teachers in advance of the meetings are elementsin their success. The time at which meetings are held
should coincide with the convenience of those who are to
attend. In one 6r-stQm faculty meetings are repeated on
the same day for the convenience of teachers. MI schools
use the mimeographed bulletin as a means of transmitting
information intended to help in the realization of the super-
visory program. Depending on the purpose to be served,
these bulletins vary from a single page of letter-size paper
to comprehensive bound volumes. Printed bulletins and
handbooks serve the ends of supervision in a few schools.

Since evaluation of existing procedures must antedate
intelligent efforts to improve the educative environment,
methods of gathering data on which to base plans fo* improve-
ment are exceedingly important. Tests are little used as
ources of data for evaluating present supervisory and

teaching procedures, except in a few outstanding schools.
Even where tests are used with maximum efficiency the data
are supplemented by careful observation of persons qualified
to judge., Questionnaires to teachers and pupils angtipter-
views with pupils are proving valuable sourqs qf :"
Formal rating scales are not used extensively in die group of
schools included in this investigation. In a number of
schools they are used only to rate new teachers or teachers
on probation. Most rating scales in wile have been devised
locally. In a fe* instances stales or score cards are developed
by means of which the supervisor is rated by the teachers, or
by means of ',Which the teacher may analyze his or her own
traits ai,KI activities, Valid rating scales used alternately by
teacher and the supervisor tend to keep the teacher Coil-
stantly critical of his or her methods and to lead to intelligent
modifications of his or her teahing procedures. Only one
system reported the use of a professional test for teachers.
This test tends to acquaint teachers with educational
terminology and to stigtulak their thinking about educational
theory and practice: Supervisors sometimes prepare lists of
questions which teachers may use in the analysis of their
own traits and activities-.
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Supervisors cooperating in this study are concerned far
more with problems related to the development of subject
matter ror -content than with any other phase of the super-
visory program. In this work the activities of teachers and
supervisors are direCted along two rehited routet. The firiA
route leads to the organization of existing subject matter into
teaching units or unit assignments. The second leads to tbe
development of new courses and curriculums.

Each schoo very real sense is a unique enterprise in
supervision. c: use of the many variables involved. How-
ever, two decidedly innovating enterprises in supervision
are (1) supervision through university cooperation in Abe-
marle County, Va., and (2) supervision through the home
room As a unit in the Thomas Starr King Junior High School,
of Los Angeles.

Almost without exception the supervisors of the first and
second types cooperating in this study are doing some work of
a purely administrative nature or some teaching, or both.
Attempts to make academic distinctions between administra-
tion and supervision ineet with numerous difficulties. Intelli-
gent and effective administration creates an environment
conducive to the growth of teachers and pupils. Supervision
begins where administration leaves off and provides for the
additional and direct adjustments necessary if teachers are
to function at their best and if pupils are to grow at their
optimum rates. Supervision is no longer a "1-man " job,
if it ever were 'such. Outstanding projects now being under-
taken in the name of supervision have raised supervision far
above the inspectorial level. They involve the cooperative
efforts of supervisors, teachers, 'and even pupils over long
periods of time. They aró aimed at °the improvement of the
environment wherein teachers teach ifid learners learn.
They force a consideration of the objéctives of education, of
child nature, of children's present interests, and their im-
mediate and future needs. They demand skill in ali 'the tech-
niques of research. Hence specialists in the curriculum, in
tests, iii measurements, and in other forms of research have be-
come integral parts of the supervisory organization. Present
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practice suggesfs that an adequate conception of supervisionincludes every cooperadire effort making directly for improvedteaching and learning situations, whether the activity dealswith the aims of education, with subject matter or content,with teaching procedures, ..with die better adjustment of thetèacher to his or her working environment, or with theevaluation of the supervisory activities themselves.
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