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CHAPTER I,
Purpose.

The purposes of this study ares

1, To determine the extent or scope of the activities performed
by the executives of consolidated schools in Western Kamsas.

2, To discover the emownt of time which those executives devote to
each of such activities.

3. To escertain the personal and professional qualifications of the
executives of comsolidated schools in Vestern Kamsas.

4, To enumerate the mistakes or feilures of the executives of con-
solidated schools in Western Kensas from the viewpoint of the teachers
under supervision.

5. To determine if the administration of consolidated schools might
be improved amd to suggest remedial measures for such improvement if found
‘needful,



CHAPTER IIX,.
Collection of the date.

The data upon which this thesis is based were obtained directly from
the consolidated school executives énd teachers in twenty-nine consolidated
schools in Western Kamsas, There were four check-lists used. Three of the
check-lists concerned the executives—-their activities, the distribution of
their time, amd their quelificetions. The fourth check-list deals with
the executives' failures. The first three lists were checked up by the n
executives themselves, and the fourth was used by the teachers in reporting
on the executives’! failures.

In collecting the date, the writer visited as many of the schools in
person as possible. In doing so he was able to readily explain the nature
of the study and its purposes, and solicit the executive'’s co-operation. If
cooperation was obtained, the executive was then asked to check list number
I, (page 4), which deals with the scope of the executive's activities, emd
elso check list number III, (page 9), which deals with the executives! gual-
ifications. These two lists were checked on the day of the writer's visit,
end were teken along with him. A copy of check-1list muber II, (page 7),
was left with each of the cooperating executives, and they were asked to
record thereon their time distribution on tem different school days. They
were to state the number qf ninutes which they devoted to each item on the
list, for each day represented in their reports. Check-1ist number IV,
(pege 10), which deals with the failures of the executives s was delivered
to each cooperating teacher by the writer in person in every case where
it was possible to do so. i‘here w.ere a few executives who insisted on dis-
tributing these lists to the teachers, amd there were a few schools whose
cooperation was sought and obtained exelusi:vely by meil. To each teacher

the purpose of the study was expleined, and the teacher was essured that

her report would not come to the hands of her executive, nor would her



A4

report be allowed to reflect im & harmful way upon her executive'!s profession-
al record. Each teacher was asked to make this report a secret ballot by
checking the list of failures and mailing it to the writer, without affixing
her signatureﬁihe lists were codified before hand so that when the reports
errived they could be credited to the proper executive.

After all individuel reports from executives and teachers were received
the results were summarized for each check-list emd from the summaries made
the stetistical tebuletions appearing in succeeding chapters were formed.

Check=1ist No. I, exhibited on page 4, is the McGuffey check-list. It
was used by Dr. Verne McGuffey in his study, the "Differences in Activities
of the Teachers in Rural One-teacher Schools and of Grade Teachers in Cities.”
This study by McGuffey was made in 1929 and was published by Teachers College
wnder the title—="Columbia University Contribution to Education, No. 546,

Check-list No. II and check-list No. III, exhi:bited on pages 7 end 9
respectively, are the check-lists used by Carl T, Feelhever, Creston, Iowa,
in bis study—-"The Duties of the High School Principal in The State of
Nebraska," (the results of which are reported in School Review, volume 35,
pages 188-198, March 1927)

Check=1ist No. IV is one compiled from the writer's experience and ob-
servations. ;

The data were collected during the momths of Mareh, fpril, and May of
the year 1930, Approximately ome-third of the blanks were distributed in
. each of the three months named above. By spreading the investigation over
a period of threes months, it was hoped to minimize eny error which might
occur due to sampl‘?umg;, This precsution was necessary only in the study of
the distribution of the executive’s time., Because the seasonal changes in
the executive's work affect the distribution of time, it was believed these
data would be more reliable if spread over at least three months. The four

original check-lists used in this study are reproduced on the remaining

pages of this ehapter,



CHECK-LIST No. I.

A COMPARATIVE STUDY OF THE DUTIES, ACTIVITIES, AND OPINIONS OF EXECUTIVES
IN THE CONSOLIDATED SCHOOLS IN WESTERN KANSAS.

Below will be found a list of activities (58). If you do the sctivity, place
a check (1)) merk in column I3 If you do not do the activity but think you
should do it, place a check (») merk in column 25 If you think some one else
should do the activity, place a check (/) merk in column 3.

Column 1, %If you do it."

Column 2, ®If you do mot de it but think you should.®

Column 3, "If you think some one else should do it.™

ACTIVITIES OFTEN PERFORMED BY EXECUTIVES.
1, HMeet with the school board

2, Advise school board on school needs

8, Advise school board om school law

4, Determine holidays and vacations

5. Order school supplies

6. Purchase school supplies

7. Act as purchasing agent for pupils

8. Receive and audit school supplies

9, leke finel decisioms im cases of discipline

10, Administer all punishment

‘11, Meke final decisions im cases of promotion

12, Teke responsibility for enforcement of health laws

18, Take responsibility for enforcement of attendance laws

14, Keep school census record

15, Keep clericel records for the school board

16, Collect and account for school and activity funds

17, Investigate aebsences




No. Iten Column

18, lMeke the curriculum for the school

19, Esteblish friendly personal relations with patrons

20, Provide publicity for the school

21, Formulate plams for edusational advancement of @ommuniﬁ%

22, Direct a cempeign for the improvement of the school

28, Teach regular classes

24, Organize school in barmony with farming community

25, Conduct tests and measurements

26, Hold conferences with individual teachers

27, Hold group conferences om professional metters

28, Supervise instruction

29, Hold conferences with county or state supervisors

80, Attend meetings on supervision

81, Do professiomal reading emd study

82, Hold conferences with parents eamd visitors

83, Investigate teachers! credentiels and recommend for hire

34, Drive school bus

86, Hold conferences with bus drivers

86, Inspect bus routes

87, Assist in opening roads after snow storms

'580 Plen bus routes

89, Attend Coumcil of Administration

40, Personally menage student social affairs at school

41, Diseipline students at public programs held in sechool

42, Coach Athletics

43, Coach high school plays

44, Coach high school debate teams

45, Direct high school music




Noo

Item Colummn

46,
47,
48,
49,
§0o
&1,
8§2.
58,
854,
880
86,
§7
88,

Accompeny students when away on contest work

Attend Sundey School

Teach Sunday Sch@@l Class

Act as Sunday School Superintendent

Act as member of chureh board

Active member of local ledge

Active member of Community Glub

Referee foreign athletic games

Supervise pleyground at recess and noon

Arrive before teackers errive at school in morning

Leave building last in the afternoons

Personally supervise imstruction

Personally supervise and manege Lyceum course.




CHECK-LIST No. IX
Neme of school .

Neme of school executive

Complete enrollménts Grade High Sechool Total

————

Number of teachers in facultys Grade High School Total

THE NUMBER OF MINUTES DEVOTED TO VARIOUS ACTIVITIES AND DUTIES EACH DAY BY
THE EXECUTIVES OF CONSOLIDATED SCHOOLS IN WESTERN KANSAS.

No. minutes

No. Duty of Aectivity to each

INSTRUCTIONAL LOAD.
1, Teaching classes

2, Class preparation (laboratory or lessons)

8o Helping pupils with school work

4, Correcting papers

ADMINISTRATIVE LOAD.

1. Imspection of school plant and playground

2. Conference with principal, teacher or county superintendent

8. Conferences with pupils concerning work (mot discipline)

4. Conferences with pupils on matters of disciplinme

8§, Conferences with parents

6, Sehedule making for supils and school

7. Ordering and distributing school supplies and equipment

8, Conferences vith janitor or cusiodianm

.90 Conference with mechenics and drivers

10, Preparing for board meetings

11, Plemning th@ school organization

12, Budget planmning

13. Entertaining visitors




No. minutes

Noo Duty or Aetivity. £5 snoh.

INSTRUCTIONAL SUPERVISION LOAD,
1., Class visitation

2, Conferences with individual teachers

8. Supervision of playground, corridors, lunch room, library

PROFESSIONAL LOAD.
1. Conducting or attending faculty meetings

2. Special committee work

8. Professional reading

CLERICAL LOAD,
1., Keeping attendence and tardiness records

2. Recording students! grades

8o Uriting letters pertaining to school business

4, Miscellaneous office routine

EXTRA CURRICULAR LOAD,
1, Arrenging school programs

2. Sponsoring clubs and classes

8. Prepering articles for school publication or school news

4. Coaching athletics or cirecting physicel educationm_

S. Coaching plays, debates, or orations

6. Preparing for and appearing at assembly programs

COMMUNITY ACTIVITY LOAD, -
1. Church work, Sunday School, Church board work, Committees

2. Social work, speaking at clubs, attending lodges etc.

OTHER ACTIVITIES.
1. Recreation

2. Activities for additional income (bus driving, refereeing etc.)



CHECK-LIST No. III,

PERSONAL AND PROFESSIONAL QUALIFICATIONS OF THE CONSOLIDATED SCHOOL
EXECUTLVE IN WESTERN KANSAS.

Noo Item,

1, How many years school work above high school have you had?

2. How many semester hours in school administration have you had?
8. How meny semester hours in school supervision beve you had?

4, -How meny semester hours in Educational Psychology have you bad?

5. How many semester hours in other educational subjects have you had?

6, How many semester hours have you bad towards your masters degree?

7. Number of years experience as elementary school teacher?

8. Number of years experience as high school teacher?

9, Number of years experience as high school principal?

10, Number of years experience as superintendent of schools?

11, How meny years have you lived on a farm?

12, That is your present salary?

13, That has been your tenure of office im your present position?
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CHECK-LIST No., IV,

MISTAKES OF THE CONSOLIDATED SCHOOL EXECUTIVES AS ENUNERATED BY THE
TEACHERS UNDER SUPERVISION.

Instruction.
Place & "V in column 1 if your executive is NOT guilty.

Place & "'" in column 2 if your executive is slightly guilty.
Place a ™" in column 3 if your executive is seriously guilty.

Column

Noo Item 1 o

3

1., Thinks teachers! opimions do mot count

2. Never consult teachers about making changes in menagement

8. Jealous of power and authority. Refuses to delegate responsi-
bility to his teachers

4, Disregarcs teachers and pupils as live thinking beings

5. Interferes too much with teachers'! work etec.

6. Afflicted with a semse of superiority

7. Meinteins & haughty domineering attitude towards teachers

8. Attempts to do too much bhimself

9, Fails to teke pupils, teachers or parents into his confidences

10, Tekes care of matters that ought to be delegated to others

11, Attempts to care for too meny things at once

12, Lacks interest in teachers! experiments

15, Unconsciously creating weaknesses in teachers by mithholding
responsibility

14, Tekes to himself credit for all the successes in school

15, Feebleness or absence of directive effort

18, Frequent change of policy

17, Insufficient emount of time given to inspection

18. Inspection of building on basis of erbitrary stendards

19, Inspection of work on basis of ill-defined standards

20, Inspection without definite purpose

21, Fails to utilize the results of inspection




Column
Noo . Item I~ 3 &
22, Fails to report imspectional findings back to teachers ;
23, Permits imspectional findings to be influenced by personal
elements
24, Criticizes teachers in conversation with other teachers Y2850

25, Criticizes teachers in presemce of pupils or parents

26. Secretly spying upon teachers

27. Fails to organize end coordimate the work of the building

28, Abdicates his position of professional leadership in favor
of office routine

29, Lacks clear vision of ends to be attained

80, Fails to develope a techmigue of directing €he work

8l, Fails to develope a technique of imspection of work

82, Fails to energize and imspire teachers and pupils

85, Fails to epportion bis time so that importent matters receive

most attention

34, Vleakmess in initiative

. 86, Aloofness from teechers amd pupils

86, Unsympethotic attitude towards teachers and pupile

87, Fails to establish discipline and order within the building

88, Maintains a closed mind on educationel matters

89, Exercises professional timidity

40, Attempts importemt inmmovetions without previous preparation

4l, Feils to train teachers during service

42, Aloofness from community life

43, Partiel in his treatment of pupilsp teachers, end parents

44, Neglects school records

45, Untidiness

46, Lacks self-control




Noo ; Item — Column

47, Excess intimaey with pupils or teachers

48, Menifestation of false dignity

49, Ineclines to cerry smell details to bigher authority
50, Tekes pupils® misdomesnors &s personal offences ageinst him

51, Over sensitive over discussion of his work or menagement

52, Fails to supply meteriels meeded

53, Temds to direct by dem®ts

54, Too much Ego. Not emough co-operation

55, Tends to discipline without facts

56, Tells perents what they went to hear rather than tell them the
truth about their children

57, "Passing the Buck®

58, Tekes sides im community wrangles

59, Fails to live the pert of a full grown citizen
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CHAPTER IIX.
FINDINGS

The Per Cent of Executives of Consolidated Schools Who Perform Certain
Activities.

In this chapter will be found the date compiled from the returms
on check-list number I. Twenty-nine executives gave suf‘ficiently full re-
ports to justify consideration here.
TABLE I,

Per Cent of 29 Executives Tho Underteke the Duties, Activities, and Respon-
sibilities or Express Opinions Concerning Items om The Check-List.

Column 1. Per cent of 29 executives who perform the activities nemed.

Colum 2., Per cent of 29 executives who do mot perform the activity, but
who think they should perform it. :

Column 3., Per cent of 29 executives who think some one else should perform
the activity in questiom,

Column
Noo Item s T T B
SECTION I. | ARG S

Activities Often Performed by Executives of Consolidated Schools
in The Capacity of Administrater.

1, Heet with the school board 80 17 O
2. Advise school boerd on meeds of school 10 0 O
3., Advise school board on school law 77 13 10
4, Determine holideys end vacations 70 & 87
5., Take responsibility for enforcement of querentine laws 68 3 6%
6. Take responsibility for enforcing compulsory school laws 66 7 &0
To Iﬁvestigate absences 100 0O 8
8. Meke the curriculum for the school 90 8 7
9., Provide publicity for the school g7 o8y
10, Formulete plems for the educaetionel advancement etc.__ 80 7 10
11, Direct a cempaign for improvement of the school 77 7 13
12, Orgenize school in hermony with & farming community. 77420 0

13, Hold conferences with county end stete supervisors_ 87 7 0

14, Investigate teachers® credentials and recommend for bire__ 78 &3 0




TABLE I (Continued)

Ny A e e SR ) o 7

e

Noo Item Z C@%ms
15, Hold conferemces with bus drivers 53 20 7
16, Imspect bus routes 47 20 27
17, Plan bus routes 40 13 37
18, Attend Council of Administration §7 80 8
; SECTION IIX.
Activities Invelved in The Capacity of Supervision.
19, Meke finel decisions in cases of discipline 100 -0 7
20, Administer all pumishment ‘ 37 . 7 87
2l. Conduct tests and measurements 90 10 3
22. Bold conferences with individual teachers 97 & 8
28, Hold group conferemces on professional matters 87 8% 0
24, Supervising instruction 7 13 O
25, Attend meetings on supervision 67 28 O
26, Arrive at school aheed of teachers iﬁ the mornings 80 0 O
27. Leave building last m the afternoon o i oy A
SECTION III.
Activities Performed in The Capacity of Clerk-Bookkeeper.
28, Order ‘school supplies 98 3 10
29. Keep pupils! scholestic and extra-curricular records____ 87 7 10
80, Act as purchesing agent for the pupils 50 0 43
8l. Receive and audit school supplies 83 7 13
‘82, Keep school census record 47 30 26
88, Keep clericael records for the school board 8 0 67
34, Collect and account for school end activity fumds 67 0 38
~ SECTION IV,
Activities Performed im The Capecity of Class Teacher.
85, Teach regular classes 90 7 8
SECTION V.
Activities Performed as Supervisor of Extra-Curricular work.
86, Menage student sociels when held under auspices of school®3 3 43
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TABLE I (Contimued)

Noo Item 1
88, Coach high schoel plays 7
39, Cogch high school debate teams 13
40, Direct high sechool music 7
41, Go with students when awey on contests 53
42, Referee foreign athletic games 33
SECTION VI.
Activities Performed in the Capacity of Disciplinerien.

45, Yenaging pleygrounds at moons and recesses 57
44, Maintein order et meetings held in the school but which are

not school affairs 70

: SECTION VII.

Activities Performed im Commumity Work.
45, leke friendly acqueintence with patrons of the school 98
46, Attend Sunday School 83
47, Teech Sundey School Class 57
48, Aet as Sunday School Superintendent, 28
49, Act as member of church board ; 80
50, Active member of local lodge 80
51. Active member in Ljons or other Commumity Clubs 40
52. Supervise and menage Community Lyceum Course 20
53, Assist in opening roeds after snow storms 37

SECTION VIII.

Activities Performed for Extra Pay.

54, Drive a school bus 0

SECTION IX.
Activities Performed for Professiomal Improvement.

Professional reading 100

10

8
0

0

Column

80
78
77

33

63

57

8
20
45
€3
60
17

43
63

80



OBSERVATIONS.

The data in Table I ere divided into nine sections as followss Activi-
ties often p_erformed in the capacity of edministrator; Activities imvolved
in the capacity of supervisor; Activities performed in the cepacity of
- clerk-bookkeeper; Aetivities performed im the capacity of class-room teach-
ers Activities performed in supervising extra-curriculer works Activities
performed in the cepacity of diseiplineriem or police duty; Activities per-
formed for extra pays Activities performed for professional improvements
Activities performed in community work. FEach group will now receive deteil-
ed consideration.

As the imtmdu@tion of this chapter shows, Table I is compiled from the
reports of 29 executives of consolidafed schools end the date ere to be read
a8 followss Of the 29 executives who reported, 80% meet with their school
board, 17/ do not meet with their schodl board, but think they should, and
there are no executives who believe that this duty should be performed by
some one else, (Activity No. 1). Again, teke Activity No. 5.,, (radvise
school board on school law"), The date are read thuss Of the 29 executives
who reported, 777 of them advise their school boards on school lew, 18/ .of
them do not advise their boards om school law, but think they should, and
107, of them are of the opinion that to advise school boards om school laws,
is a duty some one else should do. With: this brief suggestion on how to read
the date the first group of activities is takem up for study.

Group No., I, "Activities oftem performed by executives of comsolideated
schools in the eapacity of administrator", contains 18 items. '0f these 18

items only four items are performed by 907 or more of the executives. The
four items performed by 907- or miore of the executives, the index numbers and

the per cent of executives performing them are here reneated.

No, 2, Advise school board om the needs of the school 100 A
No. 7. Investigate absences 100 7
No. 8, Make the curriculum for the school 90 7

No. 9. Provide publicity for the school 97 7.




Another significent list of items from group No. I comsists of three

which are performed by 80 Zof the reporting executives. Here is the lists

No. 1. MNeet with the school board 80 7
No. 10, Formulete pleans for educetional acvancement of community 80 7
No., 13, Conferences with comnty emd state supervisors : 87 /-

A list of activities from group No. I which is performed by 70/ to 80/s

of the reporting executives is as followss

No. 4. Determine holideys emnd vacations 70 7o
Noo. 14, Investigate teechers’! credentials and recommend for bire 73 7.
No. 3. Advise school boards on school laws 7 %

Noo. 11. Direct e campaign for the improvement of the school 77 7
No. 12, Organize the school im 'hamony with a farming community 7 7
Those activities of group No. I which are performed by less than 707.0f

the cooperating executives comstitute the following lists

Noo 17, Plan bus routes 40 7-
No. 16. Imnspect bus routes A 43 7.
Noo. 18, Hold conferences with bus drivers 53 7.
Noo 5. Teke responsibility for enforcement of quarentine lars 65 7

No. 8. Teke responsibility for enforcememt of attendance laws 66 Z»
THE DISCUSSION.

It is significant to mote that 1007.of the executives edvise school
boards as to the needs of schoole. The executive is the only one who can in-
telligently advise the boards on this importent matter, beceuse he is the
only one who is im the position to kmow of the needs im all depertments of
the school. This duty cennot easily be assigned nor evaded. Investigation
of ebsences is another activity performed by 1007 of the executives. This
duty could be assigned to assistants in cases of temporary or occasional ab-
sences. The unusuel cases must come up to the executives, and im the cases

of prolonged or too frequent absence, the duty might well be assigned to the
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the truent officer designated by law, who receives renumeration for making
himself obmoxious with the stubborn parent who persists im violating the
law by keeping bhis ehild out of school.

Meking a curriculum for the school is performed by 907, of the executives.
Thie activity presents two problems. The first of these is the problem of the
small school. It may be stated thus: What is the least number of subjects
the small school mey offer eamd still be accredited by the stete department?
This problem is particularly ome for the smell high school. But in the grade
school department of a small consolidated school, there is a slight variance
in the problem, end the problem im its varied form mey be stated timss What
is the least equipment and the smallest number of teachers that may be main-
tained and the school remein on the accredited list? In the larger comsolia
dated schools the problem is reversed, and it mey be stated in this menners
How long a list of subjects may be offered, (extent of curriculum), and how
many extras mey be placed im tﬁe schpoi without the stete department objecting?
The state's restriction is felt at either end of curriculum meking., Perhaps
it is well to heve such restriction, for curriculum making is a subject that
requires broad training, skills and technique, and much time.

As will be seen in the next chepter, Table II shows the executive of the
consolidated school has very little time for enything exeept to teach classes,
hence he would not have a sufficient amount of time to devote to curriculum
meking, Providing publicity for the schgol is a duty performed by 97 7 of
the 29 reporting executives. Without a thought of casting any reflection
upon the ability of emyome, it might be suggested that the fect that the
executive is the publicity agent for the school is responsible i“ér the very
poor publicity that most schools receive. The ostensible public servant--the
politician—feigns modesty in telling the "dear people” how much he loves them.
He buys a newspaper eand employs a high-powered publicity agént to create his

Lord and Mester's greatness and memufacture his virtues. Why? Beceuse it

is emberrassing for ome to be talking about his own virtues. This instinct of
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modesty is shared by the comsolidated school executive. When he is preparing
bis school mews end articles for publication, he sees to it that every de-
pertment eand each teacher, also all students and members of the board, get
emple favorable mention, but be will sey very little or mothing about his
own good works. About &ll that cen be seid of this practice is that it shows
a fine spirit bﬁt proves to be poor business practice for the executive. The
good works of the executive should be made to serve in strengthening him with
the petrons, But it is evidemt that if he is left to "toot his own horn" it
will not be "tooted." As a final suggestion on this pointg it is suggested
that this activity of providing publicity for the school be delegated to some
compétent teacher on the faculty, or to some class under the guidance of some
compe‘tlent teacher, or it may be placed im the duties of a capable student
with whom the executive cam Wdrk in preparing publicity materials.

0f the three items which are performed by 80 7t0 90/ of the coopera-
ting exeeutives;, pemelys Meet with the school boerd; Formulate plans for
educational advencement of the communitys And bold conferences with couwnty
eand state supervisors, it might be said that to meet with the school board
ié a duty every executive should be expected to perf@rmo- It was surprising
to learn that only 807 of the executives do meet with their boards. The
writer wes told personally, by some of the executives, thet their boards did
not went the executives to meet with them except upon invitetion from the
b@&r& to do so. The formulation of plems for educational edvencement of a
‘community must bé based uvpon a careful survey of the social and economic

status of the community. To make such & survey requires much time, effort,

and skillful menipulation of the various forces to be met with im the survey.
In the next @h@pter'it will be showm that the executive of the comsolidated
school does not have time for projects of this type. Schemes for advance-
ment mot based upon such a community survey, would be d@@med to failure

in so far es the executive of the school would be concerned.




There are five activities which are performed by 707: to 802 of the coop-
erating executives. To determine holideys and vacations under ordinary cir-
cumstances is not considered to be of much concern, but this item becomes
more importeant in the consolidated school which mey experience mud holideys,
or snow holidays and lost time becomes & problem. The duty of investiga-
ting teachers! credentials and recommending teachers for hire, falls logi-
cally to the executive of the school. But omly 75/ of the executives do this.
That means that 277. of the school boards in consolidated schools employ their
teachers without the guidance or edvice of the executives MNuch opportunity
lies here for discoz;d,, misfits, and political play. . Teachers who receive
contracts without the consideration of the executive will often feel that the
executive's opinion is not rated very highly by the boerd, hence she will
not willingly submit to supervision, The average board of comsolidated schools
is unable to distinguish the several types of eertifiea‘tesm held by teachers.
Because of the fact that school boards im consolidated schools are often composed
of men who formerly held suech official rank in the ome-room, one-teacher rural
school before it consolidated, they are likely to believe as the typical rural
school board thinks——A certificate is a certificate and good a.nwher@ the
board wishes to place the teacher holding it. The possible political factor
lies in the practice of many school boards employing home tovm teachers,
in which cases, the qualifications of the applicant becomes a secondary
matter, too often.

The transportetion system in a consolidated school district is ome of
the best means of selling this type of school to the rural peoples. A suc-
cessful transportation system will meke and hold meny loyel boosters for the
school., An msatisfactory traxzsport'ation system will do more to break down
community morale and community spirit upon which the success of the sechool
depends so largely, then any ome other thing. Then why should omly 407- to

502. of the executives be interested in the bus system? Activities Number




17, (Plan bus routes), end Number 16, (Inspect bus routes), reveal a seeming
lack of imterest im the tramsportation system of the school. Only 537 of the
executives hold conference with bus drivers. There is no doubt in the mind
of any one who has had any consequential part in selling the consolidated
school to the people of Western Kemsas, that there has come & great change
among executives of such schools im regards their ettitude towards tremsporta-
tion of school children. .The executive a decade ago was quick to make use of
the trensportation system im the school to tie the rural and urban patrons in
@ bond of common interest. Probably the change has come about through the
turn-over among executives. New and younger men heve advenced to take the
places of those who struggled to establish ‘tﬁe consolidated schools and to
sell the idea of comsolidation to Western Kensas. .Thess younger men do mnot
feel the challenge the problem of tremsportation offered to their predecessors.

lore than half of the executives teke the responsibility for the enforce-
ment of quarantine and compulsory school laws. The initial move in each case
might well come from the executive, but both activities are such as might
be passed to some ome else.' Health officers and truant officers are eppointed
in every county in Kanses. Only by delegating activities to others will the
executive in the conaoiidated school be able to meke .is work the most effec-
tive, He should conserve his time and energy for those activities by which
his work will be measured and evaluvated.

THE CONCLUSION,

From the foregoing observations on group No. 1 in check-1list No. I, the

following facts seem to be establisheds

1. A large per cent of the executives are doing things thet might well be
delegated to some one else. .

2, 27%of the school boards of comsolidated schools do not as yet consider
trained leadership of any importance in selecting their teachers.

3. The transportation system for the conveyance of pupils, as an important
factor in the success of the comsolidated school, seems to be overlooked
by the executives. Probably this is due to executive turn-over.




OBSERVATIONS-DISCUSSION.
Section IXI, Peble I.

Activities Involved in The Capacity of Supervisor.

In the study of this section there will be found comsiderable evidence
to justify the belief that in the average comsolidated school the rural ele-
ment is largely dominant. For the activity "lake final decision in cases of
diseipline™, 937 of the executives reported they did it. Only 7. indicated
they believed some ome else should do it. This shows the large per cent who
16@1; upon diseipline as one of the rouﬁine matters of the exec.utive of the
econsolidated school. Again, by way of comparison, only 87. of the executives
administer all punisiment. And 5:72 state that they believe some one else
should do the punishing act. To merely be responsible for the final decision
in diseipline may mean the approval or disapproval of the means of co:;/fizection
chosen by the teacher., The fact that 57/. of the executives do all the disci-
plining in the school, shows that 37/ of the school boards still regerd the
executive as chief disciplinerian. Since so many of the boards of education
for consolidated schools are‘'composed of men who formerly served on the
country school board before comsolidation, it seems likely this practice of
assigning the duty of chief disciplinariam to the execut.ve is a hold-over
from their former nositions, when the country teascher was considered to be
good when he "eould do the sums and meke the children mind.” Because formal
direct discipline of childrem is becoming more eand more unpopuler, often
the executive’s first open breek with a commmity comes through his attempt
to diseipline a pupil for an assistent teacher. The disgruntled paremt will
little remember which teacher is respbnsible for the case being checked up
to the executive, but 'he will long remember that the executive administered
the punishment. It is the executive who suffers for "doing the strong arm
act" for the teacher, who mey be imexperienced, weak in personality, lacking

in tact, or perbaps she is a home girl who is seeking to avoid arousing the

anger of her neighbor towards her.
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Conducting test and measurements is practiced by QOZ»of the cooperating
executives. Whether this duty is performed occasionally or regularly these
data do not show. The significance of the fact is that the executives of con-
solidated schools have begum to reelize that Intelligence Tests, Diagn@stié
Tests, and Achievement Tests are valuable accomplices to successful school
supervision., When 97/. of the executives hold conferences with individual
teachers and 87/ hold group conferences, the impression is left that this
conference supervision is am importent phase of the executives! work. 3ut
only 77). of the executives actually visit classes in their supervisory duties.
The question arisess How effective can supervision be made by the 257 of
executives who neglect to visit classes for purposes of supervisibn? Moreover
the individual teacher and group conferences could not be so effective if the
executive has not first hemd knowledge of existing conditions in various
classes. How ecan an executive leed in en interesting faculty meeting or
be able to offer comstructive criticism of a teacher's work excepﬁ he know
class room conditions and ettendant problems? Perbaps this suggests the
secret of the cause of the boredom which preveils in the usual faculty meet-

ing.
CONCLUSIONS .

The following statements are deduced from the foregoing observations
based on Section II of Table I, dealing with the supervisory activities of
the consolidated school executive.
1. Administering all punisiment is a function with 37/ of the executives of
consolidated schools. This is probably due to the rurel element of district.
2, The importance of tests and messurements have begun to be realized by 1007
of the executives of comsolidated schools. Qoz.of them already give tests and
10% do not but think they should give them.
8, Supervision through individuel or group conferences has little or mo prac-

tical value unless based upon the executive's first hend knowledge gained by

observing the teacher at work im her class room.




OBSERVATIONS-CONCLUSIONS-DISCUSSION .
Section III, Teble I.

Activities Performed im The Capecity of Clerk-bookkeeper.

The seven activities comprising this section of Teble I are here repro-
duced for convenience. The figure in the first columm at the figh‘t is the
per cent of executives who perform the dutys those in the second column re-
present the per cent who do not perform the duty but who think they shoulds
and the third column show the per cent of the executives who think some one

else should perform the activity. Numbering order was rearranged purposely.

No. Item " % 7% A
28, Order school supplies 93 § 10
80. Act as purchasing sgent for the pupils 50 : 0 48
8l, Receive and auvdit school supplies 83 7 13
29, Keep pupils’ scholastic and extra-curricular records__ 87 7 10
33, Keep clerical records for the school boards 30 0 60
84, Collect and account for school and activity fumds_ 67 0 83
32, Keep school census record 47 30 26

An obvious fact from these data is that if dome properly, the clericel

load of the executive in the average consolidated schoo. is heavy.
: The executives are not delegatiné much of the clericel work. This might

be done as will be shown in the discussions to follow,

In at least a third of the districts the executives are doimg work that
properly belongs to the clerk of the district.

Approximately 507 of the executives in comsolidated schools do mot have
ready eccess to an up-to-date school census. A business man is thus trying

to operate a business without a reliable invoice to guide him in his account-

ing.
DISCUSSION.

The executive of a consolidated school should have training in the art of




accounting, office filing, and other office techmique. This necessity arises
from the fact that he collects and handles, and eccounts for, school district
funds in the form of tuitions, Mamual Arts fees, sale of oroperty, and special i
funds usually allowed him for incidentals. In addition, he often has the |
debate, dramatic, class, and athletic funds to keep and esccount for. To be
able to do this well is often the difference between a good end bad repute-

tion for the executive.
Executives could delegate meny of these duties end thus comserve their

energies for executive thought. Orders for goods end supplies could be pre-

pared by those whose departments would be served by them, and the orders

could be leid upon the executive's desk for epprovel and signature. The
supplies could be received and eudited by the department receiving them and

a report filed in the office by the auditor. The matter of keeping the scho-
lestic records of the students is so important that few executives deem it
wise to delegate the activity. Yet, most enyome would do as well as the ex-
ecutive in keeping the records, for he has too memy interests, hence negiects
the scholastic records, or reduces them to the minimum. To keep & full and
‘accurate system of child accounting similar to thet found in the up-to-date
urben schools, requires much time. Students deserve +o have kept for them

a full record of their school work, im order that in the future they mey not
be denied eny privileges to which their graduaetion should entitle them, and in
order that they not suffer eimbarrassment when they come to present their tran-

in
script for emtrance standing higher imstitutions of learning,

OBSERVATIONS.
Section IV, Teble I.

This section -needs no comments to make obvious its truth. The only item
here involved is that of "Teaching regular classes.” This is done by 907 of
the cooperating executives. This item will come up agein for consideration
in chepter IV. Discussion will be dispensed with hereo In chapter IV, in

comnection with Table II, it will be interesting to learn how much of the

school day the executive devotes to the duty of class teacher.



OBSERVATIONS.
Section V, Teble I,

Performed in The Capacity of &tra%mrieﬂar Supervisor.

This section deals with activities which ere elmost exclusively per-
formed out of school hours., And, too, as will be seen in the subsequent
chapter, the time allotted to these activities is insignificant., For this
reason no further discussion will appear here.

OBSERVATIONS.
Section VI, Teble X,
Activities in The Cepacity of Disciplinarien.

Of the two items im this sectiom, but ome will receive attention. Item
No. 44--"llainteining order at meeting held at the school, but which are not
school affairs™, is performed by 707 of the cooperating executives. It is
interesting to mote that 57/. of these executives believe that some one else
should perform this duty. The obvious truth is thiss The large per cent of
executives who attempt this aectivity do so umder a protest. These execu—
tives doubtless attempt this duty from board requirement or beceuse the com-
mwnity expects it of them. Why should the school executive do the policing
for the Granéeg Ledies Aid, Lyceum, Americen Legion, ete. etc., at an af-
feir which does not concern himself mor the school?

OBSERVATIONS.
Section VII, Table I,

Activities Performed in The Neme of Community VWork.

In this section the ettempt was made to get a slant om the social incli-
nation of the executives of comsolidated schools, eand to ascertain their
attitudes towards community life. For convenience and emphesis 'the nine items
in this section are being reproduced for careful study. The executive’s
tenure of office depends as much upon his social status in his community as
it does upon class work or amy other phase of his work. The executive may
.bave a splendid professional rating, but if he fails to make community con-
tacts, and meke friends for himself and the school, he must pass on to &

new position every year or two.




Section VII, Table I.
Activities Performed in The Name of Community Work.

The entire section is repeated for quick referenceo
Column 1, shows the per cent of 29 executives who perform the activity.
Column 2, shows the per cent who do mot but think they should perform them.
Column 3, shows the per cent who think some one else should perform them.
No. Item o

45, Establish friendly acguaintence with patrons of the school 98 & 8

46, Attend Sunday School 88 0 20
47, Teach Sundey School Class 57 O 43
48, Act as Sunday School Superintendent 23 0 63
49, Act as member of church board 30 0 60
50, Active member of the local lodge 30 13 17
51, Active member of Lyons or Commumnity Club 40 17 13
52, Assist in opening roads after snow storms | 37 O 63

Obvious facts deduced from the date above repeated ares
1, Preactically 1007 of‘ the executives believe that to make friemds is one of
their duties.
2. The per cent of the 29 cooperating executives who take part in amy kind
of church work is decidedly small, when the mere attendance at Sunday School
is eliminated. Not much opportunity is here for commmity contact.
8. It appears that a relatively small per cent of the executives make the
clubs and lodges a means of social contact with the community.
:40 In this section of the table I, the per cent of the executives who think
some one else should do the activity is unusually large. This may reflect
an attitude which may react unfavorable to the executive in his efforts to
meke en effective social comtact.
5. An indifferent attitude towards commumity work may indicate that the ex-
ecutives are confining their efforts and attentions to the narrow scope of

routine and detail school functions.




6o 85/ of the executives attend Sunday School and 207/ say that some one else
should Qo it. When the a.cfivity calls for active attendance (by that is meant
participation beyond mere attendance) the per cemt doing church activities
rapidly falls.

There are two reesons to justify the belief that the social contact the
executives are able to meke through clurch eand lodges, is inadequate. The
one reason ié that_too few executives taeke active.part in these community
works. The second is too few of the patroms attend either church or lodges.
The executive im the average coﬁsalidated school in Vestern Kensas may be
faithful in regular attendance at the church of his choice in a given communi-
ty end in the course of & year he will become acquainted with but a very few
of the influential families of the commumity. This is true because the average
community is divided along denominational lines and there are but few femilies
. who attend at eny ome of the clmrches. Too often, for the executive to take
a steand with any one of the churches is to alienate himself from the rest of
the community. The executive often appreciates this fact and seeks to maintain
‘a neutral position, in which cese, all churches join hends against him.

Section VIII, Table I.
(Returns too insignificant to be discussed here)

OBSERVATIONS .
Section IX, Table I.

Activities Performed for Professional Improvement.
The data show that 1007, of the executives do some professional reeding.
The actuel emount of time devoted to such professional reeding is insignifi-
cant (See Teble II, Chep. IV). According to data in Teble II, the executive
spends 6.5 minutes daily in professiomal reading. This is not & heavy reading
course., AS & consequence, the school and students receive daily from the

executive!s store of "cenned kmowledge.®

In this age of scientific investigation, school men arise in the morning
to £ind their educational theories of the day prewious, obsolete. He must
study contimelly to keep up with progress. He etudies 6.5 minutes daily.
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STMMARY.

The executives of consolidated schools are doing a great many things
that might well be delegated to others. Among such things ares "Teke respon-—
sibility for enforcement of quarantine laws,” "Take responsibility for the
enforcement of compulsory ettendence lews," "Investigate absences," "Pro-
vide publiecity for the school,” "Administer all punishment,® "Order school
supplies,” "Keep pupils’ scholestic end extra curriculer activity records,”
"Act as purchasing agent for pupils,” "Receive amd auvdit school supplies,"”
"Keep clerical records for the school board," ®Collect end account for ac-
tivities funds,” "Menage school socials,” "Coach athletics,"™ "Referee
foreign athletic gemes,® "Maintein order at meetings held at the school but
which are not school affairs.”

The method of selecting teechers with proper qualifi@ations has not ed-
. vanced with the evolution of the school system from the ome-room rural to
the consolidated school. At least one-third of the executives are not asked
about the teachers selected.

In more than one-third of the consolidated schools,.the executives ad-
ministers all punishment.

The importence of tests and measures is being realized by the executives
of consolidated schools. 907, of the executives nmow use tests to some degree.

The executive is also a elass room teacher, 90/, of the executives teach
reguler classes.

: It is surprising to mote that sz of the executives teke it as part of
their duties to maintain order at mon-school progrems held at the school.

The opportunity of making and.ﬁaintaining social contact affordeq?by
church affiliati@n alone appears inadequate, for two reasomss First, The
executives' chureh activities are nil when the meré attendance at Sunday
School is ignored. Second, only & few families of & commmity atiend a
given church, hence the executives’ acquaintence is seriously limited. If

he attempts to divide his time among the several churches (three to five),
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he will be charged with worthodox behavior, and what social contect
had been established will react to the detriment of the executive. ¢ [:
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CHAPTER IV, ?:';

: FINDINGS (Continued)

Distribution of The Executive's Time. °

In this chapter it will be shown just how the executive of the consoli-

dated school in Western Kamsas spends his school day. Table II shows the

median number of minutes of the school day devoted to various activities.

These medians were calculated from the reports from twenty-nine schools. f: :
! TABLE II.

THE MEDIAN NOUIT-TR OF MINUTES DEVOTED DAILY TO VARIOUS ACTIVITIES AND DUTIES

BY TWENTY-NINE EXECUTIVES OF CONSOLIDATED SCHOOL IN
WESTERN KANSAS. i’

No. . Duties or activities ﬁgfd%o%@ d

Instructional Loed. k

1, Teaching classes 206.5 f‘f
2, Making preperation for class (laboretory or lessons) 34,0
3, Helping students with school work 18,0

4, Correcting or grading papers 17.5 ;

Total 276 i

Portion of school day S A ;
: . S |
Administrative Loed. |

5. Inspection of school plent end playground 8.66 f‘ﬁ
- 6 G@nferenées vith teachers, principal or county superin‘t’endent 8,00 [b

7. Conferences with students concerning school work 5.50 'd

éo Conferences with students om metters of discipline 3.00

9, Conferences with parents 1.50

10, Making and revision of deily progrems end schedule 2,80

11, Conference with jamitor or custodian 5050

12, Conference with mechaniecs end drivers : 2,78

13, Preparing for board meetings 6,50

14, Planning school orgenization 4,00




TABLE IT (Continued)

Med. No.

No. Duty or activity Hin. to Each.
15, Budget plenning 0,00
16, Enterteining visiters 2,66
Totel 52.8
Portion of school day__ 15 7
instm@ti@nal Supervision Load.
17, Class visitation 6,00
18, Conferences with individuel teachers 6,80
19, Supervising playground, corridors, lunch room, library____ 14,66
Total 27,16
Portion of school day_____ T /o
Clericel Load.
20, Keeping attendence and terdiness records ' 6,50
21, Recording students?! grades end cere of register etc._______ 4,00
22, Ordering and distributing school supplies 2,50
28, Writing letters pertaining to school business 8,00
24, Miscelleneous office routine 16,00
Total 87,0
Portion of school dey 10 %
Professionel Loed.
25, Attending teachers’ meeting, local or foreign 4,00
26. Speciel committee work __lMedian less them 1) XXX
27. Professionel reading 6,80
: Total 10.5
' Portion of school day_____ 8 7
Extre Curriculer Activity Load.
28, Arrenging school progrems 5.20
29,

Sponsoring clubs end classes (Medien less than 1) : XXX

:
g




TABLE II (Continued)

Noo Duty or activity y@iﬁ?d%omg_;ﬁjg
30, Prepering school news amd erticles for publicity 3.00
8l, Coaching athletics or directing physical education (M less them 1) X.XX
32, Coaching plays debates etc. (Medien less tham 1) XXX
&3, Prepering for and eppearing in assembly programs 206=
Totel 10.86
Portion of school day__ 3 A
Commumity Activity Loeed.
84, Church work, Sundey School, Committees, Church board etco
(Medien less then 1) XXX
85, Other sociel work, lodges, clubs, etc. (Mediam less them 1)_ XXX
Total (Insignificant)__ X.XX
Other ectivities
36, Recreations 11,00
87 ;&ctivities for additional income (drive bus, referee, ete.)
(lleBien less them 1) XXX

Total 11,00

Portion of school day__ & 4




OBSERVATIONS. ‘
The date in Table II have been divided into eight parts. For quick
reference the following summery is made of Teble IX. |
Item Totel Medien Minutes. Portion school
Instructional Load 276,00 %iyo"i,
Administrative Load 52,60 15
Instructional Supervision Load 27,16 7 %
Clerical Loed 57,00 10 %
Professional Load 10,80 57
Extra-Curriculer Load 10,86 54
Commwmity Activity Load (M. less than 1) I.X XXX
Other Activities 11,00 3%
The ehief fumction of a consolidated school executive is that of class
teacher. He spends 74% of his school dey teaching end prepering to teacho
The sdministrative duties covering 12 sctivities are given but 15/ of

the school day. ?
Clerical Load, five major items (end a borde of others n@t.memtiomed) i
demends 107. of the executive's school day.
Importent as supervision of instructiom is, there is but 7/. of the »q
school day devoted to it. This 7Z of the time ellotment is divided as fol-

lowss Class visitetion is given 6 minutes daily, 6.5 minutes daily ere

given to conferences with .teaéherg,, and supervision of playground, corri-
dors, lunch room and librery gets 14.66 mimutes.

The executive's chamce for self improvement through professional read-
ing is limited to what he cam do im 6.8 deily.

The executive devotes 37 of his school day to extra-curriculer worke.

The reports on commmity work were so meeger, the medien number of
minutes devoted to amy end all such works being less than 1, the results are

insignificant.
Three per cent of the school day is devoted to recreatiom.



DISCUSSION.

From the date presented im Table II it is evident that the title "Execu-
tive", "Superintendent”, "Administrator”, or "Supervisor"” of a comsolida-
ted school is a misnomer. The school board in the average consolidated
school district employs one umder some such title as those enunerated above,
peys bim extre money to £ill the positiom, then proceeds to reduce the exe-
cutive .to the status of a class room teacher. The medien number of minutes
given to teaching is 208.5 per day. This in terms of 40 minutes to & period
means epproximetely 5 periods per day, which is the ét&ndard teaching load
for the teacher in en accredited high school. If this wes all the time devo-
ted to instructional duties the executive would still heve three 40-minute
periods in which to look efter ell other duties. But this is not the case.
A glence at the table will show the executive spends 24 minutes deily preper-=
ing leboratory materiels end lessoms, end he spends 18 minutes more help-
ing students with work end 17 minutes are spent in greding papers. This
totels 276 minutes per day or 7 periods of 40 minutes eaech approximately.

After his teaching progrem is consummated, the executive turns his
attention to administrative duties for 52 minutes per day. This more then
takes the eighth and last 40 minute period of the day. Any other activities
aust be done out side of school hours., As for supervision, it is largely
done by conference, and often after or before school, The medien enrollment
in the 29 consolidated schools studied is 165, The medien number of teachers
employed is 8.5. When the executive £inds that he has 27 minutes to devote
to supervision, even if it mey be by denying demends for time, and attention
to other duties, he bas just 3.2 ﬂminutes for each teacher per dey. The med-
jens for teachers and enrollment quoted ebove were caleulated from reports on
Check-1ist Noo. IXo

The office and clerical work fells to f£ifth place of importance from the

point-of time devoted to it. Thus ome of the most important duties of

F



¢the school, that of keeping a@@ufately and sefely the students'! records,
falls into the group of activities which receives fifth place in the execu-
tive's program. This no doubt accounts for the too frequent difficulty the
students of @ school have im securing en accurate end complete tremseript of
their credentials for entrance acceptence at some college. It wes pointed
out in the lest chapter, (page 25), that meny of these clerical duties might
be delegated, but the fect is, in actual practice, they are mnot delegeted.
Therefore, it appears that an executive of a comsolidated school should re-
ceive some office training to eid bim in his work. He needs such training as
typewriting, £iling and bookkeeping. TWhether he does the office work or dele-
gates it & ﬁew hours im business training would act as & great time saver
for the executive.

It wes observed in Table I, (page 15), that epproximately 1007 of the
cooperating executives believed it importent to establish friendly relations
with patrons. But the date in Teble II, (pege 15), show that the time devoted
to community socigl work such as in socials, churches, and lodges, is insigni-
ficant. Therefore, the naturel conclusion is that the executives are not mek-
ing the friendly community contacts so necessaery to their tenure. In comnec-
tion with this point it might be well to recell (Table I, item 9) that 97% of
executives act as publicity agent for their schools. The question arises, cen
not the executive make his necessery community contect through the news paper?
Thie question is effectively enswered in the discussion om pages 18 end 19 where
‘it wes pointed out that such publicity as came from the executive is such as
to make generally known all the good things ebout the school system except
the good work of the executive himself.

In this age of scientific procedure in all lines, education has finelly , _
yielded to the same procedure and précticeso To-dey's knowledgeégr to=day’s
science of educati@n‘may be discounted tomorrow, in pert or in whole, by

the results of some new experiment. The executive who hes emple time to read




end study finds it difficult to slough off old praetices, and discard old
concepts for new., What can be expected of the men who devotes but 10 min-
utes daily to this process of revising his mentel composition and his proce-
dure in school work? Again it seems that ome who cennot devote more time
to professional improvement tham 10 minutes daily, will go on teaching

things and working with methods that may be out of date.

SUMMARY CONCLUSIONS,

The comsolideted school executive spends 747, of his school day as & teach-
er. He therefore does mot have sufficient time to execute his many other
duties properly.

When the time for administrative and supervisory duties is combined

it is found that but 227 of the day is givem to these importent duties. The

executive is & regular teacher first, them he is edministrator end supervi- j

sor second. Since most of the time is tekem by the teaching load, and when

the administrative end supervisory duties are added to teaching practically
the entire day is taken, the clerical work must be done out side of sehc;ml i
bours.

From the study of this chapter it is easy to conclu= thet the consol- f

idated school executive is not doing what his position implies.

S —

In the next chapter it shell be the purpose to show how well the con-

solidated school executives are succeeding from the stendpoint of the teacher

ek

under supervision. The teachers were asked to report om their executives'
failures.

As the closing features of the present chepter, the reader’s atten=
tion is ealled to the graphs aﬁd tebles on pages 58 to 41, inclusive, which
are offered here for comparative study of how school principals, spend their
school time, in various other places. Also, the enalysis of the executive's

clerical load found on pages 42 to 44 inclusive, will be of much interest.
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CHART No. I.

The graph on this page illustrates the dete exhibited in Teble II, pages ‘
8l, 32, and 53, It shows how the executives of the comsolidated schools in
Testern Kanses distribute their time among the various activities they per-
form. .
From Teble II it is observed that the executives devotes
%7 of the school day to teaching of classes,

167 of the school day to administrative work,

9,57 of the school day to clericel worlk,
77, of the school day to supervisionm, ;‘.é

37-of the school day to professional reading.

Instructional Load
747

This greph shows the day to be elmost entirely spent before the daily
schedule is finished, The clericel load is accounted for in the graph, It
does not matter which duties ere performed during the school day end which
outside the school day hours, the fact of significance is that the executive
cannot get all his duties perforuied within the school day. .

Phe red arrow shows how much over & full day the executive must work in

getting the cleriecal work done.



CHART No. II.
HOV THE NEBRASKA HIGH SCHOOL PRINCIPALS SPEND THEIR SCHOOL pay. !

The reader should bear in mind that the study represented im the folloving
chart included principals in all types of high schools in Nebraske. The study
is referred to here in order to show the executiveship of consolidated schools
end the principalship of high schools ere different im the point of the distri-
bution of the executive’s time. Back of this comparison, of course, is the
assumption that the date exhibited in this thesis represents a fair sempling
of consolidated schools and that the Nebraska study represented im the chart
below is based upon a fair sampling of high sehools in gemeral.

The ecircle represents the school day. The per cents shov the amount of

time devoted to each divisiom of the duties of the high school primcipal.

Instructional load 49 % Professional load 24 76
Extra-curriculer load 12 7 Clerical loed 11 7
Administrative load 3.6 /-
/ 4 7' stru b" oM 1\
Load )

407. B @fﬂdw\in istratlive
Resfessioma | \&1€vieal o 30;'
L° e ‘1_‘_.‘ L.”a :. 3Lt 7
SPV O
1‘70 L.ad
127

1, Feelhever, Carl T., "How The Nebraska High School Prineipels Spend Their
Time", School Review, vol, 36 (Merch, 1927), p. 188-198.

The Comparison.

It eppears that the instructional load for the executives in comsolidated
schools in Vestern Kansas is approximately 50/ heevier them that for the high
school prinecipals of @ll types of schools in Nebraska. Inm the consolidated
schools 3. of the executive's time is devoted to professionel improvement
while in Nebraska the high school primcipals devote 247 of their school dey
towards professional improvement. The ratio of the chances for professional
improvement while in service then stends as 1/8 in favor of the high school

principels. On pages 40 end 41 appear additionel contrasts to vwhich the at-
tention of the resder is mow directed.




CHART No. III.

HOW THE PRINCIPALS OF HIGHE SCHOOL IN CALIFORNIA SPEND THEIR SCHOOL WEEKol

MEDIAN NUMBER OF HOURS DEVOTED WEEKLY TO SEVERAL CLASSES OF PROFESSIONAL

ACTIVITY.
High schools grouped by the
Cless of Aetivity. numbers enrolled,

b BT R Pl
Instructional 1le@doocccccccccecocccccscoocococe == 16.28 80,00
Administrative 10@dcooccscoosocosc00000000000e L8RS 12,00 6.00
Clerical dutieScoccocccccocccc00000000000000000 9000 8,80 5,80
Supervision 108descooo000s00s00000000000000000 18025 10.25 6,00
Professional 108dccsco000000000000000000000000 8000 8,75 7.00
Additional income and community activitieSoc... 7.50 6,25 5.50

1, After John, as reported in Koos' "American Secondery School®, p. 683,

Koos sayss "The questi@ﬁ nay well be raised whether the primcipal of
the small bigh school, even if it is admitted that he should do some teach-
ing, is not so heavily burdened with instructional activities as to prevent‘
the proper discharge of other importent professional responsibilities more
peculiar to the .p@sitionow

The graph below shows how much of the school day is teken by just two of
the groups im the sbove table. When will he do the other importent duties?
The graph represents the schools of enrollment of 150-349 because that group
compares favorably with the enrollment of the average consolidated school

in Festern Kanses. The median enrollment in the consolidated schools is 165,

The Californie high

sehool principel has
nearly three times as
much time for profes-

The Celifornia high school
principels?! teaching load
is just 2/3 as heavy as
that for the comsolidated
school executive im Kansas. T sional improvement as
The advantage is as 2/5 A"miﬁisha / bes the consolidated
in favor of the Califor- . school executive in
nia prineipals. Kensas.

Notes This study included high school prineipals in all types of high schools

in California. It is useful here only as contrasting datas

%



CHART No. IV.

HOW THE PRINCIPALS OF THE HIGH SCHOOLS APPROVED BY THE NORTH CENTRAL ASSOCIA-
TION SPEND THEIR TIME.

In an investigation of the way principals in schools approved by the
North Central Association of Colleges and Secondary Schools spend their time,
Davis found thet the distribution shown in the accompanying table represents

the activities of the average prinecipal on em average dayol

Number of minutes

Duties, spent weekly.

o In@pecti@n of buildingoasooooooooeoeoeoooooooooeoeooo@eoo 40

2. Supervision of imstructiomccocccccscsssccccccoscsoscsosce 40-60

8, Teachingooco0000000000000000000000000000000000000000000000 90
4, Study 52116 00000000000000060000000000000000000000000000000 40
5. 0f£fice r@utineoooaoooeeooocaoeeooooena@oaeomaoooaou.owecoo 60
8. Teacher CONErENCE660000000000000000000000060600000000000 30
7, Pupil confereBeo:000000900000000000000000000000000000000 30
8, Conference with €allerScccscooccocccco0000000000000000000 30
9. Students? AetivitieSc00000000000000000000000000095006000000 80
10, Civie 1if€00000000000000000000000000000000000000000002000 80

1., C. 0. Davis. "Duties of the High School Prinmeipal," School Review,
vol, 29, p. 344-350, Hey 1821.

Conelusions.

From & study of the foregoing charts comparatively, it will be easy to
.see that the executiveship of the comsolidated school is different from that
of corresponding renk in schools in general, in that it is first a teaching
p@siti@n,, and second end administratim p@sxtiono It reguires that the execu-
tive be efficient in meny more tengent activities tham is reguired by the
executiveship of egual renk in high schools in gemeral, These differences
require different types of training for the position contrasted. Because
of the greater breadth of activities the executive of the consolidated sehool

is required to cover he must have a broader training them is required of his
professionel equal in other types of schools.




A TYPICAL CROSS-SECTION OF THE EXECUTIVE'S SCHOOL DAY IN ONE HIGH SCHOOL.
In order that the reader of this thesis may know something of the true
nature of the typicel office routine work of the average school executive, the

following quotation is mede from “The Duties of The High School Principals™ by

C. 0. Davis, reported in School Review, vol, 29, p. 340, Davis asked several
high school prineipals to state just what @ﬁ.{hey did on a given date. In that
way he hoped to be able to determine the true nature of the primeipal’s work.

The following is a letter Davis received from ome principal., He gives
it in the report referred to above in Sechool Review, as representative.

It covers all phases of clerical work nearly, and many edministrative

and supervisory deeds.
THE LETTER.

"I have your letter of April 2, 1920, om the subject of high school prin-

cipals’ duties. It happens thet om April 15 I kept a record of the things thet
I digd dﬁring three hours one morning, They ere as followss

1. Had a conference with Miss A on the subject of special public-speaking
classeso ¢

20 B told me of C. A., one of our boys who is carrying thirty-three hours b
of work per week in school and is earning $8.00 & d&Ycc.o....(besides)

8o Declined en invitetion to eat at & Y. M. C. A, ba juet tonight.

4, Bad a conference with Miss C. about her selary end summer work. )
5o Miss D. came in to show me how she had smashed ome of her fingers in },

one of our improved doors. !
8o Had a comsultation with grade principal on increase im absence. u
°'7@ Had a conference With...our janitor, on the following subjectss

a. Rooms for Miss S. who is to give a demonstration in Physical Training
b. Clean brick out of auwditorium.

¢. Make & requisition for new plaster im our back entry.

d. Use cinders to £ill up mud hole im yardoooocoo

e. Rake up tin cans that bave been strevn about the yesrs...

£, Looked at one of Mr. L's fingers which he got jammed in ome of our
improved doors.



8o
9o
10,

12,

13,

14,

18,

16,

17,

19,

200

2L,

k2,

R4

24,

g. Make requisition for broken window rope.

h, Meke a requisition for new lights im the auditorium.

Interview with F. J. regerding scholership and eonduct.

Arrenge with Miss T. to close bookstore during periods V and VIII,
Issued @ permit to J. H. to drop R. 0.T.C. on account of his health.
Conference on the epproaching election at the Teachers! Club,
Conference with Mr. W. about @éera tickets.

Received the records made by our pupils at i College during the first
semestercocooco

Conference with Miss D. about E. C. She is e high-rank student and
should go to college, but her father thinks she must stop eand earn some
noney as & stemographer,

Miss N, brought in an excellent poem in free verse by M. B., the subject
being "Why ome should study Greek."

Mrs. Ro M. called up to arrange about a boy from St. Louis who wishes to
enter 8 A.

Jo Ao Iart his foot in the gymnasium.
Suspended 0. H. for chronic truemnecy.
Hed a call from A. B. S, Davenport, Iowac..coo

Bed a session with Mr. W., the suditor. The business manager claimed
thet I owed him $550.00. The auditor finds that he owes me £65.00.

E. C. and S. P, have received conditions in French 4 A, AS they are
pupils working for Cum Laude diplomas, Mr. G. thinks there is something
wrong with the Freneh department.

A delegation of boys called upon me to get permission to raise momey to
buy rings for the basket-ball teem.

Our record at B College for the first semester showed six B's, three C's
end one E. i

Dictated letters as followss

8o A@T@i@wledg@& eleven applications for jobs.
b. Signed E. W.'s college recommendation.

e, Trote C. Wo F. about his daughter.

d. Sent $2.00 to H. V. C. for dues in the Netional Association of
Secondery Principals.

eo Meiled financial stetement to Mr. I.

£, Trote 0. W. D. about his son's truancy.




°

ho Wrote lMr. Co A, J. about young Thompson.
i. Wrote Mr. F. Z. S. about our county educational system.
jo TWrote Professor L. M. ¥,
Mr. Davis quotes the following from amother letter he received in his

investigation which suggests a few new things mot touched upon in this study.

"Among other things that a high school principel does, I think, in pass-

ing, of the followings (1) Hire teachers; (2) plan course of studys (3) rate 1
teachers'! standings (4) hold teachers' meetings; (5) visit classes; (6)
attend teachers'! conventions; (7) aﬁtend high school shows; (8) attend high }:
school gemes; (9) attend all sorts of public meetingss (10) assist in rum-

ning the Parent-Teachers'! Associationy (11) enswer questionnaires from

college professors and.from about fifty-seven varieties of other people."”
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CHBAPTER V.
FINDINGS (Continued).

Qualifications and experienee.
What type of school men are employed to the position of executive in con-

solidated schools? What educational qualifications end what experience have

they hed that will enable them to successfully cope with the problems they will !
meet in this type of school? What is the executive's temure of office in
consolidated schools? These questions may be answered by a study of the fol-

lowing table. This table is based on the reports from twenty-nine executives.
TABLE IIL, ' 1
ITEIS IN THIS TABLE EXPLAIN THEMSELVES.

Noo Items

1, Median years of college work above high school 4,35

2, Median mumber semester hours im school administration 10,00

8, Median number semester hours in Educational Psychology. 6.60

4, lMedien number semester hours in other Education s*uﬂb‘ject;s;== 18,00 b
5, lMedian number yeers experience as grade or high school teacher 4,50
6, ledian number years experience as principal or superintendent 2,66
7. Hedian mumber years spent in farm life 20,33
8., ledian tenure in years as executive in present position 8,20 }

9, Median selary in present position (all salaries ineluded) $2136,00 1
;Oo Average salary received' by those who bold lasters degrees $2345,00 |

11, Per cent of the 29 executives who hold not college degree 6,00
12. Per cent of the 29 executives who hold e bachelor's degree 78,00 ;.
18, Per cent of the 29 executives who hold a liaster's degree 16,00

14. Per cent of 29 executives who have dome some graduate work 4,30



OBSERVATIONS.

The executive in the consolidated school is well prepered from the point
of view of collegiate traiming, The median years of scholastic training
above high school being 4.5.

The consolidated school executive has a totel of 35 college hours in
Education divided as followss 10 hours School Administrationg 6.6 hours in
Educational Pey@hologyg and 18 hours im other Educational courses. This is
considerably above the minimum required by the state as being necessary for
certification. 7

The executive's experience as teacher before he was elevated to the
executiveship is limited to 4.5 years.

The executive of conmsolidated schools is young both in point of experi-
ence as teacher and as executive. His medien years service as executive is
2,66,

There can be no ques%ions ebout whether the educational lesders, as a
rule, in the consolidated schools are qualified by virtue of farm experience.
The median years spent on farm being 20.33.

There seems to be a frequent turn-over of executives im consolidated
schools since the median tenure of service as executive is 5.20.

The per éent of comsolidated school executives who hold mo college de-
grees is very small, just 67%

787, of the executives.hﬁld Bachelor?!s degreess 4952 have had work
towards a Master's degreeg and lsilalr@ady hold Masters'! degreeS..o

DISCUSSION.

These data show conclusively that the comsolidated school melkes possible
the bringing of pf@perly trained intelligent leedership to the rural boys end
girls who are privileged to aétend a consolideted school. And it means more
then this. It meens that to every community which has seen £it to establish

this type of school, there bas come an intelligent social leadership. It was

pointed out in the lest chapter that the executive spends very little of his
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time in community work. Thus this statement about bringing trained leadership
to the community may seem contradictory. But it must not be forgotien that
: pearly all of these executives are merried mem whose wives are also college
bred. It is largely assigned to these intelligent women to make the necesséry
social contacts for the executives. This is done through activities in the
various elubs.
The median salary received by the executives is $2136, The average sal-

ary received by the 167% of the executives who hold their Master's degrees is
62545, These salaries show that the executive who bolds the higher degree

receives but little advantage in salary over those who hold the Bachelor's

degrees. This might be properly regarded es & point in fevor of the executives’

professionel spirit. Since mamy of them are going om with graduate study
whether they can see increased remuneration or mot, they must be guided by
the motive of becoming better prepared merely in order to be of greater ser-
vice to those who employ them.

Where did the executives of comsolidated schools receive their experience
and tecmique for supervision of imstruction? .The medien number of years of
teaching experience is 4.5. It must be remembered also that meny of these
executives bave never teught in elementery schools. T'=y acecepted positions
in high school directly from college graduation. They spent the first year
or two in the usual way—-trying to sift from their store of educational theo-
ry what few parcels that have practical velue, and trying to discover ways
in which the things they read about in college subjects could possibly apply
to the ordinary séhool problems. After two, three, or more years trying to
solve for themselves the problems of a teacher, they find themselves elevated
to the executiveship. In this new position they have under their supervision
teachers who have much more experience than the executives, and hence resent
being supervisedo‘f Other teachers they have who are just beginning, and they

expect expert supervision and are disap@@inted if it is not forth-coming.

Then they £ind themselves in a dilemma. The teachers expect them to meet

their duties as executives, but they camnot do so satisfactorily, because
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their instructional load requires 276 minutes of the school day, and they
have but 3.2 minutes for each teacher under supervision (see again page 35)
To do effective supervision in so little time limit is beyond the ability of
executives of long experience and great and broad training. How then cam it
be expected of young executives of limited experience and iraiming? This
question is raised here beceuse its importance will be recalled in the next
chapter where the failures of the executives have been enumerated by the teach-
ers under supervisiom.

CONCLUSIONS.

In sumnerizing, it can be said that from the point of collegiate train-
ing the subjects of this study remk well, so long as the type of training
is mot questioned. Some question might rightly be raised as to the train-
ing they have had fitting them for the multiple factor position of school
executive in the schools @f the size of the comsolidated schools in Vestern
Kansas, 8o soon after graduation from college.

It appears thet increased selary is mot the motive in graduvate work
because the data show that those holding Master's degrees have a very slight
adventege in point of salary.

The executive of the consolidated school is young in both experience as
teacher end as executive. His experience of 4.5 years as teacher is proba-

bly too short to permit him to train himself for the higher position.
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CHAPTER VI,
FINDINGS (Continued).

The Failures of The Consolidated School Executive as Enumerated by The
Teachers Under Supervision.

We have seen inm Table I, (peges 13-15), that the executive of the con-
solideted school in Western Kensas uvndertakes to do a great meny things during
the course of his school dey, In Table II, (page 31-32), we discovered how
the executive spent his time, and how meny minutes he devoted daily to each
of his meny duties. In Table III, (pege 45), facts were shown concerning the
@ducationgl quelifications and experience, training and selary of the
29 executives who cooperated in this study. The following teble will reveel
the failures of the executives of comsolidated schools. The.eheck=list pre-
pared for this study is ome compiled from suggestioms received here and there
in the investigato:-'s observetions, and supplemented by items from bis own
experience of 15 years as executive of comsolideted schools. Perhaps the
items enumerated are mot @ll that could have been named. Perhaps there are
meny items that have little or mo value. In favor of the list, however, it
can be claimed to be sufficiently extensive and appliceble as to meke it pos-.

.sible to get & fair eveluation of the executivés work f-om the point of view
of the teachers under supervision. This phase of this study was delicate due
to its very nature. There were executives who felt that perhaps adverse re-
ports by prejudiced teachers might be allowed to endanger the executives’
professional reputetion. But after the purpose of this study was explained
and the executives were assured thet their neme end reputation would not be
endengered in the least they willingly agreed to have the study made.

In order to induce bomest eveluations, free from bies either favoreble
or prejudicial, the writer endeavored to see as meny of the teachers &s possi-
ble end explain to them the purpose of the study and the manner in which the

' data were to be hendled. They were assured that strong i{avoreble reporits

would not be allowed to benefit their executives, nor would unfavorable re-

awg



p@:ts result in herm to thelr executives. The check-list was delivered to
each cooperating teacher by the investigetor im person as fer as possible.
Each teacher was asked %o check the list as per imstruction, and without
affixing her signature, the blemk properly checked was to be mailed directly
to the Hays address of the investigator. The executives were not to see the
check-1ist as mailed. This report was to be a secret ballot by each teacher.
One hundred seventy reports were received from teachers. As they were reeei**éeo‘i9
they were carefully credited to the proper executive, which was mede possi-
ble by & secret marking of the bellots by the writer for the purpose of identi-
ficetion upon their arrivel. The one lmundred seventy reports were summarized
and calculeted into per cents, and the results shown in the following teble.
TABLE 1V.
THE PTR CENT OF 170 TEACHERS WHO REPORT THEIR EXECUTIVES AS BEING NO FAILURE,,
A SLIGHT FAILURE, AND A SERIQUS FAILURE IN THE
VARIOUS ITMS IN THE CHECK-LIST,

COLUMN I, NOT GUILTY; COLUMN 2, SLIGHTLY GUILTY; COLUMN 3, MUCH GUILTY.
No. . Items 1 wie in 8

Administrative Field

1, Think teachers’ opinmions do not coumt 82 10 1
2, Never consults teechers about chenges in menagement__ 76 16 8
5, Jealous of powers. Refuses to delegate responsibility___ 86 6 3
4, Disregerd pupils and teachers as live thinking beings____ 20 3 2
5. Attempts to do too much himself T2 2k 2
6. Attempts to care for too many things at omce 65 24 7
7, Unconmsciously cresting weaknesses in teachers by with-

holding responsibility. 80 13 2
8, Never takes pupil, teacher; nor parent into confidences__ 74 16 3
9, Lacks interest in teachers’ experiments i (i 2
10. Feebleness, or absence of directive effort 60 24 9
11, Freguent chenge of policy, 74 18 4




Noo Item 1 e 8

Administretive Field (Contimued).
12, Oriticises teachers im presence of teachers 60 24 9
18, Oriticises teachers im presence of pupils or parents 88 3 8
14, Feils to orgenize and coordinate the work in the school 74 16 3
15. Abdicates professional leade{z‘ship for office routine 7. 20 &
16, Fails tq orgenize end imspire teachers end pupils 66 25 9
4179 Weakness in initiative 68 2% 10
18, Unsympethetic attitude towards pupils end teachers 8% 8 4
19, Meinteins & closed mind on educational matters 85 9 3
20, Exercises professional timidity 72 19 4
2L, Attempts important inmovetions without prepering for them___ 79 12 2
22, Shows partielity emong parents, teachers and pupils 79 11 7
23, Inclined to cerry small details to higher euthority 79 16 7
24, Oversensitive ebout discussion of his owm work 79 15 2
25, Fails to supply maeterials needed for school m;or'k 84 10 2

j 26, Tells parents what they wemt to heer instead of telling

the truth ebout the pupils amd their work 86 6 2

27. "Passing the Bueck" 66 20 6
Avereges 77 14 5

Supervision Field..
28, Interferes too much with teﬁehersﬂ work 90 4 1
29, Takes cere of matters that should be delegated to others 70 22 @
80, Insufficient emount of time givem to imspection 86 42 15
8l, Inspection of work omn basis of arbitrery stenderds 78 11 1
82, Inspection of work om basis of ill defimed stemderds 78 9 3
85, Imspects without definite purpose 69 17 4
84, Feils to utilize the results of imspection 63 20 6
35, Fails to report inspectiomel findings beck to teachers_ &3 Q1 12



Item 1

Noo 2 8
Supervision Field (Continued)
%6, Permits imspection to be influenced by personal elements_ 76 9 5
57, Lacks clear vision of ends to be attained 70 18 5
38, Secretly spies upon teachers § 89 10 2
g9, Fails to develop a techmigue of directing the work so that
the teachers will bear a large share of the burden 68 18 8
40, TFails to develop & technigue of imspection 58 &6 10
41, TFails to establish discipline and.orderwithin the buildingS® 28 14
42, Fails to train teachers in service 8l 384 9
43, Has a tendency to direct by "don'ts"” 80 10 8
44, Bas a tendency to discipline without facts 76 12 1
Averages 68 18 6
Personal Attitudes.
45, Afflicted with a sense of superiority, 78 15 2
46, Maintains a haughty domineering attitude towards teachers 88 5 2
47. Tekes to himself credit for eall the success of the school 81 9 4
48, Meintein aloofness from teachers and pupils 84 9 8
49, TUntidinmess : 86 9 2
50, Maintaine aloofness from commmity life 82 13 2
51, Lacks self-control 79 13 3
§2. Excess intimacy with teacher or pupil 89 4 4
550 lenifestation of false dignity. 91 8 6
54, Viewing pupil misdemeanor as personal offence towerds him 87 ) 3
55, Too much Ego. Not enough cooperation 80 14 2
56, Takes sides in commumity wrangles 89 6 1
§7. Failure to live the part of a full grown citizen PN R IR o
Avereges 97 8 3
Clericel Field.
58, -Fails to apportion his time 8o &s to favor important; matters 67 23 '8
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OBSERVATIONS,

There are So many items in this table, that mot all will receive individ-
uval discussion., It shall be the purpose here to interpret a few of the fects
in defence of the cooperating executives whose teachers reported upon the items
shown in the teble.

Teachers expect their executives to regerd them as parts of em organiec
system, in which each teacher should have am opportunity to impress the system
with her ideas. Item 1, "Thinks teachers’ opinions do not count", Item 2,
Wmevef consults teachers about chenges in management®, Item 3, "Jealous of
powers and refuses to delegate responsibility”, Item 4, "Disregard pupils
and teachers as live thinking beings", Item 14, "Fails to organize and co-
ordinaté the work of the building®, and Item 21, "Attempting important inno-
vations without first making preperations for them", all reflect the atti-
tude of the teachers relative to the place and the function of the teacher in
a school system. The figures in the columns at the right of the teble, indi-
cate the per cent of the 170 teachers who made reports, who regard thelr ex-
ecutives as more or less failures when according teachers their proper place
in the school system. Since the executive has so little time to ﬂevot@@to in-
dividual supervision, he must make his group faculty me.tings count for much
towards establishing the desirable relationships between himself and his
teachers. All five of the items just listed refer to attitudes that mey be
largely esteblished, cultivated and meintained in group faculty meetings. It
is interesting to mote that from 702 to 80510f the executives are not unavere
of this fact end hence are checked as NOT GUILTY on these points. Again, teke
Item 5, "Attempts ta do too much himself", Item 6, "Attempts to cere for too
meny things at once," and Item 7, "Unconsciously creating weeknesses in his
teachers by withholding responsibility.” From the teazchers view point, the
executives in cases of items § emd 6, are, in 252 to 307 of schools,fail-
ing. It was made clear in the last chapter that the execuéive was carry-

ing a full teaching load. If he does anything but teach classes he could
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truthfully be charged with attempting to do too meny things, end with teking
care of too many things at omce. Now refering to Item 7, "Creating weak-
nesses by withholding responsibility", egain, it is found that 202 of the
executives are failing here. These facts suggest & possibility of delega-
ting duties in an effort to reduce the per cent failures on Items § end 6.
The surprising thing in this comnection is--not that 257 to 552 of the execu-
tives ere marked failures im point of attempting to do too meny things, end

' caring for too meny things at once, but that only ebout one-third of the
teachers in consolidated schools seem to real;ze that their executives are
actuelly attempting to do too meny things etc. Item 10, "Feebleness or
absence of directive effort", which the figures show approximetely 40Z of
the reporting teeschers check as & point of feilure ageinst their executives,
mey be accounted for by the fact that the executive has not the time for di-
rective work. Since he is corfined to reguler class instruction mostly, he
must leave each teecher to work out her own selvetion. 25Z'of the teachers
rebort their exeeutive gs failing in professional leadershin, end that the
executive is neglecting this function of professional leacership for routinme
office work, (Item 15). This is but the natural consequence of the condi-
tions existing in the average consolidated school. It hes. been shown that
the executive in such schools hes meny duties, and thet his teaching load
plus his supervisory load take up practically all the school day, to say
nothing of the clerical load. In neglecting his professional leadership,
for office routine the executive merely shows that he is trying to work into
bis school dey his clerical duties, end if in doing so he neglects his pro-
fessional leadership, he can trust to the teachers to menage their respective
departments without his leacership. 0f what value would be nis suggestion
if the executive has but 157 of his time to devote to supervision? How much
could the executive do in the 3.2 mimutes he has to devote to each teacher
wnder his supervision? Leadership requires time for thinking., That is the

weakness of the consolideted school system. Outside of his routine duties,
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the executive has not time for plemming, thinking, end directing. There is
one stray thought that should bg given in this connection. In view of the
fact thet the comsolidated school executives are young in teaching and execu-

tive experience, and in view of the limited training in subjects that would

prepare them for professional leadership, may it mot be felt by meny of
the executives that they are better prepaered by treining for the instructional 1
"end clericel duties , then they are prepared for the administrative-supervi-
sory duties? Hence, is it not natural that one will do first, the things
be feels best prepered to do, end in which the success of his lebors can be
def.initely measured by accomplishments? .

In the field of supervision, Item 30, "Insufficient emount of time

given to inspection,” is marked as & failure by 577 of the teachers. And

then on Item 34, "Inspects without definite purpose”, only 69?» of the teach-

ers find that their executives beve & purpose for imspection. Inspection

without & purpose is the practice that teachers have celled "Smoopervision.”
Only 6574» of the executives éver utilize the results of their inspections.
Teachers have & right to know what their supervisor expects of them, end
they also have & right to be informed as to how well they ere progressing :';
towards the goal expected of them. Only 5575 of the executives report back
to their teachers the result of their inspectioms, (Item 55)0 This is poor
practice in the light of experimentel psychology which has proved that the *’i
individuel works better when he has lmowledge of his progress. A1l of these
items concemimé inspection require much time. The executive of the consol-
jdated school does mot heve sufficient time for effective work in his super-
visory duties. Being sériously limited in time for supervisiom, the tech-
nique of imspection (Item 40), becomes ell the more important end necessary.
Still it is found that epproximetely 402 of the teachers report their execu-
tives as failing on this point. As e last point from the supervision field,

to receive comment, Item 42, "Feilure to trein teachers in service," should



be mentioned for its value in reflecting the attitude of the young imexpe-

rienced teeacher. Approximetely 40% of the teachers report their executives
as failing on this point. What does this fact Bimply? First, that there are
a goodly number of beginning teachers who expect their executives to assist

them in their teaching teclnique end in solving the unusvel problems which

the inexperienced teachers cemmot rightly be expected to solve elome. Second,
that the executives might be able to render veluaeble help but does not have il
the time to do so. And third, the teachers must look to the colleges for

the development of teaching skills end techmique rather than to expect their

executives to train them, if they are going to begin their teaching career
in a consolideted school. :

In the group of activities listed under "Personal Attitudes," four items
should be mentioned. They are Item 45, “Aﬁ‘l?.cted with a sense of superiority,”

on which 17/ of the teachers reported their executives as failures; ILtem

51, "Lacks self-control," which 16/, of the teachers sey is chsracteristic of
their executives; end Item 49, "Aloofness from community life" and Item
§5, "Too much Ego..." each cleimed to be failures of executives by 167» of
the teachers. These points reflect attitudes of executives which go far
towards determining their tenure of office. Wesknesses on these points !
cannot be justified om the cleim of lack of time.
DISCUSSION,

No provision wé.s .made in this study to obtein date that would indicate
the teacher's professional fitness to judge her executive on the points in
the check-list. But that may not be a serious oversight, since the fact
exists, that competent or mot, the teacher does judige ber executive., The
executive can not justify the criticism his teachers meke by cleiming that
his teachers are not competent to judge his work. Teachers do judge. And
teachers do talk to others about their executives. Regerdless of the teacher's
fitness to judge, i.'.t is the executive'’s problgm to put his progrem across

in e menner that will count end meintain the favorable professional relation-
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ship that should preveil between himself and his co-workers, end he must
perform his duties and conduct his affeirs so as to demend respect both
personal and professional, of his teschers, the pupils end patrons. Failing
to do this, the executive of consolidated schools in Vestern Kensas must go
on(pxperiencing frequent chsnges in position, end be regarded as more or less
e failure in his work, by his teachers and constituents who may never know
thaet he is & vietim of a éombinatiom of eircumstences meny of which ere
beyond his eontrol.

SULMIARY .

Teachers expect to have en active part in construction of the school
orgenization Which they are asked to support. They expect their executives
to delegate to them a large share of deteiled responsibility.

The executive of the consolidated school is charged with abdicating his
professional leadership for office routine. This feult is probably due to
the faét that the executive does mot have time for exercising professional
leadership after he spends 747 of his school dey im teaching clesses, or
beceuse he has limited experience and collegieate treining in school adminis-
tration, he feels that he is better trained to do the office routine, hence
neglects his professionel dutiés. In doing his deily ofiice work, he has
.more or less definite measure for his accomplisiment. In his professional
duties much work, "cutting end tryimg", thinking end plenning must be done to

which no definite measure can be applied, hence there is nothing to show for

his time and effort. School boards end tex payers went tengible results. 'The

executive is therefore given & full teaching loed, and inherits the adminis- g

trative, supervisory, eand clerical @utiés more or less @s good measure.
liore than half of the executives are charged with giving insufficient

of v 2
anmountitime to imspection, end approximately 46% o them fail to utilize

tb@ inspectional findings. This reveals a weakness in executive practice. The

recent phychological discoveries show that the bumen mind works best when it
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bas knowledge of its achievements., To imspect without purpose, to fail to
report back to teachers the inspectional findings, end to feil to offer con-
structive criticism om the teacher's work, is the type of administrative prac-
tice that merits the title "Snoopervision.” This practice keeps the teach-
er running a maze that provokes an uneasiness that accompanies & sense of
weertaeinty. -

The fact that the executive has but 77, of his school day to devote to
supervision, demends that he have his tecmique of supervision carefully
developed end systematized. Approximately 40/, of the teachers who reported,
say that their executives do not develop such'tec}'miquea

Teachers expect to be treined in seﬂ;iceo 40/, of the teachers claim
their executives do mot trainm teachers. With only 3.2 minutes per.day:to
give each teacher for supervision, the executive needs to heve much experi-
ence and & carefully plenned techmigue, if he is to do eny effective work
in treining his teachers in service. The jmplication iss The teacher must
look to the colleges for more of her teaching skills end cless room proce-
dureo

Teachers may not be professionally qualified to judge their executives,
This does not justify the executive in perpetuating the obj ectionable prac-
tices. The fact is that teachers do judge and will judge, and the teachers'
judgements are often the determining factor in the executive's tenure of office.
The executive is duty bound then to adjust his executive prectice to his - ;

teachers in order to obtein and maintein their support for his program.




CHAPTER VII.
Problems and Suggested Remedies,

What ere the problems discovered through this study? Without again
giving a deteiled summary es found at the close of each chapter, it might
be well to stete the major problems in general terms as & preliminary to
suggested remedies, The following list covers the mejor problems.

1. The problem of the proper distribution of the executive's time.

2. The problemn of teaching,

8. The problem of administrations, end supervision.

4, The problem of ecleriecel work.

5., The problem of trained leadership.

6. The problem of faculty hermony and cooperation.

The problem of the Proper Distribution of the Executive“s Times- In
previous @hépters it was pointed out that the executives of conmsolidated
schools have maéy end veried activities. Sc meny duties fall on the execu-

tive that it appears that the executiveship is more or less & "job" which

calls for & "Jack-of-all-trades."” The executive is so encumbered with details%

that he often expresses & preferencé for depertmental work. It is reesonsble é

to suppose then that the additional salery he would receive as an executive
over the selary he would receive as a department teacher, is the determining
factor in his choice. There is no distinction between the certificate held
by the sghool executive end the éertificate held by the depertment teacher.
Beceuse of this fact young end inexperienced teachers are tempted to seek
executive positions, end school boards seek the younger end less experienced
because they cen be had or employed for less money than the more experienced
teachers, or experienced executives. Thus meny of the executives in the
consolidated schools in Western Kenses heve limited experience as teachers
when théy enter the executive field. Limited in experience, end with but

e medien of 10 semester hours in school administration and supervision, the

executive comes to his position with vague notions of what his duties ere.
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He begins fretting ebout doing & little of everything from serubbiné the
office floors to promouvncing the benediction at the greduating execises in
order to have something tengible end measurable to show for his efforts and
" time. He does mot lkmow how to distinguish his field of activities from thet
of his co-worker, hence he finds himself debbling ebovwt im all of them.

Who is respomsible for this state of affair? Surely the executive has
a right to be ambitious. The teacher has a right to attain & position of
higher renk just e&s fast as opportunity opens the way. School boards often
employ teachers of little or no experience im the executiveship of their
schools, The school boards expect their executive to do many things. The
teachers uvnder supervision expect meny other things of their executives. The
young executive enters upon his duties with vague notions of what they really
are. He fails to delineate his field of action. He turns his efforts into
diverse ways. He therefore becomes a generael "Flunky" insteed of a professional
leader.

The Suggested Remedy for Problem Number l:- The remedy for problem No. 1,
lies with the teachers! college and the state. It lies with the teachers' col-

lege in thet training courses in case study, practice supervision and lectures

on administretive procedure should be offered as a part of the college treining
before a teacher is recommended for executive work. These courses should mot
dgal in genmeralities, but should deal with the true nature of the executive-
ship, delineate the field of operation for the executive and direct careful
study into epproved administrative emnd supervisory teclmique. Most of the
courses in school administretion deel primarily with the duties of the teecher.
Perheps that is true because writers of sucli courses assume that before one
becomes an executive he must bave emple experience as teacher. But this study
reveals the fact thet the executive of the comsolidated school is limited in
teaching experience and lacks collegiate training that is perticulerly designed
to £it bim for the duties of & school executive, This means that each teacher

who is eleveted to an executiveship in & school must begin right where his
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predecessor begem. He profits little from the experience of the elder execu-
tives. Thus one of the chief functioms of the school--that of trensmitting
to the new generations the beneficiel experience of the preceding generations——

is not realized in the experience of the executives. The question may be

reised:s Do not the executives first serve am epprenticeship eas principal or
as office assistent? The ensver is no. There is e growing tendency emong ;?

school executives to dispense with the so-called principal in the interest of

greater faculty harmony end unity of purpose. Ambitious young principals often
forget their professional ethdcs.and seek to vndermine end underbid the execu-
tive in order to edvence themselves.

The solution for problem Number 1 also lies with the stete in that the

plen of certification of teschers should differentiate between the individual

who is quelified by experience and collegiate training to suceessfully £ill

an executive position end the individual who is merely trained for the duties

of teaching. Such a plen of certification would guarentee to the executive
_who hag been willing to teke the speciel training end get ample experience,
a reasonable degree of security of tenure in his work end a satisfactory
salery, A further benefit such & plan éf certification would have would be ;
the protection it would offer to the rural end semi-rural éch@ol boards who
menage the affeirs of the coﬁSOIidated schools in Western Kensas. Two cendi-
detes holding the same kind of a certificate, are likely to be.eonsidered'of
equel qualificetions, but one mey have several years' successful experience
‘as an executive and the other may have only teaching experience or may possi-
bly have no experience at &ll.
In sumﬁarizing, the problem, its suggested renedies, end the reeasons
for the remedies mey be stated thuss
1, The executive in the consolidsted school does find the matter of
distributing his time over his field of ectivities to be a problem.
2. The solution of the problem lies with the teachers' colleges, in

thet speciel courses bearing directly upon the executive's problems and



dealing with such topics as distribution of time to various duties, delega-
tion of certain duties to subordinates, whet supervision means and how to
attack certeinm problems arising in the field of supervision, end how to teke
care of the necessary clericel work im the short time devoted to that work,
should be offered and required of eny teacher who expects to become an execu-
tive in school work.

8, The solution also lies with the stete in that the plam of certification
should clearly differentiate between, the teacher who is treined for teaching
only end the ome who has speciel training for the executive work.

4, The reason the teachers’ colleges should be expected to comtribute
to the solution of this problem is that the average school boerd is imclined
to employ the lowest bidder irrespective of qualifications. The ixméocent child-
ren of the state should be protected against such harm as mey come ti:rough the
ignorance, carelessness, and vlira economy of school boards. Every teacher,
before receiving the recommendations of the colleges for executive work, should
be required to pursue speciasl courses in school edministration, school super-
vision end business training.

5. The state should share in the responsibility beceuse the stete has
the authority to set stemdards. School boards do not ordinarily resent the
state's dictation es to the stendards that must be met before the schools
they govern cen receive a given ramk@ By & process of gradation, the reting
of a school should be placed as much on the speéi&l gualification of the ex-
‘ecutive @s upon the general qualification of the teachers. The teachers!’
qualifications have been raised. The requirements for the executive have
remeined stationmery. And if there were additional requirements for the
qualification of the executive there is no plan of officiel recognition for
such additional preperation. A higher certifieate based upon emple success-
ful experience and training, or based upon graduete work in which the

major subject was Educational Administration, and & minor in kindred fields

of supervision and business training, would eid materielly in the solution




of this perplexing problem of time distribution. Such a certificate would
indicate & training conductive to greater efficiency and greater efficiency
in his various linés of duties would enable the.executive to place more of
his time upon the most importent matters, and delegate many minor activities.

The Problem of Teachings- The solution of this problem may ;e found
only in the state reguletion of schools. The school board that would require
the executive to teach more them f£ifty per cemt of the school day would, in
most instences, yield willingly to a state regulation restricting the execu-
tive's teaching load to fifty @er cent or less, if by yielding the school in
guestion should receive & higher renk in accrediting. Agein, the regulation
which has recently become effective im all class "A" high schools, which require
all teachers in such school to teach only in subjects im which they have a
teaching major, could profitebly be applied in most of the consolidated
schools, This regulation would forestall the ususl practice of the school
boards in essigning to the executive eny and all subjects mot otherwise pro-
vided for previous to his employment.

It appears then that the executive's problem of teaching which growe out
of the fact thet he spends 742 of his school dey in teaclhing end preparing to
teach classes, may best be solved end the executivel’s teaching load reduced
by state reguletion in raising the standards for.accrediting of schools.

€§» The Problem of Administration end Supervisions-The solution of this
problem lies with the teachers? colleges in the same sense and for the saﬁe

" peasons that the solution of the problen No. 1 lies with the teachers® colleges.
But the solution of the problem also lies with the states By a system of
certification giving speciel recognifion to executives of superior training
and experience the state could largely govern the practice of school boards
in the election of executives, and guaréntee iﬁ a meesure a greeter efficiency
in the executive’s work throughout the stete. Then by restricting the employ-
ment of teachers in other schools as is now done in class ngn high school,

the school boards would feel obliged to employ the executives first and assign
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to them the duty of selecting the teechers to instruct in the various depert-
ments. This practice would tend to dignify the executive's position and
would cause the teacher to be e bit more willing to be supervised, for she
would bhave greater respect for her executive if she thought his opinion
counted for something towards her employment.

Then it appears that this problem of administration end supervision
is a problem in which the solution may be discovered through special train-
ing for administrative duties and by state regulation of accredited schools.
The teachers! colleges should aid by offering suiteble training courses be-
cause during the short experience preliminary to becoming an executive, the :
teacher hes little direct experience which temnds to aid bhim directly with

administrative problems. The state should aid in the solution because the

school boards have grown accustomed to scquiesce in stete stendardization.
The Problem of Clerical Works- The solution of this problem lies with

the teachers'! college. Chart No. 1, pege 58 shows that the executive of
the consolidated school spends the equivelent of 10% of his school dsy in
clerical work. The clericel duties are many end some of them ere very im-
portant, In order that he may peve the advantage of business training in
nis office routine the executive should have training in typewriting, the
elenents of bookkeeping, office filing, business letter writing emnd commer-
cial law. In case this training had been a part of the executive's high
school training, the courses may not be egein rgquired in college. The
" short time devoted to clericel work demands that the executive be able to do
nis clericel work with system end speed., And too, he should be able to keep
a set of accounts accurately that he may protect his reputation and integrity.
He should be able to keep, and perhaps it should also be said, he should be
willing to keep the necessary scholestic records of the puoils fully end
correctly, for these records &re valmblé to the students. Great emphasis

should be pleced upon child accounting during the executive's training and

the teachers! college should offer the training.



The Problem of Trained Leaderships— This problem exists because in
the preseﬁt system teachers may be promoted before they are trained for
the new position, Especielly is this true in cases of teachers being promoted
to the executiveship. School boards cemnot be expected to change their
practice of employing executives, until they are eble to distinguish between
the well qualified and the poorly qualified cendidate. The solution of the
problem of trained leadership then lies with the teachers® colleges in that
a different treining should be required of any ome who seeks executive work
before the colleges would endorse him for such & position. And the solution
lies with the stete in that the professional treining for work in the execu-
tive field should be considerebly above thet required for teaching only. Then
the plen of certification should recognize the teacher who has received the
proper training for executive work. Educational stenderds are mot set by the
leity. The people weit on their leaders. The teachers' colleges and the state
should be expected to set %h@_educational standerds. They should therefore
aid in the solution of this problem of trained leadership.

The Problem of Faculty Bermony and Cooperations— This is & vitel problem
in every school system. Discord within the feculty is perhaps the rule rather
then the exceptiom. It may be slight or it mey be pronounced., It may not be
ellovwed to seriously influence the school and impeir its work, and then it
may disrupt an otherwise efficient system. But in eny case, the lack of
faculty harmony is a symptom end not a disease. It is & result of clashing
'peraonalitieso The teacher feels himself to be equal in treining, ability, -
and prestige to the supervisor. The supervisor cannot succeed in his work if
he regerds himself as dictator. As ‘sn administrator he must regard his teachers
end pupils as live thinking beings end give them some part im the orgenization
of the schoel, As e supervisor he must not be arbitrary. s stendards of
measures should reflect careful thought and must respect the feelings, and
opinions of the supervised, In & system in which the teacher end the executive

are of the saﬁe educational training end professional rank the teacher looks




upon the administrator as merely a referee of the game., School boards expect
the executive to "get along with the teachers."™ There are three factors in
the solution of tms problem, nemely, the individuvel executive, the pro-
fessional ethics of the supervised, and training of both.

The executive must be alert to the peculier problems a given situation
mey produce. He must be a student of lmmen nature, know his official limite-
tions, and he should know more than those whom he supervises. ]Especial.ly in
the executive or administrative field is the last statement &rue. If he does
not possess superior training and experience, proverbielly, the blind will

@ylead the blind end the ditch will cetch all of them. The supervised will
lose confidence in the supervisor end a lack of confidence in the leader is
e fertile field for the seed of discord., Professional ethics is that intengi-
ble something to which one refers when he desires to express the desirable
attitude or relationship among teacq'érso It represents that something which
enebles teachers to work im harmony andr accord with each other im their con-
mon duties while at the seme time there may exist personel ill will or even
entagonism. Professional ethics is that something which tends to cement a
faculty together for mutual benefits of its members, restrains faculty jealou-
sies, and exalt the tesching profession in the mind of ‘;the public, The execu-
tive can heve much to do towerds the solution of this problem if e kimself
possesses & g@odly' emount of professional ethics, and by virtue of this possess-—
ijon, he is able to lead the teachers to experience it. The teachers' colleges
"may help in the solution by leying more stress upon teem work in school worke
The téachers“ colleges may aid in another respect by training executives in the
best administretive and supervisory tecimique with special emphasis on the
methods of procedure that are most conducive to faculty harmony. If the teacher
js trained to cooperate, and the executive is instructed how to avoid some of
the pitfalls he would inevitably experience were he allowed to rum the usuel

executive maze the dangers of faculty discord would be appreciebly diminished.
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