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THE ORIGIY AND DEVELOPMETDNT

| (o chictd | OF THE® OFFICE OF CITY SUPTRIVYTENDEU T
| . ,

f i&ﬁﬁ; . % TITH A DISCTHSION OF THE POVERS AND DUUTIES BELONGING TO THE OFFICTE
| ' _ -M3

So accustomed have we Lecome to the terms supervision and superin-
tendent in connection with schools and scheol systems that the younger

cenerciion of teachers find it difficult to believe that “he office of

citv superintendent of schools is hardly more then half-a-Century o0lds
end tuet even now much, if indeed, not everything nertaining to this

office is still in a state of uncertainity and confusicn. Methods or

P

manner of election. tenure of office, novers and dutieé and other
questions are live and vital oﬁes and are being made the subject of
discussion by the general press ss well as by the educstional nress and
in all our educational-ﬁeetings and conferences. Some few things have
come tb have quite general acceptance still others, while held and .
believed in by the educational worlds, are not given geheral effaect by

J scheel bogrds and the public at large, Possibly a few notions and

- ideas are in the minds of the public that are revugnant to those vho
| 101d high ideals with regard to this office.
| S ’ Dr., Boone ssystthat theve have been three stages in the de-
velopment of school systems in the United States: 1, The Conviction
-made general that eVery child;gﬁould receive g Tair share of educgtion,
11, Tne later but equally fundemental idea that the proverty of the
state should be responsible for the education; 111, That of school
unity and system as secured by s:vervision,®
sy ! .
the of these have been of slower acceptance and growth than that
01" suvervision., As late as 1885 Bishop Fraser visiting this country
s2id'The grect desideratum of the common school system both'ih

sszehusetts and the states generally, was adequates thoroushs in-




2.
partial indevendent inspection of schools® and even twenty yesrs later
the Nev Fngland Journal-of Education said editorisllv thzt "The most
irrmortent question of the hour in matters of educaticn is that of
éupervisicn" All forms of school suvervisions are, indeed, of com-
parative recent édogtion and have been promp%ed undovbtedly bLv, and an
out-growth of}the generzl notion to promote economy, systematize plans,
magnify the work of the individual, prevent waste, and secure mofe
satisfactory resuts,

The conditions in schools are much the same as prevail in the
commercisl and industrial world and that have produced the superinten-

dent of departments and the general mansger. In all these lines there
has come é‘demand for expert services for one who could not only dc the
worK, but direct the energies of meny operators along right and
efficient lines.

The strange thing is ﬁhat the principle of division of labor
which has produced experts and specialists in svery other line and
hich hzs been so gensrally accephed and.applied did not eariier find
a2 place in the—eduoational world., It is not strange that it has had
sonie drawbacks‘in its applicstion especially when children are treated
a8 rav material end made to take on a uniformity in pattern by uniform
process in noe way competible with the true nature of the child.

Notwithstanding the closé anzlogy of a scheol syétem to this
modern organiéation of industries the fact is conspicuous that mény
Tail to concede it énd refuse to vield the power and influence to a
manager of & system of schools as that edﬁ%@éd'by the superintendent
of'a”printing'oohcern.Va foundry, a carriage factory or a woolen mill.

Several causes tend t¢ produce this condition of public mind

4 LI . . . ] -y
vO Which some sttention will bp given later., The Massachusetis law

of 1789 provided for supervision although it left allexecutive
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functions unlodged. The earliest record we heve of a school committee
in the vnited States dis alsc in Massachusetts in the year 1828, 1ins
results under supervision of these Committees were very meager indeed;
gserving without pay they rendered proportionate service.

One of Horace Mann's specizl reports recités the fact that in a
towm of forty districts the committee had not excmined a teacher nor
visited a school for eight successive years: and-the people loved to
have it so. Many interesting and amusing reports have drifted down to
us of the zvful visits of these committees sometimes numbering as high
as twenty members. They gravely heard the classes’reads examined the
copy books, witnessed feats of ciphering made a profound éddreSS»to the
frighteneé children leaving on the recordsia testimony to the good:
work.of the children and the master, and then ieft the scheol to its
ovn devices for gix months or longer.

The period from 1826 to 1839 is marked by a persistent but slow
and tedious contest in New Englénd againgt the district system which
fight resulted in compulsory attendance. founding school funds, gene?al
taxation for public schools, establishment of normsl schools and the
partial abolition of the district system.

Massachusetté became the largest benificiary of these new ideas

quite largely éf not entirely due to the magnificent self-sacrificing

work of Horace Menn. Says Dr. W. %T HarrisvBefore 1837 Connecticut

surnassed the other étated in the education of its people. But the
/
mighty engine of supnervision wielded by a Horzce Mann immedisately
turned the scale in favor of Massachusetts,
After these hasty glimpses at supervision in Zeneral, we nay
adfreSS\Ourselves to the question of citv supervisioh.

The office of City superintendent of schoocls » like manv similar

'+“'-l o e e . . - - L. .
Dositions, has been guite largely a matter of Zrowinh and evoluhion,
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evolved from the scnool Lraed o ewnraltise a1d- b Toay S Seal
ranss 23 night e sumpnoeoged, As 2 matter of ¢t he iz frequentiv
chosen from among the teachers, having been successful in that work and
receiving the superintendency as a matter of promction.

0f late it h=as been a very wide gpread custom t0o call g sucess-—
ful high school principal 10 the management or not infrequently a
princinal of a grammar school, But the history of this office will
most clearly demonstrate that the powers and duties now belonging tco
it were originally delegated to it by scheel bosrds and in not a few
instances some or many of these are still reteained and exercised by the
bqard. Especially is this true in the smaller cities. Attempts hsave
been made probably with much reason to limit and define the scope of
the words superintende»t and principal but with little success.

In a very general way the title of superintendent is given'those
whose work is entirelvér practically so administrative andfsuperﬁisory.

However., princiepls in some villages of but three or four teaclh-
€rs teke upon themselves the title of superintendent and sre knom sas
Such in their committees or perhaps as wProfessorr. In all these

Smeller cities and villages the board exercises all the rights snd

duties that were formerly vested in thems, the superintendent in name
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grending much of his time in teaching or at Dbest serving as errand boy
or messenger or clerk for the board, This condition probably prevails
in more than three-fourths of the cities of this country.

Section 2F of the Schocl Laws of Massachusetts declares:"Every
town shall, at its annual meeting or at a mesting appeinted and notified
by ﬁhé selectmen for the purpose and held in the same month in vhich the
annual meeting occurs, choose 5y written bsllots s school committee,
vhich shall have the‘general charge and superintendence of all the
public schools in the town." The substance of this statute is found
in most éf the other states.

The management and supervision afforder by these boards differs
greatly both in quantity and quality irn different places devending on
the interest in schools and education of the individuel members, their
ovn business anc cccupstions as affording little or much leisure and the
conditiong of public sentiment. Bvery stage in the generr-l develorment
of tris office of superintendent during the past fifty or sixty years
may be seen to-day by studying the conditions prevailing in towms of
from a few hundred population up to the 1argest‘cities{

| The history of the whole movement is the history of any small
viliage develo»ing into a large populous city as Denver, Chicago, or
St. Paul has done. As the ungraded school of one tescher increases in
enrollment another teacher becomes necessary and later a third and a
fourth and so on. If the village spreads out a second smaller ruild-
ing will, undoubtedly, soon be necessary.

This permits a classification and gradation of work and develoves
a leading teacher or principal who instructs the advanced classes and
subjects and exercises general oversight of the building and grounds
and centrol of the sctions and movements of puvils. Ve have here the

rudimentary suverintendent. The increasing interests of the schccls
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are met in two ways. first the organizaticn of the board into committees
as committee on teachers and text-books, buildings and grounds, print-
in~ end heating, finance and supplies and second by appointing scme
. ‘ | ) nev duties to the orincipal, Any arrasngement except that which con-
| H fers new responsibility upon the prinecinsl is przctically an admission
on the nart of the board of disinclination to spend the time or a
- feeling of incomvetency to prepare courses ot study, secure laboratory
I oncé librery equipement or pass upon the meriteg of te-~ching. !
;_ ’ . | ) _ School bozrds are genérally made up of business men, professional
% men end retired heavy taxpayers with rare exceptions contain more then
| a small minorityfof persons comnetent to »nass intglligent judgment
upon technical schocl quegtions., Although thergfﬁ&t a very few boards

that dc not have at least one member who helpless as the others, yet

b ' - imagines himself capable of performing any and ayéimes 211l the functions

! _ ' : of the principzi. And thus the superintendent , the creature of the

“ . . . board, is entirely what they choose to make him. He has no legal

| ﬂ v ' o | , status. He has no right nor privilegs, nor duties nor requnsibilitjes
% ‘ ‘ - . | _ guaranteed nor provided by law.

; Inceed there is no legsal objectidn to the board dispensing en-

hi ' . ‘ ' v _ tirely with the services of the superintendent or as is so frequently’
%ﬂ _ _ ' ' done hampering him by rules, regulations and restrictions or surround-
ing him with such, political , sdcial or religicus conditicns &s %o
Tender nim a mere Tigume head or servant of the boérd.

It may be added in vpassing that school boards not unlike school
districts vield uvp their power with very greaf reluctance and cling
tenaciously to the tradition that they are held personally responsible
for the work of the school in every department by the people. To de-

lude others as well as themselves now and then e member visits a

tefCher for an hour and later passes judgment upon her pronouncing her
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capablie or incepable as the matter may strike him., These trhings are
pore commens perhaps, in the smaller places and yet similar cenditions
cron out in larger places.

" The first citvy tc avnoint a superintendent wzs Providence,
rnode Island in 188¢. Nétkzr Eichcery veg celected tc Llgme evevy £lery
rev peth. After serving with om0 twslve yeafs in Providence, he was
called to become the first superintendent ot the Boston schools.

Springfield, Mass. appointed a superintendent the next vear.
Profeszor S.S.Greenes Columbus was the first citv in Ohio to adopt the |
innovation aﬁd named Dr. A, D. Lord. Pertsmouth and AKron also named
superintendents the same year. Bostons as has Deen noted, nrovided a
‘uperintendent in 1851 snd Hevw Vork, also, fell in the gwme year,

Cleveland did tie same in 1853, Baltimove elected Superintendent

-J. . Hedilton i 1347 and Cincinnati Natan Gilford in 1850 the last by

. / ! . .
popular vote. San Francisco and Jersey City reorgonized in 185R.

Newark g%&érooklyn in 1863 &nd Chicago and StLouis in 1854,

Fhiladelphia with proverbisl conservatism held aloof until 1383
and continued to ocoupy a unique field by its self. SCounl Ther L
Centenriel theore was organized by pfominenﬁ citizens ths wPublice
Educational Society® vhich undertceck o most thouough and'vigorous
agitation with the result that in 1333 James llcAllister was naxied as
Sarerintendent and with six assistants was permitted 1o thoroushly
rTeorzanize the eitv schools, AL this time Pnhniladelnihia nad a school
census of 130009, with a school enroliment of 90000 and with 2000
tecchers and more tihan 500 schools. .

The increase in the number of schools superintendents has kept
pace with the yeafs. But not only in numbers the superintendents heve

increased in influence and.power. Many states have organizetions of

these officers. Thsy have perhaps the most vigorous'and independent
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department of the National Educational Association and beside have many‘

county and local organizations., The increasing dignity and importance
of the office has attracted some of the most briliisnt men in the
) equcational field.
In naming the leading'eduoational workers to-day the list would
surely include such superintendents and ex-superintendents as Dr, W. T.
Harriss Dr. B. A. Hinsdale, E. Benjemin Andrews, Colonel Parker, Louis
soldams, L., H. Jones, W. H., Maxwell and scores of 6thers who vhile in
somewhat less conspicuous plsces, are doing quite impertsnt work in
directing educational thought and molding v»ublic Opinion;
In a word it is undoubtedly true thet the Oity superintendent s
in the United states cénstitute the most active and powerful factor in

the ecucational field to-day.

As has already been noted, the office of City supérintendentgof
schoels has no legal standing. Few if any stétes make any reference
to the office‘in their laws and then more indirect than direct, Mich-
igan makes no reference Vhatever. |
! ' o ‘ . It does not follow that the superintendent does not Thave clearly.

defined duties but they are in the rules snd regulations made by the

b . : board that cregfes the office, t"His status is determined by the manuzl

{ ‘ | ‘ and not by the statute book." It is true therefore that the powers

i and Quties discharsed by superintendents vary &greatly.in différent

] o ' sections =2nd even in neighboring cities,

; ‘Aa as present éonstituted, the functions of the office may be

: ﬁ | ' : ot classified under the heads of Exevutive and Educational or Business and
Pedagoéical and about evenly divided between the two. This fact natur-

ally produces two classes of superintendents those whose tastes and

! ' mperament.s. especially adapt them to business affairs and mansging men

and thise on the other hand who by instinct or training have no gsnius
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for business but have especisi eytitude for strﬁc%ly yrbfuasianal
matiers. A few men may have these qualificetions fairly well balanced
put most men who have succesded in this office at all have dbne 80
either in one field or tne other.

If the present nlan of organization is t0o continue, we may find
here £o0d and perhzps sufficient grounds for occasional changes in the
office. One man is quit sure to build up‘and strenghten a school
gystem zlong one line sav the meterial. There will be good buildings
mell heated, lighted, and ventilated equipped with mﬁch necessary .and

useful apperstus and material. There will be adequate libraries and

‘laboratories. But there will be poor teaching, 2 desrth of profession-

21 spirit weak coursé of gtudy and a feeble school seﬁtiment all of
tvhich may be remedied snd balanced up if the ri~ht change be made in
superintendent s.

Thig is illustrated by the actuzl experience of scme cities, In
the very small cities where the work is comparatively light affairs
wvork out fairly well, in cities of the middle class this office is ex-
ceedingly tOp~heavy and in the larger cities the prover scolution is
veing found in the sevaraetion of these two functions and placing them
under different control.

During the last decade or two it is probably true that the rapid
growth of cities has so multiplied the details of the office as to
Wweaken the educational povrer and influence of the supmerintendent. This
is heightened also by.the increasing tendency of Doards to confide
more of the purchasing power, supervision of nev buildiﬁgs and re-
construction_selection Sf'feachers and other duties to the supsrin-

tendent,

It is quite certain that at v»resent the drift of the superin-

.-""'--,-,+ s - N .'
vendent is toward the business msnaZer Tather thsn toward the vpro-

et
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fessional supervisor., In scme respects this is ¢xceedingly unfortunste
aé ony éuperintendents spend much of their time in mere clericel work
vortn ten dollars 2z week neglecting the hisher and more important dutiecz
of their positions. Perhaps in some instances this is ihevitable but it
would be clearly in the interest of better schocl if not économy ifr
superint%ndents who are fitted to direct a syvstem of achools might be
relieved of clericzl and business duties, .

without>attempting to diaw a very straight or fast line we may

consider scme of the duties.belonging to the two vhases of the superin-

tendents work. In every one of these we may note that special fitness

and qualifications are necgssary for proper performance of the work.

One of the weighty questions that does and'ought to devolve upon /
a éuperintendent is to direct and advise in the construction of new
gchool buildings snd the repairs of old ones. Fof many yvears schoo;
buildings have been constructed almost entirely with a viesw to gxternal
effects, Inside it amounted to 1ittle more than 5 question of space to
contain s8¢ many children as a barn is built to contain hay or grain.

.As an educational expert he should be familiar with questions of
lihting,. heatimgq_and ventilation and should alwsys bhe able to make
such suggestions as to arrangement and disposition cof closets,
lavatories, cloak rooms and other features as to secure the most heelth-
ful, comfortabie end satisfactory conditions for carrying on thé'work
of the school and the preserving of the health of the children.

The superintendent must be familiar to a larse degrée with ap-
pliances and school supplies., There has been a2 wonderful advancement
made in school furniture and apparatus and when purchases are made the
best interests of both the schools and the taxpevers should be conserv-
€d. Scientific apparatus and laboratory supplies technical maps and

Other material for particular departments should be investigated

- v = m e meme v amem ne ey e emenaY




e

PR

?=,=w
11,

and recommend=d by the teachers in charge but purchased only under the

0. K. of the superintendent whe will need to be on the elert to defeat

the well laid nlans of schemimg agents on the one hand and the hasty

and unwvise tendencies‘of the teachers on the other hand;

Every school could lay out a beautiful cemetery filled with
charts, cebinets, maps and 211 sorts of devices explcited by smooth-
tohgued solicitors as the panacea for many school ills but which heave
been little used and + en laid aside to make way for ancther install-
ment of similar stuff purchased by a new administration. No wonder
some schocl boards are = 1itt1§ wary in making purchases. One resscn
why baords continue to make these purchases at all is because the
frequent charges on the bosrd the members are ignorant of the Tects,.

~

The Tirst educational function of the superintendent wpon his

1))

election either*as the first ¢r as a new superintendent is the cuestion

L]

of organization. Dr..Bococne szys that "Viewed from the side of organ-
izatien, the acme of wise supervision is the working adjustment of each

vert ¢f the system to its ant@cedent and subsequent stages-a nrocess

(5
[¢]

rmed grading." Grading was very early foreshadoved,

As earlr as 1668 the vA-B-C-dariamst were excluded from the
Rokby Latin School. Children sccording to the school rules were not
to attend the Master's school until they could "Read toierably wvell, by
spelling words of four syligbles." 1In an early day as st present in
the rursl schools. each schocl contained children of all ~2ges, . MNr. Mann
in his second report sdvocated the separation of the older from the
yeunger pupils.

Abcut 1850 Cambridge made five grades, alrhabet, primary, middle

grammar and high, The system of twelve grades which is in use every

viiere in the United states was first introduced in Boston din 1847.
-

v

All these historical stages are still to be found in massing
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from the rural school throﬁgh to 1afger villages and so on to the cities
We cannot depsrt further t¢ discuss comparative methods of
orzenization, - Indeed Jjust ﬁow we are passing through a controversial
period on this question. | .
- some radical devartures sre being made from the twelve grade plian
sometime in vogue with annuel promoiicns., As usual in such discussions

extreme positions are being taken and we hear all the views from de-

‘fenders of the present system to those who would obliterste 21l hard,

fast lines, abolish 21l graedes and have nc regular systematic pro-
motiors,

11t is the essence of supervision to so organize instruction that
the efforts of both teachers and pupilsfmay harmonize'and gecure tc the
learﬁer the highest results in culture." And so it is clearly the duty
of the superintendent to adjust and regulate the forces at his dis- |
posal to procure for every child-the dull one and the brisht one- the
greatest good.

It is probable that the term grouping is better than grading and

undoubtedly there is a wlock-step" in our system, Within the limits of

his circumstances and governed byllocal conditions he must prévide
sufficient elasticity to enable every one to nrogress as fast as noss-~
iblé and at the same time presetrve rigidityyenough to ensure X
thoroughness, Between a 'machine" system and confusion and chaos the
wise superintendentfmust find the plan of orgenization best suited to
gLeneral as well as local needs.

I% is hardly vpessible to éeparafe the subject of grading frorm
th-t of the course of study to which it is vitally releted. This is a
matier in which 2 man's individusl judsment should be at most but one

Tactor. He must be sguided by his boards his teachéfs and by Public .

*

sentiment retlecting the conditions and needs of the particular commun-
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i+tv. The school must be Kept in touchlwith the people, Mahy guestions
such as German throughout the grzdes, the extent to which the classics
shall be taughts the introduétion of commercial studies as pPook-kKeeping,
typewriting and stenography must be settled by consuliing the wishes
_of the "pztrons® deterrmined in various ways..

But there remain meny vital points for the superintendent as an
expert to settle and of which the public are tc a large extent entirely
uninformed. The schecl board will ordinsrily not e able to render

witd, chuwtgy by wsiolinablo padlivns |
much intelligent assistance,for the expression of ihe popular mind.

The surerintendent and not the schocl boaxd ought t¢ be held
responsible for the course of study and the methods éf teaching.

Courses of study should reflect educational progress., There must
be an oprortunity fer growth. lﬁe de net mean teo adﬁocate the grafting
on to the courses every fad and foolish notion that comes to light 6n
the contrary the superintendent must stand as a shield between crazy
ideas and notions and his school. It hapvnens too frequently that a
surerintendent wishes to be originsl, to distinguish himself and cclors
his course of study with his own individuality and peculiarity,

We Ppelieve in an uhiform course of study formulated by our normal
schecls essisted perhsps by g committee of leading superintendents»to
be used_throughéut the state with only such additions and amendments
as local circumstances should demsand, Inexperienced principals and
’superintendents should nbt be under the necessity of writing @ detailed
course of study-a task sc many who ﬁndertake it are quite thoroughly
unfit to verform. Much is atvstake in this matter and novices should
not be allowed much latitude. |

The wbook-men' ususlly see the superintendent first and it is

brobably true, as it ocught to be, to g large extent that the superin-

tendent 's dictum goes a long ways in settling th® fate of = text Dbook.

-
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“Dr. Hinsdale says that "Every argument that can be adduoed shoﬁ—
iﬁg that the_superintendent—-—should make the course of study stends
vith equsl force to show that--- he should alsc choose the text bLocks;
and with even greater Torce, because the textibooké are the ccurse cf
study in 2 much more definite and practical sense thun the ooi'se 80
calledh,

thile we have tried to show thst the superintendenﬁ has much
if not all to do with the seiection and srrangement of studies and the
pvoard has 1little or ncthing to say, the same cannot be 218 with regard
to text hooks, the first and great difference being that text books
involve money. Ugly rumors are afloat sometimes end now and then un-
pleasant exposures are made; and in one way and ancther the whole
matter is excesdingly delicsate.

We believe that aside from mercenary notives school boards are
10t competent to select texts, We hold further what may seerl heresy
to some superintendents that even superintendents cannot select wisely
the best bocks for his schools without calling to his assistance the
teachers of particular subjects and grades, It does nct stand to feason

that one man can be an equally good judge of all texts from Primary

" readers to Greek grammars.

His experiencéd Primary teachers will be much vetter judges of
what is gocd for the children and fitted for them and the high school
Subjects should be taught by persons quite compefent t0 pass upon the
merits of bocks ih their ﬁﬁ%pective depértments. But the final pover
of recommendation to the board must be dimposed in the superintendent

Yho will of necessity always apvly his experience and judgment to the

sugzestions of the teachers. It will ususlly prcre g good nlan to

Tequire ovinions of teachers on texts in writing for safety and pro-
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~ The last and perhavs the most responsible and'important duty that
| tne sunerintendent has to perform is the selection of teachers, Ve are.
assﬁming that he has such power. In fact there is much diversity of
practice. In small places the superintendent hes very little to sav
~abouf +he aprointment of teachers. In some his judgement may be taken
as to teachers in service but not as to new ones to be engaged.
The power-to appeint and to dismiss teachers resides primarily
in thne boafd of education with a few exceptions where some large cities
have secured recently new legislation »lacing this powér in the superin-
tendent. The public hold the éuperintendent lergely responsible for
the work done in the schools and 1t is simﬁly just that he should have
" adeguate pover in the selection of hig rssistants.
. ' : ) It is evident that this is at once a delicate as Well‘as‘a
| dangerous power and while it must be confided to the superintendent he
should be surrounded by such safe-guards és to prevent its abuse and
1 prectect him as long as he does the work wisely and honestly.

In order to secure this protection it will be best to %%%t the.
nominaticn transfer and dismissal of teachers in the board of education
acting throﬁgh an apopropriate committee. This will relieve the surcerin-
tendent from imprOper infiuences. political pressure and selfish in-
terests\as well as the storm which may follow the dismissal of an in-
competent teacher.

It may be an advantage tc the superintendent to have the
- | . Cotnsel of a committee. He is able to judge of the merits of can-
didates but may have several between whom he has 1little choice, memﬁers ‘

of the coﬁmittee will be able to see egpecial fitness in persocn or

. . _ g blace or conditions of one over another.
- If teachers know that their positions depend upon the superin-

tendent it gives him the needed powsr to enforce his rules, carry out
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is plans and secure unified and concerted action. such influency
s sometimes the only thing thet wiil keep in line persons‘that are
FoT fhe moment viqued disgrﬁntled‘or ocut of Sympéathy with the admin-
 stration.

With such a load of responsibility as the gppocintment and dis-
harge of teachers the superintendent should be sustained by the board
in nhis action if he acts honestl& even though he may err in judgment,
He is more likely to err on the side of leniency. The Public -
Gcheols are not hospitals nor homes for the friendless neither is the
sciool fund a pocr fund, The schocls are for the children snd it is

better that a few persons suffer loss and inconvenience than that many

‘|shovld suffer injury.

wIf the superintendent weskly neglects to d;scharge the in-
comp:ctent, the immoral, or the-unfaiﬁhful, or if he scts hestily, and
f£rom irmpulse and prejudice rather than on sound principle tlien he him-
self will failn, Ofught to fail'.)5 He may reccmmend those unfits he may
show Tavoritism or prejudice he may stand in the'way of resl merit and
promete the unworthy., But for all thesé'evils there is the remedy of
the dismissal of the superintendent. |

We shall next consider the means available for carrying forward

|the work of the superintendents office especially along the strictly

professional educational side, Reference hes already been made to a

%0
class of superintendents who either from,choice or {rom force of

circumstances act 35 clerks of the board conducting correSpondenbe,

| negotiating purchasess keeping records, compiling tables of averages

and Writing reports.  Such a one is unfortunate if compelled to dc such

VOrK or lazy or igneorant if he does it Trom choice.

The superintendent has higher duties than these and should

address himself to them., But it may e remarked that 21l the above are
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important and should be cerefully and.L*Qorouthy cared for. The vork

sho=1d be done under the direction of +né sunerintendent by competent

-

persons anc he should,always heve the recoryis of his office so

systematically arranged and be so thoroughly\&onversant with thém that
any fact or figure may be made immedistely avai gble.

Goﬁplete office arrangements, accurste régords, extengive Tiles
of scnool reports, catalogues and price lists of bcoks and apparaﬁus

: \
constitute an invaluable aid to the work of the ali-rcund successful

superintendent.

While‘we emphasize these things we do not intend to condone the
work of the statistical,or crank whec is continually sending out blanks
. .

%0 be filled in and requiring reports on all conceivabvle matters from

his teachers. This method of collecting data from which exputs are to

- drav cenclusions is well enough but is greatly overworked Ly some men

‘to\the detriment of the teacher and her work. Reports there must be
but the wise superintendent makes them pointed, simple and as in-
frequent ss the necessity of the work will permit.

We now come to what we conceive to be the paramount. the real
function of supe?v1310n-the vigitation and inspection of the actuzl
work of the schools and the work of organizing and directing the teach-
ing. We believe it to'be fundaméntal that a superintencdent who is to
do this work must have had experience in teaching and preferably of
a somewi gt varied character. TFurither he should remain a teacher in
spirit always and scmetimes in_faot. *The man who is best acquaiﬁted
with the instent needs of the scheol room, whe stands closest to its
éuestionings and trials, often trivial, but not, therefore the . less
pernlexing, who has trod the pathways many and/divergenf, through these

very questionings end trisls, has a good desl in his favor.®
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The visits of a superintendent of} this kind will be looked for-

Al

ward to by a teacher with pleasure for she wiil receive help, suggest-—

% tnie

ions, encouragement, and inspirstion. / Ag this point the office-work-

. \ ' .
ing superintendent will ‘fail, Here he may @ake many fine plans and spir
' . . . \, .
many beautiful theories only to have them fail and tangle when they
meet the realities of the school.

The spirit with whish he approaches this duty will have much to

do with its value., He is not to bLe a captious criticsy a severe in-
quisitor nor a dealer in meaningless flatteries, He should be there to

suggests to helyn, to édvise. There is the unity of the work to DLe se-

cured, loose discipline to be straightened, faulty or futile methods

to be corrected. .
j o R ‘
; ﬂi - TP . The tezcl.er must of necessity have & comparatively narrow
. 1 - . . . . .
ol : ‘horizon. It is the peculisr advantage of the suverintendent to bring

P : " o . into view all departments, Not infrequently a teacher may from his

. . ' _standpeint shut in from intercourse with dthers and denied the

3 [ i ) . Jeps Py y 4 . . . - . - - ..
? . : ' ' Froperytebens ot ® opportunity of observing similar teaching be doins a high grade of work

bur compared with work in other points of the system the superintendent

| finds much to be desired,

. . ‘ ] . Y _
I R - But not zlone’to find fault however gentle the superintendent
i , ' »

I - ‘ ' | ‘ is aléo to be free with words of hone and encourazement, Commendation
and. frank notices of improvement are not to be with-held.¥ His critic-
! | o " ‘ : : | ‘ isms are to0 be destructive of the needless, the useless and the vicious
| | o ) ' but constructive and creative of the good, the pure and the valuable,

i - S o o ' ' . _ He has no right to complain or tear down unless he has something
| , - - . 5\

'} o : : : better to offer. ®Intellectual effort is dwarfed by the shadow of dis-

_/ favor and flourishes in the warm sunshine of genial approval,t

{

% I : ; ! ’ v There is no favor sc sought or aprreciated by the faithful teach-
| | n * 1 ’

I t

;' : : ' . ! . er as the warm words of praise from the superintendent if loved and
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respected, and there are no suggestions or oorf&ctions nere faithfully
notéd. We have had thus far only the superintefident of small cities
in mind. He is the only inspector and he is %¢ .know by his own person-—
al'observation what is gecing on every where in tine system. He will re-
lieve his teachers of cumbersome and burdensome systems of reports and
examinations saving the time totk@m for rest and.récreatgon or pre-—
paration. ,

We now noterthat et present in the large cities expert suner-

vision is conducted by special supervisors as supervisors of drawing.,

music, physical culture, primsry work, manual training while that of
. thé regular work is cbnducted through the prinéipals. It is throcurh
these that he is to0 make his influence feit.

Iﬁ is stiii left to him to organizeiand vitalize the work of
instruction., Even with these forces at his command he will still spend
much of his time in the schcols and‘it seems to be a matter of sincere
regret to the best superintendents in this class that these assistants
are necessary and that he cannot do the work himself.

VNext perhaps to the selection of teschers is the Wdfk done with
them. With the ever shifting cdrpé of teachers it will always be found

that mony are inexperienced. Some are fresh from school with wonder-

ful theories to exploit. Some have had exverience but in smaller

schools Or under very different cenditions, The unity of purpose and
method so essential cen only be obtzined through conference and con-
sultation.

Sevefal purposes are to be served in teachers' meetings and thece
are met in quite different ways in the small and large'cities. In the

smaller cities the superintendent will meet with his teachers directly

in the larger he will do most of the work through the principals and
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superviscrs only meeting the full corps occasicnely. perhaps but once
a‘yeak.' A monthly meeting is the quite generally accepted custom
althovgh more Trequent meetings at the beginning of the year or at ithe
beginning of a new administration or inaugeration of new plans may be
held. Conferences of the teachers of a building or of a department
as the high schocl or in large scifcols say the mathematical depert-
ment are useful 2s often as once a week t0o harmenize results and com-
pare notes.

It is probably *true thst the best results are obtained in rGrade
Meetings® and vsSubject Meetings? There is a definiteness in these
meetings a narrow specific purnose to a considerable degree lost in the
general meeting., There should be much freedom of discussion in these
meetings and general exchange c¢f ideas.

All diverse and coenflicting oninions and prectices may be
brcugnt intc a harmonious whcle; They will be almost entirely devected
to consideration of the course of study and méttgrs pertsining to
actual class room work. An incidental advantage is the acquaintance
the teachers form with each other and with the superintendent.

The genersl meetings will of course always Dbe under the direction
of the superintendent, It is at this point we believe that the supé?in—
tendent of the future will differ most from the one of the present.

There ié'a very marked demand for ﬁrofessional supervision and
the weakness of the unprofessional man will be mest Blaring wheﬁ he
attempts to do prefessional work with his teachers.

The progresé of educational science_makes\it imperative that he
vho 1is to instruct inspire and lead a corps of teachers must himself
be an educational expert-a true leader in this field. He will not

1

each more directly but certainly will more indirectly.

| , ' -
|
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f] : The instruction in these meetings cught tc include studies in

psychclogy, history of educsticn, laws of teeching and the best methods

; of teaching the different subjects of the scheol curriculum.

This is the werk of the Normal schools or depsriments of ped-
agogics continued and extended. The work of the sunerintendent also hsas
; | _ ' the advanfage of ﬁature students as well as students who are experienc-
; | ing these questions deily, with the opportunity for immedizte applicat-
il : - - N ion. Tenure of office is the only practical limitation on such courses
| | of instruction.

| : . . » -The superintendent wiil cutline progresgive courses of resding

to supplement the work of the meetinss. These will include works on

i ! R
ﬂ ‘ professional lines alsc scme books for generzl culture, Every teacher
ought to be studying somethins cutside of his routine duties.

Every superintendent will find innumereble opvportunities.to

7 | . o meke individual suggestions and offer helpful devices but his visits
are apt t0 be 100 brief and infrequent to accomelish muceh in this

{y | _ : - direction. The tecchers' meeting will furnish him the opportunity to
correct prevalent errors and to bring cut the best thst may be found
|u ' , . ‘ in any teacher or school although there cught not to be any attempt )
{ ‘ ‘ made to restrict personal qualities cr to deny latitude for in-

'( ' . dividuallactian in method cr disgeipline,

j fl . A i It not inf?equently happens that teachers do not enjoy their

l meetings and thie will ﬁsually be due if it ig at all wide spreead to
.fv - the barrenness of‘the results and the slinm and meager attrections

| offered. The character, attaimments, energy and skill of the supefin—

tendent are the governing factors. "Any system of-schocls cannet rise

much ehove the level of the superintendent.t

d

Much might be inferred from what has already been said as to the

relation the superintendenrt should sustain toward those vith whom his
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office brings him into contract. But we may discuss the matier some-

what more specifically.

The city superintendent ought to be the educational adviser of
k _ : his board and further he ought to be held resrcnsible by his becard and

by the public for his counsel and the action based upcn it, His.

__— _ ' relstion should be similar to that of a city attorney or physicisn to
the city and his dismissal should follow proof of incompetency,

. » : . . Just now there is much active discussion as to the division cof

authority between board and superintendent especially in the apnoint-

! ment of teachers., We bciieve that with characteristic Americsn pre-

i Ak SRS AN o e~ LI i A S

i , ’ : . ' ' ; cipitetion and tendency to go to extremes many are urging'ﬁ%éggég%€F

and unwise legislation looking toward investiing the suverintendent with

unlimited power without sufficient safeguards for the superintendent

himself and what is of more importance the schools. vOne-Man-Power

¥

achins

, : . IR ' vield their right to dictate or control or st least have the in-

’ ' -t - . ‘ alienable right of voting. \

Py

- - - - : The experiments in Cleveland. Toledc, Indianapolis and othaff

\

- is by nco means a popular slcgan and we do not look to see the people.

i ‘ - L cities are being watched with much interest. It is undoubtedly true

T

e ) 4 that the superintendent should heve the right to transfer, nominate and
it . - ' : : remove o teacher but slways subject tc the radvice and consent of the

SA board" ¥With all its faults Democracy is best and safest.V

e ikl

The relations of the superintendent to his teachers are delicate
and peculiar. There are nersons who in many if not ail respects arc.his
? 1 : . . . T ‘ equals. There are many of them masters in their particular lines, All 3
l _ ' . o fhese forces are to managed and contrclled so 2s to accomplish the
best results. Jealousies and rivalries are to be supvressed. Merit is

{

to receive its just reward. Incompetency or insubordinstion is to bq

discovered and summarily dealt with.
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His view frequently requires the pushing of a nlan azainst the

judgment and wishes of his assistants, They must become convinced
of his visdom or their confidence whi-h is essectial to success wili
he lost. All these things and many more must be done.

The superintendent must also come into frequent and close touch
with the public. He must be 0 some extent 2 M n-of-the-world.

He must have that talent for getting on with peonle so essential
for men in vositions like his own, He is the arbiter in differences
between principal and teacher or teacher and pupil or parent and teacher
. He must be judicial and impertisl. Back of all improvements and

inovations there must be a healthy and enliguntened nublic sentiment to

encourare snd sustain the superintendent and ithe voard. Thls the

-

upcrintendent will frequently have to create. He must be convinecing

and able to *in to him men of inrluence and nower. He will be an ardent

- lover of children and will be knovn to them ag g friend., Nothinz will

win the parent so easilv, It is vell to have a friend at court.

Tinally a word as to the qualifivations of the man who will be

found equal to the vork of a City superintendent of schools not onli in

its precent state of development but whe will be able to c-rrv forward
the'work intec a newvdentury with the spirit and 1Light worthv of the
office, its mission and thie times,

+ may be assﬁmed thet he mill be 3 wan of the highest moral
cheracter and.of the strictest integrity., That his ﬁublic 2nd vrivate
1ife sre irreproachzivle, That sociallv and versonally he is clean,

Aside from these he should nossess (1) Schelarship. He should be
a graduste of a college or higher institution of learning. Should be
a student and & vide reader, (2) Professional skill., He snould be

thorouzhly familiar vi“h the science of nedzeséy wnd heve a wide
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‘ knowledere of schools and school systems and.have hed experience in
tecching., (38) Business Ability. He sheuld heve executive ability anda
be an accurates careful man in business culvairs,

The ntmber of prcfessionally trained superintendents in this
country to day is probavly very‘small, but with the increzsed-emolu-
ments the safeguards throwvn sbout it, the lstitude aliorded for in-
dependent acticn., and the generzl importance of the office in the

educational field, it may be safely said to heve entecred unon 2 new

stage, perhaps the 1last in its evoluticn.

V=%

1
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