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ABSTRACT

The general purpose of this dissertation was to analyze the
persistent problems facing beginning high-school principals in se-
lected schools in the state of Michigan and to attempt to identify pos-

sible solutions to these problems.

Procedure of the Dissertation

Problems of twenty-five beginning high-school principals in
Michigan were analyzed; these were real problems actually perceived
by the individual beginning high-school principals.

The problems were categorized into related areas consisting.
of administration, faculty, students, parents, community, public rela-
tions, and record-keeping.

The problems related to administration were divided into
groups relating to office administration, school plant, superintendent
and board of education, scheduling, and conferences. Problems re-
lated to the faculty were divided into groups relating to supervision
and evaluation, professional ethics and instruction, teacher morale,

scheduling and load, health and welfare, and ‘‘miscellaneous.’”’ Problems
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related to students were divided into groups relating to discipline,
attendance, instruction, student welfare, and activities.

The parents group was divided into areas of attendance and
attitudes. The community category was divided between the use of
facilities and parent-teacher associations. The number of problems
relating to public relations and record-keeping was very small, and
nd further division was necessary.

One or more alternate solutions to each problem were se-
lected from the literature perused and compiled into a usable guide
for beginning 'high-school principals.

A bibliographical source was developed for each problem area
and was listed at the end of each chapter; it may be used if further
exploration of any problem is desired.

The method of selecting solutions to the several problems was
to examine the literature and to take from it solutions that seemed to

meet the need of the individual problem.

Conclusions

The nature of the problems submitted seemed to indicate that
the beginning high-school principal is troubled with the mechanical
operation of the school, rather than the basic philosophy or the im-
provement of instruction.

iii



As the principal gains experience and is better able to cope
with the mechanical operation of the school, more emphasis can be
directed toward organization and supervision to improve the instruc-
tional program.

In the pursuit of solutions to the several problems, it was
found that there was an abundance of material in the areas of in-
structional improvement, group dynamics, personnel organization, cur-
riculum study, and child growth and development. Information con-
cerning discipline, especially of troublesome or misguided students,
is inadequate.

The literature seemed to indicate that there were some defi-
nite basic personality characteristics which would aid a person in

becoming an effective administrator.

iv
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CHAPTER 1

INTRODUCTION

Statement of the Problem

The general purpose of this dissertation is to analyze the
persistent problems facing beginning high-school principals in se-
lected schoois in the state of Michigan and to attempt to identify
possible solutions to these problems.

In order to identify these possible solutions the following pro-

cedure will be employed:

1. Determine and analyze the persistent problems perceived
by beginning high-school principals in selected high
schools in the state of Michigan.

2. Categorize these problems into related areas.

3. Establish criteria and procedures for the selection of pos-
sible alternative solutions to the problems.

4. Select and record one or more alternative solutions to
each problem area.

5. Compile the possible solutions to the problems into a usa-
ble guide for beginning high-school principals.

6. Develop bibliographical source material for each problem
area.



Purpose and Importance of the Study

Beginning principals have asked for help in the area of ad-

ministering the school. The requests were prompted by the fact that

a new principal—lacking experience and finding difficult pressures—

often:

1.
2.

3.

Sees 'no way out, no possible course of action.

Sees more than one way to solve a problem, but is not sure
which alternative to use.

Sees more than one way to solve a problem, but cannot choose
among alternatives.

. Chooses one of the alternatives, but is not sure that it was

the best choice.

. Chooses one of the alternatives, but the alternative that is

chosen does not get the desired results.

. Is kept from making a decision because of action of persons

or circumstances, but he may be able to decide upon his
course of action if fortified by a knowledge of successful ac-
tions of others.l

It is hoped that future use of the compiled data will aid the

beginning principal to arrive at conclusions which will enable him to

make better decisions more rapidly and with greater ease. This

would enable him to devote more of his time in aiding teachers to

improve instruction and methods of teaching. If this is accomplished

it will enhance education in the school for which he is responsible.

1William H. Graves and Nathan Stoller, Reports of Selected

Elementary School Principals and Their Professional Problems (New

York:

CPEA-MAR, Digest Series, Teachers College, Columbia Uni-

versity, 1954), p. 2.




The study, if used as a reference by persons aspiring to be-
come high-school principals, will provide them with more effective
insights into the problems they might encounter as high-school prin-
cipals. It may be used to assist the person in deciding whether or
not he really wants to become a high-school principal.

A thorough search of the literature produced no similar com-

pilation of material.

Limitation of the Study

The study is limited by the fact that the problems used as its
basis were submitted by twenty-five beginning high-school principals
enrolled in Michigan State University’s administrative and educa-
tional services extern program.

The study is limited by the fact that the problems were sub-
mitted during the 1956-67 school year, by individuals in their first
year as principal in that particular position.

The study is limited by the fact that the problems submitted
by the participating principals are not necessarily typical of all
beginning principals, but are those experienced by this participating
group.

The study is limited by the fact that the selection of al-

ternative solutions to problems are those in the professional
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literature, supported by responses to interviews with experienced
principals.

The study is limited by the fact that the solutions to prob-
lems are to be used as illustrations and examples.

The study is limited by the fact that the selected solutions
to problems are not purported to be the only possible solutions to
the problems, nor necessarily the best, but rather to suggest pos-
sible courses of action that may be used in similar situations.

The study is further limited by the fact that, for any problem
area for which the literature did not provide possible solutions, such
solutions were secured from personal interviews with experienced

principals.

Definition of Terms

Within this study the following terms will have the meaning
given below unless otherwise indicated.

1. The solutions to problems in each and every instance are
to be defined in terms of possible actions and attitudes
which the beginning administrator may have toward the ul-
timate solution to a problem. .

2. Administrative behavior is here defined as the way in
which beginning principals work with people toward the
solution of a common problem.

3. The beginning principal is here defined as a professional
person employed as a high-school principal for the first



time. This does not preclude the possibility that the prin-

cipal may have had some type of previous administrative
experience.

4. The problems dealt with in this dissertation are defined in
terms of the perception of these beginning principals.
Other professional and student personnel within the school
involved may perceive these problems differently.

5. The term ‘‘teacher’’ shall mean any teacher within the
school, either regular or substitute, and shall not refer
to any particular assignment unless indicated.

6. The term ‘‘board’’ shall mean board of education.

Assumptions upon Which the Study is Based

‘““The high-school principalship is a specific position in a
profession which requires specific preparation.”1 Experience, or
assistance from those who are experienced, is considered to be part
of the preparation.

Experience as a teacher in dealing with students and parents
is not considered to be adequate preparation for success as a prin-
cipal. Teaching experience is helpful, but, because the problems
encountered by the principal are greater in scope and different in
nature, this experience alone is not adequate to insure success as

a Principal.2

1Paul Jacobson, William Reavis, and James Logsdon, Duties
of School Principals (New York: Prentice-Hall, 1941), p. iii.

2Ibid.




Beginning high-school principals encounter many problems
which seem at first examination to have no solution, but many of
these problems are minimized and taken as a matter of course by
more experienced principals.

There are many solutions or approaches to solutions to prob-
lems encountered by a beginning principal, but because of his inexperi-
ence he is not sure which approach will produce the desired results.

The high-school principal must have a clear perspective of
the numerous demands made upon his'time if he is to be successful.

The high-school principal may raise the level of instruction
in the school in whicﬁ he is employed if he is able to make wise de-
cisions concerning staff morale and cooperation, and if he is able to
maintain adequate relations with the superintendent, board of educa-
tion, and the community.

Some problem areas loom greater than others. If the princi-
pal is aware of this, he is better able to divide his time and achieve
greater efficiency.

The busy days of the school principal allow too little time

for professional reading,1 and, by preparing a brief description of

1William V. Hicks and Marshall C. Jameson, The Elementary
School Principal at Work (Englewood Cliffs, NJ.: Prentice-Hall,
Inc., 1957), p. vii.




some alternative solutions to problems in several areas, the princi-
pal is better able to get ideas of some solutions to problems in a
brief, concise manner.

The beginning high-school principal perceives more problems
in the area of the mechanical operation of the school than he does
in the area of the improvement of instruction, formulation of a sound
educational philosophy, or professional objectives for teachers.

The literature will produce a wide range of discussions and
recommendations for the problems perceived by the beginning high-
school principal; it will be fragmentary in the area of mechanics
and abundant in the other areas.

The literature that is pointed toward the mechanical operation
or ‘‘household tasks’’ is sufficient to meet the needs of the problems

analyzed.

General Method of Procedure

The nature of this study precludes the possibility of experi-
mental design and the subsequent testing of hypotheses. In this re-
spect the entire study is based on the hypothesis that the results
will be of value to beginning high-school principals, but the testing

of this hypothesis cannot be achieved in the study.



In approaching the problem it was found to be desirable to
proceed in the following manner:

A careful perusal of the literature was made to gain a background
for the study. (See the Bibliography for a list of references.)

Problems of twenty-five beginning high-school principals in
Michigan were analyzed. The problems were validated by the fact
that they were real problems, actually perceived by individual be-
ginning high-school principals.

As the principal encountered a problem that caused some con-
cern, he made a note of it. At the end of each week he submitted
all the problems that he had noted during the week.

The problems were examined individually as they were re-
ceived from the principals, and the wording of the problems in this
study is that of the principals involved.

After the problems were analyzed, they seemed to fit logically
into several general pr.oblem areas. For the purpose of convenience
in compiling the data for easy reference later, the general areas were
designated as administration, faculty, students, parents, community,
public relations, and record-keeping. The problems could have been
categorized in other ways, but the division which was selected seemed
to be the most desirable for the purpose of this study.

The method of selecting solutions to the problems was to ex-

amine the literature and to take from it solutions that seemed to



meet the need of the individual problems. Where a supplement was

needed, information was secured from personal interviews with ex-

perienced school principals. The following criteria were set up to

determine the reliability of the information used:

1.

—————

The author must be a person who has had experience as a
school administrator or one who has had experience as an
administrator or instructor in an accredited teachers col-
lege at the time the work was published.

. The school principal who supplies information through per-

sonal interviews must have had at least three years of ad-
ministrative experience.

. The author must display a knowledge of the historical value

and significance of each topic* in order to give a com-
plete statement in any problem area.

. The material must reflect different points of view or agree-

ment concerning each problem area in order to reflect a
real and usable statement for each of the problem areas.

. The material in the literature must be introduced in such a

way that it is clearly understood? by the writer, and in
turn by any person who reads the completed study. An ac-
curate account must be made in the writing. The views
presented will represent those of the several authors, and
not of the writer of this study.

. The literature must present information on the basis of

component parts of the unified whole, rather than in isola-
tion.3 The information should consider what is best for

1

C. V. Good, A. S. Barr, and D. E. Scates, The Methodology

of Educational Research (New York: Appleton-Century-Crofts, 1941),

p. 265,
2

Ibid., p. 650. 3Ibid., p. 165.
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the school, the pupils, or teachers—whichever the case
may be—rather than the convenience of the principal.

7. The material must be in professional literature—either
textbooks or professional magazines such as the Bulletin
of the National Association of Secondary School Princi-
pals, the School Executive, or similar publications.

8. The material in the literature must be clearly stated as
to whether it is an analytical research, a survey, a writ-
ing of an experience, or a report of a particular example.

As each problem is considered, a search for literature that
meets the above criteria will be made and possible solutions for the
problem extracted.

The bibliography following each chapter constitutes the ref-
erences from which the solutions to the problems have been ex-
tracted. This may be used if one wishes to explore any pfoblem
further.

The literature need not be a definite statement pertaining to

a definite problem, but must be specific enough in nature to be

closely identified with the individual problem area.

Presentation of Data

Twelve hundred eighty problems were examined, duplicates
eliminated, and similar problems combined. This reduced the num-

ber of individual problems to 325. Of this number, 125 problems



11

were selected on the basis of frequency and because they were
deemed typical by the group of principals.

The problems were categorized into several problem areas.
The total number of problems submitted for each problem area along
with the percentage of the total number are shown in Table I.

The number of problems selected for each problem area was
determined by using the same percentage as that which appeared in
the original 1,280 problems.

Each problem will be viewed as a typical problem-situation ex-
ample. A solution to the problem or an alternative solution will be
noted for each problem.

At the end of each chapter, a bibliography consisting of ap-
propriate references is listed for each problem. The bibliography
will enable the principal or any other reader to delve further into
any individual problem area if he so desires.

Each person who contributed to the notations is considered
to be a specialist in the administration field either by virtue of
Considerable experience as a principal or in other administrative
Capacity, or by being, either past or present, an instructor of
School administration in the college of education of an American

University.
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TABLE 1

NUMBER OF PROBLEMS SUBMITTED FOR EACH PROBLEM AREA

Problems
Problem Area _—
No. Pct.
Administration:
Office administration ... .................. 154 12.0
School plant . ......................... 82 6.4
Superintendent and board of education ........ 40 3.1
Scheduling . ... ...........¢cc0iinen.. 71 5.6
Conferences, meetings, and allocation of time ... 33 2.6
Total . ... ... i ittt et i e e 380 29.7
Faculty:
Supervision and evaluation ................ 92 7.2
Professional and instructional .............. 82 6.4
Morale . .... ... . .. i e e 71 5.6
Scheduling and load ..................... 40 3.1
Health and welfare ... .. ... ... ........... 40 3.1
Miscellaneous . .. ... ... ... i i v it i .. 53 4.2
Total . ... ... ... i ittt ittt 378 29.6
Students:
Discipline . ... ... ... ..., 122 9.5
Attendance . . ... .. ... i 53 4.2
Instruction . ... ... ... ... 102 8.0
Student welfare .. ... ........ ... ... ... 72 5.6
Activities ... .. ... e e 40 3.1
Total . ... ... it e e e e e 389 30.4
Parents . .. ... ... . ., 51 4.0
Community . ...........0 .00t 21 1.6
Public relations . .. .. .. .. oo v, 40 3.1
Records . .........00i ., 21 1.6
————
Grand total . .. ov v i e 1,280 100.0




CHAPTER II

ADMINISTRATION

Office Administration Problems

Setting Up a Petty-Cash Fund, and Provisions
Which Can Be Made For It

Most principals are allotted a certain amount of money for a
petty-cas.h fund. There are different ways in which this fund may
be administered.

First, the money may be secured from the appropriate budget
account and deposited in the high school account. There is a cer-
tain amount of bookkeeping connected with the operation of this type
of account.1 It will require some type of requisition form—either a
checkbook type, which is very simple to operate, or a more involved
voucher-type requisition.

If the checkbook method is used, the person desiring money

may fill out the appropriate form and have it countersigned by the

1Hugh Schram (ed.), A Look at Your Job (Lansing: Michigan
Association of School Administrators, 1955), p. 209.

13
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principal or his representative. Then a bank check is made out by
the person who operates the school bank, and it is this check which
is used to pay for the item purchased. This method is simple to
operate, and it speeds the actual receipt of the money. The voucher-
type method is similar, but it involves more bookkeeping and time be-
cause it requires school board approval. There is a more accurate
accounting check on this method, and there is also a duplicate
voucher for the auditor.

Some principals operate a petty-cash fund that is entirely sep-
arate from the budget. There is a question of the legality of this, and
it is not recommended. The money in this case is secured from school
Sources such as the sale of uncalled-for used books and the sale of soft
drinks and candy at athletic games. The money accumulated in this way
is kept in the principal’s office and can be used for incidentals such as
extra teaching aids, supplies for the office, to help pay for meals for
visitors who help the schools in various ways, or for other minor ex-
Penses., This type of fund has nothing to do with the operating bud-
get. It is not a very large fund and is used primarily as a conveni-
ent and expedient way of securing small inexpensive articles that are

1

needed.” The amount of money should not exceed twenty-five dollars.

1Henry H. Linn, School Business Administration (New York:
The Ronald Press, 1956), p. 212.
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Other information concerning this problem may be found in
many school-administration references under the headings ‘‘internal
funds’’ or ‘‘activity fund accounting.”’

Avoiding Committee Work and Meetings in
Order to Spend More Time on the Job

How can the 'principal avoid committee work and meetings in
order to spend more time on the job? The first and most com-
mon reaction to this question is that committee work and commit-
tee meetings are a very definite part of the principal’s job.

If the committee method of solving problems is not used, it
is usually because the principal is the domineering, dictator type of
administrator.1 If a dictatorial method of operation is practiced,
the principal will not have the cooperation of his faculty, and the
morale of the staff will be low. Generally a principal will rarely
be successful if he does not have a good working relationship with

his staff_z

_ 1Ha.rl R. Douglass, ‘‘Leadership or Authority in School Ad-
Ministration,’”” Educational Administration and Supervision, XXXIV

Ganuary, 1948), 2528,

2Walter H. Gaumnity and Wilbur DeVilbiss, Cooperative
?%g, Pamphlet No. 102, U.S. Office of Education (Washington,
‘C.: Government Printing Office, 1947), p. 2.
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On the other hand, the principal who spends too much time in
committee meetings and lets his staff make all of the decisions
finally earns the reputation of not being a leader and of being a
person who will not make decisions himself.

There is a happy medium toward which one should strive.

The number of committee activities which will be carried on in a
school and the number of people who will be involved in them will
vary greatly, depending upon the community, school policies, and the
personality of the principal.

There should be enough committee involvement so that the
faculty members feel they are important as individuals and that they
actually do have something to say about the operation of the school.1
On the other hand, committees should be limited to a point where
the faculty will not think that the meetings are a waste of time. If
this feeling develops and persists, then committee work is useless.

The principal should preside at very few of the committee
meetings. Other committees may be organized and may meet to solve
departmental, subject-area, and similar problems, and the principal

need not be present. He should, however, know what is being done

. 1American Association of School Administrators, Staff Rela-
tions in School Administration, Thirty-third Yearbook (Washington,
D.C.: The Association, 1955), p. 126.
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by these committees. It is ridiculous for the principal to feel that
he must be in attendance at all committee meetings; some may oper-

ate better without him.
Planning a Curriculum Study

Curriculum development, a group process, involves com-
plex problems of human relationship among teachers, admini-
strators, curriculum consultants, lay people, children, and
youth. The effectiveness of this group process determines, to
a large extent, the degree to which improved practices take
place in the school program. It is not always easy to make
this group process effective. One of the most important de-
mands in education today is for all participants in education to
learn how to work better together in bringing about needed im-
provements.

Planning is usually more successful if done on a cooperative
basis. The principal may begin the process by having informal chats
with faculty members. The talks can result in a request from the
faculty that the curriculum should be studied. If the request comes
from the faculty as well as from the principal, it will do much to
Create interest, and faculty members will probably be enthusiastic
rather than resentful toward the proposed study. The informal chats

Can grow into formal meetings that may be operated as committee

study groups. The study groups should consist of enthusiastic

1Edward A. Krug, Curriculum Planning (New York: Harper
and Brothers, 1950), p. 218.
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people who can influence and convince other staff members that the
study is important.1

Staff members who will not become involved in the initial
phase of the study will become inquisitive about what the study group
is doing and may attend meetings for the purpose of being part of
the group. In time, the small group can grow into a building-wide
curriculum-study group.

When the number of participants seems to be adequate, ar-
rangements may be made with an institution of higher learning or
the state department of public instruction to supply a curriculum ex-
pert or consultant to guide the group and to help them determine
their goals.

The study can dgvelop into an in-service training program,
and it may be possible to make arrangements with the institution of
higher learning to grant college credit to teachers who participate
in the study. I college credit can be applied toward an advanced
degree or for the purpose of tenure credit or salary increment, it
will be an incentive to participate.

Curriculum groups primarily exist for the purpose of
Studying problems, analyzing and defining issues, recommending

TTee——

lV. E. Anderson, ‘“The Human Side of Curriculum Develop-
ment,’”’ Educational Leadership, IV (January, 1947), 218-21.
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policies, and preparing materials. They should be organized to
carry out particular functions and disband when those functions
have been fulfilled.l
The study should begin in the area where the need seems to be the
greatest. It is better to work on one phase of the program and ac-
complish something tangible and apparent to staff members than to
work on the over-all curriculum in a general way, with no particu-
lar concrete recommendations at the end of the study period.

The principal involved in a curriculum-development program
is confronted with the problem of building community relations. This
is essential if a curriculum revision is to be made and approved by
the community. Lay people should be involved whenever and wher-
ever possible. The participation of lay people not only will be con-
ducive to the community relations program, but it will also aid in
determining and satisfying the needs of the community and its chil-
dren.

Curriculum improvement must start with what is currently in
Operation, and move toward the desired goals. The responsibility of
the Principal is more than that of seeing that everything goes as

well ag expected. If improvements are to be made, certain changes

Probably need to be effected. To be effective, the high-school

1Krug, op. cit., p. 226.
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principal must be a good diagnostician. He should endeavor to an-
ticipate as many problems as possible, and try to resolve them be-
fore they are harmful to the over-all study.

Evaluation is a very important aspect of a curriculum-devel-
opment program. As the study group attempts to find new ways of
increasing the effectiveness of the instructional program, they must
also develop evaluation techniques that will gather evidence con-
cerning the achievement of desired objectives.

The problem of planning a curriculum study is very wide-
spread, and by its very nature it is complicated and involved. It
is virtually impossible to make adequate recommendations in a few
pages; many volumes have been written on the subject. The intent
here is to make the principal aware of a few obstacles, but to be

well informed in this area one must do extensive reading.
Formation and Function of a Social Committee

The membership of a social committee should be on a rotating
basis, If all members begin their duties at the same time, there is
much time spent in organizing and trying to decide what should be
d°ne.' The committee should be composed of both men and women.
The men can be responsible for such tasks as moving tables and

chairs and carrying the coffee urn, while the feminine touch is
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generally better in the selection and wrapping of gifts and in dec-
orating tables.

Some schools follow the procedure of electing staff members
to serve on the social committee; other schools have been very suc-
cessful in having these members appointed by the principal. The
method of selecting the committee will vary from school to school.

Members should be selected for a period of two years (some-
times a longer period is preferred), with overlapping terms. The
size of the committee will vary with the school.

The committee should plan all faculty social functions of the
school. There may be some exceptions such as retirement parties,
but even in these cases the committee should be consulted. The
social activities should be self-supporting. Therefore, when plans
are made for an affair, the cost must be estimated and staff col-
lections made to cover the anticipated expenses. Over a period of
years, a small surplus may be accumulated that may be used to off-
set a loss if one occurs. The amount of money collected for any
of the functions should be kept to a minimum.

Some schools have decided that it is better for each staff
Démber to donate a certain set sum at the beginning of the school

yéar or at the beginning of each semester sufficient to pay for the



22

regular social functions for the year, while other schools find it
better to collect for each function separately.

If the school has many social functions, there could be two
separate committees—one to sponsor affairs such as get-togethers
and dinners, and the other to sponsor retirement parties and parties
for staff members who get married or have babies during the school
year.

The committee may operate in many ways, but, no matter how
it operates, it is most important that it do so in such a manner that
the staff will not resent a social function or a collection. Should
either happen, criticism will be directed at the principal and he
will be held responsible. On the other hand, if the social life of
the school is improved as a result of a social function, the venture
will be well worth the effort.

The beginning principal should be cognizant of the fact that
the real problem will not be in the selection or operation of the
social committee, but rather in the determination of gift recipients.

A carefully planned policy should be formulated to determine:
(1) the length of illness before flowers are to be sent; (2) whether
flowers are to be sent to the immediate family in case of illness

or death, and who shall be considered members of the immediate
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family; and (3) how long a person must be employed before becoming
eligible for gifts.

An example of point three would be a teacher who joins the
staff and has the usual welcoming reception tea, later in the year
gives birth to a baby and receives a baby gift, and finally leaves
at the end of the year and receives another gift and a reception.
This situation is resented by many staff members because it does
not seem equitable for one person to receive so much in such a
short period while others, who have been on the staff for many years,
have received nothing.

A policy formulated and approved by the entire staff will elim-

inate such problems, but the policy should be strictly enforced.
Revising the Report Card

Report cards have been a long-standing tradition in the

Schools. Parents expect to receive report cards periodically, and

they complain if they are not received.
The elementary schools have gone far in revising their re-

POrting systems. Parent-teacher conferences, written reports of

Weaknesses or strengths, and similar methods are being used in

Mmany schools in place of the standard report card containing only

Numerical or letter marks.
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Progress has been slower at the high-school level, partly be-
cause of a different philosophy, partly because of parental attitudes,
and partly because of requirements necessary to enter college.

The committee responsible for the National Education Asso-
ciation bulletin on school records and reportsz1 asserted that the
main objectives of the periodic report to parents are: (1) improve-
ment in the educational results of pupils, (2) improvement in the
professional knowledge and skill of the teacher through the appraisal
of his pupils, and (3) improvement in the confidence of parents and
of the general public in the school and its work. The sole function
of the reports, according to the committee, is the conveying of help-

ful information about the child and his work from the teacher to the

parents.

The aim of the principal in the improvement of periodic re-

ports should be the appraisal of pupil growth in terms of certain

Character traits being developed by the pupils, rather than mere

growth in subjects of instruction.2

. 1“School Records and Reports,’”” Research Bulletin of the
Nationa) Education Association, V (May, 1927), 269.

Duts 2Paul B. Jacobson, William C. Reavis, and James Logsdon,
ﬁﬁof School Principals (New York: Prentice-Hall, Inc., 1941),
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The report should recognize that each child’s personality,
ability, and talents are unique and that a sense of personal worth
is the child’s greatest attribute. Marks should be related to the
child’s level of maturity and based on what is reasonable to expect
from him as an individual.

A good method of changing the report card, to make it more
functional and better understood by the parents, is to select a com-
mittee to make a thorough study of the shortcomings of the reporting
system in use. After this has been determined, the committee may
examine samples of cards used elsewhere to give them ideas for
constructing a card of their own. The study may extend over a
period of a semester, a school year, or a longer period.

When the committee has decided upon what it thinks is a re-
porting system that reflects the school’s philosophy or educational
goals, a meeting should be called. This meeting should involve
Parents as well as faculty. During the meeting, the new report
card should be explained and each revision should be discussed,
as the faculty and parents may have additional suggestions to make.
When this has been accomplished, it should result in a good func-
tiona] report card that will meet the needs of the particular school.

There is much material available concerning the content and

structure of a good report card. The beginning principal should



e
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become acquainted with this information. However, he should be

aware that there are many problems involved if a report-card re-
vision is to be instigated. He may encounter a great deal of op-
position from the staff, board of education, and community when a

change is contemplated, and he should proceed very slowly and

carefully.

Extent of Student Disciplining by
Administration or Staff

The principal, when acting in the capacity as head of the
school, is responsible for the discipline of pupils. The principal
must be prepared to help students adjust to the modern world and
the intricate nature of society.

The problem is considered here in the light of what may be
done rather than to explore the causes of unsatisfactory pupil be-
havioyr.

In the state of Michigan, the courts have decided that teach-

ers acting in loco parentis, have the right to impose the same

T®asonable punishment that a parent might inflict. The question

Ariseg as to what constitutes reasonable punishment.

\

1H. C. Hendrickson, ‘‘The Secondary School Principal,’”’

}B(ul\letin of the National Association of Secondary School Principals,
(February, 1957), 188
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Some teachers have lost legal decisions because the courts
have decided that the teacher acted in anger and that the punishment
was greater than the offense warranted.

A policy followed by many principals is a policy that the
principal-—not the teacher—will inflict corporal punishment, but only
after the teacher has explained the offense and the student has had
an opportunity to defend himself. The feeling is that the principal
is not acting in anger and that he will weigh the evidence before
inflicting punishment.

The attitude of the court is that this procedure prevents one
person—the teacher—from acting as accuser, judge, and executioner.

This problem is complicated frequently when teachers insist
upon 3 punishment which is more severe than that which the prin-
cipal feels the student deserves.l

Another aspect of this problem is one which does not deal
With the actual law, but depends, rather, on the type of community
in whjch the school is located. There are some communities in
Which corporal punishment is inflicted quite regularly by both teach-

€rs and administrators, while in other communities punishment other

than slight reprimand is almost unheard of.
_

1Roger M. Shaw, ‘“‘In Loco Parentis,”” School Executive,
May, 1955), 56.
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One good rule to follow is to temper discipline with human
kindness. If a principal is understanding, fair, and does not act
maliciously, he will be able to maintain discipline which will not be

resented by either the pupils or their parents.
Financing School Assemblies

Many principals agree that school assembly programs should
be financed by the board of education. The practice most commonly
followed is to list a predetermined amount of money in the budget

for school assemblies. The money is requisitioned and paid, at the

time of the assembly, to the appropriate person or booking agent just

as any other services are paid for.

There are many school assembly services which are able to
Supply very fine educational programs, and the price of most of the
talent is quite reasonable.

It is a good practice to supplement the paid assemblies with
Programs planned by students. Though such programs generally do
not meet professional standards, they are appreciated and enjoyed
by the student body. Furthermore, they are a fine learning experi-

énce for the students who participate in them.1

e———

1Edgar G. Johnston and Roland C. Faunce, Student Activities

ins&ndary Schools (New York: The Ronald Press, 1952), p. 93.
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In cases where the financial status of the school is limited
and money is not available for assembly programs, other arrange-
ments must be made. Small admission charges may be collected to
pay expenses. Another method of financing those programs is to
work them into the student activity program. With a slight extra
charge for activity tickets, assemblies may be included with athletic
events, school paper, and other things covered by the activity fee.

If funds of all organizations are deposited in a central account,

the sponsors will know the financial condition of all organizations.1
The disadvantage of this method of financing is that it limits the
assembly programs to those who are in a position to participate
financially. This is not a good educational practice, but may be a
better plan than to have no assemblies.

Still another alternative is to interest clubs, the student coun-
¢il, organized classes, or other organizations to promote money-
making activities to pay for school assemblies. This can be done
by conducting paper drives and by selling seals, magazines, and
other things that would result in the people in the community, rather

than the students, paying for the assemblies.

e——

1J. C. Christy, ‘“‘Handling Student’s Funds,’” The Nation’s
Schools, XLVII (July, 1948), 42—49.
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Easing the Burden of Overworked Clerical Help

The best method of easing the burden of clerical help is to
hire more clerical help. Many schools are understaffed in this area.
Some are not understaffed, but the help is not used to the best ad-
vantage. In some cases the amount of help is adequate, but, be-
cause of an outmoded clerical system, so much time is spent on in-
consequential tasks that important work piles up.

Before deciding that he needs more clerical help, the princi-
pal should examine the type of work that is being done by the cleri-
cal staff as well as the amount of work performed and try to install
a2 method that is efficient.

If the school provides a commercial program, as most do,
Some classes in office practice can be organized. They can be of-
fered at the twelfth-grade level, and certain requirements such as
a knowledge of typing, shorthand, and filing, may be necessary for
enrollment in them. During the periods when the classes ordinarily
would meet in a classroom, the students can work in the different
offices of the school and can be very helpful in relieving the regu-
lar clerical staff of such routine duties as typing notices, filing,

and answering the telephone.1
\

lGaumnity and DeVilbiss, op. cit., p. 5.
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This method of operation not only will free the clerical staff
to accomplish more of the necessary work, but it will provide an
excellent learning experience that will prove most valuable to the
student when working in offices or business places after graduation
from high school.

The use of student help in offices has been the salvation of

many schools when the acquisition of adequate help was impossible.
Policy Handbook for Staff and Students

There are three general types of handbooks common in high
schools. The information that a handbook should contain depends
upon the type selected for use in any given school. The type se-
lected will depend upon the tradition, philosophy, and needs of the
Schoo].

One type of handbook is designed for teachers’ use only. It
Contains the policies of the school that have been developed by the
board of education or an advisory committee. The typical informa-
tion in this handbook concerns policies governing the following
Matters: absences of both teachers and pupils, accidents, assembly

Programs, use of school facilities, permission for work, class spon-
sors, classroom control, corridor control, credits, dance regulations,

desk copies, excusing pupils, fees, field trips, final examinations,

e p—
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graduation requirements, illness, marks, marriage of pupils, philoso-
phy of education, pupil pregnancy, smoking, club and class sponsors,
substitute teachers, textbooks, and other items peculiar to an indi-
vidual school. Handbooks may also contain general outlines for
classroom procedure. If this is done, care should be taken not to
limit the freedom and effectiveness of the teacher.

Another type of handbook is designed to disseminate informa-
tion to pupils and is prepared in addition to the teachers’ handbook.
Items that should be incorporated in this handbook are: courses of
study and graduation requirements for the different areas of the cur-
riculum, rules governing selection of classes and electives, list of
subjects offered by grades, and general regulations pertaining to the
library, study halls, classrooms, athletic events, parties, dances,
attendance, report cards, fire drills, conduct in school, and other
information deemed necessary for a good understanding of the school
on the part of the pupil. If this handbook is prepared each year, a
Schoo] calendar and athletic schedules can also be incorporated.

A third type of handbook is a combination of the first two.
One of this type will be more general in nature.

For specific items, format, and general layout, it is recom-

Mended that other high schools be contacted for samples.

— -
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A student handbook is important as an information medium and
to promote school spirit. The teachers’ handbook is'one of the best
methods of informing teachers of school policies. It eliminates mis-

understandings, confusion, and uncertainty.
Collecting Student Fees

In many schools, fees are assessed and collected which are
entirely illegal. It is possible to collect them only because neither
the pupils nor their parents know that they are illegal. It should be
mentioned here that any principal who authorizes the collection of

fees in his school should ascertain whether the fees have been

authorized in the proper manner.

In a discussion concerning the collection of fees it should be
l_lnderstood that the policies recommended refer to legally assessed

fees.

Fees for the rental of books can be collected at the bookstore
during enrollment. This collection is relatively simple, as the pupil
Will not secure his books until the fee has been paid.

In a school which does not have a bookstore, a collection
table can be set up in the principal’s office, or the fees can be col-

lected by the classroom teacher, who in turn will deposit the money

in the office.
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The bookstore method is far superior to the others, as it pro-
vides a central distribution point and a central responsibility for
handling the money that is collected.

There are other fees such as class dues, payments for social
affairs, caps and gowns, announcements, and other things necessary
for graduation. Fees of this type should be collected by the faculty
sponsor, because he is the person who is usually responsible for
the particular activity.. Restrictions can be placed upon pupils who
do not pay their fees. An example of restrictions that may be im-
posed is the denial of the right to participate in graduation exer-
cises if the cap and gown rental is not paid, or the policy of not
turning graduation announcements over to the pupil until he pays for
them. Experienced principals have employed several methods of col-
lection; the methods vary with location, community reaction, and
school policy.l

Confusion Resulting from Teachers’ Conflicting
Interpretations of School Policies
There are several reasons why school policies are misin-
terpreted: they may be written in a way that permits several in-

tel‘Dl‘etations; they are not available to the staff, they have not been

Tee———
1

J. C. Christy, loc. cit.
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explained to the staff; or the staff refuses to accept the policies as
they are intended.

School policies should be very definite; they should be writ-
ten in a simple manner, free of technical language, and they should
be stated clearly. Care should be taken to word policies so that
their original intention is maintained. When the policies have been
written, they should be distributed to each member of the staff.

At the beginning of each school year, either at the pre-
opening conference or at an early faculty meeting, the principal
should explain the policies in general and should clear up any mis-
interpretations.

If the staff fails to accept the policies, or does not carry
them out, it probably is because they were not consulted before the
Policies were written. The classroom teacher usually knows better
than the administrator how things are actually going and what is
needed.1 More effective policies will result if the administration
and staff cooperate in the formulation of school policy.

Another aspect of this problem deals with public relations
and the personality of the principal. If the staff is given a set of

Policies and told in an autocratic way to follow them, they will

\

B 1Worth McClure, ‘‘Administrative Dilemmas,’’ American School
%ard Jjournal, XIII (November, 1941), 17-18.
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probably rebel and refuse to cooperate with policies of which they

might actually approve. To avoid this, the principal should explain

the policies and give the reasons why certain of them have been

formulated. The staff appreciates knowing its responsibilities.
Lack of Communication between Offices

There is often a lack of effective communications between the
school and the superintendent’s office, among the several schools in
a system, and among the offices within the individual school.

Communications with the superintendent’s office and the offices

of other schools may be difficult because the principal has no particular

control over the situation. He will be able to influence the practice

of good communications by being a leader—providing information or
assistance to the superintendent or other principals. If this is done
in g way that will transmit the feelings of working together for the
achievement of one common goal, the superintendent may, in time fol-
low the same pattern and the communications channels will open.

The same method can be used in improving communication be-

tWeen offices within the school, except that the principal can be

\

¢ 1Harold Mennes, ‘‘Personal Relationships in School Admini-
Str Qtijon,’”’ Bulletin of the National Association of Secondary School

Principals, 0 (April, 1946), 116-17.
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much more forceful in this leadership role when convincing his sub-

ordinates of the importance of communication.

An organization is a collection of persons, materials, pro-
cedures, ideas, and facts so arranged as to make a meaningful
unit, and at the same time designated to function so that the
combined effort of all the components may be directed toward
the accomplishment of a specific objective.l

In public school organization the specific objective is to pro-
vide an effective program of education. The principal purpose of

an organization must at all times be kept foremost, if it is to oper-

ate most effectively.2

Inevitably the principal component of the school organiza-
tion must be people. The people within an organization supply
the ideas, the procedures, the facts that give life and purpose.
Since the combined effort of all concerned is required for the
proper accomplishment of the basic purpose of the school or-
ganization, it is apparent that each member of the organization
must be fully informed of the activities and expected contribu-
tions of all other members.

Det'ermining the Pulse, or Underlying Sentiment,
of the School Community

The best way for the principal to get the pulse of the school

and gascertain how things are going is to be out in the building

———

1Jesse B. Sears, The Nature of the Administrative Process
New York: McGraw-Hill, 1950), pp. 33, 99.

2B. J. Chandler and Paul V. Petty, Personnel Management

wol Administration (New York: The World Book Company,

1955) p. 497,
*id.
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in the midst of everything and to see for himself what is hap-
pening.

Many a principal feels that he must sit in his office and look
busy, or actually be busy, with reports, research, or other matters
that involve office work, and does not get out into the halls or
classrooms. This type of principal may also adhere to the ‘‘closed-
door policy,”” which will eventually have an adverse effect on the
willingness to communicate with him concerning problems, thoughts,
and ideas. If broader participation becomes an accepted practice,
teachers will gain experience now lacking.

A principal who acts in this way will also find it difficult to
observe classes or to know much about the effectiveness of his staff.
When he does go to the classroom, he gives the impression that he
is doing so in order to ‘‘check up’’ on the teacher, which causes
resentment.

The principal who spends sufficient time in the building will
€ventually be known to the students and teachers and will be able to
be mobile without causing alarm. His presence will be an expected
OCCurrence, and, if he happens to step into a classroom, the class will

OPerate much more normally and all concerned will be more at ease.

1Worth McClure, loc. cit.
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If a feeling of understanding and an honest effort to help can
be displayed, it will build confidence in the student body and the
staff, and an adequate understanding of the school can be secured
by the principal.1

The only way to understand a situation thoroughly is to be

part of it and to be genuinely interested in it.
Points to be Emphasized in Rating Teachers

The points that should be emphasized when rating teachers
depend entirely upon what the teachers are being rated for. The
individual principal should know exactly for what reason the teacher
is being rated and then emphasize the areas that are important for
that purpose.

Teachers may be rated for the purpose of being placed on
tenure after a probationary period. They may be rated as to their
Participation and effectiveness in the community, for retirement, for
Promotion, or for a special assignment.

In order to offer some assistance in this area, the subject
should pe dealt with in a very general way. The points must be

modified to meet the needs of a specific situation.
————

1Roland C. Faunce, Secondary School Administration (New
York: Harper and Brothers, 1955), p. 65.
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For this purpose, let us assume that teacher-rating means
appraising the proficiency of the teacher in his or her job.
A. S. Barr, who summarized the topic of teacher competencies

in the Encyclopedia of Educational Research,1 says that, although re-

search has aided us in better understanding of good traits in teach-
ing, it is as yet by no means satisfactory.

In order to rate a teacher, the principal must have a very
good understanding of good educational practices and should not let
his own prejudices color his evaluation. The evaluation should be
based upon how the teacher gets along with others, how wisely he
uses his time, how effective he is in accomplishing his goals, what
effect he has on others, his sense of obligation to himself and others,
his general health and appearance, and other things that are being
observed for a certain special evaluation.

Above all, the principal, in making an evaluation, should be

unbiased and understanding in reaching his conclusions.

Creating Better Understanding
among School Systems

The best method of creating a better understanding among

schoo] systems on such matters as school policies, student behavior,

—————

1Wa.lter S. Monroe (ed.), Encyclopedia of Educational Re-
Search (New York: The Macmillan Company, 1950), p. 1453.
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teachers’ duties, child accounting, curriculum matters, and methods
of reporting student progress is to participate in meetings or work-
shops with principals of other schools.

Many such groups are now in operation and have proven very
helpful in this area. Some schools have organized groups through
their membership in athletic leagues. This type of organization came
about through meetings of coaches and athletic directors for the pur-
pose of scheduling athletic contests and deciding upon rules to gov-
ern the contest. The principals were invited as a matter of courtesy,
and it finally evolved into a principals’ group for the purpose of dis-
cussing educational practices and other phases of administration.

The principals in the Detroit area formed a group called the
Suburban Principals’ Round Table. It is composed of principals
from Livingston, Oakland, and Wayne counties. This group meets
periodically, and the participants discuss individual problems and
try to establish a uniform procedure of operation.

There are many other such organizations in existence, and
the policy in these groups is to welcome the participation of any
Principal located in the area.

In addition to a general study of school policies and operating
Practices, some time is devoted to reports on recent trends, innova-

tions, and things of general interest to the group.
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The discussion of policy formation should in no way be in-
terpreted to mean that a standardization of education is the goal of
such a group.1 Their primary interest is a reasonable, logical,
and uniform method of transmitting records and information from
schdol to school, and of establishing a feeling of cooperation be-
tween personnel of different schools.

If a group such as the one referred to is to formed, it is
well to organize on the basis of size, because the methods involving
business machines and other expensive equipment which are em-

ployed by very large schools would be impractical for use in a small

school.

School Plant

Inadequate Office Space and Conference Facilities

In these times of expanded enrollment and overcrowded condi-
tions in the school, it is not uncommon for the principal to find him-
self faced with the problem of inadequate space and facilities.

The problem is further magnified when parents must come to
the school and find that the accommodations for conferences are in-

adequate. Many of the parents in the community feel that there
———————

1
Gaumnity and DeVilbiss, op. cit., p. 4.
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should be adequate space and facilities in the schools because their
taxes are so high. This is a misconception, for the tax money is ex-
pended for many things other than the building. However, many

think that the money is unwisely spent unless there is a showy dis-

play in evidence.

While the attitudes and prejudices of the parents are important

in this respect, the most important aspect of the problem is the wel-

fare of the child.1 Authorities in the field of counseling advocate

pleasant rooms and adequate space as a necessity to good counsel-

ing. This is true for parent conferences as well as for those with

students.
If office space is limited, a classroom adjacent to the main
office may be converted into a private office for the principal and

for use as a conference room. Should the conversion not be possi-

ble because of a shortage of classrooms for the instructional pro-

€ram, the next best thing to do is to make the facilities that are

available as pleasant and cheerful as possible. This can be done

by painting the existing office in attractive colors, hanging matching

draperies at the windows, and placing some pictures and plants in

1Richard O. Carlson, ‘‘An Administrator’s Guide to Community
structure,” Educational Administration and Supervision, XLII (May,

195¢), 292-300.
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the room. This will suffice for conferences involving a small num-
ber of persons.

For conferences that involve a greater number of persons or
group meetings, provision should be made to equip a classroom in
such a manner that the atmosphere will be conducive to effective
group work. Classrooms that are equipped with tables, chairs,
draperies, appropriate colors, and the other things that produce a
good atmosphere for conferences will also fulfill the best conditions

for effective teaching, so that the room will present a good learning

situation when being used for classes.

The success or failure of a conference of this nature can de-
pPend as much on the atmosphere created by the decor and furnish-

ings of a room as on its actual physical size.
Unsatisfactory Custodial Service

If the school janitor or school custodian does not do his work
to the satisfaction of the administration, an investigation should take
Place. The principal may find that the janitor is doing as much

WOxk as he is capable of doing, but is handicapped by the lack of

Te—

1H. T. Rosenberger, ‘‘A Proper Setting for Learning,”” Bul-
©tin of the National Association of Secondary School Principals,

——=3
XXXVIN (October, 1954), 23.

[
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proper tools and equipment. Age may also be a factor, as it has
been a common practice in many schools to hire older personnel for
this type of work. Many schools are understaffed in this department
and sometimes too much is expected of each individual. This prob-
lem deserves careful consideration. After a careful investigation
the principal should present the problem to the superintendent and
board and try to secure an adequate staff—both in number and with
respect to age—and adequate equipment and janitorial supplies.
Should it be determined that the janitor is really not doing
his work, the matter should be discussed with him and his respon-
sibilities should be reviewed. If his performance fails to improve
after this, he should be discharged. An important point to bear in
mind is that there could very well be a human-relations problem in-
Volved and that the unsatisfactory quantity and quality of the jani-
tor’s work may be a result of the way he is treated by either the

administration or the professional staff.l

In many schools the janitor is a powerful man in the com-
Mmunity. Superintendents and principals have lost their jobs because

they were not nice to the janitor.

1V. E. Anderson, ‘‘Janitor as Teacher,”” School Executive,
LXVI (November, 1947), 39.

|
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Because poor working conditions definitely have an adverse
effect upon a janitor’s performance, these should be improved if
they are substandard.

If a conscientious attempt is made to improve working condi-
tions and staff relationships, and the janitor still fails to improve

his work, the last resort is to discharge him.
Fire-Drill Policy and Procedure

In the state of Michigan, fire drills are a legal obligation
and must be held regularly. In most instances the local fire de-
partment will send a representative to the school once each month
to conduct the fire drill.

Though fire drills are held, specifically, to train students
and staff in the proper procedure to be followed in leaving the
School building in case of a fire, they also may be used to empty
the building promptly and in an orderly manner in the event of
Some other kind of emergency.

The procedure to be followed should be written, plainly
Posted in every room, and discussed with the pupils. The direc-
tions should send the children out of the room, down the nearest
Stairway, and through the exit nearest that stairway. The plan

Can pe altered slightly in order to balance the number of pupils

[P
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using the several stairways. In the event of an actual fire, some
exits and stairways might be impassable; for this reason the chil-
dren should be informed of an alternate escape route which may be
used if necessary. In order to establish familiarity with such a
situation so as to prevent panic in case of a real emergency, it is
a good policy occasionally to station a staff member at a stairway
or exit during a fire drill, with instructions to allow no one to
pass, thus forcing the students to use an alternate route.

When formulating the policy, there are several things that
should be considered. No parking should be permitted on the serv-
ice driveways or near the building, because cars thus parked would
Prevent fire engines from getting close to the school and might pre-
vent the pupils from leaving in a prompt, orderly manner. Exits
should not be equipped with storm doors or other devices that will
Prevent ready egress. Pupils should be assigned to hold the doors
Open, and the rest of the pupils should be instructed to keep mov-
ing until they are a good distance from the school—preferably
across the street. This eliminates the danger of being hit by a fall-
ing object and also permits easier access to the building by fire

éngines and firemen. Teachers should leave the building with their

ee———

1Jacobson, Reavis, and Logsdon, op. cit., p. 681.
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pupils and should be instructed to carry their class rollbook with
them in case an accounting of the pupils is required.

Before the teachers leave the room—and they should be the
last ones out—they should check to see that there is no one left
in the room and that electric switches and gas jets have been
turned off. The last person to leave the room should close the
door. The custodian or some person previously designated should
check the restrooms and other out-of-the-way places to ascertain

that every person is out of the building. Provisions should be

made for evacuating handicapped children.

When a building is erected, fire hydrants should be installed

close by. While it is important that the children leave the building

Quickly during a fire drill, speed in emptying the building is not
the prime objective. The main objective of a fire drill is an or-

derly, safe evacuation of the building.

Training Program for Maintenance Personnel

An excellent training program can be provided for all main-

tenance personnel. If there is no such training program, it is the

fault of the administration rather than of the custodial staff. The

IIbid.

o—
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The principal should not only realize that the custodial staff must
be trained in order to be effective, but he should be aware of the
facilities offered by near-by institutions.

Michigan State University offers such a service to the public
schools of Michigan. Arrangements can be made to secure special-
ists in all phases of school-plant maintenance. A short course is
offered at the university, also.

An in-service training program can be set up in the local
school by providing manuals, magazines, and other materials that
can be read and discussed by the custodial staff. This program will
differ from an in-service program for teachers in that the custodial
staff will not have the same desire as teachers to search the litera-
ture for aids, nor will the personnel be as capable of going ahead
on their own initiative. Consequently, they must be given much
leadership and incentive, and material must be provided them.

There are custodians’ handbooks and manuals that will give
them many ideas for making their work easier, more systematic,
and more effective.

The most effective training program will be one that is re-

quested by the custodians, but before they make such a request they

1Alanson D. Brainard, Handbook for School Custodians (Lin-
coln: University of Nebraska Press, 1952), p. 16.
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must feel that their work is important and must know what is avail-

able to them.

Liability for School-sponsored Affairs Held
at Commercial Establishments

No attempt is made here to give any legal opinion concerning
the liability of the school when skating, bowling, or other school-
sponsored parties are held at commercial establishments, nor to try
to presuppose what the courts might decide in any individual case.
If a situation occurs in which a legal opinion is desired, it is well
to consult an attorney who is familiar with school law.

The principal or the teacher can feel reasonably sure that
there will be little cause for legal suit if there is no negligence.

The school or school district, being an arm of the state, can-
not be sued unless it has given its consent. In many instances the
courts have not permitted suits against the superintendent or prin-
cipal, the reason being that they are considered to be officials of the
school district and, when acting in an official capacity, are also im-

nune .1 The law does not protect the teacher in this manner. Em-

Ployees in a school district act in loco parentis and therefore are

1E. C. Bolmeier, ‘‘Are School Board Members Officers of
the City or State?’’ American School Board Journal, CVII (May,
1946), 25-26.
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no more liable than the parents would be in similar circumstances.
The courts have generally ruled in favor of teachers in cases in-
volving injury where it was proven that they were not guilty of neg-
ligence.

It is impossible to state a rule of thumb as to what courts
will decide in an individual case unless all the facts are exactly
parallel to those of one previously decided.

The best practice to follow when there is the slightest possi-
bility of injury—and this is practically always—is to take every pre-
caution necessary to prevent any accident or injury. If principals
and teachers act in good faith and are honestly interested in the
welfare of the pupils, and if they take every precaution, it is un-
likely that they will be held responsible for injuries to students.1

Selecting Equipment for Classrooms
and Laboratories

When a principal is new to a school he must, in most in-
stances, delay requesting additional equipment until he is well ori-
ented to his position. If the beginning principal does request new
€quipment, he must be sure that he can demonstrate the indispensa-

bility of the equipment he requests. Furniture and equipment are

1Schram, op. cit., p. 201.
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budget items about which the principal is frequently consulted. Be-
cause of the great amount of money involved, the requests are not
granted without long, careful deliberation by the board. This being
the case, the beginning principal will generally not have the per-
suasive power to get his request approved.

A careful survey should be made to determine what equipment
is absolutely needed. Teachers in the rooms and laboratories or
departments should be consulted, and they should justify the need
of such new equipment.1 Their justification will aid the principal
when presenting the matter to the superintendent or to the school
board.

When the approval to purchase equipment is obtained, the
teachers who will use it should be allowed to help in selecting fur-
niture. They should be permitted to visit other schools and show-
rooms or in some way be given an opportunity to see the products
of the different manufacturers.

School equipment and furniture should be selected for its
beauty, durability, and usability.2 Many salesmen will elaborate upon

the fact that their furniture will last a long time, but seldom will

e ————

1Jacobson, Reavis, and Logsdon, op. cit., p. 624.

2William V. Godshall, ‘“Trends in School Building Equipment,’’
School Executive, LXXV (August, 1956), 75.
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they emphasize the fact that the furniture may not fit the pupils. It
is very common to go into a school and find pupils sitting at desks
or tables that were designed for much younger children. Furniture
that is not comfortable is certainly not conducive to good learning.

The most important phase of selecting furniture is to get the

recommendations of the teachers who will be using it.
Storage and Distribution of School Supplies

There should be a central supply room for the storage and
distribution of school supplies. However, this is not always feasi-
ble because of the lack of an available room.

The use of a central supply room enables the purchasing agent
to buy in greater quantities, thus reducing the unit cost of supply
items. There is another advantage in maintaining central storage
facilities, and that is the availability of supplies and other materials
to teachers when they are needed.

In addition to the central storage room, adequate supply clos-
ets should be provided in individual classrooms. In the past, the
Storage closet was accepted as a standard classroom facility. Clos-
ets were placed in locations that were convenient to the builder,
but they were narrow and quite inaccessible. In recent years,

Schoo] puilders and planners have recognized the importance of
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classroom storage closets and have built them so they can be used
to full advantage.

The central storeroom need not be limited to supplies. If
space permits, it may be used to store athletic equipment, audio-
visual aids, and many other things.

The school should employ a stockroom employee to keep stock
records, to assist in ordering, and to fill teachers’ requests for sup-
plies.

In larger high schools, departmental storage space may be
provided in addition to the central storeroom. These additional fa-
cilities are especially important for the band, auditoriums, library,
shops, cafeteria, art, and home economics departments.

The size of the central storage room will depend largely upon
how much departmental or individual storage space is available, but
the existence of a central supply storage room is important for sup-
Plying the needs of teachers and offices and to act as a central

contro],
Necessary Audio-Visual Equipment

An adequate amount of audio-visual equipment necessary to
OPerate a good program cannot be determined satisfactorily in a gen-

eral way. A ‘‘good”’ program is one which meets the needs of the
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pupils, and as pupils are different in different areas, programs will

differ from district to district; some communities consider an audio-

visual program an ‘‘extra.”’

Audio-visual materials cover a wide area—blackboards, maps,
globes, charts, and other such materials are considered audio-visual
aids. Blackboards and bulletin boards are assumed to be part of
the building, and will not be considered here. Maps, charts, globes,
and models are usually requested by individual departments and are
considered the property of these departments. They are not, as a
rule, included in the audio-visual inventory.

There are no figures available concerning the number of
pieces of equipment necessary for any given number of students.

This adequacy must be determined on the basis of the philosophy and

teaching methods employed in any given school.2

As a basic minimum, a school should have one 16-millimeter
Projector, a 2 x 2 slide projector, a record player, a radio, an
Opaque projector, and a projector screen. The numbers of each

Piece of equipment should be increased when the requests for their

. lEdgar Dale, Audio-Visual Methods in Teaching (New York:
he D xyden Press, 1951), p. 472.

N 2Walter Wittrich, Charles Schuller, Audio-Visual Materials
€W “Work: Harper and Brothers, 1953), p. 498.
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use make such increases necessary. In addition to the above-men-
tioned items, a magnetic tape recorder, delineascope, felt boards,

and a camera may be added.

Before purchasing any new equipment, a careful survey of

existing equipment should be made so the money available may be

expended to the greatest advantage.

An audio-visual director should be hired, either on a part-
time or full-time basis depending upon the extent of the program.

Films and filmstrips may be purchased on an extended-pay-
ment plan, and in a few years a film library of widely used films
can be assembled for little more than the rentai .costs. There are
lending libraries that make films available to schools. Some librar-
‘ies supply free films; others charge a nominal rental fee.

The audio-visual program should be closely scrutinized and

enlarged to become an adequate service as it is more widely used.

Superintendent and Board of Education

Board of Education Subsidization
of the Athletic Program

It should be completely understood that the extent to which a
School board is obligated to subsidize athletics is completely and

€ntirely dependent upon its discretion.
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Before a board makes a decision to subsidize the athletic
program, it should seek legal counsel. It has been well established
that it is legal for the board to spend money for an athletic field
or gymnasium, but it has not been established legally that they may
purchase athletic equipment. This is particularly true of special
clothing purchased for athletes. In an eastern state, suit was

brought against the board for purchasing six hooded coats, ten pairs

of basketball pants, and ten pairs of footless hose. The school

loaned the clothing to certain pupils to use while practicing for bas-
ketball games. When any pupil ceased to be a member of the team,

the clothing was returned to the school. This constituted a pur-

chase of articles that were not for the use of pupils in general and

the court ruled that the purchase was illegal.1

Many advocate the consolidation of interscholastic athletics
into the regular school program and, along with this, advocate that
the school board subsidize the program entirely. By holding prac-
tice gessions during regular school hours, and by not charging ad-
Mmissjon to games, it is thought that there will be better integration
Into the program. This philosophy may be sound, but for many

Feasons, however, the legal aspect of subsidizing must take prece-

dence over individual recommendations.

—_ee
l1Brine vs. City of Cambridge, 265 Mass., 164 N.E. 619 (1929).

1o -
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It should be pointed out that boards of education have par-
tially subsidized their athletic programs for years and probably will
continue to do so.

Principals should be aware of this as well as other legal
aspects involving the school, and they should recommend to the
board that the possibility of committing illegal acts be studied before
taking any definite action. It is solely the responsibility of the
board, but many times board members are not as familiar with

school laws as are the superintendent and principal.

Parents’ Complaints to the Board of Education

It is very common for board members to listen to parents’
complaints. Board members do not set up an office in the school
and schedule interviews, nor do they profess to take part in this
type of activity. Parents in the community know the members of the
board personally; they may live next door to them, or they may have
business contacts with them.

The practice of parents going to the board members will take
Place on the street corner, in stores, or in homes, but rarely in the
Schools. This is done because the parents are better acquainted
With the board members than with the administrators; they will re-

Ceive a more sympathetic ear, because the board member generally
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is not acquainted with what actually happened to cause the complaint.
A board member will often have a different philosophy of school ad-
ministration1 and may honestly agree with the parent rather than

the administrator. Another reason why a parent goes to a board
member with complaints is that he feels the board member is obli-
gated to correct a situation that he, the parent, thinks is unwise or
unfair. The board member must listen sympathetically because of
the necessity of getting votes; and, whether or not he does anything
about the situation, the parent voter feels that he has accomplished
his goal.

Many board members will refuse to make any promises or
recommendations in cases of this type. Their answer might be that
they will investigate the matter or will recommend that the principal
be contacted. In a nice way, they will inform the parent that the
school administration has been vested with the responsibility and
authority to operate the school,2 and the board will not interfere

unless there is a flagrant misuse of this authority.

1Will French, J. Dan Hull, and B. L. Dodds, American High
Schoo] Administration (New York: Rinehart and Co., 1957), p. 104.

) 2Ralph D. Purdy, ‘‘Cooperative Superintendent-Principal Re-
latlonship,” American School Board Journal, CIX (December, 1944),

-
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Soliciting Board of Education Assistance
in Formulating Written Policies

Persuasion and explanation are probably the most common
methods of convincing school boards of the need of written policies.

‘“‘By far the most important function of the school board is
the formation of educational policy.”1

It is evident that the policies which are set by the board will
determine the education in the community,2 not only at the time that
these policies are adopted, but in the future as well.

After the policies have been prepared, there should be a clear
understanding on the parts of the school board, the superintendent,
and the principal concerning interpretation and execution of school
policies.

The board of education is legally responsible for policy formula-
tion in the school, but this does not exclude the. administrators and
staff from taking an active part in the formulation of a written policy.

Unless the principal has instructions to the contrary, he

should ask permission to organize a committee to study the need for

1Americzm Association of School Administrators and National
School Boards Association, Written Policies for School Boards
(Washington, D.C.: The Associations, 1955), p. 5.

2French, Hull, and Dodds, loc. cit.
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a written policy. When the study has been completed, and it has
been decided that there is a need for a written policy, the commit-
tee should seek an audience with the board of education, either as
a group or through a representative, to convince the board of this
need.1 This procedure will take some time, but when completed,
and a presentation made, there is a much greater chance of the
board preparing a written policy.

The literature perused seems to indicate that many échool
districts lack written policies.

School board members will say they have a set of policies,
but that they are not written. This does not excuse the fact that a
written policy is necessary. Unwritten policies are generally based
upon tradition, which in itself is not bad, but there is great latitude
for making exceptions and in causing confusion in the staff through
misunderstanding. The clearly written school policy can be made
available to each employee, and it can spell out very definitely the

policies of the school.

*

The Principal’s Role in Public Relations

If the principal recognizes a weakness in the educational pro-

8ram iy hig school or in the over-all program of the district, he

—_—

1Willard S. Elsbree and Edmund Reutter, Jr., Staff Per-

Sonnel jn the Public Schools (New York: Prentice-Hall, 1954), p. 2172.
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may wonder if he should expose this weakness to the community
even though the superintendent paints a rosy picture of the school
system. Until very recently, superintendents did not encourage
principals to participate in promoting public relations in the com-
munity. In fact, they frowned upon the practice and in many in-
stances forbade the principal to express his views publicly. The
present trend is for the superintendent to encourage the principal
to interpret school policies and to discuss the effectiveness of the
educational program with the people in the community.

This being the case, the principal should keep the public
informed of what is happening in his school. He should point out
the strengths and weaknesses. In doing so, he should not criti-
cize unduly the weaknesses or complain without making an effort
to provide a solution to the problems.

The principal should be discreet, and in any speeches, arti-
cles in the local press, or conversations at clubs or other organi-
zations he should cite weaknesses in order to improve the situation.
If this jis done, the public will probably come to the aid of the
School. If the remarks are made in a sarcastic, pessimistic man-
Ner, they will further hinder progress, and, in fact, may make the

Situat ion worse if the public loses confidence in the principal be-

. .. 1
Cause of his pessimism.
\

1Purdy, loc. cit.
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The interpretation of the schools should not be neglected un-

til a crisis occurs. There is considerable evidence to show that
schools which have a good public relations program, whether car-
ried on by the principal or by others, have enjoyed much better

community support and have avoided certain crises related to poor

public relations.

When participating in a program of disseminating information
to the public, one should be especially careful to be honest about

the point being discussed. Do not make it any darker than it really

is, and do not alibi for failure in the area.

Scheduling

Elimination of Study Halls

It is clear from a review of the recent literature and from
interviews with experienced principals that there is a definite trend
In schools toward the elimination of study halls. Many schools do
ot at the present time have study halls, as such. However, in some
inSt*’i-l'lces where schools have tried to eliminate study halls they have
beer unable to do so because of community attitudes which insisted

that the children be given time during the school day to prepare

the <
heir jessons.
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A step away from the traditional type of study hall is the
library—study hall plan. The library is used as a study hall, but
formal study hall methods are not employed. The librarian can aid
the student in securing reference material, and student attendance
may or may not be mandatory, depending upon the school policy.

An extracurricular-activity program may be set up to provide
different places where students may go during the scheduled study
hall period. The pupil has the choice of several activities that
may be attended, and may choose to participate in one of them.

The activities may be arts and crafts, clubs, interest groups, or

similar activities. Where this has been tried, it has been found that
in the beginning many students remained in the study hall during this
period, but in a matter of one or two weeks practically everyone
was taking part in some activity.

Study halls may be eliminated by extending the length of each
class period. By doing this, part of the period can be used for lec-
ture and assignments, and part can be used for preparation and in-

dividual instruction. Where this procedure is used, the pupil is able

to Prepare his lesson under the supervision of the teacher who

1Rosenberger, loc. cit.
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makes the assignment and who is familiar with what is to be done
and the method by which it is to be accomplished.

The trend definitely is toward providing time during the school
day for preparation, and away from assignments to be done at home

after school hours.
Use of the Library for Supervised Class Study

Perhaps the best way to stimulate pupils to use the library
is for the principal to make sure, through scheduling, that all pupils
are in the library regularly some time during the week, preferably
during the day. As pupils use the library and become more accus-
tomed to it, they will feel more at ease, become more interested,
and benefit from using the library.

The library should have a cheerful atmosphere and be con-
ducive to good learning. In the past, libraries were a series of
b00‘1‘:s'.helves, tables, and racks. It was a place of absolute, com-
Plete quiet and placed a strain on pupils trying to work under con-
ditions that were not common to tl;eir behavior.

After the setting has been made more attractive, the person-
nel should be selected for their ability to work with children and
to offe assistance cheerfully and reazdily.1

\
1 French, Hull, and Dodds, op. cit., p. 3I2.
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A plan may be worked out between the librarian and the

classroom teacher to use the library quite regularly in a learning
situation. During the first semester in high school, pupils should
be taken to the library during a classroom period and the librarian
should explain the facilities and familiarize the students with meth-
ods of using the library. A library unit which will elaborate on
the information secured during the library visit may be taught in
the classroom. The librarian may schedule special periods for
classes to come to the library for group work. Appropriate books
and materials may be placed in the classroom for extended periods
of time, to be used as references by the students.

The success in this method of library work depends largely

upon the relationship between the librarian and the classroom

teacher and on creating a desire in the students to use the library.
Length of Class Periods

The length of time allotted to a class period will determine
the type of schedule that can be made in a high school. If periods

are 38 or 60 minutes, it is customary to have six such periods

Pri 1Vernon E. Anderson, Paul R. Grim, and William T. Gruhn,
R:;&ci&les and Practices of Secondary Education (New York: The
Nald press, 1951), p. 393.
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during the day with a portion of each classroom period devoted to
supervised study; when 40- or 45-minute periods are used, it be-
comes necessary to schedule double periods in laboratory science
classes to meet the requirements of the North Central Association
of Secondary Schools and Colleges.

Data compiled by Davis and Simon1 indicate that there is a
definite trend toward longer class periods, and within a decade they
may become the common practice. The longer period is considered
to be 55 minutes in duration, and the school day consists of six
such periods plus a lunch hour.

The use of longer class periods reduces the number of dif-
ficulties usually encountered in making up a schedule. Almost 50
percent fewer conflicts arise when the longer class periods are
used. Shorter classes necessitate double periods for certain sub-
jects. In eliminating these conflicts, the pupil is able to select his
classes and meet the necessary requirements without taking many
Courses with another grade level.

If the principal finds himself in a situation where more
classes are scheduled during the day, it may necessitate a slight

—_—

Hi 11. D. Davis and D. L. Simon, ‘‘Class Schedules of Large
S‘Gh Schools in Indiana,’”” Bulletin of the National Association of
2&Condary School Principals, XXXI (November, 1947), 22.
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revision of the credits required for graduation. In most instances,
where more class periods are scheduled during the day, however,
the pupil is generally required to enroll in a study hall or a double-
period class, and the total number of credits earned is the same.

The longer class periods might well be accomplished by the

elimination of study halls.

Altering Examination Schedules Due to
Conflicting Bus Schedules
Ordinarily it is not advisable to change or alter examination
schedules to fit bus schedules, but it may be necessary to alter them
in an emergency or because of specific local conditions. Whenever
there is a change in a schedule or operating procedure, it causes

confusion and frustration to the pupils, as well as affecting the
teachers adversely.

Being familiar with the situation that may cause such a change
in a community will be very helpful in eliminating such changes. If
there is a possibility that the examination schedule will be held dur-
g howurs different from the regular classes, careful planning should
be done when preparing the schedule.

This problem may exist when the school buses are transport-

Ing both high-school and elementary-school pupils. Planning and
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cooperation between the several principals involved will minimize
the problem considerably.

It is a custom in some schools to have the classes meet dur-
ing the regular, scheduled period, and to permit the pupils to take
part of the final examination each day over a period of from three
to five days. I this procedure is followed, there should be no
problem with transportation, as the buses may operate on their regu-
lar schedule.

The above plan may be modified by combining classes, thus
permitting pupils to spend double the length of time at a single sit-
ting. For example, the first-period class could meet during the
first and second periods one day and the second-period class could
meet during the first and second periods the following day. On the
first day, the odd-numbered classes could meet, and on the second
day the even-numbered classes could meet. It could also be modi-
fied to combine three class periods, but such an arrangement would
require three days for the rotation instead of two.

It is well to dismiss children at the regular time whenever
Possible, in order to cooperate with the many parents who work or
who, for some other reason, usually are away from home during the

day. It will save them the trouble of making special plans when

e e e ————
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pupils are excused early. If the bus schedule must be altered, the

principal should notify the parents of the change.
Scheduling Health Examinations

There will be a variation in the scheduling practice in the
event of planning a schedule with the nurse for hearing, sight, and
physical examinations, depending upon whether the examinations are
made by a local school nurse, who may set the days that she can
devote to any one school, or by a city or county visiting nurse.
The school nurse, being a member of the staff and spending all of
her time in one school system, can operate within a broad, variable
Schedule, while a visiting nurse from another locality must schedule
examinations during her assigned days.

The practices can be very similar except that the entire
program can be completed in a shorter time if done by the local
nurse.

In setting up a schedule, the principal should endeavor to
reach every pupil with the least amount of confusion. An expedient
Way to accomplish this is to make the examinations during the regu-
lar school day and schedule pupils from the classes where the

greatest number are in attendance.
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One such class is physical education. Unless the facilities
are not adequate, pupils take physical education during each se-
mester in high school. If the examinations are made during gym

period, it is possible to reach every student except those handi-

capped, ill, or excused. This also permits the examinations to
be made without disrupting any other area of the school.

When conditions are such that students in all grades do not
take physical education, the examinations may be scheduled during
the English classes. There are very few pupils who are not in one
of the English classes during the day. The disadvantage of schedul-

ing health examinations during the English classes is that the pupils

lose one day of English; if the same method is used for many pcca-
sions of this nature, it would not be fair to have pupils miss this
class so often.

Whichever method is used, there should be a time scheduled
at a later date to accommodate any student who was absent from
school or who for some other reason was not examined.

It is a better practice to schedule the health examinations
during the physical education class time, if possible, because there

Is a vVery close relationship between the two. In fact, the physical
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education department of many schools will perform this type of ex-

amination each year as a regular part of the program.
I1.Q. Tests As a Basis for Counseling Seniors

Intelligence tests, as well as aptitude, interest, and adjustment
tests, should be given to high-school seniors as a basis for counsel-
ing. The testing program can be modified somewhat by giving some
of the tests in the eleventh grade

Giving tests in the eleventh or twelfth grades does not mini-
mize the importance of testing of pupils in lower grades, but it is
important to test the pupil shortly before he leaves school. School
guidance programs seek to help the pupil make wise choices so that
a better measure of growth and development may result from the ex-
Periences available to him in school.

At the twelfth-grade level, the pupil is beginning to think
about his life after high school. He is more mature at this level,
and hjs interest may have changed from previous years. Counseling

Will pe more effective if recent test results are used rather than

T®Sults obtained at a different age level.
\

1I..eonard V. Koos, et al., Administering the Secondary

% (New York: American Book Company, 1940), p. 120.

2French, Hull, and Dodds, op. cit., p. 401.
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The results obtained from tests taken at the twelfth-grade
level will be a more accurate measure of what the pupil wants to
do the following year, his maturity and experience in high school

probably having altered his earlier interests.

Many recommendations will be sent from the school to places
regarding the graduating pupil, and the recommendations will be more

accurate if they are based upon recent tests.

The counseling done at the twelfth-grade level differs from

that of earlier years in that it is focused upon a slightly different

area than that done earlier. It is concerned with making recommen-

dations for a phase of life different than that to which the pupil has

been accustomed, rather than for improvement in a specific subject

Proficiency.

Adult-Education Program

The first step in organizing an adult-education program is
Publjcity. If there are no provisions made for adult education in the
sch()ol, the principal will receive very few requests for clésses.
The publicity may begin with newspaper articles outlining the need
for this type of program. Education is a life-long need, and adults
Are jnterested in attending classes. They cannot know, however,

the specific courses in which they would be interested, or what
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requests to make, unless they know what is available to them. The
curriculum should shift constantly as the needs of the people are
lezu'ned.1

After the information has been disseminated and requests have
been made for such a program, a director of adult education should

be chosen. The director can make a community survey to determine

the courses to offer and to select teachers for these courses. The

problem of securing teachers will be very slight because there will
be a sufficient number of volunteers from the regular staff to ful-
fill the need adequately.

The adult program may be operated in cooperation with local
industries, which will prove helpful in securing teaching aids such
aS scrap steel for the welding shop, or other similar materials.

In most communities, local industry is very much interested
in an evening program and will help in any way possible. This is
also true of labor unions, as it is a way of upgrading their mem-
bers or teaching the members a new trade.

The method of teaching and the areas of instruction will

Vary gsomewhat from the regular program because many adults will

—_—

a 1Charlene Sampson, ‘‘Business Education Conducts Appropri-
te Adult Programs,’’ Bulletin of the National Association of Second-

ATy School Principals, XLI (January, 1957), 86.
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attend to learn a specific art, trade, or subject; their needs should
be satisfied without spending much time on historical background or

other things that are done in the regular program for the purpose of

general cultural enrichment.

Night-school classes will normally be smaller than those at
the high-school level, and much individual instruction should be
given.

There is, in most instances, a fee to pay for heat, lights, and

teachers’ salaries, but it should be kept to a minimum. The cost to

the individual can be further reduced if contacts are made which

will rxesult in business, industry, or labor paying a portion of the

tuition cost.

Conferences, Meetings, and Allocation of Time

Planning Preschool Conferences

The preschool conference has become a standard practice in

most schools during the last decade. It should be planned to improve

the teachers and to help them to do a better job of teaching young-

sters.

Ibid.
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The planning should be done by a group composed of teach-
ers, and it is wise to have an administrator as one of the members.1
The membership should be representative of the several schools in
the system. The representatives may be chosen for this particular
purpose, or they may be a group that has already been formed. If
there is a superintendent’s advisory council or some such committee
whose membership is representative of all the schools, it would be
well for this group to be responsible for the preschool conference
every year.

The committee should decide upon a program that will fit into
the time which has been allotted by the board of education. A
Speaker should be selected who is an inspirational person and who
will put the teachers in an optimistic frame of mind to begin the
year.

The time allotted for the program will vary depending upon
whether the conference is to be planned for an entire week or for
one day. In some schools teachers are paid on an eleven-month
basis with the twelfth month being devoted to preschool conferences

Combined with an in-service training program.

v 1William A. Yeager, Administration and the Teacher (New
Ork: Harper and Brothers, 1954), p. 281.

;
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The first meeting should begin with a social period or break-
fast. Following this, the superintendent should extend his welcome
to the staff, introduce new staff members, and explain the conference
procedure.

The next session should be a general meeting where the se-
lected speaker will deliver his message. It is quite common to have
an informal question-and-answer period following the address.

The following session or sessions should be devoted to small
group discussions. Teachers should be given a choice of which

group they will attend, so there should be a preassigned topic of
discussion and a chairman for each group. A permanent chair-
man and recorder will be chosen after the group has met. The
groups will meet in as many sessions as the alloted time will per-
mit.

The last session should be another general meeting for the
purposes of evaluation and any necessary emergency announcements.

The time allotted for a preschool conference should provide
for a building staff meeting and a period where teachers are free
to arrange their rooms, obtain supplies, and perform the several

tasks necessary for the opening of school.1

\

1Jacob.szon, Reavis, and Logsdon, op. cit., p. 60.
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It is well to plan a day later in the year as a follow-up of
the preschool conference to ascertain whether any of the recommen-

dations made at the conference have been put into effect and to what

extent.

Conference Participation

In order for a high-school principal to be effective in his
work, he must be aware of what is happening in the school. If he
is to be informed, he must participate in such conferences.

The assistant principal—if the school is large enough to war-

rant having one—may attend some of these conferences, leaving the

principal free to do other things. In this case the assistant should

keep the principal informed of what transpired at the conference,

but he can do this in a relatively short time.

Some principals delegate responsibility for such problems to
Others, but by so doing they lose contact with school operations and
are not effective in their work.

Conferences with probation officers and attendance officers
c°n°erning pupils are generally necessary because problems exist
With regard to individual students. In most instances this problem
1s Urgent and needs immediate attention; duties must be delayed be-

“Ause of the nature of the emergency. Therefore, it is not always
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possible to fit the conferences into the school day at any set time;

the principal must take them as they come and leave the routine work

far a later time.

This particular problem is minimized when there is an assist-
ant principal in the school, but it becomes a serious problem in the
small school when the principal must teach classes part of the day.
In the latter instance the pupils in the class will suffer because of

the many interruptions, so every step should be taken to free the

principal of classroom obligations.
If the conference is for the purpose of interviewing a student
who is on probation or concerns an attendance problem that is not

serious, the principal need not be in attendance. The probation offi-

cer may interview the pupil privately, and the attendance officer may

work with the pupil and the teacher involved.

The solution of this problem will depend upon the size, per-

sonnel, and organization of the individual school.

Closing School for Teachers’ Meetings

One of the striking characteristics of the teaching profession
has been the emphasis placed upon the continued education of teachers.
Teachexr institutes began in 1839, and over the years this method of

in- - ‘o . g
N-service training has survived over many others. The institutes
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have been considered very instrumental in improving teaching effec-
tiveness.1

Some communities feel that it is extremely valuable to make
provisions for teachers to attend institutes, even at the expense of
excusing the pupils from school. Other communities look with dis-
favor upon closing the school for any reason. The conflicting phil-
osophies in this matter indicate that whether or not schools are
closed for the purpose of teacher clinics and conferences depends
largely upon the community.

Some institutes have been held on Saturdays or other non-
school days, but as a general rule teachers dislike to participate in
conferences on these days. Because of this feeling, the Saturday
cob.ferences have not been as successful.

The high school has developed into a series of more special-
ized areas. Many subject departments conduct conferences, clinics,
and other meetings that emphasize that particular department. Most
confer ences are planned so that different areas have their con-
ferences at different times, thus making it possible for teachers to
attend the conferences and clinics of their choice during the school

yeéar, without need for the school to close. This necessitates

\

1
Yeager, op. cit., p. 247.

——
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securing substitute teachers for those who are away. An extra
teacher may be hired to fill in for teachers who are absent because

of illness; this teacher may also be used for other special purposes.
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CHAPTER III

FACULTY

Supervision and Evaluation

Letters of Recommendation

There are two general types of recommendation letters that
concern high-school principals. One type is for the evaluation of a
teacher for the purpose of retention or placement on tenure; the
other is for the recommendation of a position elsewhere. The type
of letter will vary slightly because of the nature of the information
being transmitted.

If a school district has teacher tenure, the law states that
the teachers must be placed on tenure after the second year of em-
Ployment. When a letter of recommendation is written it should state
the outstanding accomplishments of the teacher, the ability to get
along with others, and the person’s potential in education. This
type of letter should emphasize the potential because in many cases
the teacher has not yet found himself in the short period of two

Years. The board of education or the tenure committee is concerned

100
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primarily with the teacher’s potential and the teacher’s future value
to the system. This potential is judged primarily by past perform-
ance, so it should be as accurate as possible. The teacher should
rec eive a copy of the letter, and it is advisable to discuss the con-
tents of the letter with the teacher before it is written. The discus-

sion with the teacher before writing the letter may clear up some .

points that the principal is not sure of, and a more inclusive letter
will result.

A letter for a job recommendation will emphasize past per-
formance, special skills, and ability, rather than speculating upon the
future. A letter for this purpose may or may not be discussed with
the teacher, and a copy is seldom given to the teacher. The princi-
pal should be fair when writing a recommendation for this purpose.
The teacher should be helped if he wishes to improve himself, and
the principal should not be vague nor should he send a poor recom-
mendation for the sake of keeping the teacher. A poor recommenda-
tion may insure the teacher’s staying at the school, but it may hurt
his chances of improving himself in the future. The principal has a
moral obligation to be fair even though it means losing the teacher.
On the other hand, the principal should not go overboard with his

Praise if it is not a true picture of the teacher.
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Conferences with Teachers Following
Observation of Classes
The techniques of conferring with teachers after observing
the class will depend largely upon the relationship created prior to
the observation and also to the impression created during the obser-

vation.

One cannot change his personality or impressions that others
have of him in a short time.

The principal or any other supervisor must first win the con-
fidence and respect of the teacher. He must make the teacher feel
that he is trying to help and that suggestions are given for that pur-
pose.

When observing, the impression of real interest in the class
should be given. Do not—as some supervisors do—walk into the
room with a long face, sit down, open a notebook, and take notes.
This will do more to frustrate a teacher than any other action. A
frustrated teacher will not teach a good lesson and the pupils will
not respond. As a result, the interview which follows will be un-

successfy], 1

—_—

Willard S. Elsbree and E. Edmund Reutter, Jr., Staff Per-

So‘mz\elin the Public Schools (New York: Prentice-Hall, Inc., 1954),
p. 235,
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If the principal is cheerful and understanding and if he makes
himself as inconspicuous as possible during the observation, the teacher
will feel at ease. The interview will be conducted on a friendly
basis and the teacher will accept recommendations more readily.
Teachers have a certain satisfaction in evidences of their achieve-
ment. Such evidences offer an opportunity for specific suggestions
designed for improvement.1 |

This problem deals with an intangible—personality—and, try
as he may, the principal who does not have a deep feeling for others
Wwill invariably use the negative approach in this situation.2

When observing the classes of more experienced teachers the
attitude of being helpful may not be appropriate. In this instance the
display of real interest or curiosity may be used. Here again a friendly

relationship should be created before steps are taken in observation.

Selection of an Advisory Committee
on Purchasing

The request for new equipment or furniture will be made by
an ijndividual teacher or a group of teachers in most instances. The

Principal rarely initiates the request because, in the first place,

1William A. Yeager, Administration and the Teacher (New
York: Harper and Brothers, 1954), p. 304.

s 2Ward Reeder, The Fundamentals of Public School Administra-
~1On (New York: The Macmillan Company, 1958), p. 131.
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there is always a budget to limit such purchases, and in order to
fulfill the requests that are made by others the money allotted is
entirely expended or the requests may exceed the funds allotted.
The principal does not have money available to make additional re-

quests. Secondly, he is not in the classroom, shop, or laboratory

using the equipment every day and probably does not realize that
certain things are needed. He must depend almost entirely upon his
staff for requests and should inform the teachers of this. Equipping

and making use of the physical facilities of a high school call for

careful and cooperative planning.1

The type of furniture or equipment to be purchased will de-

pPend upon its location. The need will differ in the several subject-

area departments, and even among different teachers within the same

department. The science teachers will have different needs than the

history teachers, and they will both differ from those of the voca-

tional education teachers.

If a committee is formed, it must include members from the

department making the request. These are the people most familiar

With the needs. Others on the staff may be selected who can contribute

\

1Walter H. Gaumnity and Wilbur DeVilbiss, Cooperative Plan-
Ning, pamphlet No. 102, U.S. Office of Education (Washington, D.C.:
Government Printing Office, 1947), p. 14.
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much in the way of advice or as a balance to minimize the selection
of furniture that is too specialized or impractical. ‘‘Active partici-
pation in building by staff and community consistently produces better
products.’ 1

There can be a permanent committee for this purpose, com-
posed of representatives of each department with the addition of the
teacher making the request as a temporary member for that particu-
lar purpose. The special informal type of committee is recommended
over the permanent committee because it will be interested in the
particular purchase, and also because a series of informal commit-

tees -wwill vary their methods of equipment selection.
Obtaining Sponsors for Extracurricular Activities

Sponsors of clubs and activities should be selected in accord-
ance with their interests. In any school the interest area of indi-
vidual teachers will vary considerably. The interest of any given
teacher will manifest itself shortly after the teacher becomes a

Membex of the staff.

\

S 1B. J. Chandler and Paul Petty, Personnel Management in
SChoo1 Administration (New York: World Book Company, 1955), p. 77.

-
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Some pupil clubs and organizations may be extant in a school
because of tradition; others may be formed as a result of certain
common interests.

In many cases teachers will volunteer to act as sponsors of
clubs that display interests similar to their own.1 They will be
stimulated to volunteer for sponsorship of a particular activity by
the students. Teachers are interested in young people and will enjoy
working with activity groups, especially if the activity is within the
special-interest realm of the teacher.

There is a problem created in many instances because the

extreme popularity of an individual teacher results in each club or

organization requesting him. The principal can be a great influence

in regulating the number of activities any given teacher should spon-
sor. The teacher should not be permitted to sponsor so many ac-
tivities that it becomes a burden either at the expense of his per-
Ssonal well-being or neglect of classroom assignments.

When sponsors are needed the pupils may seek out the teacher

they want as a sponsor or they may come to the principal. In the

. 1Edgar G. Johnston and Roland C. Faunce, Student Activities
In Secondary Schools (New York: The Ronald Press, 1952), p. 134.

2Yeager, op. cit., p. 170.
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latter case the principal should recommend certain teachers who have
displayed an interest in the area. He can either suggest that the
pupils contact the teacher or he may talk to the teacher about the
sponsorship.

Whether the teacher requests the sponsorship or is asked by
the principal to act in this capacity, the assignments should be en-
thusiastically received.

Friction among Staff Members Concerning
Requested Student Absences

Classroom teachers object when the coach, band director, or
others excuse students from academic classes. This is a problem
of precedent, tradition, lack of policy, or lack of leadership. The
Problem also implies lack of cooperation among staff members.

The most important thing to remember is ‘‘what is best for
the child.”’ The function of the school is to provide a well-rounded
education for the pupil.1 It is important that the pupil be excused
from school occasionally to participate in athletic contests, band
Concerts, and other activities. These experiences are every bit as
important as academic participation because of social adjustment, but

It is also important that the student attend classes.

\

1 bid., p. 379.

- - —
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If at all possible, the pupil who is on an athletic team or in
the band should schedule gym, music, study hall, or a nonacademic
class the last period in the day. I this type of scheduling is not
possible it can be settled by cooperation between the teachers.

There may be a long-standing antagonism which exists between
the coach and the classroom teacher, and the objection may be caused
by a personal dislike of athletics or the coach, rather than because
of the amount of classwork the pupil will miss.

To resolve the difference in attitude, leadership and very
careful human-relations work on the part of the principal is neces-
sary. 1 One method is to call both parties into the office, explain
both sides of the question in an impartial way, and endeavor to reach
a suitable agreement.

Another way of resolving the problem is a discussion at a
general faculty meeting. The difficulties can be discussed by the
entire group and a solution may be reached.

In either case the principal should remain impartial; however,
if either party becomes stubborn or unreasonable about cooperating,

the Principal should make the decision for the particular case at hand.

\

R 1L. M. Christophe, ‘‘The Principal and the Improvement of
selationships,” Bulletin of the National Association of Secondary
2¢hool Pprincipais, XLI (October, 1957), 55.
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Many of these problems will arise, and a method of eliminat-
ing the controversy is to incorporate the operating procedure in
the statement of policy.

Effective Use of Bulletins for Communication
with Teachers

The problem concerning the proper course of action regarding
teachers who do not read bulletins was included to impress upon the
beginning principal the importance of administrative bulletins. The
fact that teachers do not read the bulletins is of lesser importance.

If the contents of the bulletins are consistently worth while,
the problem of teachers who do not read the bulletins will be insig-
nificant. Bulletins should not be distributed unless there is some
worth-while information in them.

One principal in the state of Michigan writes a daily bulletin.
He was troubled because the teachers apparently were not reading his
daily message. It finally developed that they would not even pick up
the bulletin. He solved the problem by insisting that each teacher
turn hijg keys in af the office each night before leaving the building.
As the keys were handed to the teacher in the morning, by the prin-

¢ipal personally, he would present the teacher with a copy of the
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daily bulletin. This principal would frequently question the teachers
at faculty meetings on items that appeared in the bulletin.

The best practices to follow are these: (1) Make the bulle-
tin a worth-while method of communication. (2) Do not put out bul-
~ letins so frequently that the staff resents them. (3) Do not let the
bulletin become a phobia that causes an emotional upset to staff
morale.

When the principal enjoys a good relationship with his staff
and when he is around the building enough, frequent bulletins are
not necessary. If information must be given to the staff it can be
done by the use of a short, informal notice. The principal who
abuses the use of bulletins is probably the person who locks him-
self in his office all day and forbids much teacher-principal rela-

tionship.
Enforcing Punctuality in Class Dismissal

Convincing teachers that they should dismiss their classes on
time so that students will not be late to the next class is a matter
of school policy and 'teacher cooperation. Some teachers feel that
the Subject they teach is the only important thing that happens to a
youngster while he is in school. They have no regard for the feel-

ing of others, and they regard other classes as a waste of time.
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Of course this is the extreme case, but this attitude is prevalent in
varying degrees in many teachers.

The awareness of this situation will first be manifest through
the complaint of another teacher, and the principal should investigate.
If it happens once, it may be that the teacher lost track of the time
or something unusual happened in class, or it may have been just an
error. In this case no action is necessary. I« it continues, how-
ever, the principal should talk to the teacher and inform him that it
is necessary to dismiss his class on time in fairness to all concerned.
If the practice persists in spite of the principal’s suggestions, then
he should be stern and insist that all teachers dismiss all classes
on time.

The principal may prefer to make a general announcement at
a faculty meeting concerning the importance of dismissing classes on
time. This may solve the problem, but if it doesn’t the principal
should not belabor the point in subsequent meetings; he should set-
tle the issue with the offending teacher personally.

Here again, a good school policy can eliminate a problem or
at least give the principal an opportunity to insist that regulations
be followed without seeming to make it a personal issue or giving

the impression of finding fault with a particular individual.
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Habitual Tardiness of Teachers

A principal should be understanding about the tardiness of
teachers just as teachers should be understanding about the tardi-
ness of children; however, the practice of teachers being habitually
tardy should not be tolerated. The teacher has an obligation to the
school which employs him, just as any other employee has an obli-
gation to his employer.

A teacher may be late for work occasionally due to illness in
his family, or because of other personal obligations that are impor-
tant to him. This teacher should not be considered habitually tardy,
because emergencies do exist, and the principal should be understand-
ing in such instances.

The teacher who is habitually late for work over a long pe-
riod of time is probably one who possesses an irresponsible attitude,
and the effectiveness in the classroom probably reflects this attitude.

There should be a policy that spells out the length of the
schoo1l day, and a delineation of the action which will be taken if
the rje is violated. The teacher should be warned that he must
b on time and shbuld be informed of the consequences if he is not.

I the practice persists, the principal should report the teacher to
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the superintendent, who in turn should request the board to take ac-
tion if necessary.

Some principals employ methods of ascertaining whetler or
not teachers arrive at the designated time in the morning, but do not
themselves set an example by arriving on time. They may try to
justify their actions by stating that they worked late the night be-
fore or that they did some of their work at home where they would
not be disturbed. Although they may think that they are offering
sufficient reason, their remarks may be resented by the staff. The
principal should set a good example. If he expects the staff to be
on time he should be on time also. The principal may enlist the
aid of other teachers informally and attempt to solve the problem
by group-pressure methods.

Communicating to Teachers the
Purposes of the School
The fact that the school is operated for the students—and not
for the teachers—is something that the principal cannot tell the
ttacher directly, either by making an announcement in a faculty
Meéeting or by stating it in a bulletin.
The philosophy that the school is for the child should be given

n the teacher-training institution or should be accumulated over a
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period of years in the profession. If the teacher has not acquired

it by the time he is actually teaching, it will take a long time to

implant the notion.

If only a few on the staff display the attitude that the school
is operated for the benefit of the teachers, they may change their

minds by association with others on the staff who are correct in

their beliefs on this subject.

If a majority of the staff members feel that the school exists
for their individual convenience, it will take a considerable period
of time for the principal to instill a more professional attitude in
his staff.

A good method of changing an undesirable attitude is an in-

service training program. The beginning theme could be in the area

of socialization, followed by information concerning teacher obliga-

tions in working with others. After the teachers have developed a

Cooperative attitude and have learned to discuss personal teaching
Problems or those of the school freely,:l the program should be di-
rected toward the subject of teacher attitudes and obligations toward

childrep, The latter area may not be necessary, for if the group is

\

T 1Lloyd W. Ashby, ‘‘What Supervisory Practices Promote
cea‘}her Growth and Cooperation?’’ Bulletin of the National Asso-
Yation of Secondary School Principals, XXXVI (April, 1952), 26-32.
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able to air its problems and discuss freely the purposes of educa-
tion, the undesirable attitudes may change.

This self-centered disposition is brought about many times
because of low staff morale caused by poor leadership. The princi-
pal is the educational leader of the school, and his own attitude will
be reflected in those of the teachers. A good optimistic philosophy
displayed by the principal will create an atmosphere in which poor

attitudes will be minimized.

Professional and Instructional

Minor Frictions among Teachers

The presence of bickering and disagreement among faculty
members caused by gossip and clique action is really the result of
low morale. This may be caused by the personality of the principal
or by a change in principals. If an autocratic principal is succeeded
by a democratic person, or if an autocratic principal follows a demo-
cratic principal, the effect upon the staff will be tremendous. Teach-
€rs Jlearn to operate under one kind of administrator, and if the ad-
minj strator is suddenly replaced with one of a different type this
Causes frustrations among the staff members. Teachers will not

know where they stand or what is expected of them. ‘‘Experience
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has shown that discontented employees spend as much effort fighting
the administration as they devote to their daily assignments.”’
The experienced person who comes into a school as the new

principal will recognize this and will endeavor to know the type of

administrator that he follows. If he desires certain changes, he will

proceed slowly and make the transition gradual. The inexperienced
principal may not be acquainted with the pitfall of sudden change,
and he will in many instances try to changé the school overnight.
This is a method he uses to impress the board and superintendent,
or the staff, that he is progressive and ambitious.

One method of eliminating disagreements is by the group-
thexrapy method. If gossip or clique action is present, the shy per-
son or the one who does not rush to participate in this sort of be-
havior will probably feel better about voicing his feelings in a small
group rather than individually.

As the group becomes better acquainted, the self-confidence

of the sensitive teacher will be strengthened and a more friendly

feeling among staff members will result.

A principal should not spend a great deal of time listening to

80SSip or pessimistic conversation. He should refuse to take part

\
1Elsbree and Reutter, op. cit., p. 265.
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in this activity and try to pass on to his staff an optimistic attitude.
Honest praise is a far greater incentive to future development than
sharp reproof, no matter how greatly merited the latter may be.1
Extension of Teacher Responsibilities
beyond Classes

All teachers are aware of the fact that their responsibilities
do mot end when class is out—that they are responsible for student
conduct in the halls, assemblies, lunchroom, et cetera—even though
they may complain about the extra duties or feel that they should be
performed by others.

Several studies have been made of the noninstructional duties
nec essarily performed by teachers, but no practical remedy has been
offered.

Harl L. Douglass has devised a formula for determining the
teacher’s total load.2 This formula, however, is designed for use
in ewvaluation of the amount of work the teacher does.

Several schools have used a duty roster for the assignment

of extra tasks. A different roster can be prepared for each activity

1Paul B. Jacobson, William C. Reavis, and James D. Logsdon,

D“&S_of School Principals (New York: Prentice-Hall, Inc., 1941),

r. 508,

2I—Iarl Douglass, Organization and Administration of Second-
wol_s (New York: Ginn and Company, 1945), p. 114,
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and the teacher may be assigned for a day, a week, or a given por-
tion of a day. This seems to be a fair assignment method.

If the maj'ority of teachers are willing to cooperate in per-
forming extra assignments, they will exert group pressure upon the
nonconformists. This will aid in securing the desired number of
people to perform the required duties.

If a duty roster is used it should be prepared to insure fair-
ness, all teachers should be assigned equally, and the chores should

be rotated. Dissension will be minimized if the reason for the as-
sigmnment is clearly explained and if the assignments are just.

Some consideration should be shown to teachers who are as-
signed more permanent duties such as the sponsorship of a class.
They should not be assigned to routine tasks in addition to the
more permanent type. If left to the staff to decide, in all proba-
bility the teachers who are engaged in other duties will be excused
from the routine duty roster.

Some writers advocate hiring extra personnel so that teach-
ers who perform some of the routine chores may have lighter teach-
ing loads. This is sound administration if the school is financially

able to stand the expense.1

Yeager, op. cit., p. 198.
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Organization of an In-Service Training Program

An in-service training program can be started by stimulating
the staff to participate in committee work or group activity. The
principal may start by asking for volunteers to work on a commit-
tee to help solve a school problem, and he should exert much effort
in making this a pleasant and worth-while experience for the partici-
pants. This type of problem-solving can be expanded into other
types of group activity.

When the staff has participated in committee work and becomes
familiar with the group process, they will not resent an in-service
training progra.m.1

Participation should be voluntary. At the beginning there may
be but a few who will participate, but as time passes the number of
participants will increase and it will grow into a profitable program.

Many teachers may want the administration to recommend areas
of study. This is not an unreasonable request. Recommendations may
be made by the principal, but the group should be permitted to make

the final decision as to the area of study chosen.

—_——

lw. E Armstrong and C. L. Cushman, ‘“Evaluating the In-
f:;:r;ce Program,’’ National Elementary Principal, XXI (July, 1942),
6.
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Some arrangement should be made with a university to send a

person to the school, either as an instructor or consultant, and ar-
rangements should be made with the institution to give college credit
to those enrolled. Many teachers need college credit for certificate
validation or for a higher degree, and this is a good stimulation to
participate. Others may not be working toward an advanced degree
but may want something tangible to show for their efforts; college
credit will satisfy this desire.1

The area of study should be centered around a particular
local school problem area such as curriculum revision, a health
program, improvement of sanitary conditions within the school, or
some other appropriate category.

At the end of any given training period something of a mate-
rial nature should come from the group. Many times it is difficult
to show tangible evidence of a study in a short period, but some
written report or evaluation will stimulate others to participate.

If and when the group makes a recommendation on the basis
of its study, it should be carefully considered by the administration
and board of education, and if at all possible the recommendation

should be put into effect. If nothing is done about the work of the

1Yeager, op. cit., p. 253.

B oo
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group, the effect will be negative and the number participating will

decrease or may make future workshops impossible.
Enforcing Rules Governing Teachers

Democratic administration and human relations are two areas
of school administration which seem to be discussed widely at the
present time. Many administrators operate under the assumption
that they must be humane in their actions. This is a very good rule
to follow, but do not let the staff interpret kindness and understand-
ing to mean a laissez-faire operation.

There is a code of ethics in the teaching profession, and
while teachers are not made to sign the code, as is sometimes done
in other professions, they have a moral obligation to live by its pro-
visions. There are certain rules regarding behavior and conduct
that the teachers should be willing to abide by if they are to be
members of the profession.

In addition to the code of ethics, every school will have a
certain tradition that controls the behavior of teachers. Some
schools ‘may be more liberal in this respect than others, but the
behavior problem follows close to the code of ethics.

There will also be school policies, either written or unwrit-

ten, that the teacher must abide by. Teachers are, almost without
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exception, informed of the policy regarding behavior when they are
hired. These policies generally are brought to the attention of the
staff frequently. In addition to this, most schools provide each
teacher with a copy of a handbook on school policy or some other
document outlining teacher behavior.

With all the above-mentioned information available to teachers,
there is no excuse for the teacher not knowing what is expected of

him.
The principal should make absolutely sure that the teacher in

question is familiar with school policy. When he is sure that the
policy is understood, he should confer with the teacher and inform
him that there are certain rules and regulations that are not being
followed. In most cases, if the teach<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>