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THE RELATIONS BETWEEN SCHOOLMASTER

AND

ADMINISTRATOR

From the point of view of the Secondary School, with

special reference to:-

(1) The legislation and developments during
recent years.

(2) A comparison of the systems of England and
those of Germany and PFrance.

(3) The relations existing between the internal
(the Schoolmaster) and the external (the
Governors and Director) authority of the
School.
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Introduction.
(a) Relations before 1902 in England.

(b) The Changes Arising from the
1902 Act.

(e¢) Post-War Developments~- the 1918,
1921 Acts and the Hadow Report.

(a) Pre-War and Post-War Conditions
in Germany.

(b) Pre-War and Post-¥War Conditions
in Prance.

The English Tradition.

The School an Organism

(a) The Relation between the Boy and
the School.

(b) The Headmaster and Staff,

(c) The School as an Orgsnism in its
Relation to the Outer World.

Conflicting Claims,

Suggestions for Alterations, which
may tend toward the Attainment of
8 Better State of Affairs,



It has been clear for some time to those who take
an interest in schools that in our world of School
Government there is an atmosphere of constant friction
due to disagreement on matters of control, of responsibility
and authority, and to a conflict of ideas and of personalities.
To the outsider the point at issue may appear to be
trivial and merely a question of professional jealousy,
but to those actually working in the schools it is of
paramount importance. It affects the individuality and
independence of the Secondary School, and raises the question
of the power of the Headmaster to control his school with

the minimum of interference by administrators.

Educational Legislation during this Century

a8 it affects Secondary Education.

Previous to 1902 the education we now call Secondary
was given in Grammar Schools and High Schools, many of them
0ld endowed schools and free from State control. They were
not sufficiently numerous to allow all children capable of
profiting by secondary education to do so, nor were they
all satisfactory in buildings or equipment, but generally
they did their work and some of them were fields of
educational experiment on a grand scsale. In the latter

half of the 19th century when, owing to the rapid industrial
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developments, new centres of population arose or old centres

increased in numbers beyond all expectations, there came the
demand for more schools, including schools giving an education
higher than elementary. The High School, as many of these |
'middle-class' schools were called, was often the result of
the initiative and enterprise of the local leaders of industry,
of the men who were responsible for the expansion taking place,
whose efforts certainly benefited themselves, and their fellows.
These men as heads of firms- iron, coal, ship-building, and

8o forth~ felt the need of 'well-educated foremen, clerks,
chemists, draughtsmen and others --- hard-working, painstaking
capable young men,' and again with prafit to themselves,
but also with great benefit to their neighbours, gave land

and money to build, furnish and maintain a 'middle-class
school for boys.' Governors of this type felt keenly

the success or failure of their venture, and, though they
weré materially interested in the efficiency of the training
in Science and Mathematics, believed with Dean Church that
'Education only fulfils half its office, it works with
& maimed and distorted idea unless it deals with character

as well as intellect,' and the first of the Regulations

Middlesbrough High School.
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compiled by one notable Board of Trustees declared that
'the High School shall be a nursery of good manners, of
integrity and obedience to duty, of punctual and orderly
habits, and all that conduces to an honourable, virtuous
and useful life.' The bond between these Governors
and their school was strong and intimate, and ,though
financisal conditions were often straitened the neighbourhood

saw that these men in their zeal for the promotion of
their idqal were themselves prepared to make sacrifices.

The Act of 1902,"with all its imperfections embodied

the idea that the service of public education should be a
specific function of ordinary local government as re-
organised by the Act of 1888, that in every area there
should be a Local Authority primarily responsible for the

provision, organisation and administration of public
education.™

The passing of the Act involved the handing over of

magy of the existing Secondary Schools to the Local Authority,
with consequent loss of independence but not necessarily
of dignity or individuality. Many took on a new lease

of 1ife and regained s position of worth and influence

The Board of Education. Selby-Bigge.
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lost through poverty, others with more money retained their
independence and extended their buildings to cope with the
growing demand for higher education, but much more accom-
modation was needed than was available. New secondary
schools in buildings far superior for their purpose to
‘those of the older foundations came into being alongside
them, and the great post-war demand is still supplied

from these two sources, one with a long history of bene-
faction and interest on the part of bodies of private
individuals, and the other of recent origin but with the
great resources of the municipalities, County Councils

and the State to draw upon.

It was perhaps natural that those directly responsible
for their maintenance should have regarded these municipal
and County secondary schools in very much the same light
és they did their elementary schools to which they had
become accustomed, but it was distinctly to the schools’
disadvantage. Hope says about these new secondary schools
"they have not quite settled down into the scheme of things.
They have suffered two disabilities from the start. In the
first place, the only models which they could copy were the

endowed schools with rather conservative views about education.

Comparative Education. Sandiford.
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In the second place they are supported and managed by the
municipality and county which tended to impose upon them the
rather restrictive oversight they gave to elementary schools
under their control." With such control the wide and
generous outlook, the spirit of freedom and of leisure so
often given lip-service as an end of education and the mark
of an educated man, became truly restricted and levelled
down to a comparison of costs and examination results.,

"The main idea underlying the Act of 1918 was that
there should be an active and constructive partnership
between the Central and Local Authorities to organise the
service of education on a progressive, systematic and
comprehensive plan."

The plans for reconstruction so widely discussed
towards the end of the world war included education as one
of the chief means of building the world anew; the
provision of "an organised service of education on s
progrecssive, systematic and comprehensive plan" is un-
doubtedly a means whereby a nation can be moulded to a
pattern determined by the powers that be, and the Act
"made possible the establishment of a national system of

public education available for all persons capable of

The Board of Education. Selby-Bigge.
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profiting thereby. It became the duty of Local Education
Authorities not merely to provide elementary education and
such forms of higher education as they considered desirable,
but to prepare and submit schemes to the Board of Education
providing for the progressive development and comprehensive
organisation of education in respect of their area."”

With the consolidation of the various Education Acts
in the Act of 1921 "a national policy has come in sight,"
so that it would appear that we have at last reached a stage
in the educational history of our country comparable with
that of Prance in 1808, and of Germahy at an even earlier
date.

The foregoing is a summary in the barest outline of
the course of educational legislation during the present
century. A.more detailed picture is obtained by following
up from the special point of view of the Secondary School
the effects of this legislation in the towns and county
areas.

Before the 1902 Act was passed the chief official of
the School Board was the Secretary, who, by virtue of his
office, dealt with élementary education, and then only with
the Board Schools, but who wae frequently Clerk to the
Governors of the local Secondary School. As such he had
no administrative powers. The headmaster of the Secondary

school held a position of large authority; his status was
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that of the professional classes, and generally he was
a distinct help and asset to the community which he served.
Since that time our educational system has been 80 exp8nded
and organised, administration both national and local
become 80 complex, that the secretary to a Local Education
Authority occupies a post requiring organising capabilities
of a high order, experience of scholastic and administrative
work and also to a special degree the more spiritual and
intellectual qualities demanded of one who is to be the
official head of the local educational service.

br. lkin in his book "The Education Department”, says
that when théZ:;t was passed it was "necessary to have
some one in charge who could guide and direct the committee
in the development of the various forms of higher education
placed under their control," and defines this official,
now the ‘wirector of kducation,' as "an administrative
officer who is concerned with the formation of poliecy,
with the co-ordination and improvement of local government
machinery, and with the administrative and general control

of the various departments of the education service."

As secretary he is "an executive official with a wide field,

requiring in varying degrees qualities of judgment, initiative

and resource," bDr. Ikin amplifies by citing an extract

from a draft scheme. "The Director of Kducation is the

f, 42



responsible adviser and executive official of the
Education Committee to advise the Committee on educational
matters and to carry out all decisions when the general
policy has been settled by the Committee."

"As Estate agent he supervises property."

"As Managing Director he deals with appointments and
supplies.”

"As educational adviser he advises on all changes
of policy and on all new departures in the work of education.
He supervises the carrying out of eschemes in the elementary,
central, secondary, technical and other schools and
institutions, and advises on all schemes8 of work in the
schools and the arrangement o f the time tables under which
the teaching is carried out. The secretarial work of
the education office, the work of the School Medical
Department, the Attendance Department and the Juvenile
Unemploymeht Department are carried on under the supervision
of the Director of Education.”

It is therefore painfully clear that such wide powers
wielded by any other than the most large minded of men
will conflict with those of headmasters, and that the
situation has changed very considerably during the last
decade, The Board of Education itself foresaw some such

development, and made an effort to legislate in favour of
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the school. In Legge's 'Rising Tide' -~ an illuminating
book and one to be read with E.D. Simon's 'A City Counecil
from within' for an exposition of the attitude and trend
of thought of some influential educationiste - he says

‘ﬁ "we have now to consider the third of the generasl
difficulties that confronted the Board of Education after
the passing of the Act of 1902, viz. the relations that
should obtain betweén the new local education authorities
and the governing bodies and heads of grant-aided secondary
schools. There is no use in disguising the fact that .a<d
the Board were a little apprehensive of the elementary
school child, so they had some fears that a want of 'culture'
among the rate payers' representatives, and their officials,
might lead them to ride rough-shod over secondary schools
and under-rate the importance of allowing a certain amount
of independence to such schools and the headmasters
immediately responsible for their conduct, many of whom,
in the case of the 014 schools taken over by the
Authority, had enjoyed under the o0ld regime, or lack of
régime, much of the freedom enjoyed by the headmasters
of the great private schools known as the public schools.
They ensured that schemes for the constitution of Education

Committees should make provision for co-option of members:

¢ $- s5
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they insisted that every secondary school should have a
Governing Body. In their report for 1905-6, the Board's
view is clearly put: "Some of the local education
authorities have not yet distinguished in practice between
control and management in the case of the secondary schools
which they have provided and for which they have absolute
responsibility."™ In their report for 1908-9, the Board
insisted that "there should be secured to the Headmaster
or Headmistress a voice in the appointment and dismissal
of the assistant staff and a right to submit proposals to,
and be consulted by the governing body."

That the Board's fear was not groundless has been
shown forcibly at Sheffield and Bradford quite recently.
In 1926 the Sheffield L. K. A. abolished thé separate
board of governors of the King Edward V11l School, and
rlaced the school under the same board of management, a
sub-committee of the education committee, as the four
other secondary schools of the city; they then disbanded
the O, T. C. against the wish of the Headmaster, and
finally the latter received the following letter from

the Director of Education:
"The Chairman of the Secondary Schools Committee has
discussed with me a growing tendency on the part of
the Heade of Secondary Schools to address him personally
with reference to administrative matters. He asks
me to say that all administrative matters should be
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referred in the first instance to the Chief

Administrative Officer of the Committee for decision

and for such action as he, after consultation with

the Chairman- where such consultation would appear

;gr?g necessary or desirable- may deem to be called
The first result of these efforts was a definite degrading
of the school, and was so regarded by the Headmasters
Conference; if the position were anomalous, and that was
the reason assigned for the change, a much more dignified
procedure would have been to raise the status of the'other
four schools by giving them each an independent governing
body, but no, there must be no ‘privilege’, and uniformity
was obtained by levelling down.

The disbanding of the 0. T. C., was also within the
Authorities' powers, and is I suppose on a par with the
present Government attitude to the 0. T. C., the Cadet
Corps and the Boys' Brigade: we shall soon be forbidden
to walk in step! The letter from the Chief Kducation
Officer would seem to be an attempt on his part to manoeuvre
the Chairman of the Committee and the Headmaster into
placing him in a position of absolute power, so wording his
letter that if discovered he could retreat, as he did, by
explaining that 'administrative' meant 'business'. In
this case the Head's only legal protection was the wording

of the Committee's scheme in accordance with the Board's

regulations cited above.
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The Bradford Grammar School case arose from a different
gset of circumstances, but the pdint at issue is the same.
What the L. E. A. requires is "that the Governing Body,
which gives its time to understanding the details of the
working of the school shall at every point be subject to
being over-ruled by a body which never comes in contact
with the school and knows nothing directly about it."
(Y.P., Nov. 13th 1989. Correspondence.)

'Yobslic Foot!

Again I think, Mr. Legge may fairly be quoted as
giving a clear idea of what the administrator is aiming
at. "With the responsibility on them of working out the
new order in post-primary education during the next
decade it will be necessary for Local Education Authorities
to keep a tight hand on the policy and administration
of all the schools under their control ......."

"TPo allow any body of governores of a secondary
school, or any other school publicly maintained, to
become so0 powerful and influential as to constitute
itself an "imperium in imperio," to establish s vested

interest, to block the path of reform, to hinder

reorganisation designed to provide for new developments

Mr. Wade, Chairman of Governors.

Ch. X The Rising Tide.
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or to prevent waste of money in overlapping, would be
worse than an act of folly. It would amount to a
betrayal by a local education authority of the interests
of their fellow-citizens which they are elected to safe-
guard ....."

“"Against any pretensions of social superiority on
the part of one type of school over another, local
authorities should set grimly their faces, and headmasters
of secondary schools who recognize the changes that are
coming over political and social conditions, and are
willing to smooth the process of transition to & new
order, can do much to help them. They will play a far
more manly part by frankly accepting the control of
local education authorities than by assuming the role
of poor relation to the headmasters of the independent
Public Schools. Most of them are men of energy and
ability, and if they cannot attain to positions of influence
with their authorities, and their authorities' officisals,
what has been the value of their boasted university
training in leadership and the handling of men ?" Our
Mr. Legge overstates his case, and the green-eyed monster
lurks in the pages of his panegyric on local education
authorities: it is symptomatic of his outlook that he
should think it necessary for a headmaster to 'attain'

to such a position, even in the reorganised national
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Can the members be in personal touch with the work, and
prevent the evils of unchecked bureaucratic control?",

and gives a concrete example of the control of secondary
education by the higher education sub-committee. "It
holds meetings monthly, ususlly 4 hour in length. It

has five secondary schools, as well as five institutions
giving special training in education, technology, art,
domestic economy and commerce. Ordinary Grammar School
governors spend twenty four hours a year in committee on
business of one echool, whereas the higher education sub-
committee spend 6 hours a year on 5 schools, in addition

to much other work. How can they do it? Can they in
fact do the work properly?"

"The Education Committee has little time to waste

on trivialities., Not only so, but it could not get through
the work at all {f it attempted to supervise directly

the work of each school through the members of the Committee.
It has therefore been necessary to devise other methods of
control, and the sducation Committee has at its disposal
two kinds of assistance whioh are not available to & board
of governors of a high school. Firstly it has a skilled
administrative staff under an experienced and able director,
-and he knows all about the schools, has the advantage of

being able to compare one with another, keeps all the



routine business in order, and can give the committee any
desired information. He is necessarily a man of higher
qualifications and far wider experience than the secretary
to the board of a private school. The Director presents
all the business to the committee in the best way: the
committee trusts hie Jjudgment, and gets through the
ordinary business with no waste of time. Secondly, the
committee has the advantage of regular reports from the
Board of mducation inspectors, first class civil servants,
with experience of secondary education in other parts of
the country, from whom it receives independent evidence,
independent both of the headmaster and its own administrative
staff, as to the work of the school and whether all is
going well."

"As regards personal visits to the schools, and personal
reports from or interviews with the headmasters, here the
committee is8 in the same position as the Board. Certain
members are allocated to visit each month, though admittedly
the large number of schools makes it difficult, or even
impossible, to give as much time to each school as may be
given by a keen member of a board of governo®s to the one

school for which the board. is responsible.”
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"What are the essential duties of the Governing Body
of a school? It seems to me that they come under four

heads:

(1) To appoint the headmaster, and to appoint or
approve the appointment of the Jjunior staff.

(2) To keep in general touch with the work.
(3) To control policy.
(4) PFinance.

"The first, although it requires the greatest con-
sideration of all, takes very little time comparatively,
because the occasion arises so selgom, and is no doubt
equally well done by a committee aéﬁa board. The second

usually takes a large part of the board's time; the
committee probably does it as well as the board, though
in 8 frection of the time, through its asdministrative
staff and the government inspectors. The same applies
to policy and finance........"

"The committee have certainly not the personal contact
with the headmasters that a good board of governors would
have; but this is replaced by contact with responsible
officials, and by an advisory committee on which the
head teachers, Education Committee and administrative
staff are all represented. The head teachers always

have access to the committee if they desire it.
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Experience seems to show that the Education Committee has
developed a technique of control which avoids bureaucracy,
leaves the headmaster miuch freedom, requires very little

of the Committee's time for each school, and yet does enable
them to do the necessary work of control and finance at
least as well as it is done by the average board of governors
of a high school. There is necessarily, of course, much
less personal touch between members of the Committee and

the school than there can be~ and is- between a good

board of governors and the students and staff of a grant
aided school,"

After a similar account of the method of dealing with
elementary schools, we have the conclusion: "It is generally
agreed that the system as a whole works well, the head-
teachers have a great deal of freedom in controlling their
own 8chools, but if anything goes wrong, the inspectors
quickly bring it to the attention of the administrative
staff, and, if necessary, of the committee. The organisation
a8 a whole seems to be well adapted to its purpose. One
cannot help being much impressed with the conclusion arrived
at by Mr. Spurley Hey in his evidence before the Royal
Commission on Local Government, to the effect that an

education committee could effectively, without danger of



bureaucracy or of interfering with the freedom or initiative
of the teachers, deal with the education of a population of
a million or more persons.”
So education is now under bureaucratic control-

Manchester alone has 346 men and women engaged in its
educational administration- and the administrator replaces
the educator in the public eye!

lisee. L 1n the years before 1914 the attention of students in

training was often drawn to Germany®s comprehensive and
detailed system: admiration, almost lyrically expressed,
knew no bounds; we KEnglish in our poor way were muddling
through, with no real national end in view, certainly with
none specifically expressed, while she both knew what she
wanted and slso how to get it. To a contemplation of this
example in educational matters we shall now turn. France,
too, had a very wonderful possession in her lycées and
universities, and from an examination of these systems we
may possibly discover something of the effect of bureaucratic
control.
Germany.
Pre-war.

) In Sendiford's 'Comparative Education’, I.L. Kandel,

who contributes the section on Germany writes with regard to

g p. 11p
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the development there prior to 1918:

"In Germgny the state appears as a separate entity to
the self-realisation of which all other institutions are
subordinated.”

"A nation’s school system is but the reflex of her
history, of the social forces and of the political and
economic situations that made up her existence. From
the point of view of the State, education is not in the
first instance regarded as a means of laying the foundations
for future progress, but a method of conserving existing
conditions and prevailing idesls. Admitting the premises
the first function of education in Germany in genersl and
Prussia in particular is to produce the loyal and contented
citizen, ready to take. his place as a cog in the political
machine known as the state. To this end the state must
inevitably control and closely supervise the educational
institutions: it-s educational function must be to secure
uniformity, to define the standards, prescribe the courses
of study and even the methods of instruction and regulate
admission to the teaching profession. A system with such
an object requires for its success an excellent routine

and the highest degree of administrative efficiency."

f . /o].
;6. /12.
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first clause of the law of the constitution "schools and
universities are state institutions charged with the
instruction of youth in useful information and scientific
knowledge®™. By the provisions of the third clause "all
public schools and educational institutions are under the
supervision of the State and are at all times subject to its
examination and inspection." Since educational institutions
may be founded only with the knowledge and consent of the
State, it follows that the control of the state over education
is almost complete.

The authority charged with the control of education,
excluding commercial, technical and agricultursl, is the
Ministry of Public Worship and Education, responsible only
to the Crown, orggnised as follows:-
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elementary school principals.

He has the deciding voice on all financial matters
affecting teachers.

Under his direction the Board has charge of all
branches of secondary education; it controls the
appointment, promotion, disciplining, suspension and
dismissal of teachers in the higher schools; 1t examines
text books. All regulations for the internal management
of schools under its charge must have the approval of
the Board. It regulates and supervises the leaving
examinations from the nine year secondary schools. Twice
a year the Board transmits a report of its work to the
Ministry.

The provincial boards are suthorities delegated by
the Ministry to act on its behalf; they are the organs
of the central government exercising delegated functions;
they are in no sense representative bodies.

The Schools

In the large graded schools the direction is placed
in the hands of & principal (Rektor) whose task it is to
see that the regulations are followed. He outlines the
course of study and distributes the work among the

teachers, inspects the class records and the work of the

Sandiford. Page 1R25.
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erred on the side of being too strict. The teachers had
t0o0 much power over the children. Some abused it. Eife
was turned into a state of misery for some children, and

a child suicide was a phenomenon which resulted from German
school efficiency."

This was the spirit in which education was carried on
throughout the Empire, the prestige of Prussia gave her a
tremendous influence in the other states. She prepared
her teachers for secondary schools by giving them at least
eight semesters of academic preparation in a University
followed by two years of practical preparétion in a
secondary school. The preparation of students during the
two years is entirely in the hands of practitioners,
principal, and teachers of the schools in question.

The Outcome

"The system is without doubt efficient and succesful,
but it cannot too often be repeated that the efficiency is
purely relative. If the Prussian system illustrates the
importance in education of adopting means to ends, and of
carefully defining the ends, it emphasises at the same time
the dangers of centralised and bureaucratic control. A
monotonous uniformity is atteined -~ the uniformity of a
machine. The individuality of the pupils and teachers

is necessarily sacrificed, but consciously sacrificed, to

the demands of the administrative regulations."

Sandiford, page 129.
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Again:

"The success of the secondary school system is due to
the definiteness and precision of organisation and the
appropriate training given to those who are to conduct it.

The defects, as in the case of the elementary branch, are
due to in-breeding and the narrow professionalising of
teachers. The system has incorporated the spirit of
order and discipline which characterises the military
organisation. Mechanical efficency is secured, but at
the sacrifice of individuality and growth."”

"The mind is filled with information, but independence
of observation or judgment is not developed or even encouraged.
The very causes of the success of the German system, efficient
orgahisation, standardisation, careful preparation and
selection of teachers, tend to develop qualities of receptivity
and passive acceptance of information."

An example of the extent to which this passive obedience
and technical efficiency can be carried, so that it even defeats
its own ends, comes into mf mind. During the third week in
August 1917, it was my business to go up nightly to Alberta
Farm, a little west of Ypres and south of St. Julien, first

to reconnoitre, then to take up ammunition to chosen forwsrd

Sandiford, p. 159






















































































































































































































































