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H onorable Lazarus Joseph 
C om ptro ller o f  th e  C ity  o f New York 
M unicipal B u ild in g  
New York 7. N. Y.

Dear Mr, C om ptro ller:

We subm it herew ith  our F in a l  R eport on th e  A d m in is tra tiv e  
Management of th e  School System o f  th e  C ity  o f  New York.
I t  marks th e  co n c lu sio n  o f an in te n s iv e  13-month s tu d y  by 
a s t a f f  o f some 20 a n a ly s ts  under o u r d i r e c t io n .

In  A p ril 1951 we subm itted  to  th e  M ayor's Committee on 
Management Survey an In te r im  Report which d e a l t  w ith  same 
a sp e c ts  o f  th e  D iv is io n  o f Housing o f  th e  Board o f Educa­
t i o n  and w ith  r e la te d  a d m in is tra tiv e  problem s. Follow ing 
immediate endorsement by th e  Board o f  E ducation  o f our 
m ajor recommendation fo r  to p  re o rg a n iz a tio n  o f th e  adm inis­
t r a t i v e  s t r u c tu r e ,  a lso  endorsed by th e  M ayor's Committee, 
S u p e rin ten d en t o f  Schools W illiam  Jansen  w rote to  th e  Board 
o f E ducation  on May 22, 1951* "S ince I  f in d  th e  r e p o r t  
e s s e n t ia l ly  c o n s tru c tiv e  and agree  w ith  i t s  m ajor f in d in g s , 
I  b e lie v e  th a t  th e re  should  not be any de lay  in  a c tin g  upon 
th e  recommendations th a t  g ive  immediate prom ise o f adm inis­
t r a t i v e  improvement."

T h is  s p i r i t  o f  m utual co o p era tio n  has marked th e  e n t i r e  
s tu d y , and we a re  deep ly  g r a te f u l  to  D r. Jansen f o r  h is  
u n s t in t in g  h e lp  and a d v ice , and f o r  th e  many h o u rs , day 
and even ing , which he devoted to  c o n fe r r in g  w ith  us about 
a l l  p a r ts  o f th e  s tu d y .

At th e  o u ts e t  o f  th e  s tu d y  th e  Board o f  E ducation  d e s ig ­
nated  C harles  Gilman, i t s  A u d ito r, to  a c t  as i t s  l i a i s o n  
o f f i c e r .  Mr. Gilman, on whom g overno rs , m ayors, and c i ty ,  
s t a t e ,  and e d u ca tio n a l o f f ic e r s  have r e l i e d  fo r  many y ears
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to  p rov ide  a c c u ra te  and dependable in fo rm atio n  about schoo l b u s in ess  
and f i s c a l  a f f a i r s ,  proved to  be no le s s  an a u th o r i ty  f o r  u s . We leaned  
h e a v ily  on h is  w ealth  o f  ex p erien ce  and h is  g re a t a b i l i t y  as a b u s in ess  
e x e c u tiv e . We cannot l e t  t h i s  occasio n  pass w ith o u t e x p re ss in g  our s in ­
c e re  a p p re c ia t io n .

So many sco re s  o f  Board o f f i c i a l s  and employees were h e lp fu l  th a t  we can 
on ly  thank them a l l ,  w ith o u t a s p e c ia l  l i s t i n g .  Y e t, we imposed so o f te n  
upon two g i f t e d  men, Ju le s  H aut, C o n stru c tio n  C o n su ltan t to  th e  Board, and 
B a s il  T. Coleman, S t a t i s t i c i a n  o f th e  D iv is io n  o f H ousing, th a t  we must 
s t a t e  our in d eb ted n ess  to  them-

A ll o f  th e  members o f  th e  Board o f E ducation  were most generous in  t h e i r  
a s s is ta n c e .  VThile we c o n fe rred  more o f te n , because o f t h e i r  s p e c ia l  
background, w ith  M ax im illian  Moss, P re s id e n t o f th e  B oard, C harles B ensley , 
Chairman o f th e  Committee on B u ild in g s  and S i t e s ,  and James M a rsh a ll, th e  
s e n io r  member o f th e  Board, we re c e iv e d  h e lp fu l  c o o p e ra tio n  and adv ice  
from a l l  members.

O f f ic ia ls  o f  th e  Board o f  H igher E ducation  were e q u a lly  c o o p e ra tiv e . To 
Dr. Ordway Tead, Chairman o f  th e  Board, Henry E. S c h u ltz ,  Chairman o f th e  
E xecu tive  Committee, and M rs. P e a r l  Max, A d m in is tra to r  o f  th e  B oard, we 
owe much.

A s tu d y  o f t h i s  m agnitude p re s e n ts  i t s  own p o lic y  and a d m in is tra t iv e  p ro ­
blem s. O ften th e se  could not have been so lv ed  excep t f o r  th e  u n flag g in g  
su p p o rt o f  th e  Sub-Committee on E du ca tio n , c o n s is t in g  o f M rs. Ralph B. M o rris , 
i t s  chairm an, Miss C h a r lo tte  C arr, Samuel D avis, and D r. Charming T o b ias .

Nor could  th e se  problem s have been met w ith o u t th e  w ise counse l and c o n s ta n t 
h e lp  o f  Dr. L u ther G u lick , E xecu tive  D ire c to r  o f  th e  Mayor’s Committee on 
Management Survey . We a re  a lso  indeb ted  f a r  a g re a t  d e a l o f  a s s is ta n c e  to  
Dr. G u lic k 's  e x ec u tiv e  a s s i s t a n t ,  C arl H eyel.

Of th e  e f f o r t s  o f  our own s t a f f  we a re  e s p e c ia l ly  a p p r e c ia t iv e .  This F in a l  
R eport r e f l e c t s  t h e i r  com petence, im ag in a tio n , and d i l ig e n c e .  P a r t i c u la r ly  
i t  r e f l e c t s  th e  le a d e rs h ip  and c r e a t iv e  a b i l i t y  o f  M aurice G. P o s t le y , 
a s s i s t a n t  d i r e c to r  o f th e  s tu d y , H erb ert 0 . P a tc h e l ,  c h ie f  e n g in ee r,
L e s te r  J .  R osner, ex ecu tiv e  a s s i s t a n t ,  C larence W einer, econom ist and 
s t a t i s t i c i a n ,  and Elwood L. P restw ood, c h ie f  r e s e a rc h  a s s o c ia te .  We c a l l  
s p e c ia l  a t t e n t io n  a lso  to  th e  im portan t c o n tr ib u t io n s  o f  two o f our 
c o n s u l ta n ts ,  th e  a r c h i t e c tu r a l  f irm  o f R e isn e r and Urbahn, which prepared  
th e  c h a p te r  on " A rc h i te c tu r a l  C o n s id e ra tio n s ,"  and D r. David G. S a l te n ,  
S u p e rin ten d en t o f  Schools o f Long Beach, New York, who d ire c te d  th e  s tu d y  
o f th e  Board o f  Exam iners.

S in c e re ly  y o u rs ,

George D. S tra y e r  and Louis E. Yavner 
D ire c to rs  o f  th e  Study
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A VIEW IN  PERSPECTIVE

The F i r s t  O b jective

From more than  a thousand pages of t h i s  F in a l R ep o rt, from many 

thousands of pages o f work p ap ers , from hundreds of co n fe ren ces ,, th i s  

p re fa to ry  d ig e s t  p re se n ts  th e  essence  of a y ear of o b se rv a tio n ,, s tu d y  and 

a n a ly s is  o f th e  la r g e s t  p u b lic  schoo l system  of any c i t y  in  th e  w orld.

The f i r s t  o b je c t iv e  of th e  E duca tion  Management S tudy was to  

determ ine whether th e  a c t i v i t i e s  now .cQnducted by th e  Board of Education, 

and th e  Board o f H igher E duca tion  a re  so o rgan ized  and ad m in is te red  as 

to  f u l f i l l  t h e i r  p o te n t ia l  in  prov idhg  an e d u c a tio n a lly  s a t i s f a c to r y  

program .

From ,the b eg in n in g , th e  M ayor's Committee, on Management Survey 

p ro p e rly  recogn ized  th a t  th e  a d m in is tra tiv e  p ro cess  cannot be sep a ra ted
i

from th e  o b je c t iv e s  and programs, to  be se rv e d . Hence th e  Committee 

adopted th e  o b je c t iv e  s e t  f o r th  in  th e  p reced in g  p a rag rap h , as p a r t  of 

the  scope o f th i s  s tu d y .

The c a te g o r ic a l  answer to  th e  f i r s t  q u e s tio n  i s  th a t  th e  a c t i v i t i e s  

o f th e  two Boards a re  no t so "organ ized  and ad m in is te red  so  as to  f u l f i l l  

t h e i r  p o te n t ia l  in  p ro v id in g  an e d u c a tio n a lly  s a t i s f a c to r y  program ."

This fundam ental f in d in g , i f  s ta te d  in  such d i r e c t  te rm s, i s  s u b je c t 

to  dangerous m is in te r p r e ta t io n ,  fo r  i t  im p lies  a v a s t  f a i l u r e  th a t  i s  

sim ply not th e  f a c t .

Viewing th e  m ilie u  in  which th e  two e d u c a tio n a l boards have fu n c tio n ed  

and p la c in g  t h e i r  a c t i v i t i e s  in  p e rs p e c tiv e , th e re  i s  much to  be found th a t  

i s  encourag ing , s t im u la t in g  apd p rom ising .
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T hat, com pressed f o r  th e  moment in to  cap su le  form, b rin g s  us to  the 

nex t o b je c t iv e  of t h i s  s tu d y .

The Second O bjective

The s ta tem en t o f scope adopted by th e  Committee says::

"The second o b je c t iv e  i s  to  determ ine w hether i t  i s  p o s s ib le  to  make 

a d m in is tra t iv e  improvements in  th e  schoo l system  th a t  w il l  r e s u l t  in  more 

v a lu e  fo r  th e  p u b l i c 's  money; w hether needs f o r  in c reased  s e rv ic e  can be 

met a t  l e a s t  in  p a r t  by f e a s ib le  economies in  E x is tin g  s e r v ic e s ."

The c a te g o r ic a l  answer to  th a t  q u e s tio n  i s  th a t  a d m in is tra tiv e  

improvements can be made th a t  w il l  r e s u l t  in  more v a lu e  f o r  th e  p u b l ic 's  

money. F u r th e r ,  t h i s  r e p o r t  f in d s  th a t  needs fo r  more s e rv ic e  can be met 

in  p a r t ,  a t  l e a s t ,  from fe a s ib le  economies in  e x is t in g  s e r v ic e s .

That sim ple s ta tem en t o f f in d in g s , l ik e  th e  f i r s t  one, i s  a lso  su b je c t 

to  m isc o n s tru c tio n  f o r  i t  would be an in ju s t ic e  to  many com petent, h a rd ­

w orking, s e l f - s a c r i f i c i n g  persons to  p e rm it an in fe re n c e  to  be drawn o f a 

degree o f c a l lo u s  d is re g a rd  fo r  th e  p u b lic  i n t e r e s t .  I t  would a lso  be an 

i n ju s t i c e  to  i n f e r  th a t  th e re ' i s  any th ing  b u t a h igh  degree o f in te g r i ty  a t  

a l l  le v e ls  o f  th e  sch o o l system ; th e  v e ry  few cases  of d ish o n es t a c t iv i ty  

th a t  a r i s e  a re  so sm all in  r e l a t io n  to  th e  s iz e  of th e  s t a f f  th a t  i t  must be 

reco g n ized  th a t  th e  Board o f Education  has a very  p ra isew o rth y  reco rd ..

Some Improvements Gan Begin Today

C e r ta in ly  th e  most c a su a l o b se rv er w il l  ag ree  th a t  a g re a t r e s p o n s ib i l i ty  

i s  imposed upon th e  Survey s t a f f  in  p re se n tin g  th i s  re p o r t  to  make every  

rea so n ab le  e f f o r t  to  m a in ta in  a c le a r  p e rsp e c tiv e  o f th e  v a s t  panorama th a t
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i s  New Y ork 's  e d u c a tio n a l system .

Toward th i s  end, th e  a t te n t io n  o f th e  re a d e r  i s  d ir e c te d  to  th e  la rg e  

number o f f in d in g s  in  many a reas  of a c t i v i t i e s .  The In te r im  R eport and th i s  

F in a l R eport propose changes in  a d m in is tra tio n  th a t  ghoul.d le ad  to  o p e ra tin g  

say in g s  or added v a lu es  o f over $3,500,000 a y e a r .  The F in a l R eport a lso  

shows how sav ings in  fu tu r e  C a p ita l  Budgets can be made, sav in g s  th a t  t o t a l  

$4 , 667, 000 , 'in  a d d itio n  to  s im ila r  sav in g s  proposed in  th e  In te r im  R ep o rt.

■Some of th e se  changes a re  n e c e s s a r i ly  lin k ed  to  each o th e r , b u t many 

a re  n o t. I t  i s  no t n ecessa ry  to  make a l l  th e  changes s im u ltan eo u sly .- I t  

may n o t even be p r a c t ic a b le .  Many o f them are  no t a t  a l l  r e la te d  to  each 

o th e r . They can be a tta c k e d , in  d i f f e r e n t  p lace s  in  th e  sch o o l system , one 

a t a tim e , b u t not n e c e s s a r i ly  a l l  a t  one tim e .

That th e re  w i l l  be d isag reem ent as to  tech n iq u e  in  one re s p e c t  o r 

an o th er i s  in e v i ta b le ,  bu t th a t  i s  n o t a reaso n  f o r  f a i l i n g  to  c o r r e c t  

a d m in is tra tiv e  e r ro r  o r  w aste where i t  i s  c le a r ly  d is c e r n ib le  to  th e  im p a r tia l  

eye. Indeed, th e re  a re  a re a s  where th e  techn iques o f a n a ly s is  re v ea led  in  

bo th  th e  In te r im  R eport and th e  F in a l R eport can now be extended by th e  

p re se n t schoo l s t a f f .  The p u rs u it  o f th e se  th read s  o f ’̂ a d m in is tra tio n  may 

save even g re a te r  sums th an  have been in d ic a te d .

D if fe r in g  Views About What I s  S ig n i f ic a n t

But th e re  i s  a g ra a t  d e a l more to  th e  stopy  th an  t h a t .  The F in a l 

R ep o rt, touch ing  so many f a c e ts  o f e d u c a tio n a l problem s in  New York, may 

w ell provoke in  th e  minds o f d i f f e r e n t  persons a wide v a p ie ty  o f d i f f e r e n t  

c e n te rs  of i n t e r e s t .  Running th e  gamut o f sc o re s  o f p ro p o sa ls , th e re  w il l  

be th o se  in d iv id u a ls  who w i l l  f in d  th e  method o f s e le c t in g  Board members
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most im p o rtan t; th o se  who w il l  s e le c t  as most v i t a l  th e  problem  of f in a n c in g  

th e  schoo l's ; those  who w i l l  accen t th e  urgency of reo rg an ized  top  management; 

th o se  who ‘w ill- be alarm ed a t  ev idences of waste “through poor p lan n in g  and 

o rg a n iz a t io n , and so on.

To se rv e  a u se fu l and c o n s t r u c t iv e 1 purpose , t h i s  r e p o r t  seeks to  show 

th e  r e la t io n s h ip  o f th e  many f a c to r s  to  bach o th e r , b u t seeks a lso  to  show- 

how they  a re  s e v e ra b le , how they  may be approached s e p a ra te ly  end how im­

provem ents may be achieved along many d i f f e r e n t  ’avenues so long as th e re  

i s  to le ra n c e  and th e  w i l l  to  ach iev e  improvement.

The Emphases o f th e  B enort

S in ce  th e  em phasis of a management r e p o r t  is  n e c e s s a r i ly  upon e x is t in g  

c o n d itio n s  th a t  can be improved, i t  is  th e  im p erfec t c o n d itio n  th a t  i s  s in g led  

out f o r  i d e n t i f i c a t io n  and a n a ly s is .  The norm al—indeed th e  superb—is  taken  

fo r  g ra n te d . I t  would th e re fo re  be u n fo r tu n a te  i f  such a s tu d y  as t h i s ,  in  

i t s  in s is te n c e  upon what may be done more e f f i c i e n t l y ,  should  seem to  ignore 

what i s  w ell done. The E ducation  Management S tudy could ha rd ly  re p o r t  in  de­

t a i l  upon th e  c o n s tru c tiv e  a sp e c ts  o f New York C i ty 's  e d u c a tio n a l system  

and a t  th e  same tim e perform  i t s  du ty  in  th e  l i g h t  of th e  two o b je c t iv e s  c i te d  

above, and o th e r  r e s p o n s i b i l i t i e s . .

I t  i s  n o n e th e le ss  r e g r e t ta b le  th a t  s p e c i f ic  m ention cannot be made of 

in d iv id u a ls  and t h e i r  work, f o r  New York C ity  could n o t c a r ry  on i t s  e x ten s iv e  

and im p o rtan t e d u c a tio n a l program  were i t  no t f o r  the  d ev o tio n  and in te l l i g e n t  

a p p l ic a t io n  o f thousands of men and women, mtiny o f whom se rv e  f a r  beyond the 

c a l l  o f du ty  w ith  n e i th e r  hope nor wish of p e rso n a l re c o g n itio n .
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The c r i t ic is m s  d ire c te d  a t  th e  schoo l system  by t h i s  r e p o r t  in d ic a te  

th e  need fo r  far»-reaching  and b a s ic  improvements. T h is , however, should  not 

obscure o r deny th e  sim ple f a c t  th a t  th e re  a re  many sch o o ls  th roughou t th e  

system  in  each of which a b ro a d -v is io n e d  p r in c ip a l  has e s ta b lis h e d  

e x c e l le n t  s t a f f ,  p u p il ,  p a re n t and community r e la t io n s h ip s ;  where a g e n e ra lly  

a l e r t  and p ro fess io n a lly -m in d ed  te a c h in g  s t a f f  i s  im plem enting a ju d ic io u s ly  

s e le c te d  program o f dem ocratic  and e f f e c t iv e  le a rn in g ;  where th e  schoo l 

ro u tin e s  and b u s in ess  arrangem ents a re  w ise ly  p lanned and e f f i c i e n t l y  

ad m in is te red ; and where, in  s h o r t ,  an i n s t i t u t i o n  o f le a rn in g , soundly  based 

on modern and p ro g re s s iv e  ph ilo sophy  of ed u ca tio n  i s  c a r ry in g  out th e  ta s k  

which th e  community has a r ig h t  to  expec t o f i t .  Nor should  i t  obscure  

o r deny th e  f a c t  th a t  th e  h ead q u arte rs  o rg a n iz a tio n  has many in d iv id u a ls  and 

u n its  whose work i s  o u ts ta n d in g ly  e f f i c i e n t ,  c o n s tru c tiv e , and f a r - s ig h te d .

D ra s t ic .  A ffirm a tiv e  A ction  is  N ecessary

Turning from th e  examples o f su p e r io r  in d iv id u a l o r group perform ance, 

and view ing th e  e n te r p r is e  b ro ad ly , i t  i s  c le a r  t h a t  d r a s t i c ,  a f f irm a tiv e  

a c tio n  i s  n ecessa ry  to  e r a d ic a te  many grave f a u l t s  in  Ijhe sch o o l system .

These f a u l t s  a re  c o s t ly  in  term s of d o l l a r s ,  b u t they  have an a d d it io n a l  

s ig n if ic a n c e  of th e  f i r s t  o rd e r . They o b s tru c t th e  schoo l system  from 

ach iev in g  i t s  o b je c t iv e , which i s  th e  b e s t  p o s s ib le  e d u ca tio n  f o r  th e  i n ­

d iv id u a l c h ild  c o n s is te n t  w ith  th e  amount of money a v a i la b le .

To waste an e d u c a tio n a l d o l la r  i s  unpardonable as a m a tte r  of f in a n c ia l  

prudence, b u t i,t i s  a l l  th e  more s e r io u s  when i t  i s  c l e a r  th a t  th e  money c a n ' 

be used more e f f e c t iv e ly  as an in strum en t o f ed u ca tio n .
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P re ssu re s  P reven t P lann ing

The s in g le  g r e a te s t  weakness Of th e  schoo l system  i s  th a t  i t  i s  an 

a d m in is tra t iv e  patchw ork q u i l t .  I t  grew in  response  to  immediate demands 

o r im pu lses. B u tits  growth was no t p lanned .

New York C ity  has expanded p ro d ig io u s ly  through th e  y e a r s .  The sch o o l 

system  has s t r iv e n  to  keep pace w ith th e  g ia n t .

D iv is io n s , b o a rd s , com m ittees, bureaus and o f f ic e s  were c re a te d  and 

fa s te n e d  onto  th e  o rg a n iz a tio n  a t  th e  p o in t, where th e  immediate c r i s i s  seemed 

to  re q u ire ..

Under normal c ircu m stan ces , so c o lo s s a l  an u n d e rtak in g  would c h a r t  i t s  

course  in  term s of known and reaso n ab ly  p re d ic ta b le  fu tu r e  demands. I t  would, 

in  s h o r t ,  p lan  i t s  grow th. Each su cc e ss iv e  o rg a n iz a tio n a l move would be viewed 

as p a r t  o f a w hole. Whether t h i s  was p r a c t ic a b le ,  though d e s i r a b le ,  i s  q u ite  

b e s id e  th e  p o in t to d ay . The e x is t in g  c o n d itio n s  have grown up under th e  s t r e s s  

o f  d a i ly  burdens over a long  p e rio d  of y e a rs  and a r e t r o s p e c t iv e  journey  to  

f in d  f a u l t  w ith  in d iv id u a ls  se rv es  no c o n s tru c tiv e  p u rp o se .

A fte r  c a r e f u l  e f f o r t  in  c o o p e ra tio n  w ith  m'embers of tfre Board of 

E ducation , th e  S u p e rin ten d e n t o f S choo ls , and o th e r  top  e x e c u tiv e s , th e  

In te r im  R eport p re sen ted  a p la n  of re o rg a n iz a t io n  to  meet th e  schoo l system s 

n eed s . With th i s  re c o rd  b e fo re  i t ,  i t  may be hoped th a t  th e  Board o f Education 

w il l  n o t now be p re s su re d  into a d i f f e r e n t  s e r ie s  o f o rg a n iz a tio n a l changes th a t  

w i l l  c r e a te  more problem s th an  th e y -w ill  so lv e .

Two Examples o f Poor P lann ing

The e f f e c t s  o f ra p id  grow th, which has sometimes caused im p ro v isa tio n
iS

in s te a d  of b a s ic  p la n n in g , may be encoun tered  in  many p la c e s  in  th e  schoo l
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system . For in s ta n c e , a t ' tW '^ W y s» ^ n te r ' o f th e  Board o f E duca tion , two 

u n re la te d  cou rses have been fo llow ed in  o rg an iz in g  th e  h ead q u a rte rs  s t a f f  

and a ss ig n in g  a d m in is tra tiv e  p e rso n n e l. One i s  based upon schoo l le v e l s  - 

e lem en tary , ju n io r  h igh  sch o o l and s e n io r  h igh  sch o o l, th e  o th e r  upon 

a d m in is tra tiv e  fu n c tio n s  th a t  r e l a t e  to  a l l  th e se  l e v e l s ± This la ck  o f a 

b a s ic , o v e r - a l l  p lan  may be observed a lso  f a r th e r  out from th e  c e n te r  o f 

th e  system  in  th e  o rg a n iz a tio n  o f th e  v a rio u s  d iv is io n s  and b u reau s, where 

su b d iv is io n s  have been e s ta b lis h e d  w ithou t c le a r - c u t  s tan d a rd s  f o r  a g u id e . 

Sometimes, th e  oonncotion  3eems alm ost haphazard , a s  when community ed u ca tio n  

was f i r s t  p laced  in  th e  D iv is io n  o f  S ousing , then  in  th e  D iv is io n  o f C h ild  

Welf&re. l a t e r  in  th e  Elem entary S chools D iv is io n  and more re c e n t ly  in  th e  

Ju n io r  High Schools D iv is io n .

Sometimes grow th w ithou t b a s ia  p lan n in g  has produced d i f f e r in g  system s

th a t  e x i s t  s id e  by s id e , cau s in g  a co n fusion  o f methods and an in e q u a l i ty  of

r e s u l t s .  An, example i s  th e  c u s to d ia l  s e r v ic e .  The o r ig in a l  d i r e c t  c i v i l  
%

s e rv ic e  system  was abandoned and sup p lan ted  by an in d ir e c t , ,  q u a s i- c o n tr a c tu a l  

system , under which i t  wa3 found th a t  sane c u s to d ian s  in  f u l l  charge o f the  

o p e ra tio n  of sm all schoo l .b u ild in g s  re c e iv e d  le s s  n e t income than  c le a n e rs  in  

la rg e  schools., whereas, c u s to d ia n -e n g in e e rs  ip  la r g e  sch o o ls  were th e  

b e n e f ic ia r ie s  of a much la rg er- n e t com pensation than  th e  S u p e rin ten d e n t o f 

the  Bureau of P la n t O peration  and.M aintenance, s e v e ra l  e ch e lo n s  h ig h e r in  

ran k . The m odified  in d i r e c t  system  was deviadd in  an a ttem p t to  pa tch  up th e  

s i tu a t io n ,  bu t a f t e r  i t  had bean in s t a l l e d  in  about .h a lf  th e  sch o o ls  th e re  

was ample .evidence t h a t  i t  was no .panacea f o r  in e q u i t i e s ,  and i t  was extended 

to  no more sc h o o ls . Now. the- two systems- c o e x is t ,  w ith th e  e s s e n t i a l  - in e q u itie s
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s t i l l  u n c o rre c te d . More im p o rtan t, extrem e v a r ia t io n s  a re  found in  th e
i

q u a l i ty  o f c u s to d ia l  s e r v ic e  ren d e red , so th a t  w hile some schoo ls  are  

im m aculate, o th e rs  a re  d i r t y  and i l l - k e p t .

So i t  goes throughout th e  system . Im p ro v isa tio n  can be seen  in  many 

q u a r te r s ,  where fundam ental p lan n in g  i s  r e q u i s i t e .

The remedy i s  obv ious. A b a s ic  a p p ra is a l  of aims and methods, i s  

needed in  every  p a r t  of the  sch o o l system .

The People  and -Their S chools

The, f i r s t  o b je c t iv e  e s ta b lis h e d  by th e  M ayor's com m ittee, to  which 

re fe re n c e  was made a t  th e  o u ts e t ,  p e n e tra te s  to  th e  co re  o f  th e  o v e r - a l l  

problem  of e d u ca tio n  in  New York C ity . The " p o te n t ia l  in  p ro v id in g  a s a t ­

is f a c to r y  e d u c a tio n a l program* in v o lv es  a c o n s id e ra tio n  of fundam entals.

One o f' th e se  fundam entals i s  th6  r e la t io n s h ip  between th e  people and 

t h e i r  sc h o o ls .
)

Though i t  i s  ax io m atic , th e  f a c t  b e a rs  r e p e t i t io n  th a t  th e  whole con­

cep t o f p u b lic  ed u ca tio n  in  th e  United S ta te s  assumes th a t  th e  p u b lic  sch o o ls  

belong to  th e  p eo p le . And th i s  im plies a  c lo se n e ss  between th e  people and 

t h e i r  s c h o o ls . To r e a l i z e  t h e i r  " p o te n t ia l  in  p ro v id in g  a s a t i s f a c to r y  

e d u c a tio n a l program ," th e  schoo ls  must be n ear th e  people  in  conformance 

w ith  th a t  American t r a d i t i o n .

The t r a g ic  f a c t  in  New York C ity  i s  th a t  n o tw ith s ta n d in g  th e  b e s t of 

e f f o r t  and in te n t io n  by everyone th e  people  of th e  c_ity a re  n o t n e a r ly  as 

c lo se  to  t h e i r  schoo ls  as people a re  in  o th e r  communities throughout th e  

U nited S t a t e s .  T his may be* a problem  e q u a lly  as d i f f i c u l t  to  so lv e  in  o th e r 

la rg e  c i t i e s ,  bu t th a t  i s  no t a reaso n  f o r  abandoning a l l  hope in  New York C ity .
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Even th e  s l i g h t e s t  g lance  a t  th e  r e la t io n s h ip  o f th e  community to  the 

schoo ls  elsew here th roughou t th e  U nited S ta te s  w il l  convince any im p a r tia l  

observ er th a t  p u b lic  p a r t i c ip a t io n  in  schoo l a f f a i r s  i s  th e  b e s t  in su ran ce  

of w e ll-a d m in is te red  sc h o o ls . A g lim pse , fo r  exam ple, a t  th e  e x tra o rd in a ry  

sch o o l experience  of th e  people o f A rlin g to n  County, V irg in ia , w i l l  re v e a l 

how p u b lic  p a r t i c ip a t io n  s tim u la te s  and g iv e s  l i f e  to  th e  p u b lic  sch o o ls . 

A rlin g to n  County, w ith  a background o f a lo o f a d m in is tra tio n  f o r  perhaps a 

hundred y e a rs , le a rn ed  what p u b lic  p a r t i c ip a t io n  can mean in  th e  improvement 

o f th e  sch o o ls . T h is now famous ex p erien ce  has been re p e a te d  in  v a ry in g  

degrees during  th e  p a s t few y e a rs  a l l  over th e  co u n try . The b eg inn ings of 

s im i la r  ex p erim en ta tio n  in  New York C ity  i s  re p o r te d  in  t h i s  F in a l  B ep o rt.

P u b lic  P a r t i c ip a t io n  Means B e t te r  E ducation

The reco rd  i s  c le a r  th a t  p u b lic  p a r t i c ip a t io n  means b e t t e r  ed u ca tio n  

fo r  c h i ld re n —and, a t th e  same tim e, more e f f i c i e n t  and th e re fo re  more 

econom ical a d m in is tra tio n . The p u b lic  i s  quick to  sen se  waste in  th e  schoo ls  

because th e  p u b lic  i s  concerned w ith  g e t t in g  maximum ed u ca tio n  f o r  th e  

e d u ca tio n a l d o l la r .

In exam ining th e  p o te n t i a l s ,  th e re fo re , o f th e  e d u c a tio n a l system  in  

New York, th e  Education Management S tudy came to  g r ip s  w ith  th e  problem  th a t  

e x is t s  today , th e  s e p a ra tio n  o f th e  people from th e i r  s c h o o ls . A way to  

a p p ra ise  t h i s  problem  would have been to  id e n t i fy  i t  and su g g est th a t  p u b lic  

i n te r e s t  may be awakened. But such a cop rse  would leav e  th e  c i t y  p re c is e ly  

where i t  i s  to d ay . I t  i s  f o r  t h i s  reason  th a t  th e  Survey s t a f f  has co n sid ered  a 

change in  th e  e s s e n t ia l  p a t te r n  o f r e la t io n s h ip s  so th a t  a new e ra  may dawn 

in  New York C ity  f o r  th e  people and t h e i r  s ch o o ls .

9



SUMMARY OF MAJOR RECOMMENDATIONS
*” »  ■ —n , w .m  j. * T r * -*w ■»■■■ ' —* .u  « ■ g -?  ■  ■■—

CHAPTER I .  The A d m in is tra tio n  o f S chools in  New York C ity

1 . R eliev e  th e  members o f th e  Board o f E ducation  from c o n s id e ra tio n  o f 

a  m u ltitu d e  o f a d m in is tra tiv e  m a tte rs  which p ro p e rly  should  be th e  con­

cern  o f the  p ro fe s s io n a l  s t a f f .  T h is  would perm it th e  Board t o  g ive  

more adequate c o n s id e ra tio n  to  m ajor p o lic y  q u e s tio n s .

2 .  D if f e r e n t ia te  c le a r ly  th e  r e s p o n s ib i l i t i e s  o f  th e  la y  Board of 

E ducation  and th e  p ro fe s s io n a l  s t a f f  o f th e  s c h o o ls . Members o f th e  

Board commonly assume a d m in is tra tiv e  r e s p o n s i b i l i t i e s ,  th u s  underm ining 

th e  b a s ic  fu n c tio n a l  r e la t io n s h ip s  which should e x is t  in  th e  o p e ra tio n  

o f th e  schoo l system . The Board should  r e t a i n  f u l l  r e s p o n s ib i l i ty  f o r  

d e te rm in in g  p o l ic ie s  which in  i t s  judgment w i l l  produce an adequate 

system  of p u b lic  e d u ca tio n . But r e p o n s ib i l i ty  f a r  im plem enting and 

a d m in is te r in g  p o l ic ie s  should  be v ested  c le a r ly  in  th e  p ro fe s s io n a l  

s t a f f .

3 . End th e  c u rre n t p r a c t ic e  o f c e r t a in  Board members a c t in g  as i n d i ­

v id u a ls  on schoo l prob lem s. They have a r e s p o n s ib i l i ty  f o r  a c t in g  

a s  members o f a B oard. „

CHAPTER I I .  The A d m in is tra tiv e  S ta f f

4* Vest f u l l  c o n tro l  and r e s p o n s ib i l i ty  f c r  th e  sch o o l sy s tem 's  su p e r­

v iso ry  and a d m in is tra tiv e  s t a f f  in  th e  S u p e rin ten d en t o f S ch o o ls . As 

c h ie f  ex ecu tiv e  o f f i c e r  o f the  schoo l system , he would be re s p o n s ib le  

and acco u n tab le  f o r  a l l  s t a f f  work.

5 . R eorganize th e  to p  a d m in is tra tiv e  s t r u c tu r e  t o  p rov ide  u rg e n tly
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needed a s s is ta n c e  t o  th e  S up erin ten d en t of Schools in  ex ecu tin g  h i s  

fu n c tio n s  and r e s p o n s i b i l i t i e s .  Three new m ajor p o s i t io n s  should be 

e s ta b l is h e d :  a  D eputy S u p e rin ten d en t o f S choo ls , an A d m in is tra to r of 

Housing, and an A d m in is tra to r o f  B u siness A f f a i r s .

6 . A ssign to  th e  Deputy S u p erin ten d en t o f Schools th e  a u th o r i ty  and 

r e s p o n s ib i l i t y  f o r  c o o rd in a tin g  th e - work o f th e  e ig h t a s s o c ia te  su p er­

in te n d e n ts ,  each to  -be g iven  a  .s p e c if ic  fu n c tio n a l  r e s p o n s ib i l i ty  in  

th e  proposed h e ad q u a rte rs  r e o rg a n iz a t io n .

7 . A ssign  to  th e  A d m in is tra to r o f Housing a l l  m ajor fu n c tio n s  r e l a t i n g  

to  th e  b u i ld in g ,  m o d ern iza tio n , o p e ra tio n  and m aintenance o f school 

b u i ld in g s .  T h is  A d m in is tra to r  should  head an o f f ic e  w ith  fo u r  m ajor 

d iv is io n s :  Programming; C o n stru c tio n  and C o n trac t R ep a irs ; P la n t 

O peration  and M aintenance; and A d m in is tra tio n . The Programming D iv is io n  

would have r e s p o n s ib i l i ty  f o r  e f f e c t iv e  p la n t  u t i l i z a t i o n ,  de term in ing  

sch o o l b u ild in g  n e ed s , e s ta b l is h in g  p r i o r i t i e s  o f need and fo r  s i t e  

s e le c t io n .  The C o n stru c tio n  and C o n trac t R e p a irs 'D iv is io n  would p lan  

fo r. arid c o n s tru c t new b u ild in g s , develop and execu te  m odern ization  

programs and c o n tra c t  fo r  m a jo r 'a d d i tio n s  and r e p a i r s  to  e x is t in g  school 

b u i ld in g s .  The P la n t O peration  and M aintenance D iv is io n  would, have 

r e s p o n s ib i l i ty  f o r  c u s to d ia l  s e r v ic e s ,  th e  o p e ra tio n  of r e p a i r  shops, 

and g e n e ra l m aintenance and r e p a i r  s e rv ic e s  f o r  schoo l b u ild in g s . 'The 

A d m in is tra tio n  D iv is io n  would be re sp o n s ib le  f o r  p ro v id in g  th e  f a c i l i t a -  

t i v e  s e rv ic e s  to  th e  o th e r  d iv is io n s ,  m a in ta in in g  p e rso n n e l and c o s t  

d a ta ,  budget e s tim a tin g  and g e n e ra l a d m in is tra tiv e  work.
*

8. A ssign  to  th e  A d m in is tra to r  o f B u sin ess  A f fa ir s  th e se  m ajor re s p o n s i-
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b i l i t i e s t  budget e s tim a tin g  and p re p a ra t io n ; a l l  acco u n tin g  and a u d i t in g
• i

s e r v ic e s ;  p u rch ase» s to ra g e  and d i s t r i b u t io n  o f  schoo l te x tb o o k s , s u p p lie s  

and equipm ent; sch o o l t r a n s p o r ta t io n  s e rv ic e ;  o p e ra tio n  o f  th e  schoo l 

lunch  program s; b u d g e ta ry  and management a n a ly s is  and rev iew ; and f i s c a l  

c o n tr o ls .

9* C reate  e ig h t fu n c t io n a l  d iv is io n s  in  th e  h e ad q u a rte rs  o rg a n iz a tio n  

each to  be headed by an a s s o c ia te  s u p e r in te n d e n t^ re p o r tin g  to  th e  Deputy 

S u p e rin ten d en t o f  S ch o o ls . These d iv is io n s  a re :  I n s t r u c t io n ,  C urriculum , 

O rg a n iz a tio n , R esearch , P e rso n n e l, C hild  W e lfa re , 'S p e c ia l  S e rv ic e s , and 

P u b lic  In fo rm a tio n .

10. Make th e  D iv is io n  o f  I n s t r u c t io n  re s p o n s ib le  f o r  th e  e d u c a tio n a l 

programs now o ffe re d  by fo u r s e p a ra te  d iv is io n s s  e lem en tary  s c h o o ls , 

ju n io r  h ig h  sc h o o ls , v o c a tio n a l h ig h  sch o o ls  and academic h ig h  sc h o o ls .

T ie  ed u ca tio n  o f  c h i ld re n  and youth  i s  a  c o n tin u in g  p ro cess  from k in d e r­

g a r te n  th rough  th e  h igh  s c h o o l. The program o f ed u ca tio n  p rov ided  in
•»

th e  New York C ity  Schools should  be in te g ra te d ,  n o t c u t up in to  s e p a ra te  

u n i t s .  There a re  d i f f e r e n t  emphases a t  d i f f e r e n t  age l e v e l s ,  b u t they  

should  be co n sid ered  in  r e l a t i o n  to  th e  t o t a l  ed u ca tio n  b e in g  p ro v id ed .

11 . A ssign to  th e  D iv is io n  o f  C urriculum  r e s p o n s ib i l i ty  f o r  th e  improve­

ment o f  th e  in s t r u c t io n a l  program r e l a t i n g  to  curricu^^m i developm ent.

T his D iv is io n  should  e n l i s t  and use e f f e c t iv e ly  th e  id e a s , t a l e n t s  and 

a b i l i t i e s  o f  te a c h e rs  and p r in c ip a ls  in  th e  sc h o o ls  as w e ll as th o se  o f  

th e  h ead q u a rte rs  s t a f f .

12 . Make th e  D iv is io n  o f O rg an iza tio n  re s p o n s ib le  f o r  im portan t r e g u la ­

to ry  and management fu n c tio n s . T h is D iv is io n  should  be charged  w ith  th e  

r e s p o n s ib i l i ty  f o r  c h i ld  accoun ting  and th e  p re p a ra t io n  o f r e p o r ts  r e -
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qu ired  f o r  e s ta b l is h in g  e l i g i b i l i t y  o f  th e  school system  f a r  s t a t e  and 

f e d e r a l  a p p ro p r ia t io n s .  I t  should  have r e s p o n s ib i l i ty  fo r  th e  o rg a n i­

z a t io n  o f a l l  sch o o ls  and p la y  a m ajor r o le  in  de term in ing  c la s s  s iz e .

13 . C o n so lid a te  a l l  th e  re s e a rc h  a c t i v i t i e s  c a r r ie d  on in  th e  schoo l 

system  in  one D iv is io n  o f R esearch . T his D iv is io n  should  undertake

re s e a rc h  f o r  any departm ent o f  th e  sch o o l system  th a t  needs such a s s i s ­

ta n c e .  In  a d d i t io n  to  i t s  own independent r e s e a rc h  s tu d ie s  th e  D iv is io n  

should  engage in  c o o p e ra tiv e  p ro je c ts  w ith  o th e r  schoo l d iv is io n s .

14. -Fix r e s p o n s ib i l i ty  on a l l  p e rso n n el m a tte rs  in  th e  D iv is io n  o f 

P e rso n n e l. The p re s e n t d u a l p e rso n n e l o rg a n iz a tio n  s t r u c tu r e  should 

be ended. One a d m in is tr a t iv e  departm ent should  be charged w ith  au th ­

o r i t y  and r e s p o n s ib i l i t y  f o r  p e rso n n e l t r a n s a c t io n s  co v erin g  a l l  em­

p lo y ees  o f th e  Board o f E duca tion  -  th e  c i v i l  s e rv ic e  a d m in is tra tiv e  

s t a f f  a s  w e ll a s  th e  te a c h in g  and p ro fe s s io n a l  su p e rv iso ry  s t a f f s .

The A sso c ia te  S u p e rin ten d en t in  charge of th i s  D iv is io n  should be 

th e  School S u p e r in te n d e n t 's  r e p re s e n ta t iv e  in  a l l  r e la t io n s h ip s  w ith  

th e  Board o f  Exam iners.

15 .  A ssign to  th e  D iv is io n  o f  C hild  W elfare r e s p o n s ib i l i ty  f o r  p ro ­

v id in g  th e  c l i n i c a l  s e rv ic e s  t h a t  sane p u p ils  r e q u ire  and th e  s p e c ia l  

f a c i l i t i e s  t h a t  p h y s ic a lly  and m en ta lly  handicapped and em otiona lly  

d is tu rb e d  c h i ld re n  need . C l in ic a l  s e rv ic e s  should be provided by spe­

c i a l  s e rv ic e  team s a ss ig n ed  to  th e  o f f ic e s  o f  th e  f i e l d  a s s i s t a n t  

s u p e r in te n d e n ts .

16 . Make th e  D iv is io n  o f S p e c ia l S e rv ic e s  re sp o n s ib le  fo r  a  v a r ie ty
* r  4 *

o f s p e c ia l  fu n c tio n s  which w i l l  v a ry  from  tim e to  tim e depending up“on 

th e  needs o f th e  s c h o o ls . Among i t s  r e g u la r  a ss ig n m en ts , i t  should



have r e s p o n s ib i l i ty  f o r  th e  h e a lth  and a tten d an ce  programs and f o r  

c i v i l  d e fen se .

17. Charge th e  D iv is io n  of P u b lic  In fo rm a tio n  w ith  th e  im p o rtan t a s s ig n ­

ment of e s ta b l is h in g  a p u b lic  in fo rm atio n  program as a two-way p ro cess  -  -  

a c o o p e ra tiv e  sea rc h  f o r  m utual u n d e rs tan d in g  and e f f e c t iv e  teamwork 

between th e  people of th e  c i ty  and th e  schoo l s t a f f s .  I t  should  encourage

a co n tin u o u s, p o s i t iv e  approach to  p u b lic  r e l a t io n s  by a l l  sch o o l p e rso n n e l. 

I t  should  work c lo s e ly  w ith  th e  a s s i s t a n t  su p e r in te n d e n ts  in  th e  f i e l d  in  

th e  e f f o r t  to  use community re so u rc e s  e f f e c t iv e ly .

CHAPTER I I I .  The A s s is ta n t  S u p e rin ten d en t

18, Make th e  f i e l d  su p e rin ten d e n t th e  a d m in is tra t iv e  o f f i c e r  in  charge 

of a l l  schoo ls  in  h is  a r e a ,  to  in c lu d e  th e  v o c a tio n a l and academ ic h igh  

sc h o o ls , as w e ll as th e  e lem en tary  and ju n io r  h igh  sc h o o ls . T h is  would 

perm it th e  p lan n in g  of a c o n tin u in g  and in te g ra te d  program of ed u ca tio n  

from  th e  k in d e rg a r te n  th rough  th e  h ig h  sch o o l.

19. Vest in  th e  f i e l d  su p e r in ten d e n t f u l l  a u th o r i ty  and su p e rv is io n  over 

th e  s t a f f  a ss ig n ed  to  h is  o f f ic e .

20 , C la r i fy  th e  b a s ic  fu n c tio n s  of th e  f i e l d  su p e r in te n d e n t. He should 

have th e  r e s p o n s ib i l i ty  f o r  develop ing  a program of e d u c a tio n , a u th o riz e d  

by th e  Board o f E duca tion , in  such manner as  to  se rv e  most e f f e c t iv e ly  th e  

needs of th e  c h ild re n , y o u th , and a d u l ts  in  h is  a re a .  He shou ld  p la y  a 

m ajor r o le  in  th e  o rg a n iz a tio n  and r e o rg a n iz a t io n  of 3Ch0o l s .  He should  

seek  to  develop new m ethods, new m a te r ia ls ,  and new p rocedures f o r  th e  

improvement of i n s t r u c t io n .  He should  work tow ard b e t t e r  school-com m unity 

r e la t io n s h ip s .
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21 . R es to re  some degree o f lo c a l  autonomy to  th e  community in  th e  opera­

t io n  o f th e  s c h o o ls . H eadquarters o f f ic e s  should be concerned w ith  d e te r ­

m ining schoo l p o l ic ie s  and p ro v id in g  b a s ic  s e rv ic e s  f o r  th e  sc h o o ls . A lso 

th ey  should r e t a i n  c o n tro ls  r e l a t i n g  to  th e  execu tio n  o f p o lic y  in  the  

f i e l d .  But th e  f i e l d  su p e rin ten d e n t should be g iven s u f f i c i e n t  leeway

to  adap t program s and p o l ic ie s  to  ex p ress  community n eed s .

22 . ' O rganize and s t a f f  th e  o f f ic e  o f th e  f i e l d  su p e rin ten d en t so th a t  

th e  su p e r in te n d e n t w i l l  be r e l ie v e d  o f tim e-consum ing, ro u tin e  m a tte rs  

which should  p ro p e rly  be handled by s t a f f  a s s i s t a n t s .  He should be 

f re e d  from  the burden o f p e t ty  a d m in is tra tiv e  d e t a i l  to  perm it-h im  to  

a c t  a s  an e d u c a tio n a l and community le a d e r .  The number and ty p es  of 

s k i l l e d  su p e rv iso ry  a id e s  may vary  from d i s t r i c t  to  d i s t r i c t  depending 

upon th e  lo c a l  problem s encountered  and th e  s p e c ia l  programs und ertak en .

and p rov ide  a d d itio n a l-  s t a f f  s p e c i a l i s t s  to  improve th e  su p erv iso ry  s e r -

were found , c h ie f ly  t r a c e a b le  to  lack  o f adequate s t a f f  in  th e  f i e l d  

s u p e r in te n d e n ts ' o f f ic e s  and l im i ta t io n s  on th e  power o f su p e rin ten d e n ts  

to  o rg an ize  and d i r e c t  t h e i r  s t a f f s .

24 .  Organize a  system  of te a c h e r  su p e rv is io n  in  th e  ju n io r  h igh  schoo ls

CHAPTER IV. .The P r in c ip a l  and th e  F ie ld  S uperin ten d en t

23 . V est in  th e  f i e l d  su p e r in ten d e n ts  f q l l  a u th o r i ty  over s t a f f  ass ig n ed

v ic e s  o ffe re d  to  th e  schoo ls  in  t h e i r  a re a s .

o ffe re d  to  e lem en tary  schoo ls a re  e x c e l le n t .

( s im ila r  t<p th e  f i r s t  a s s i s t a n t s  in  th e  s e n io r  h igh  sch o o ls ) f o r  a more 

e f f e c t iv e  program o f su p e rv is io n . In  th e  a l t e r n a t iv e ,  e n la rg e  th e  f i e ld  

s u p e r in te n d e n t 's  s t a f f  of s p e c i a l i s t s  so th a t  th e  ju n io r  h igh  schoo ls



/

could  be se rv ice d  a s  w e ll as th e  e lem en tary  s c h o o ls . The r e la t io n s h ip s  

th a t  now e x is t  between th e  ju n io r  h igh  schoo l p r in c ip a ls  and th e  f i e l d  

su p e r in te n d e n ts  a r e ,  f o r  th e  most p a r t ,  s u p e r f i c i a l .  R eg u la to ry  con­

t r o l  o f th e se  sch o o ls  in  bo th  cu rricu lu m  and o rg a n iz a tio n  p re s e n t ly  

comes from  h e ad q u a rte rs  o f f i c e s .

25. E s ta b l i s h  c le a r ly  th e  m ajor fu n c tio n s  and r e s p o n s i b i l i t i e s  o f th e  

schoo l p r in c ip a l .  These a re :  ex ecu tio n  o f p o l ic ie s  determ ined by th e  

Board o f E d u ca tion ; o rg a n iz a tio n  of h is  schoo l to  meet th e  needs o f th e  

com nunity; p ro v is io n  o f su p e rv iso ry  a s s is ta n c e  f o r  a l l  te a c h e rs  a ss ig n e d ; 

spo n so rsh ip  o f  in - s e rv ic e  t r a in in g  programs f a r  te a c h e rs ;  s tu d y  and p a r t i ­

c ip a t io n  in  community l i f e  in  o rd e r to  know and u n d ers tan d  th e  community; 

and p ro v is io n  o f dem ocratic  le a d e rs h ip  f o r  h is  te a d in g  s t a f f .

R elease and give scope to  th e  c r e a t iv e  t a l e n t s  o f  te a c h e rs  by making 

them re sp o n s ib le  p a r t i c ip a n t s  in  th e  developm ent o f  e d u c a tio n a l program s. 

Too many te a c h e rs  in  th e  school system  have been g iven  l i t t l e  or no 

o p p o rtu n ity  to  p a r t i c ip a te  c o n s tr u c t iv e ly  and c r e a t iv e ly  in  th e  p lan n in g  

o r e v a lu a tio n  o f cu rricu lu m s and te ac h in g  m ethods.

V. The O rgan iza tion  o f Schools

27 . Lessen th e  degree  o f d e p a r tm e n ta liz a tio n  of c la s s e s  in  th e  ju n io r  

h ig h  sc h o o ls . The tendency  to  p a t te r n  th e  ju n io r  h ig h  school a f t e r  th e  

se n io r  h igh  sch o o l has r e s u l te d  in  e x cess iv e  d e p a r tm e n ta liz a tio n  in  th e  

fo rm er. The t r a n s i t i o n  o f the  s tu d e n t from  the 6t h  grade e lem en tary  to  

th e  ju n io r  h ig h  schoo l has been made alm ost a s  ab ru p t as  betw een 8th -y e a r  

e lem en tary  and th e  s e n io r  h igh  sc h o o l. Thus, th e  ju n io r  h igh schoo l 

o r ig in a l ly  o rgan ized  to  b rid g e  th e  gap between elem en tary  and secondary
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ed u ca tio n  has been d ep a rtm en ta liz ed  to  a p o in t where i t  c r e a te s  a  s im ila r  

gap o f i t s  own.

28 . Make a number o f th e  s e n io r  h igh  schoo ls  com prehensive in  purpose 

and program  so th a t  a l l  you th  in  th e  c i t y  may have access  to  v a r ie d  c u r-  

ricu lu m s r e g a rd le s s  of th e  schoo l in  which r e g i s te r e d .  The proposed 

conprehensive h igh  schoo l would p rov ide  .a program s u f f i c i e n t ly  f le x ib le  

to  c a re  f o r  th e  i n t e r e s t s  of a l l  s tu d e n ts :  g e n e ra l e x p lo ra to ry  co u rses  

f o r  th o se  undecided in  i n t e r e s t  o r v o c a tio n ; g en e ra l co u rses  w ith  voca­

t i o n a l  emphasis fo r- th o se  who p lan , to  te rm in a te  t h e i r  form al ed u ca tio n  

upon f in i s h in g  h ig h  sch o o l; and enriched  co u rses  and a c c e le ra te d  programs 

f o r  th o se  w ith  s p e c ia l  t a l e n t s  and a b i l i t i e s *  Some s p e c ia l iz a t io n *  p a r t i ­

c u la r ly  in  th e  v o c a tio n a l f i e l d s ,  i s  c le a r ly  a d v isa b le  and t r a in in g  in
• »■ **

h ig h ly  s p e c ia l iz e d  f i e l d s  w i l l  co n tin u e  to  demand h igh  schoo ls w ith  

s p e c ia l iz e d  program s.

CHAPTER V I. O rg an iza tio n  o f C lasses

29 .  C ontinue th e  developm ent o f  s p e c ia l  e d u c a tio n a l f a c i l i t i e s  f o r  

a ty p ic a l  c h i ld re n .  -The New York C ity  School system  has made e x c e lle n t 

p ro g re ss  tow ards m eeting  th e  s p e c ia l  needs o f th e  m en ta lly  r e ta rd e d , th e  

p h y s ic a l ly  handicapped and th e  em o tio n a lly  m alad ju sted  c h ild re n  in  the  

C ity . S p e c ia l  f a c i l i t i e s  have a lso  been developed a t  a l l  school le v e ls  

f o r  th e  i n t e l l e c t u a l l y  g i f t e d  y o u n g s te rs . The New York C i ty  program f a r  

a ty p ic a l  c h ild re n  ran k s  as  one of th e  most e f f e c t iv e  in  th e  n a t io n . 

However, s p e c ia l  c la s s e s  f o r  c h ild re n  w ith  s p e c ia l  e d u c a tio n a l needs are  

n o t alw ays a v a ila b le  a t  th e  most conven ien t tim es or p la c e s  and f u r th e r
« » i  * »

developm ent o f t h i s  phase o f th e  school program  i s  needed.
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CHAPTER V II. C u sto d ia l S e rv ic e

30 . D esign end i n s t a l l  adequate q u a l i ty  c o n tro ls  to  e l im in a te  th e  c u r­

r e n t  extrem e v a r ia t io n s  in  th e  q u a l i ty  of c u s to d ia l  s e r v ic e .  T h is  r e ­

q u ire s  d ev e lo p in g  s tan d a rd s  o f perform ance, m easuring perform ance a g a in s t  

th e  s ta n d a rd s , and p ro v id in g  in c e n t iv e s ,  p o s i t iv e  and n e g a tiv e , to  a ssu re  

perform ance.

3 1 .  Develop s ta n d a rd s  to  govern su p e rv is io n  over c u s to d ia l  s e r v ic e ,  w ith  

p ro v is io n  f o r  an e f f e c t iv e  r a t i n g  system .

32 .  R evise th e  system  of a l l o t t i n g  monies f o r  c u s to d ia l  s u p p lie s  to  each 

sch o o l.

33 . Compensate c u s to d ia n s  in  r e l a t i o n  to  t h e i r  work lo a d . The p re se n t 

com pensation schedu le  i s  u n ju s t ,  w ith  c e r t a in  c u s to d ia n s  e a rn in g  f a r  

more than  th e y  should  and o th e rs  e a rn in g  much le s s  th a n  th ey  sh o u ld .

34 . Improve th e  proposed new schedule o f  c u s to d ia l  com pensation  which 

has some advantages over th e  p re s e n t sch edu les b u t le a v e s  u n co rrec ted

some d i f f i c u l t i e s  o f th e  p re s e n t sch ed u le s .

3 5 .  R equire c u s to d ia n s  to  charge no mare than  schedu led  fe e s  f o r  use 

o f t h e i r  sch o o ls  by o u ts id e  o rg a n iz a tio n s  a f t e r  schoo l h o u rs .

3 6 . Promote c u s to d ia n s , so lo n g  as  th e  p re s e n t q u a s i- c o n tr a c tu a l  system  

i s  co n tin u ed , on th e  b a s is  o f proven a b i l i t y ,  d e p e n d a b ility  and o th e r  

perform ance c h a r a c t e r i s t i c s .  The p re se n t prom otion system  ig n o re s  th e se  

q u a l i f i c a t io n s .

37« R equ ire  c u s to d ia l  h e lp e r s  provided by th e  c u s to d ia n s  to  fu r n is h  

p ro o f o f good c h a ra c te r  and good h e a l th  b e fo re  th ey  a re  p e rm itted  to
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38 . R equire  c u s to d ia n s , so long  as th ey  have th e  q u a s i-c o n tra c tu a l 

s t a t u s ,  to  p rov ide  p roper working c o n d itio n s  f o r  t h e i r  em ployees.

3 9 . A bo lish  th e  p re se n t q u a s i-c o n tra c tu a l  system  o f c u s to d ia l  s e rv ic e .

I t  has f a i l e d  to  w ork, and each  v a r ia t io n  a ttem p ted  has f a i l e d  to  work.

4 0 . S u b s t i tu te  f o r  th e  q u a s i-c o n tra c tu a l  system  e i th e r  a  tru e  d i r e c t  

c i v i l  s e rv ic e  system , o r  a t ru e  c o n tra c tu a l system . The a d d it io n a l  

c o s t o f  a c iv i l -  s e rv ic e  system  as compared w ith  th e  p re s e n t system  

would be about $1 , 400,000  and n o t th e  $3 , 600,000  e s tim ated  in  1946 by 

a  Board o f  E ducation  com m ittee. A tru e  c o n tra c tu a l  system  m ight prove 

th e  l e a s t  c o s t ly  o f a l l  th r e e :  i f  adopted th e  change-over should be a  

g rad u a l one.

CHAFFER V I I I .  School u t i l i z a t i o n

41 . Convert- th e  6-ye 'ar Board o f M u c a tio n  e s tim a te  of c a p i t a l  o u tla y  

p r o je c t s ,  re q u ire d  by th e  C ity  C h a r te r , from  one designed  only to  comply 

w ith  th e  le g a l  req u irem en ts  in to  a l'ong range program which should be a 

c a r e f u l ly  conceived  p la n  o f a c tio n  f o r  each neighborhood of th e  C ity , a 

r e a l i s t i c  s te p -b y -s te p  p ro je c t  fo r  im proving th e  p la n t o f th e  schoo l 

system . I t  shou ld  c o n s t i tu te  an  in te g ra te d  program  f o r  each neighborhood 

and f o r  th e  C ity  a s  a w hole, in s te a d  o f c o n ta in in g , a s  i t  does now, 

m u tu a lly  in c o n s is te n t  p ro p o sa ls .

42 .  D evelop a c a p i t a l  budget program  th rough  a sch o o l-b y -sch o o l, ne ighbor­

hood-by-neighborhood rev iew  o f e x is t in g  f a c i l i t i e s  in  r e l a t io n  to  need.

4 3 . Develop a lo n g  range program whose o b je c t iv e  w i l l  be to  p rov ide  

adequate  sch o o l f a c i l i t i e s  in  every  neighborhood o f th e  C ity  a t  a l l
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44 • M oderiiite e x is t in g  f a c i l i t i e s  to  b r in g  them as c lo se  to  e x is t in g  

s tan d a rd s  as p o s s ib le .

45• C lose o b so le te  s t r u c tu r e s  i f  they cannot be m odernized, e i t h e r  by 

(a) m erger o f  schoo l d i s t r i c t s  w ith  nearby  sch o o ls  which now have modern 

f a c i l i t i e s  o r  which could  have them th rough  m o d ern iza tio n ; o r (b) r e p la c e ­

ment by new c o n s tru c tio n , p re fe ra b ly  on s i t e s  so s e le c te d  as to  perm it 

th e  rep lacem ent o f  two o r more o b so le te  s t r u c tu r e s ,  e i t h e r  im m ediately 

o r when th e  peak o f th e  a r e a 's  en ro llm en ts  has p a sse d .

46. R ep a ir a l l  b u ild in g s  t h a t  a re  s t r u c tu r a l ly  sound and e d u c a tio n a lly  

adequate  ( i . e . ,  w ith  c lassroom s o f s u f f i c i e n t  s i z e ,  w e l l- l ig h te d  and 

v e n t i l a te d ,  s u f f i c i e n t  s a n i ta ry  f a c i l i t i e s ,  e t c . ) ,  bu t which caricot now 

be used a t  normal c a p a c ity  because o f needed r e p a i r s .

-47» R e a llo c a te  space use so th a t  o f f ic e s  and a d m in is tra t iv e  u n i t s  do 

h o t occupy b u ild in g s  o r c lassroom s needed f o r  i n s t r u c t io n ,  and so th a t  

ju n io r  h ig h  sch o o ls , academic and v o c a tio n a l h ig h  sc h o o ls , e i th e r  in  

annexes o r e n t i r e  b u i ld in g s ,  do n o t occupy space needed f o r  e lem en tary  

c la s s e s .

48 . Review, and where n ecessa ry  r e d i s t r i c t  School- -boundaries a t - a l l  

e d u ca tio n a l l e v e l s  th roughou t th e  c i ty  so t h a t  overcrow ding and th e  use 

of o ld e r  b u ild in g s  i s  reduced and th e  more modern, s u i ta b le  f a c i l i t i e s  

a re  more f u l l y  u t i l i z e d .

49- E lim in a te  t r a f f i c  h aza rd s , in  so f a r  a s  modern t r a f f i c  c o n tro l  and 

e n g in ee rin g  te ch n iq u es  p e rm it, to  e q u a liz e  th e  use o f e x i s t in g  f a c i l i t i e s .  

5 0 . Reduce o r e lim in a te  s o c ia l  and r a c i a l  te n s io n s ,  th ro u g h  f u l l  mobi­

l i z a t i o n  of modern group work and community r e l a t i o n s  te c h n iq u e s , so
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th a t, a v a i la b le  sch o o l f a c i l i t i e s  can be more f u l l y  u t i l i z e d .

51• Engage in  advance p lan n in g  o f schoo l f a c i l i t i e s  a d jac e n t to  la rg e -  

s c a le  housing  p r o j e c t s ,  and th e  lo n g -te rm  le a s e  o f c lassroom  space in  

la r g e - s c a le  p u b lic  and p r iv a te  housing  developm ents, fo r, k in d e rg a rte n  

and th e  low er g ra d e s .

5 2 . Convert s u i ta b le  f a c i l i t i e s  to  ju n io r  h igh  schoo l use where t h i s

w i l l  r e l i e v e  overcrow ding in  K-8  e lem en tary  schoo ls  and th e  n in th  grade 

o f v o c a tio n a l and academic h igh  sch o o ls , or co n v erse ly , co n v ert in  same 

ne ighborhoods, u n d e ru t i l iz e d  or u n s u ita b le  ju n io r  h igh  school c a p a c ity  

to  e lem en ta ry  school u s e .  1

5 3 . Use more bus and subway t r a n s p o r ta t io n ,p a r t i c u la r ly  by upper grade 

p u p i l s ,  so a s  to  use c lassroom  space th a t  would o th erw ise  rem ain  empty.

C o n stru c t new f a c i l i t i e s  such as  e lem en ta ry , ju n io r  h ig h , v o c a tio n a l 

o r academic h igh  schoo l b u ild in g s , a s  a  l a s t  m easure, where th e  above 

a l t e r n a t iv e s  a re  in s u f f i c i e n t  or im p o ssib le .

55« E s ta b l is h  a s  soon as  p o s s ib le ,  th e  D iv is io n  o f Programming in  the  

proposed O ffice  o f  Housing which was recommended in  th e  Education Manage­

ment S tu d y 's  In te r im  R eport pu b lish ed  l a s t  A p r i l .  Give i t  th e  fu n c tio n , 

which no in d iv id u a l  or u n i t  in  th e  school system  now has th e  f a c i l i t i e s  

to  e x ec u te , of d ev e lo p in g  and c o n s ta n tly  rev iew in g  th e  lo n g  range c a p i t a l  

budget program . P ro p e r ly  o rg an ized , th e  D iv is io n  o f Programming should 

e lim in a te  th e  p re se n t d i f f i c u l t i e s  w hich stem  from a com bination of 

un im ag in a tiv e  le a d e rs h ip ,  inadequate  a d m in is tra tio n  and in s u f f ic ie n t  

s t a f f .  A d d itio n a l s t a f f  w i l l  c o s t money, bu t i t  w i l l  be an inconsequen­

t i a l  sum compared to  th e  d o l la r  sav in g s  e f fe c te d  by e l im in a t in g  th e

22



c o s t of m a in ta in in g , r e p a i r in g  and o p e ra tin g  o b so le te  b u ild in g s  th a t  

could be abandoned — to  say  n o th ing  o f th e  in ta n g ib le  c o s t  in  lo 3 t  

e d u c a tio n a l v a lu e s  borne by 'c h ild re n  n e e d le s s ly  a tte n d in g  su b stan d a rd  

sch o o ls .

5 6 .  E s ta b lis h  w ith in  th e  D iv is io n  of Programming two m ajor u n i t s r  a 

School P o p u la tio n  A n a ly sis  U nit to  be headed by a  -Chief S t a t i s t i c i a n ,  

and a Schools F a c i l i t i e s  A n a ly s is  U nit t o  be headed by a  C hief E n g in ee r. 

57» C lose P .S . 70 M anhattan, an exhnple o f an o b so le te  s t r u c tu r e  th a t  

can  be c lo se d , and save $18,000  a  y e a r in  m aintenance o p e ra tio n  and 

overhead . Not on ly  i s  t h i s  schoo l p r e s e n t ly  unnecessary* b u t th e  

B o a rd 's  re q u e s t in  i t s  1952“57 C a p ita l  Program f o r  $1,300,000 to  re p la c e  

P .S . 70 i s  unw arran ted . I n s te a d ,  what i s  needed f o r  t h i s  neighborhood 

i s  a new ju n io r  h igh  sc h o o l. *

5 8 . R evise th e  Board of E d u c a tio n 's  E ast Harlem C a p ita l Program a s  

proposed in  th e  R eport to  b r in g  sp e e d ie r  r e l i e f  frcm- overcrow ding.

C lose o b so le te  sch o o ls  w ith o u t rep lacem ent and improve th e  e d u c a tio n a l 

f a c i l i t i e s  o f  th e  a re a  — a t  2 /3 rd s  th e  c o s t proposed- by th e  Board o f 

E ducation , o r a 'sav in g  of $3»3^7.»000 -in th e  'proposed e x p e n d itu re .

CHAPTER H .  School C o n stru c tio n

5 9 . R eorganize th e  Bureau o f C o n stru c tio n  to  p rov ide  - f i r s t  t h a t  i t s  

head should  be one com petent a s  an a d m in is tra to r  r a th e r  th a n  n e c e s s a r i ly  

a s  an a r c h i t e c t ,  and second, 'so th a t  c le a r ly -d e f in e d  o rg a n iz a t io n a l  

u n i t s  d e a l w ith  th e  s e p a ra te  b a s ic  fu n c tio n s  o f d e s ig n  and c o n s tr u c t io n .

60. E s ta b l is h  a R esearch  Bureau in  th e  D iv is io n  o f Housing to  be 

charged  w ith  th e  r e s p o n s ib i l i ty  o f  exam ining new id e a s  in  schoo l d e sig n
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in  o rd e r  to  in c o rp o ra te  new e d u c a tio n a l jnethods and to  make u se  o f new 

m a te r ia ls  o r b u ild in g .m e th o d s .

61. Improve p la n n in g  and d esig n  to  avoid  h a za rd s , d isco m fo rt and need 

f a r  r e p a i r s ,  a s  i l l u s t r a t e d  in  the  F in a l  R ep o rt.

62. Improve in s p e c tio n  w hich has o f te n  been e i th e r  in s u f f i c i e n t  o r 

in e p t ,  to  e lim in a te  h azards and w aste .

63 . R evise system s and p rocedures to  perm it g r e a te r  e f f ic ie n c y  and to  

avo id  w aste o f e d u c a tio n a l fu n d s .

64 .  P o lice , th e  g u aran tee  p e rio d s  so  th a t  th e se  do n o t la p se  b e fo re  

c o n tr a c to r s  a re  r e q u ire d  to  make r e p a i r s  o f f a u l ty  c o n s tru c tio n .

65 . C o rrec t th e  chan g e-o rd er p r a c t ic e s  and p ro ced u res , which a re  now 

e x t r a o r d in a r i ly  co n fu sed . The Bureau o f C o n stru c tio n  perform ance in  

co n n ec tio n  w ith  ch an g e -o rd e rs  i s  poor and e x tra v a g a n t, p a r t l y  because 

th e  r e s p o n s ib i l i ty  and a u th o r i ty  a re  d iv id e d .

66 . Provide, f o r  s tan d a rd  a r b i t r a t i o n  c la u se s  in  c o n tra c t  forms to  enab le  

ad ju stm en t o f  d is p u te s  w ith o u t p re sen t expense and lo s s  o f tim e .

67 .  R ev ise  th e  p rocedu re  f a r  making t e s t  b a r in g s t  because of le g a l  

r e s t r i c t i o n s ,  t e s t  b o rin g s  a re  e i th e r  f r e q u e n tly  in adequate  or a re  

n e g o tia te d  by c o n tr a c tu a l  su b te rfu g e s  th a t  evade th e  e x is t in g  law.

68. Employ, .permanent c i v i l  serv ice -em p lo y ees  in s te a d  o f p ro v is io n a ls  

who o f te n  'have l e s s  a b i l i t y  than  th e  job re q u ire s  and whose tu rn o v e r r a t e  

i s  h ig h  because in c e n tiv e  to  s ta y  i s  la c k in g .

69 .  Improve w orking c o n d it io n s , which a re  v e ry  po o r. This may a ls o  help  

improve employee m orale , which i s  y e ry  low.

70 . Develop s tan d a rd  p la n s  f o r  such u n i t s  a s  c lassro o m s, shops, au d i-

24



to riu m s, lunchroom s, gymnasiums, c a f e te r ia s  and t o i l e t  room s, in s te a d  

o f a tte m p tin g  to  s ta d a rd iz e  p lan s  f o r  an e n t i r e  s c h o o l. When th e  s tan d a rd  

u n i t  p la n s  a re  assem bled w ith  a p p ro p r ia te  .fo u n d a tio n  p la n s  they  would 

c o n s t i tu te  th e  p la n s  f o r  schoo ls  o f va ry in g  s iz e s  and shapes and would 

meet p r a c t i c a l l y  a l l  f u n c t io n a l ,  neighborhood and to p o g ra p h ic a l r e q u i r e ­

m ents.

71 . Experim ent w ith  farm ing  out a r c h i t e c tu r a l  work to  p r iv a te  a r c h i ­

t e c t s ,  b u t m ain ta in  c a r e f u l  c o n tro ls  so  a s  tq  compare c o s ts  and th e  

p ro d u c tiv i ty  of new id e a s  in  schoo l c o n s tru c t io n .

CHAFTER X. A rc h i te c tu r a l  C o n sid e ra tio n s>■ ..TEggrr? f  ■ -r1' " "■ 'ran, r  ’v  ■,; -r-rryr»

72. W rite in s t r u c t io n s  and r u le s  f o r  a r c h i t e c t s ,  s tr ip p e d  o f pedagog ical 

te rm ino logy  b u t c o n ta in in g  th e  o b je c t iv e s  and ph ilo sophy  o f e d u c a tio n ,

so th a t  th e y  a re  a  source o f in fo rm atio n  o r even in s t r u c t io n ,  n o t a  prop 

f o r  th e  weak o r a  d e fen se  f a r  th e  uninform ed.

73 .  S top th e  em phasis on 4 - s to r y  b u ild in g s  a s  th e  g e n e ra l s o lu t io n  to  

th e  C i ty 's  sch o o l problem s.

74 . Spend more, tim e an a ly z in g  th e  ra p id  changes in  b u ild in g  m a te r ia ls ,  

equipment and m ethods; f o r  example, th e  use of moving s ta irw a y s  in  m u lt i­

s to ry  sc h o o ls .

75 . C onsider th e  f e a s i b i l i t y  o f  b u i ld in g  sch o o ls  t h a t  can accommodate a 

wave o f s tu d e n t p o p u la tio n  th rough  th e  v a r io u s  g rad es ,ch an g in g  in  fu n c tio n  

a s  th e  demands change — because o f neighborhood and p o p u la tio n  changes — 

from  prim ary  to  secondary and th en  h igh  schoo l fu n c tio n s .

76 .  In v e s t ig a te  p lan n in g  o f b u ild in g s  th a t  may be r e a d i ly  changed to  

o th e r  occupancy a f t e r  t h e i r  use as  schoo ls  i s  ended.
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77* U t i l iz e  a r e s e a rc h  bureau  f o r  m aintenance and rem odeling  as  w e llT ' 4 *

a s  f o r  new c o n s tru c tio n *

78* D esign so t h a t  th e  r e s u l t  i s  econom ical, s a t i s f a c to r y ,  p ed ag o g ica lly  

c o r r e c t  and a ls o  p le a s a n t to  th e  l e a s t  common denom inator, th e  c h i ld ,  

because  c h ild re n  respond  l e s s  to  e f f ic ie n c y  th an  to  d e lig h t*

79* Supply freedom  o f  a c t io n  in  s i t e  s e le c t io n  by more freedom -in  

p la n n in g  th a t  w i l l  make i t  p o ss ib le  to  u se  i r r e g u la r ly  shaped p lo t s .

80 . F i t  th e  b a s ic  s t r u c tu r e  -  colum ns, f lo o r s  and ro o f s  -  to  a  b a s ic  

camion module independent o f  m echanical s e r v ic e s ,  i n t e r i o r  p a r t i t i o n s  

and even e x te r io r  w a l ls ,  so a s  to  make i t  a  r e l a t i v e ly  easy  and inex­

p en siv e  p ro cess  to  make i n t e r i o r  and even e x te r io r  changes in  th e  

b u i ld in g  a s -u se  changes*

81. C onsider th e  use  f o r  e x te r io r  w a lls  o f  re c en tly -d ev e lo p e d  manufac­

tu re d  p a n e ls ; and o f s im ila r  i n t e r i o r  p a r t i t i o n s  in  modular s iz e  which 

are- e a s i ly  dem ountable and re u s a b le , and which would perm it g re a te r  

f l e x i b i l i t y  in  u s e . S tudy th e  p r a c t i c a b i l i t y  o f u s in g  demountable 

i n t e r i o r  w a lls  which would accotnnodate w irin g  and p ip in g , so as to  c u t 

down on m aintenance expenses.

82. S tudy th e  developm ent o f m u lti-u se  space , e s p e c ia l ly  in  widened 

c o r r id o r s  and c i r c u la t io n  a r e a s .

83 .  R ecognize th e  r e a l  need f o r  p lan n in g  n o t only  fo r  to d a y 's  needs 

b u t f o r  an expanding sch o o l program th a t  eventually- w i l l  in c lude  

younger c h ild re n  and o ld e r  you th . I f  th e se  fu tu re  needs a re  n o t b u i l t  

in to  to d a y 's  sch o o ls  th ey  may become o b so le te  w ith in  a  decade o r  two*
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CHAPTER X I. The Supply O peration  —> A Management C hallenge

84. C rea te  a Board o f Supply S ta n d a rd iz a tio n  w ith in  th e  schoo l system . 

T his B oard, to  be e f f e c t i v e ,  must have a f u l l  com prehension o f the  n a tu re  

of i t s  problem  and be p repared  to  a c t  fo r c e f u l ly  a long th e  fo llo w in g  l in e s

(a ) D ra s t ic  re d u c tio n  in  th e  number of n o n - l i s t  r e q u i s i t i o n s ,

(b.) E lim in a tio n  o f u s e le s s  item s from  approved l i s t s ,  a b o l i t io n  

o f d u p lic a t io n s  on th e  supply  l i s t s ,  and in c lu s io n  o f item s on th e  l i s t s  

th a t  a re  now r e p e t i t i v e l y  r e q u is i t io n e d  as  n o n - l i s t ,  ite m s , r e q u ir in g  

thousands o f s e p a ra te  and c o s t ly  t r a n s a c t io n s .

(c ) R ig id  r u le s  and re g u la t io n s  r e q u ir in g  sch o o ls  to  adhere to  

r e q u is i t io n in g  system s,

(d) B e t te r  p la n n in g  o f supply  needs to  reduce  g re a t ly  th e  w aste ­

f u l ,  r e p e t i t io u s  r e q u is i t io n in g  o f th e  same ite m s  d u rin g  th e  schoo l y e a r .

85 .  Coordinate-m anagem ent o f  s u p p lie s  by im plem enting th e  to p  re o rg a n i­

z a tio n  p la n  reccranended in  the  In te r im  R eport o f th e  E ducation  Management 

S tudy.

86. E lim in a te  th e  p re s e h t system  o f  s e g re g a tin g  supply  acco u n ts  among 

te n  d iv is io n s  and c o n so lid a te  th e se  accoun ts in to  a c e n tr a l iz e d  opera­

t io n ,  th u s  sav in g  many thousands o f man-hours o f work, and a ls o  g iv in g  

f i s c a l  r e s p o n s ib i l i ty  to  th e  lo c a l  p r in c ip a l s .

87 .  P rovide mare space f o r  s to ra g e  o f  su p p lie s  in  th e  Long Is la n d  C ity  

d e p o s ito ry , th e reb y  e l im in a tin g  w a s te fu l s h i f t i n g  about o f  th e  same 

su p p lie s  because of la c k  o f  space ,

88 . C reate  a  r e q u i s i t i o n  re v o lv in g  fund or s im i la r  d ev ice  to  enab le  

schoo ls  t o  r e q u is i t io n  on th e  b a s is  o f ex ac t knowledge o f moneys a v a i l -
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a b le ,  to  re p la c e  th e  p re s e n t guess r e q u is i t io n in g  th a t  r e s u l t s  in  a flow  

o f thousands o f r e q u is i t io n s  th rough  the  Bureau du rin g  th e  schoo l y e a r , 

c a u s in g  a n ev e r-en d in g  b ack lo g ,

89 .  C re a te -a  pu rchase  rev o lv in g -fu n d  t o  perm it th e  Bureau o f S u p p lies  

a  le g a l ,  s t a b i l i z e d  system  o f  f in a n c in g  th a t  would a ssu re  d e s ir a b le  

f l e x i b i l i t y  in  o p e ra tio n *

90. T ran s fe r  .from th e  Bureau o f  S u p p lie s  fu n c tio n s  n o t r e la te d  t o  pur­

c h as in g , such a s  a u d it in g  o f c a r f a r e  and dom estic  sc ien ce  b i l l s .

91. A ssign  adequate  p e rso n n e l to  th e  Bureau o f S u p p lies  to  conpensate 

th e  Bureau f o r  a d d i t io n a l  fu n c tio n s  a ss ig n ed  to  i t  w ithou t any h e lp  to  

do th e  work, such a s  th e  purchase  o f m echan ics ' m a te r ia ls ,  f u r n i tu r e ,  

and i n i t i a l  equipm ent in  new sch o o l b u ild in g s .

■ 92.  E s ta b lis h  an in - s e r v ic e  t r a in in g .:co u rse  f o r  a l l ;schoo l employees 

co reerned  w ith  r e q u is i t io n in g  o r o th e r  supp ly  fu n c tio n s  i n  o rd e r th a t  

th e y  may have a  b e t t e r  u n d e rs tan d in g  o f th e  . supply  o p e ra tio n  and th u s  

c o n tr ib u te  t o  im proving i t s  e f f ic ie n c y .

93« Ehact S ta te  l e g i s l a t i o n  r a i s in g  from  $1,000 to  $2,500 th e  le v e l  a t  

which th e  Board o f  Education must pu rchase  under form al c o n tra c t p ro -  

c e d u re s . */•

94. G rant a u th o r i ty  to  th e  S u p e rin ten d en t o f  School. S u p p lies  t o  e n te r  

in to  c o n tr a c ts  f o r  th e  Board o f  E d u ca tio n .

CHAPTER X I I .  The School Bus T ra n sp o r ta tio n  Program

95• P rep are  a  manual on th e  schoo l bus t r a n s p o r ta t io n  program which 

would c le a r ly  s e t  f o r th  program o b je c t iv e s  and p o l ic ie s ,  th e  o rg an iza ­

t i o n a l  r e s p o n s i b i l i t i e s  o f th o se  concerned w ith  th e  program, and th e
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b a s ic  o p e ra tin g  p rocedu res f o r  a d m in is tra t io n . A c le a r  s ta tem en t o f  

what th e  program  i s ,  what i t  covers  and what i t  does no t c o v e r , and 

who i s  re s p o n s ib le  f a r  s p e c if ie d  ph ases , should  help  in  re d u c in g  th e  

number o f  com pla in ts  re c e iv e d  concern ing  th e  program  and a ls o  make 

unnecessary  many tim e-consum ing co n fe ren ces  now h e ld  t o  c l a r i f y  opera­

t i n g  r e s p o n s i b i l i t i e s .

96 . Improve th e  p u b lic  r e la t io n s  a sp e c ts  o f the sch o o l bus program , 

which i s  th e 'm o s t l i b e r a l  in  th e  c o u n try , by a c o n tin u in g  program  of 

ed u ca tio n  to  acq u a in t p a re n ts  and p a ren t g roups w ith  th e  f a c to r s  and 

rea so n s  u n d e rly in g  th e  b a s ic  p o lic y  d e c is io n s  r e l a t i n g  to  th e  se rv ic e  

p ro v id ed . Much co n fu s io n  and i r r i t a t i o n  a re  caused by in ad eq u a te  p u b lic  

u n d e rs tan d in g  o f th e  f a c to r s ,  e s p e c ia l ly  th e  c o s t f a c to r s ,  which must

be weighed c a r e f u l ly  by members o f  th e  Board o f E duca tion  and schoo l 

o f f i c i a l s  in  d ev e lo p in g  a sound program .

97. Improve th e  system  of c o n tro ls  and r e p o r ts  m ain ta ined  on th e  schoo l 

bus program . Sound a p p ra is a l  o f th e  work o f th e  T ra n sp o r ta tio n  S e c tio n  

of th e  Bureau o f S u p p lie s  i s  hampered by in ad eq u a te  a d m in is tra t iv e  

r e p o r ts  and r e c o rd s .  For exam ple, no d a i ly  o r summary re c o rd  i s  kep t

o f co m p la in ts  r e l a t i n g  to  s e r v ic e .  T h is re c o rd  should  be in s ta l l e d  

im m ediately ; i t  fu rn is h e s  a  key method o f e v a lu a tin g  program perform ance. 

The T ranspo rta ticm  S e c tio n  should a lso  re n d e r  p e r io d ic  r e p o r ts  on i t s  

work so t h a t  th e  B oard ’s to p  su p e rv iso ry  o f f i c i a l s  would be in  p o s i t io n  

to  rev iew  and a p p ra ise  th e  e f f e c t iv e n e s s  o f  th e  program  more e a s i ly  th a n  

can be done a t  p r e s e n t .  There should a ls o  be more d e ta i le d  a n a ly se s  o f 

th e  r e p o r ts  on a c c id e n ts  subm itted  by th e  p r iv a te  bus company. These
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r e p o r ts  a re  n o t p r e s e n tly  checked f o r  accuracy  w ith  th e  sc h o o ls . In  

a d d i t io n ,  th e  acc id e n t d a ta  a re  n e i th e r  broken down by a p p ro p r ia te  

c a te g o ry  n o r summarized. These a c c id e n t r e p o r ts  cou ld  p rov ide  th e  b a s is  

f o r  th e  p la n n in g  and ex ecu tio n  o f  a sound a c c id e n t -  p re v e n tio n  program.

CHAPTER X II I .  P a y ro l l  M echanization

98 . C e n tra l iz e  and m echanize th e  p re p a ra t io n  o f a l l  school, p a y r o l ls .

I t  i s  e s tim a ted  th a t  th e  c l e r i c a l  tim e th a t  could  be saved th rough  p a y ro ll  

m echan iza tion  approxim ates 1,350  man-days a  month o r  th e  e q u iv a le n t o f 

71 f u l l  tim e schoo l c le r k s ,  a  c l e r i c a l  tim e v a lu e  o f  more th a n  $200,000  

a  y e a r .  In  th e  la r g e r  h igh  sc h o o ls , th e  recommended p a y ro ll  p rocedure  

should  p e rm it th e  e l im in a tio n  o f  th o se  c l e r i c a l  p o s i t io n s  in  which employees 

devote  th e  m ajor p a r t  o f  t h e i r  tim e  to  p a y ro l l  work. P robab ly  20 o r  more 

p o s i t io n s  would be in v o lv ed .

99» S im p lify  th e  p a y ro ll  p ro cecu re  by ad o p tin g  th e  p la n  o f eq u a tin g  a l l  

d a te s  o f  e n try  and d a te s  o f  r e tu r n  to  du ty  a f t e r  le a v e s , to  th e  f i r s t  

c a le n d a r  day o f  th e  month. Under th e  p re se n t p ro ced u re , a  te a c h e r 's  

increm ent d a te  can f a l l  pn any ca len d a r day o f th e  y e a r .  This p ra c t ic e  

unduly  co m p lica te s  p a y ro ll  p re p a ra t io n  and a u d i t in g .

100. Give l o c a l  schoo l p r in c ip a ls  th e  a u th o r i ty  to  approve payment 

f o r  absences n o t exceeding  te n  days in  th e  f i s c a l  y e a r ,  in s te a d  o f  only  

fo u r  d a y s . T h is  w i l l  reduce  d r a s t i c a l l y  th e  number o f  absence re fu n d s  and 

th e  s p e c ia l  p a y ro l l  com putations re q u ire d  fo r  such re fu n d s .

101. Adopt th e  p o lic y  o f  p ro ra t in g  annual leav e  fo r  newly -  appointed 

te a c h e r s .  About $13»000 could  have been saved on le av e  payments fo r  new 

ap p o in tees  in  f i s c a l  1950-51 i f  t h i s  p o lic y  had been in  e f f e c t .
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CHAPTER XIV» Records Management

102. Develop a c e n t r a l  program on re c o rd s  management in  th e  schoo l 

system . The p re se n t la c k  o f  c le a r ly -d e f in e d  p o lic y  on re c o rd s  m ain tenance, 

r e t ir e m e n t,  s to ra g e  and d is p o sa l has c re a te d  many prob lem s. I t  has meant 

the  lo s s  o r d e s tr u c t io n  o f some permanent sch o o l re c o rd s  th a t  a re  o f  g re a t  

im portance in  th e  l iv e s  o f  form er p u p i ls .  I t  has meant th e  accum ulation  

o f  hundreds o f  to n s  o f  u s e le s s  papers and docum ents. I t  h a 3 meant th e  

lo s s  o f  co u n tle ss  m an-hours in  lo c a t in g  v a lu ab le  re c o rd  in fo rm a tio n . I t  

has meant th e  w aste o f  money* I t  i s  e s tim a te d  th a t  approx im ate ly  $25,000 

can be saved in  f i l i n g  c a b in e ts  a lo n e  a t  th e  h e ad q u a rte rs  b u ild in g  by th e  

i n s t a l l a t i o n  o f  an e f f e c t iv e  reco rd s  management program .

1Q3* Appoint a Records Management Committee which would have th e se  

fu n c tio n s ; a n a ly s is  o f  b a s ic  re c o rd s  m ain ta ined  in  th e  sch o o l system ; 

th e  e s tab lish m en t o f  s ta n d a rd s  and c o n tro ls  f o r  re c o rd  making and re c o rd  

keep ing ; th e  ado p tio n  o f  p rocedu res fo r  th e  p re s e rv a tio n  o f  im portan t 

permanent re c o rd s ; th e  s tu d y  o f  re c o rd s  management m ethods, system s and 

equipment w ith  a view to  adop ting  th o se  o f v a lu e  to  th e  Board; and th e  

development o f  r e te n t io n  sch ed u les  f o r  th e  o r d e r ly ,  sy s te m a tic  re tire m e n t 

and d e s tr u c t io n  o f re c o rd s -

1 0 4 *  E s t a b l i s h  a  R e c o r d s  M anagem ent u n i t  w i t h i n  t h e  O f f i c e  S e r v i c e s  

D i v i s i o n  o f  t h e  p r o p o s e d  O f f i c e  o f  B u s i n e s s  A f f a i r s ,  t o  b e  h ea d ed  b y  a  

r e c o r d s  m anagem ent o f f i c e r  t r a i n e d  and e x p e r ie n c e d -  i n  t h i s  w o r k . T h is  

u n i t  w o u ld  b e  c h a r g e d  w i t h  r e s p o n s i b i l i t y  f o r  im p le m e n t in g  t h e  p o l i c i e s  and
f

d e c is io n s  o f  th e  Records Management Committee.
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105- U t i l i z e  more e f f e c t iv e ly  th e  p re s e n t s to ra g e  space in  th e  two 

basem ents and a t t i c  in  th e  h ead q u arte rs  b u ild in g . About 35*000 square  

f e e t  o f  good s to ra g e  sp ac e , worth a t  l e a s t  $35*000,  can be used to  

e s ta b l i s h  a modern re c o rd s  c e n te r  f o r  th e  Board o f  Education*

CHAPTER XV. School Lunch Program

106 .  E lim in a te  th e  d i s p a r i t i e s  th a t  s t i l l  e x i s t  in  th e  o p e ra tio n  o f  th e  

sch o o l lunch  program . A lthou^i th e  program in  th e  e lem entary  and ju n io r
fcM I

h ig h  sch o o ls  has been e s s e n t i a l ly  u n if ie d ,  in  th e  s e n io r  h ig h  sch o o ls , 

each c a f e t e r i a  o p e ra te s  as  a  s e lf -c o n ta in e d  u n i t ,  do ing  i t s  own buying 

and s e l l i n g ,  i t s  own h i r in g  and f i r i n g  o f em ployees, i t s  own g a in in g  o r 

lo s in g  o f  fu n d s . The c a f e te r ia s  t h a t  f in d  i t  d i f f i c u l t  to  make ends, 

m eet, perhaps th rough  in h e re n t d i f f i c u l t i e s  in  o p e ra tin g  c o n d itio n s , 

a re  o b lig ed  to  compromise on some lunch  program o b je c t iv e s  w ith  r e s u l ­

t a n t  in e q u a l i t i e s  to  th e  s tu d e n ts .

107- Adopt a  p la n  o f  d isp o s in g  o f  h igh  schoo l c a f e te r i a  su rp lu s  funds 

which w i l l  enab le  th e  l e s s  favored  c a f e te r ia s  to  pu rchase  u rg e n tly  needed 

equipm ent. The e x is t in g  r e g u la t io n s  f o r  d iv e r t in g  a  p o r t io n  o f unused 

su rp lu s  funds in to  a common fund to  a s s i s t  th o se  Schools w hich, fo r  

v a r io u s  re a so n s , do n o t accum ulate a  s u rp lu s ,  have n o t been fo llow ed . 

Under th e  p la n  recommended, th e  amount to  be a l lo c a te d  to  th e  common 

ftind th e  f i r s t  y e a r would be about $125 , 000*

108. In tro d u ce  a  system  o f  c e n tr a l  p u rch asin g  o f canned goods and o th e r  

n o n -p e rish a b le  g ro c e r ie s  fo r  th e  h ig h  school c a f e t e r i a s .  Savings could 

a ls o  be e f fe c te d  by c e n t r a l  buying o f  k itc h e n  s u p p l ie s ,  d e te rg e n ts ,  paper 

goods, c ro ck e ry , g la s s  ware and  u t e n s i l s .  Probably- $90, 000. to  $100,000

a n n u a lly  could be saved on school c a f e t e r i a  purchases through c e n tr a l
\

buying  o f  s e le c te d  com m odities. In  a d d itio n  to  money sa v in g s .
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c e n t r a l  pu rch asin g  would perm it b e t t e r  c o n tro l  o f  q u a l i ty  s tan d ard s*

109• R equire th e  Committee on High School C a fe te r ia  S u rp lu se s  to  meet 

more f re q u e n tly  so t h a t  re q u e s ts  f o r  equipm ent buying  can  be p rocessed  

exped itiously*- P r o je c ts  ta k e  lo n g e r t o  com plete th a n  n ecessa ry  when th e  

com m ittee th a t  must approve th e  re q u e s t m eets on ly  two o r  th re e  tim es a  

y e a r .

110. Change th e  p rocedure on c e r t i f i d a t i o n  o f  in v o ice s  to  r e q u ir e  only  

th e  c e r t i f i c a t i o n  o f th e  D ire c to r  o f  School Lunches and th e  A u d ito r , n o t 

th e  a d d i t io n a l  c e r t i f i c a t i o n  o f  th e  S u p e rin ten d en t o f  School S u p p lie s . 

T his l a t t e r  c e r t i f i c a t i o n  i s  m eaningless s in c e  no p h y s ic a l in s p e c tio n  o f 

th e  equipment purchased  i s  made by th e  B ureau o f S u p p lie s .

111. P erm it each h igh  sch o o l c a f e te r i a  to* purchase  c a f e t e r i a  equipment 

in  an amount no t to  exceed $500 an n u a lly  f o r  item s th a t  do no t r e q u ire  

i n s t a l l a t i o n ,  w ith o u t going  th rough  th e  p re s e n t p re s c r ib e d  p ro ced u re . 

E lim in a tin g  th e  s m a lle r  n o n - in s ta l l a t io n  item s , such as cash  r e g i s t e r s ,  

d is h  t ru c k s ,  ru b b ish  c a r t s ,  u t i l i t y  t a b le s ,  s c a le s  and th e  l i k e ,  from 

th e  stream  o f  equipment buying  should  p e rm it th e  s e v e ra l  Bureaus invo lved  

to  co n cen tra te - on th e  m ajor item s and th u s  se rv e  to  e x p e d ite  t h e i r  

pu rchase  and i n s t a l l a t i o n .

112. E xpedite  emergency r e p a i r s  o f  c a f e t e r i a  equipm ent by p e rm itt in g  

each c a f e t e r i a  to  spend up to  $500 a n n u a lly , u s in g  an o u ts id e  c o n tra c t  

s e r v ic e ,  to  meet, s a n i ta t io n ,  req u irem en ts  o r  to  r e c t i f y  a  hazardous con­

d i t i o n ,  s u b je c t to  ap p ro v a l o f  th e  e x p en d itu re  by th e  B ureau o f  School 

Lunches. An a l t e r n a t iv e  su g g e s tio n  ’i s  to  e s ta b l i s h  a  s e p a ra te  plum bing, 

r e f r i g e r a t i o n  and a p p lia n ce  s e c t io n  in  th e  Bureau o f S chool Lunches, to
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be p a id  out o f  c a f e t e r i a  funds* A s t i l l  b e t t e r  answer i s  to  p ro v id e  

s t a f f  and com petent su p e rv is io n  f o r  th e  Bureau o f P la n t O peration  and 

M aintenance so t h a t  i t  does th e  r i g h t  k ind  o f job in  schoo l c a f e te r ia s  

and elsew here in  th e  schoo l system  where m aintenance i s  needed.

CHAPTER XVI. E d u ca tio n a l R esearch and S t a t i s t i c s

113* C e n tra l iz e  a l l  e d u c a tio n a l r e s e a rc h  in  one D iv is io n  o f  R esearch to  

be headed by an A sso c ia te  S u p e rin ten d en t who would be re s p o n s ib le  and 

acco u n tab le  to  th e  Deputy S u p e rin ten d en t o f  S ch o o ls . C u rre n tly , th e re  

a re  th r e e  s e p a ra te  Bureaus engaged in  re sea rch *  th e  Bureau o f E d u ca tio n a l 

R esearch , th e  B ureau o f  C urriculum  R esearch , and th e  Bureau o f Adminis­

t r a t i v e  and B udgetary  R esearch . The e x is te n c e  o f th r e e  se p a ra te  re s e a rc h  

bureaus c r e a te s  problem s in  o rg a n iz a tio n a l r e la t io n s h ip s  and re sp o n s i­

b i l i t i e s .

114*' A b o lish .th e  Bureau o f  C urriculum  R esearch as  a s e p a ra te  o rg a n iz a tio n  

u n i t .  T h is B ureau now i s  v e s ted  w ith  r e s p o n s i b i l i t i e s  much b ro ad e r than  

r e s e a rc h ,  which c o n s t i tu te s  only  a r e l a t i v e l y  sm all p a r t  o f i t s  a c t i v i ­

t i e s .  The m ajor work o f th e  Bureau r e l a t e s  to  th e  developm ent and co­

o rd in a t io n  o f  cu rricu lu m  r e v is io n ,  th e  p re p a ra t io n  o f  new cu rricu lu m  

program s, and t h e i r  i n s t a l l a t i o n  in  th e  s c h o o ls . The re s e a rc h  fu n c tio n  

should  be t r a n s f e r r e d  to  th e  D iv is io n  o f  R esearch and.- th e  cu rricu lum  

developm ent phases to  th e  proposed D iv is io n  o f  C urriculum .

115* R eorganize th e  Bureau' o f  A d m in is tra tiv e  and Budgetary R esearch by 

t r a n s f e r r in g  to  th e  proposed O ffice  o f  B usiness A f f a i r s ,  th o se  a c t i v i t i e s  

e s s e n t i a l ly  n o n -re sea rc h  in  n a tu re* . The n o n -re sea rch  fu n c tio n s  p re s e n tly  

c a r r ie d  by t h i s  Bureau r e l a t e  c h ie f ly  to  budget e s tim a tin g  and adm inis-
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t r a t i v e  management rev iew . The m ajor r e s p o n s ib i l i t i e s  in  th e se  a re a s  

should  be v e s ted  in  th e  O ffice  o f  B usiness A f f a i r s .  The Bureau would 

co n tin u e  to  have c h ie f  r e s p o n s ib i l i ty  f o r  th e  c o l le c t io n  and com pila­

t io n  o f  e d u c a tio n a l s t a t i s t i c s ,  th e  p re p a ra t io n  o f  s t a t i s t i c a l  re p o r ts  

re q u ire d  f o r  C ity . S ta te  and F ed e ra l a u th o r i t i e s  and f o r  conducting  th e  

n ecessa ry  s tu d ie s  f o r  inform ed,, o b je c t iv e  a c t io n  on budget re q u e s ts  fo r  

e d u c a tio n a l programs*

CHAPTER XVII. S t a t i s t i c a l  and T ab u la tin g  O perations

116. Improve th e  s u p e rv is io n  and c o o rd in a tio n  o f  th e  R eport Room and 

th e  Machine Room o f  th e  Bureau o f A d m in is tra tiv e  and B udgetary  R esearch . 

B e t te r  s u p e rv is io n  and c o o rd in a tio n  could  save a n n u a lly  $7,710 in  r e n ta l s  

o f  IBM equipment and $2,500 in  c l e r i c a l  tim e , a  t o t a l  o f  more th a n  $10,000 

a n n u a lly .

117* C oord inate  th e  s t a t i s t i c a l  and ta b u la t in g  o p e ra tio n s  o f  th e  Bureau 

o f  A ttendance w ith  th o se  o f  th e  Bureau o f A d m in is tra tiv e  and Budgetary 

R esearch . The t r a n s f e r  o f  th e  c u r re n t  m echanical ta b u la t in g  work in  th e  

Bureau o f A ttendance to  th e  D iv is io n  o f R esearch would save $7,500 a  y e a r 

on equipm ent r e n ta l s  and manpower c o s t s .  An a d d i t io n a l  $5»500 an n u a lly  

could  be saved by hav ing  th e  R esearch D iv is io n  p rep a re  th e  m onthly r e p o r t  

pn "P ercen tag es  o f  A ttendance ."

118. C o n so lid a te  and c e n t r a l i z e  th e  Machine T ab u la tin g  U n its  in  th e  head­

q u a r te rs  b u ild in g  as soon as p r a c t ic a b le .  Soon to  be added to  th e  s e p a ra te  

IBM i n s t a l l a t i o n s  in  th e  Bureau o f  F inance and th e  Bureau o f  A dm in is tra ­

t iv e  and B udgetary  R esearch a re  two a d d i t io n a l  IBM in s t a l l a t i o n s  now on 

o rd e r  fo r  th e  Bureau o f  P la n t O peration  and M aintenance and th e  Board o f
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Exam iners, F or most e f f e c t iv e  u t i l i z a t i o n  o f  t h i s  expensive equipm ent, 

a  c e n t r a l  ta b u la t in g  u n i t  w ith  an ex p erien ced , com petent su p e rv iso r , w i l l  

be needed*.

CHAPTER X V III. Teachers A ssigned to  H eadquarters

1 1 9 *  R e v i s e  t h e  B y la w s  o f  t h e  B o a r d  o f  E d u c a t io n  t o  s e t  s p e c i f i c  l i m i t s  

u p o n  t h e  maximum l e n g t h  o f  a s s ig n m e n t s  o f  t e a c h e r s  t o  h e a d q u a r t e r s  and  

t o  d e f i n e  t h e  t y p e s  o f  w ork  t o  w h ic h  s c h o o l  p e r s o n n e l  may l e g a l l y  b e
*

a ss ig n e d . A procedure should  a lso  be e s ta b lis h e d  f o r  s t r i c t e r  review  

o f  i n i t i a l  assignm ents and ren ew a ls . The reco rd  o f  every  te a c h e r  on 

assignm ent should  be review ed and a schedu le  pu b lish ed  f o r  th e  r e tu r n  

to  sch o o l d u ty  o f th o se  a t  h e ad q u a rte rs  beyond th e  tim e l i m i t .  The 

o r ig in a l  o b je c t iv e s  o f  th e  Board in  making th e se  assignm ents a re  n o t 

b e in g  f u l f i l l e d .  These w ere: f i r s t ,  to  supply p e rso n n e l f o r  re s e a rc h

o r  s p e c ia l  p r o je c t s ,  f o r  a l im ite d  tim e , o r ,  i f  lo n g -te rm , by r o ta t io n  

o f  te a c h e rs  to  d i f f u s e  ex perience  th rough  th e  sc h o o ls ; second, to  g e t 

around b u d g e tin g  problem s. In  p r a c t ic e ,  th e  th re e -y e a r  l im i t  on a ss ig n ­

ments has been d is re g a rd e d  and h a l f  th e  te a c h e rs  a ss ig n ed  to  h ead q u arte rs  

have been th e re  lo n g e r . The use  o f  te a c h e rs  a t  h ead q u a rte rs  i s  f a l s e  

economy, f o r  i t  n u l l i f i e s  a d m in is tra tiv e  c o n tro l  over th e  departm en tal 

o rg a n iz a tio n  and p e rso n n e l th a t  th e  budget i s  supposed to  e x e rc is e . The 

e f f e c t  upon th e  m orale o f  bo th  te ac h in g  p e rso n n el and c i v i l  s e rv ic e  

employees i s  bad .

120. M ain ta in  a  com plete and a c c u ra te  re c o rd  o f  each assignm ent to  

h e a d q u a r te rs . T h is should  be combined w ith  a d e ta i le d  a n a ly s is  o f  th e  

d u t ie s  and r e s p o n s i b i l i t i e s  o f  each p o s i t io n .  The jobs should  be
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evaluated.;, th o se  hav ing  low pedagogical co n ten t should  be co n so lid a te d  

w herever p o s s ib le .  The rem ain ing  work should  be perform ed by c i v i l  

s e rv ic e  p e rso n n el r e c r u i te d  th rough  r e g u la r  ch an n e ls . Both ium edia te  

and lo ng -range  sav in g s  can r e s u l t .  W hile i t  may be e s tim a ted  th a t  sav in g s  

u l t im a te ly  should amount to  s e v e ra l  hundred thousand d o l l a r s »• an ex ac t 

c a lc u la t io n  o f  sav in g s  cannot be made u n t i l  th e  Board u n d e rtak es  th e  

d e ta i le d  job a n a ly se s  recommended.

CHAPTER XXX. The Board o f Examiners

121. P rov ide  th e  Board o f Examiners w ith  a p p ro p r ia te  o f f i c e s .  I t  p r e s e n tly  

has in s u f f i c i e n t  and inadequate  sp ace .

122. A ssign to  th e  Board an a s s i s t a n t  exam iner w ith  l e g a l  t r a in in g  as 

w e ll as te a c h in g  and su p e rv iso ry  background who would h e lp  th e  Corpora­

t io n  Counsel p rep a re  th e  d e fen se  f o r  th e  Board o f  Exam iners when s u i t s  

a re  b rought a g a in s t  i t .

123. Deny th e  B o a rd 's  re q u e s t  f o r  a p u b lic  r e l a t i o n s  c o u n se l. The g re a ­

t e s t  s in g le  improvement t h a t  needs to  be made in  th e  p u b lic  r e l a t i o n s  o f  

th e  Board i s  to  open i t s  m eetings to  th e  p u b lic .

124. R equire  th e  Board to  p rep a re  in fo rm a tiv e  annual r e p o r t s , m inutes and 

a c t i v i t y  budget e s t im a te s .

123. Give th e  S u p e rin te n d e n t o f  S chools r e s p o n s ib i l i ty  fo r  su p e rv is in g  

and d i r e c t in g  th e  Board o f Exam iners.

126. A ssign th e  A sso c ia te  S u p e rin ten d en t in  charge  o f  P e rso n n e l as th e
•r .

S u p e r in te n d e n t 's  r e p r e s e n ta t iv e  on th e  Board o f  Exam iners which should  

p erm it b e t t e r  c o o rd in a tio n  o f  th e  work o f  th e  Board w ith  o th e r  p a r t s  o f
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1 2 7 *  Im p ro v e  m u c h - c r i t i c i z e d  a p p e l l a t e  p r o c e d u r e s  b y  a m en d in g  t h e  B y la w s
« * < » * *

o f  th e  Board o f  E duca tion  to  p rov ide  th a t  th e  S u p e rin ten d en t o f  Schools* - •*— i. - , »—*

s h a l l  e s ta b l i s h  a com m ittee to  h e a r com plain ts by a p p l ic a n ts .  The su p er- 

in te n d e n t 's  com m ittee should  have power, among o th e r  pow ers, to  ev a lu a te  

th e  B o ard 's  model answ ers, which a re  now assumed to  be i n f a l l i b l e  and 

which a re  k ep t s e c r e t ,  even a t  tim es between one exam iner and an o th e r .

128. R eplace r e t i r i n g  exam iners w ith  s p e c ia l i s t s  in  th e  f i e ld s  o f  

p s y c h ia try , p e rso n n e l psychology, p sy ch o m etrics , o r  r e la te d  d i s c ip l in e s ,  

as w e ll as w ith  s u b je c t  m a tte r  s p e c i a l i s t s ,  u n t i l  some b a lance  in  th e

c h a ra c te r  and v e r s a t i l i t y  o f  Board members has been ach iev ed .
* * . 1 *

129» In c re a se  th e  s t a f f  o f  th e  I n v e s t i ^ t i o n  D iv is io n  to  p e rm it i t  to
r * I -  .  •• * * KA f- k ■ i  • «i '»

*

do more in te n s iv e  work..

130. M echanize th e  B o a rd 's  c l e r i c a l  o p e ra tio n s .

1 3 1 .  R e q u ir e  t h e  B o a r d  t o  m ake c o n t i n u a l  e v a l u a t i o n  o f  i t s  e x a m in a t io n
*.'■» I t *  t 4 ... *

program and th e  e f f e c t iv e n e s s  o f  i t s  t e s t s .
t  -  -* * •* “ » 1

132. Develop th e  n ecessa ry  re s e a rc h  programs in  th e  Board.

1 3 3 *  R e l i e v e  a n  e x a m in e r  e a c h  y e a r  o f  h i s .  r e g u l a r  d u t i e s  f o r  a s s ig n m e n t
• ■»

by th e  S u p e rin ten d e n t o f  Schools to  a  p o s i t io n  which would b r in g  him in
*  ’■» —  .5

d i r e c t  c o n ta c t w ith  p u p i l s ,  p ro b a tio n a ry  and experienced  te a c h e rs ,  su p er-
-  z i. e i  t “  * > *

v is o r s  and a d m in is tr a to r s ,  so t h a t  th e  members o f  th e  Board o f  Examiners 

would have a  more d i r e c t  and in tim a te  knowledge o f  what i s  a c tu a l ly  tak in g
V 1 \

p la c e  in  the. s c h o o ls .

134. R econsider th e  B o ard 's  p o l ic ie s  in  s e t t i n g  pass m arks, which some-
: " *  ■ 1 '  - ~t. 1 ,  ’

tim es r e s u l t  in  u n n e c e s sa r ily  h igh  f a i l u r e  r a t e s  fo r  th e  h ig h e r l ic e n s e s ,  

p a r t i c u l a r ly  when th e  frequency  o f t e s t s  means th a t  l a s t  y e a r 's  f a i lu r e  

i s  n ex t y e a r 's  su c c e ss . M orale i s  a d v e rse ly  a f fe c te d  by such p o l ic ie s .
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1 3 5 *  T e s t  a p p l i c a n t s  f o r  h ig h  s u p e r v i s o r y  l i c e n s e s  f o r  t h e i r  a b i l i t y  t o  

u n le a s h  t h e  c r e a t i v e  t a l e n t s  o f  t e a c h e r s ,  i n s t e a d  o f  m a in ly  f o r  s u b j e c t  

m a t t e r  m a s t e r y ,  w h ic h  i s  a n  a b i l i t y  n o t .  n e c e s s a r i l y  r e l a t e d  t o  t h e  p r im a r yv *

f u n c t i o n  o f  s u p e r v i s o r s .

1 3 6 .  M o d ify  t h e  B e a r d ’ s  r e c r u i t m e n t  an d  s e l e c t i o n  p r o c e d u r e s  s o  a s  t o  

a t t r a c t  t a l e n t e d  c a n d i d a t e s  fro m  o u t s i d e  t h e  c i t y  and  t o  c u r t a i l  t h e  

p r e s e n t  e x c e s s i v e  a n d  u n w h o le so m e  i n b r e e d i n g .
" k >. **

1 3 7 .  R e v i s e  t h e  p o l i c y  o f  p r o d u c in g  s h o r t  l i s t s  b y  s e t t i n g  s e p a r a t e  p a s s
■v i  ►,

m ark s f o r  s m a l l  s e c t i o n s  o f  t e s t s , ,  a  p o l i c y  w h ic h  o f t e n  f a v o r s  a p p l i c a n t s  

who a r e  u n i f o r m ly  m e d io c r e  an d  e l i m i n a t e s  m any o u t s t a n d i n g  c a n d i d a t e s .A. * .-M>. .  , . H S

CHAPTER XX. P e r s o n n e l  A d m in i s t r a t io n

1 3 8 .  T e r m in a te  t h e  p r e s e n t  d u a l  p e r s o n n e l  o r g a n i z a t i o n  s t r u c t u r e  t h a t
* ** 1 t ' ’ • *■

e x i s t s .  T he tw o  s e p a r a t e  p e r s o n n e l  u n i t s  s h o u ld  b e  b r o u g h t  t o g e t h e r  i n  

t h e  p r o p o s e d  D i v i s i o n  o f  P e r s o n n e l  t o  b e  h e a d e d  b y  a n  A s s o c i a t e  S u p e r in ­

t e n d e n t  r e p o r t i n g  t o  t h e  D e p u ty  S u p e r in t e n d e n t  o f  S c h o o l s .  T h e  s e p a r a ­

t i o n ,  b a s e d  u p on  t h e  d i s t i n c t i o n  b e tw e e n  p e d a g o g i c a l  an d  a d m i n i s t r a t i v e  

p e r s o n n e l ,  h a s  j .ed  t o  i n c o n s i s t e n c i e s  i n  p e r s o n n e l  p r a c t i c e s  a n d  h a s  

im p a ir e d  e m p lo y e e  m o r a le .

139*  Bud t h e  a s s ig n m e n t  o f  t e a c h e r s  t o  t h e  D i v i s i o n  o f  P e r s o n n e l .a n d  

T e a c h e r  T r a i n i n g .  T ie  t h r e e  p o s i t i o n s  now f i l l e d  b y  t e a c h e r s  a s s i g n e d  

s h o u ld  b e  e v a l u a t e d ,  an d  d u t i e s ,  r e s p o n s i b i l i t i e s  and q u a l i f i c a t i o n s  

e s t a b l i s h e d .  T he p o s i t i o n s  s h o u ld  t h e n  b e  f i l l e d  b y  r e c r u i t m e n t  th r o u g h  

c o m p e t i t i v e  e x a m in a t io n *

lij .0 .  I n s t a l l  a n  o r g a n iz e d  f a c t  c o l l e c t i o n  an d  c o m p i l a t i o n  o p e r a t i o n  i n  

t h e  D i v i s i o n  o f  P e r s o n n e l  s o  t h a t  p e r s o n n e l  p o l i c i e s  a n d  c o m p lia n c e  w i t h
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such p o l ic ie s  can be e v a lu a te d . A nalyses o f  r a t e s  and causes o f  ab sen tee ­

ism  and tu rn o v e r a re  e s p e c ia l ly  needed.

1 4 1 •  I n s t a l l  a  sy s te m a tic  method o f  e d i t in g ,  index ing , is s u in g  and r e ­

v is in g  a l l  m a te r ia l  on p e rso n n e l p o l i c i e s ,  p r a c t ic e s  and p ro ced u res . 

P e r io d ic  a u d i ts  o f  com pliance w ith  p o l ic ie s  and recommendations fo r  

changes cou ld  th e n  be made.

1 4 2 .  R o t a t e  t h e  a s s ig n m e n t s  o f  t e a c h e r s  in  t h e  v a r i o u s  s c h o o l s  s o  t h a t  

new  t e a c h e r s  a r e  n o t  p la c e d  i n  t h e  m o s t  d i f f i c u l t  s c h o o l s ,  a n d  a l l  s c h o o l s  

may b e  a s s u r e d  o f  g e t t i n g  a  f a i r  d i s t r i b u t i o n  o f  t e a c h i n g  s k i l l s .

1 4 3 *  E l i m i n a t e  t h e  o v e r l a p p i n g  an d  d u p l i c a t e  r a t i n g s  o f  t e a c h e r  s e r v i c e ,  

an d  d e v e lo p  a  s i m p l e ,  r e a l i s t i c  r a t i n g  s y s t e m  i n  p l a c e  o f  t h e  p r e s e n t  

p e r f u n c t o r y  o n e .  I n  J u n e  1 9 5 0  o n l y  1 9  t e a c h e r s  w e r e  r a t e d  u n s a t i s f a c t o r y  

o u t  o f  3 5 ,4 7 9  t e a c h e r s t  t h i s  s e e m s  u n r e a l i s t i c .

1 4 4 *  C rea te  a  job  a n a ly s is  u n i t  as a means o f  c o n t r o l l in g  p a y ro ll  expense 

by c la s s i f y in g  p o s i t io n s ,  and r e c la s s i f y in g  them as  changes o c cu r , so 

t h a t  th e  Board does n o t pay  any more o r  l e s s  th a n  th e  jobs a re  w orth .

1 4 5 *  E s t a b l i s h  e f f e c t i v e  tw o -w a y  c o m m u n ic a t io n  b e t w e e n  t h e  B o a r d 's  t o p  

m an agem en t a n d  i t s  e m p lo y e e s .  The s c h o o l  s y s t e m  u r g e n t l y  n e e d s  an  e q u i ­

t a b l e  s y s t e m  f o r  t h e  h a n d l in g  o f  e m p lo y e e  g r i e v a n c e s .

1 4 6 .  R e v ie w  o b j e c t i v e l y  t h e  q u a l i f i c a t i o n s  r e q u ir e d  o f  a d m in i s t r a t i v e  

p o s i t i o n s  a t  a l l  l e v e l s .  T h e e m p h a s is  o n  p e d a g o g i c a l  b a c k g r o u n d  t h a t  

now p e r v a d e s  t h e  a g e n c y  i s  d e t r i m e n t a l  t o  t h e  m o r a le  o f  c i v i l  s e r v i c e  

e m p lo y e e s ,  an d  p r e v e n t s  t h e  f u l l  u t i l i z a t i o n  o f  t h e  s k i l l s  an d  a b i l i t i e s  

o f  i t s  a d m i n i s t r a t i v e  e m p lo y e e s .

1 4 7 •  Expand th e  p e rso n n e l A c tiv i ty  f o r  t h e  B o ard 's  c i v i l  s e r v ic e  group
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o f  ' employees. The P erso n n e l O ffice  fo r  th e se  employees has no t been 

g iven  th e  a u th o r i ty  and s t a f f  to  execu te  a w ell-rounded  p e rso n n e l program . 

1-48* I n s t a l l  a sound job c l a s s i f i c a t i o n ' and pay p la n  f o r  th e  c i v i l  

s e rv ic e  employee's. The la c k  o f any system  in  th e  Board f o r  o b je c t iv e  

job e v a lu a tio n  and c l a s s i f i c a t i o n  has s e r io u s ly  handicapped th e -P e rso n n e l 

O ffice  in  th e  m ajor p e rso n n el a d m in is tra t io n  a te a t  re c ru itm e n t and p la c e ­

m ent, s a la ry  s t r u c tu r e ,  prom otion p o lic y , m e rit r a t i n g  and employee 

r e l a t i o n s .  •'

CHAPTER XXi; O ffice  S erv ices"

149- R eassign  c e r t a in  space  a t  110 L iv in g s to n  S t r e e t  f o r  b e t t e r  sjface 

u t i l i z a t i o n .  A lthough space a t  h e ad q u a rte rs  i s ,  on the . w hole, w e ll 

u t i l i z e d ,  a t  l e a s t  10,000  square  f e e t  can be -salvaged f o r  b e t t e r  u se .

For exam ple, approx im ate ly  2 ,200 square  f e e t  can be salv ag ed  from th e
A

9,200  square  f e e t  Aow occupied  by th e  M edical D iv is io n .

150. I n s t a l l  c e n t r a l  forms c o n tro l  And s ta n d a rd iz a tio n *  Forms a re  now 

d ev ised , designed  and o rd ered  by th e  in d iv id u a l  bureau  o r d iv is io n  

w ith o u t c e n tr a l  a n a ly s is  o r  c le a ra n c e . The academic and v o c a tio n a l 

h igh  schoo ls  a lso  o p e ra te  la rg e ly  on t h e i r  own in  d e s ig n in g  and o rd e rin g  

form s. A sav in g  o f $21,000 to  $3(3,000 cou ld  p robab ly  be e f fe c te d  on 

p r in t in g  c o s ts  o f  ’ forms by s ta n d a rd iz in g  many o f  th e  form s riow in d iv i ­

d u a lly  designed  and ordered  by th e  h ig h  sch o o ls .

131. C o n so lid a te  and c e n t r a l i z e  th e  d u p lic a t in g  s e r v ic e s  in  th e 'h e a d ­

q u a r te rs  b u i ld in g .  Throughput the- b u ild in g  th e re  a re  s c a t te r e d  3 °  p ie ce s  

o f  d u p lic a t in g  equipment in  13 s e p a ra te  bureau  "or d iv is io n a l  o f f i c e s .  

C o n so lid a tio n  and c e n t r a l i z a t io n  wohld mean b e t t e r  u t i l i z a t i o n  o f th e



equipm ent by t r a in e d  and experienced  o p e ra to rs  and a re d u c a tio n  in  th e  

amount o f  in t r a - b u i ld in g  movement o f  p ap e r, su p p lie s  and f in is h e d  p ro d u c ts . 

152. S im p lify  th e  p re p a ra tio n  o f th e  B o ard 's  B u ild in g  and S i t e s  Committee 

c a le n d a r  by (a )  s u b s t i t u t in g  a p rocess c o n tro l c h a r t  f o r  Item  1 o f  the
-  ✓ v

c a le n d a r  which averages 115 pages and (b )  m u l t i l i th in g  on both  s id e s  o f  

th e  s h e e t .  The. p ro cess  c o n tro l  c h a r t  would no t only  reduce  g r e a t ly  th e  

b u lk  o f th e  c a le n d a r b u t would g ive  th e  u se rs  f i n g e r t i p  c o n tro l f ig u r e s .  

A pproxim ately $3,000 a y e a r can be saved in  c o l l a t in g  and mimeographing 

tim e and in  paper c o s ts  by red u c in g  th e  c a le n d a r from i t s  p re se n t s iz e  

o f  165 pages to  app ro x im ate ly  25 p ages.

CHAPTER XXII. O ffice  o f  B u siness A ffa ir s

1 5 3 *  G roup t h e  t h r e e  m a jo r  b u s i n e s s  b u r e a u s  o f  t h e  B oard  f o r  b e t t e r  c o ­

o r d i n a t i o n  a n d  s u p e r v i s i o n .  T he B u r e a u  o f  F in a n c e ,  t h e  B u r e a u  o f  S c h o o l  

L u n c h e s  and t h e  B u r e a u  o f  S u p p l i e s  s h o u ld  b e  p la c e d  u n d e r  t h e  j u r i s d i c t i o n  

o f  t h e  p r o p o s e d  A d m in i s t r a t o r  o f  B u s i n e s s  A f f a i r s . -  A lth o u g h  t h e s e  b u s i ­

n e s s  b u r e a u s  a r e  y e r y  a b l y  a d m in is t e r e d ,  e a c h  c o u ld  d o  a  b e t t e r  jo b  i f  

m any p o l i c i e s  a n d  p r o c e d u r e s  w i t h i n  t h e  s c h o o l  s y s t e m  o v e r  w h ic h  t h e y  

h a v e  l i t t l e  o,r n o  c o n t r o l  w e r e  r e v i s e d .  C r e a t in g  t h e  p o s t  o f  A d m in is ­

t r a t o r  o f  B u s i n e s s  A f f a i r s  w o u ld  m ean t h a t  m a jo r  r e s p o n s i b i l i t y  f o r  

im p r o v in g  b u s i n e s s  m an agem en t p r a c t i c e s  w o u ld  b e  v e s t e d  i n  o n e  t o p  e x e c u ­

t i v e  w ho s h o u ld  b e  g i v e n  t h e  a u t h o r i t y  t o  c a r r y  o u t  d e s i r a b l e  c h a n g e s  i n  

m e th o d s  and s y s t e m s .

154» E s ta b l is h  a D iv is io n  o f  Management and F is c a l  C on tro l in  th e  O ffice  

o f  B u siness A f f a i r s .  T his D iv is io n  should  com prise th re e  sec tio n s*  

B udgetary A n a ly s is ; Management Review; and F is c a l  C o n tro l. The Budgetary
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A n aly sis  S e c tio n  would have m ajor r e s p o n s ib i l i ty  f o r  th e  a d m in is tra t iv e  

work involved in  p re p a rin g  budgetary  e s tim a te s  f o r  th e  sch o o l sy stem 's  

many a c t i v i t i e s .  The Management Review S e c tio n  would be re s p o n s ib le  fo r  

dev elo p in g  and ex ecu tin g  management improvement programs th roughou t th e  

Board o f E d u ca tio n , in c lu d in g  o rg a n iz a tio n  and methods s tu d ie s ,  forms 

c o n tr o l ,  re c o rd s  management, equipment c o n tro l ,  work s im p l i f ic a t io n ,  and 

work measurement program s. The F is c a l  C on tro l S e c tio n  would have re s p o n s i­

b i l i t y  f o r  conducting  p e r io d ic  in s p e c tio n s , t e s t s  and a u d its  to  v e r ify  

th a t  s e rv ic e s  ren d e red , m a te r ia ls  su p p lied  and c o n tra c t  o b l ig a t io n s  a re  

in  com pliance w ith  s p e c i f ic a t io n s  and req u ire m e n ts . I t  would a ls o  

e v a lu a te  c o n tra c t  p lan s  and s p e c if ic a t io n s ,  to  a s c e r ta in  th a t  th e  i n te r e s t s  

o f  th e  schoo l system  a re  p ro te c te d .

155• C oordinate th e  o f f ic e  s e rv ic e s  fu n c tio n s  in  th e  h ead q u a rte rs  b u i l ­

d ing  and p lace  th e se  in  an O ffice  S e rv ic e s  D iv is io n  o f th e  proposed O ffice  

o f  B usiness A f f a i r s .  The f a c i l i t a t i v e  s e rv ic e s  needed in  any la rg e  o p e ra ­

t io n ,  such as m ail and m essenger, d u p l ic a t in g ,  tim ekeep ing , records-m anage­

m ent, s a le  o f  p u b l ic a t io n s ,  fe e s  c o l le c t io n ,  a re  w idely  d isp e rse d  a t  

p re s e n t .  G rouping th ese  s e rv ic e s  in to  one d iv is io n  w ith  re s p o n s ib le  

top  su p e rv is io n  and le a d e rs h ip  would improve t h e i r  a d m in is tra t io n  and 

management.

X X III. F is c a l  R e la tio n sh ip s  o f  th e  Board o f B iu c a tio n  With th e  
M unicipal Government "

1 5 6 .  D e c id e  w h e th e r  t h e  B o a rd  o f  E d u c a t io n  s h o u ld  h a v e  r e s p o n s i b i l i t y

fo r  develo p in g  and ex ecu tin g  th e  b u ild in g  program and w hether i t  should

have f u l l  a u th o r i ty  to  execu te  t h i s  r e s p o n s ib i l i ty ,  so th a t  b e t t e r  work
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can be -done and s 6 th a t  th e  p u b lic  w i l l  n o t be confused by buckpassing  

in  h o ld in g  th e  p roper o f f i c i a l s  re s p o n s ib le  fo r  what has been done.

157. S to p  th e  u su rp a tio n  o f  power by th e  Budget D i r e c to r 's  O ff ic e .

158* C o rrec t th e  fundam ental weakness in  th e  Board o f E d u ca tio n 's  

budget making by in s t a l l i n g  an o rgan ized  management approach . An 

o rg an ized  management approach means con tinuous rev iew  and a p p ra is a l  o f  

a l l  p o l i c i e s ,  o p e ra tin g  system s and p ro ced u res . I t  means o rg a n iz a tio n  

and methods a n a ly s e s . I t  means work load  s tu d ie s  and th e  f ix in g  o f 

work s ta n d a rd s . I t  means c r i t i c a l  review  o f th e  assum ptions u n d e rly in g  

budget e s t im a te s .  And i t  means a s t a f f  o f  s p e c i a l i s t s  to  execu te  th i s  

program o f rev iew  and a p p ra isa l*

159 .  Reexamine th e  b a s is  on which th e  c l e r i c a l  a llo tm e n t form ula to  

d e te rm in e  sch o o l c l e r i c a l  needs was developed . Some schoo ls  may m e rit 

more a s s is ta n c e  th a n  th e  form ula now p ro v id e s , o th e rs  l e s s .

160. S u b s t i tu te  an o b je c t iv e  method o f de term in in g  th e  per c a p i ta  need 

f o r  e d u c a tio n a l s u p p lie s  and equipment f o r  th e  p re se n t guesswork..

l 6l • D isco n tin u e  th e  a r b i t r a r y  s e p a ra t io n  o f funds in to  G eneral and 

S p e c ia l S chool Funds to  improve budgetary  methods and p ro ced u res . This 

s e p a ra t io n  i s  based upon a law passed 50  'y ea rs  ago, fo r  rea so n s  which 

no lo n g e r have s ig n if ic a n c e .

CHAPTER XXIV. F is c a l  and P o l i t i c a l  R e s p o n s ib il i ty

162.- G rant th e  Board o f  Education  f i s c a l  independence from m unic ipal 

a u th o r i t i e s  and f i s c a l  r e s p o n s ib i l i ty .  I t  shou ld  have f u l l  r e s p o n s ib i l i tyi

f o r ,  as w e ll a s  c o n tro l  over th e  a d m in is tra tio n  o f  i t s  f i s c a l  a f f a i r s .  I t  

sh o u ld  have a  s e p a ra te  ta x  l im i t  from th e  C i ty 's .  I t s  budget should  no t
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be su b je c t to  ap p ro v a l by m unic ipal a u th o r i t i e s . .  School d i s t r i c t  ta x es  

should  be le v ie d  by th e  Board and b i l l e d  s e p a ra te ly  from  th o se  le v ie d  by 

th e  C ity .

163 .  E le c t  th e  members o f  th e  Board o f  Education* in  o rd e r to  o b ta in

members who re p re s e n t  th e  whole community and not any p a r t i c u la r  group- —

members who have dem onstrated  t h e i r  competence and le a d e rs h ip  and th e i r

unusual in te r e s t  in  p u b lic  education .- 
*

164 . E s ta b lis h  by law a nom inating committee o f  16 r e p r e s e n ta t iv e  c i t i ­

zens d esig n a ted  by c iv ic  o rg a n iz a tio n s  and u n iv e r s i t i e s  which- would 

nom inate f o r  each vacancy on th e  Board o f E ducation  one person  i t  c o n s i­

dered w e ll q u a l i f ie d  to  se rv e  as a  member. P e rm it o th e r  in d iv id u a ls  to  

ru n  a g a in s t  th o se  nom inated by t h i s  nom inating co m nittee  upon f i l i n g  a  

p e t i t io n .-

165.  - In c re a se  th e  term  o f o f f ic e  to  12 y e a rs ;  e le c t  th re e  members every 

fo u r y e a rs  in  th e  " o f f - y e a r ."

166. Choose Board members from th e  C ity  a t  la rg e  r a th e r  th a n  from 

s p e c if ic  Boroughs.

CHAPTER XXV. Local School Boards

167.  Remedy th e  d e te r io r a t io n  o f th e  lo c a l  sch o o l boards by changing 

t h e i r  fu n c tio n s  so th a t  they  would se rv e  as la y  a d v iso ry  c o u n c ils  f u r ­

n ish in g  a  two-way channel o f  ex p re ss io n  between th e  sch o o ls  and th e  p u b l ic .

168. End p o l i t i c a l  appoin tm ents to  lo c a l  sch o o l boards by s u b s t i t u t in g  

f o r  appointm ent by Borough P r e s id e n ts ,  appointm ent by th e  Board o f Edu­

c a tio n  o f persons recommended by p a re n ts ' o rg a n iz a tio n s  in  th e  s e v e ra l

sch o o l d i s t r i c t s



CHAPTER XXVI* The Road Ahead* A D e ce n tra liz ed  School System

169* B egin p la n n in g  fo r  a d e c e n tra liz e d  system  o f  ed u ca tio n  under which 

New York C ity  would be d iv id e d  in to  a  f a i r l y  la rg e  number o f  communities 

each e le c t in g  i t s  own board  o f  ed u ca tio n , o p e ra tin g  i t s  own schoo l system , 

and re s p o n s ib le  to  th e  S ta te  Departm ent o f  E d u c a tio n .fo r  th e  m aintenance *
I

o f  minimum s ta n d a rd s ;  and each  leagued  w ith  th e  o th e rs  in  a c e n tr a l iz e d ,

c o o p e ra tiv e  s e rv ic e  o rg a n iz a tio n  f o r  th e  e n t i r e  C ity  which would p rov ide
» •1

su p p ly , m aintenance and o th e r  f a c i l i t a t i v e  s e r v ic e s ,  and re s e a rc h . ' Methods

must be developed f o r  b r in g in g  th e  ed u ca tio n a l system  c lo s e r  to  th e  peop le ,
*

n o t so t h a t  th ey  may sim ply r e a c t  to  p ro p o sa ls  as do c iv ic  o rg a n iz a tio n s  

and p a r e n ts ' a s s o c ia t io n s ,  b u t so th a t  they  can p a r t i c ip a te  in  th e  d ev e l-  

opment o f  e d u c a tio n a l p la n n in g .

f
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THE BOARD OF HIGHER EDUCATION

CHAPTER XXVII». The A d m in is tra tio n  of th e  M unicipal C o lleg es

170. Reduce membership o f th e  Board of H igher Education from 21 to  9» 

and appo in t th e  members on th e  basis , o f c ity -w id e  r a th e r  than  borough 

r e p re s e n ta t io n .  The p re se n t Board is  not o f manageable s iz e  and cannot 

always make prompt, e f f e c tu a l  d e c is io n s .

171• Give th e  S ta te  of New York p ro p o r tio n a l r e p re s e n ta t io n  on a r e ­

c o n s t i tu te d  Board o f H igher Education , i f  s t a t e  f in a n c ia l  su p p o rt to  the  

m unic ipal c o lle g e  system  i s  s u b s ta n t ia l ly  in c re a se d . The t r u s te e s  

re p re se n tin g  th e  S ta te  should  be nominated by th e  S ta te -U n iv e r s i ty  

T ru stee s  and fQ rm ally appoin ted  .by th e  Governor.

172. R eorganize th e  committee s t r u c tu r e  so th a t  th e  Board of E ducation  

would d ea l w ith  more m a tte rs  as a. Committee of th e  Whole.

173. P rov ide  f o r  only th re e  s tan d in g  .com m ittees: F acu lty  and E duca tiona l

P o licy ;: F inance; and P lan t Development.

174. D is tin g u ish  between th e  Board, of H igher E d u c a tio n 's  policy-m aking  

fu n c tio n  and th e  ex ecu tiv e  fu n c tio n , so th a t  a d m in is tra tiv e  d e t a i l  w il l  

no lo n g er re q u ire  th e  B o ard 's  a t t e n t io n .

.173. E s ta b lis h  th e  p o s i t io n  o f C h an ce llo r. He should  be th e  permanent 

chairm an and c h ie f  ex ecu tiv e  o f f i c e r  of th e  A d m in is tra tiv e  C o u n cil. The 

c e n t r a l  o f f ic e  d ire c te d  by him would become-'the A d m in is tra tiv e  C o u n c ilfs 

f a c t  f in d in g , a u d itin g  and c o o rd in a tin g  agency. The. C h an ce llo r should be 

nom inated by th e  A d m in is tra tiv e  C o u n cil.

176 . Change th e  t i t l e  of th e  p re se n t a d m in is tra to r  to  " A ss is ta n t to  the  

C h an ce llo r in  Charge o f Board A f f a i r s ,"  w ith  r e s p o n s ib i l i ty  f o r  a c tin g  as

4 7



a d m in is tra t iv e  d i r e c to r  of th e  c e n tr a l  o f f i c e .

177 .  C ontinue th e  A d m in is tra tiv e  C ouncil, in  i t s  p re se n t r o le .

178. R evise th e  f a c u l ty  committee s t r u c tu r e  w ith in  th e  c o l le g e s .

179.  E s ta b lis h  th e  p o s it io n , ' w ith in  th e  c o l le g e s , o f ex ecu tiv e  o f f ic e r

f o r  academic p e rs o n n e l. il

180. R eorganize th e  f a c u lty  c o u n c ils ,  by red u c in g  dep artm en ta l re p re s e n ts -  

t io n  and by a b o lish in g  re p re s e n ta t io n  by ra n k . .Each departm ent should  

e le c t  one re p re s e n ta t iv e  to  th e  f a c u l ty  c o u n c il , th e  o th e r  members should 

re p re s e n t  th e  c o l le g e - a t - l a r g e .

CHAPTER XXVIII. The Need f o r  T echn ica l I n s t i t u t e s  and Community C o lleges

181. E s ta b l is h  a d d it io n a l  ju n io r  c o lle g e s  and te c h n ic a l  i n s t i t u t e s  in  th e  

C ity  o f Rew York to  meet th e  p o s t-h ig h  school needs o f th e  youth  of th e  

community, bo th  f o r  g e n e ra l and v o c a tio n a l t r a in in g ,  which a re  not being 

met by th e  e x i s t in g  program of h ig h e r ed u ca tio n 1. P u b lic ly -su p p o rte d  two- 

y e a r ju n io r  c o lle g e s  and i n s t i t u t e s  should  be recogn ized  as an in te g r a l  

p a r t  o f th e  p u b lic  e d u ca tio n a l system ..

182 . Give c a r e fu l  c o n s id e ra t io n  to  th e  o f f e r in g s  o f h igh  schoo ls  in  

te c h n ic a l  f i e ld s  in  p lan n in g  community -college developm ent. A review  of 

th e se  o f f e r in g s  should  p e rm it a p ro p er in te g ra t io n  of secondary  and p o s t-

secondary- programs in  a reas  o f common in t e r e s t  with' a minimum of d u p lic a tio n
"

and a maximum o f c o o rd in a tio n ..

183* Expand and d iv e r s i f y  th e  p u b lic ly -su p p o rte d  f a c i l i t i e s  f o r  th e  

g ra d u a te s  of New York C ity  h igh  s c h o o ls . Many ab le  young people a re  now 

b a rred  from app ly ing  f o r  e n tran ce  to  e x i s t in g  m unic ipal c o lle g e s  under 

p re s e n t  e n tra n ce  req u irem en ts  because they  d id  no t d ec id e  on c o lle g e
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a tten d an ce  e a r ly  enough, to  com plete th e  p re sc r ib e d  s u b je c ts .  F u r th e r ,
' • *■* 'i*

many g rad u a tes  o f  academ ic, commercial and v o c a tio n a l h igh  sch o o ls  who 

would b e n e f i t  from f u r th e r  f u l l - t im e  t r a in in g  r e f r a i n  from app ly in g  to  

adm ission  to  th e  c i t y  c o lle g e s  because, they  p r e f e r  a  more d i r e c t  in ­

d u c tio n  to  an o ccupation  p r a re  p revented  from ap p ly in g  because o f
V 4

economic han d icap s .

184» Adopt a  p la n  fo r  tw o-year conm unity c o lle g e s  to  p ro v id e  th re e  k inds 

o f  e d u c a tio n a l program s: (a )  a tw o-year ( fo u r-s e m e s te r )  program o f 

g e n e ra l edu ca tio n  which, w i l l  enab le  q u a l i f ie d  g rad u a te s  to  t r a n s f e r  to  

th e  o th e r - c i ty  c o lle g e s  as ju n io r s ;  (b ) a tw o-year te rm in a l program 

o f  g e n e ra l e d u ca tio n ; and (c )  a p p ro p r ia te  v o c a tio n a l programs o f  two 

y e a rs  o r  l e s s .  These programs should  be o ffe re d  in  two d iv is io n s  o f  

th e  proposed community c o lle g e :  a "School o f G eneral Education" and 

a "School o f  Term inal E d u ca tio n ."  The form er would p rep a re  s tu d e n ts  

fo r  th e  ju n io r  y ea r o f  fo u r-y e a r  c o lle g e s ;  th e  l a t t e r  would p rov ide  a 

tw o-year program o f  te rm in a l g e n e ra l ed u ca tio n  and te rm in a l, v o c a tio n a l 

programs o f two y e a rs  o r  l e s s .  A ll  cu rricu lu m s should  le a d  to  a  diplom a 

o r c e r t i f i c a t e .

1 8 5 *  E s t a b l i s h  a  c o n m u n ity  c o l l e g e  f o r  t h e  B o ro u g h  o f  R ich m o n d . A t  

p r e s e n t  t h i s  i s  t h e  o n l y  B o ro u g h  w h ic h  d o e s  n o t  h a v e  a  p u b l i c l y - s u p p o r t e d

i n s t i t u t i o n  o f  h ig h e r  le a rn in g . In  a d d it io n  to  s e rv in g  th e  r e s id e n ts
4 * : •*

o f S ta te n  I s l a n d , th i s  c o lle g e  m ight a lso  se rv e  a p a r t  o f  th e  p o p u la tio n  

o f  B rooklyn.
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CHAPTER X XIX. Ofee F i s c a l  R e l a t i o n s h i p s  o f  t h e  B o a rd  o f  H ig h e r  E d u c a t io nu :.................................... '.y rv * . .........T~s ■■ ■■ ». t-1..

186. In c re a se  th e  f in a n c ia l  support o f th e  m u n ic ipa l c o lle g e s . No 

amount o f  m an ag eria l e f f ic ie n c y  and ecoriamy w i l l  perm it th e  accom­

p lishm ent o f  d e s ire d  h ig h e r e d u ca tio n a l o b je c t iv e s  w ithou t a d d i t io n a l  

fu n d s. The la c k  o f adequate  f in a n c ia l  re so u rc e s  has made i t  im possib le  

f o r  th e  Board o f H igher Education  to  adm it to  th e  c i t y  c o lle g e s  a l l  

th o se  d e s i r in g  and q u a l i f ie d  f o r  h ig h e r e d u c a tio n . Inadequate  support
3

has le d  to  th e se  problem s: a p ro fe s s io n a l s t a f f  n o t la rg e  enough to  

p ro p e r ly  care  f o r  th e  p re se n t en ro llm en t; a s a la ry  s t r u c tu r e  too  low 

to  r e t a i n  com petent p e rso n n e l; an u n d e rs ta f fe d , p o o rly  .paid c l e r i c a l
/

fo r c e ;  i n a b i l i t y  to  make n ecessa ry  b u ild in g  r e p a i r s  to  keep s t r u c tu r e s  

even a t  minimum s ta n d a rd s ; and th e  deferm ent o f  much need c a p i t a l  

p ro je c ts*

CHAPTER XXX. f i s c a l  C o n t r o l  b y  t h e  B u d g e t  D i r e c t o r  and  t h e  C o m p t r o l le r

187* F ree th e  Board o f H igher E ducatidn  from r i g i d  c o n tro l by c i t y  

o f f i c i a l s  over th e  a d m in is tra t io n  o f i t s  budget* a r i g i d  co n tr 'o l which 

l im i t s  e f f i c i e n t  o p e ra tio n  o f  th e 'm u n ic ip a l c o lle g e  system  and s u b s t i ­

tu te s  th e  c i t y  o f f i c i a l s  f o r  th e  e d u ca tio n a l a d m in is tra to rs -  in  th e
» 1 -r

d e te rm in a tio n  o f  h ig h e r e d u c a tio n a l p o l ic ie s  and program s.

188. Develop a  fu n c tio n a l  program budget system  fo r  th e  m unic ipal c o l­

le g e s .

I 89 .  Cut down on th e  p re se n t m u l t ip l i c i ty  o f  p ro te c t iv e  f in a n c ia l  

safeguards*  and s u b s t i tu te  a s im p le r system  th a t  would p rov ide  eq u a lly  

e f f e c t iv e  sa feg u a rd s  to g e th e r  w ith  more s ig n i f ic a n t  c o s t  d a ta  a t  le s s

expense.
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CHAPTER X X X I. F o r  I n c o r p o r a t i o n  i l l  t h e  S t a t e  U n i v e r s i t y

1 9 0 .  T r a n s f e r  t h e  m im ic ip a l  c o l l e g e  s y s t e m  t o  t h e  S t a t e  U n i v e r s i t y  o f  

New Y o r k , w h ic h  s h o u ld  t h e r e a f t e r  e x e r c i s e  f u l l  c o n t r o l  o v e r  and ta k e  

f u l l  r e s p o n s i b i l i t y  f o r  t h e  m anagem ent and s u p p o r t  o f  t h e  m u n ic ip a l  

c o l l e g e  s y s t e m  a s  p r o v id e d  i n  A r t i c l e  8 o f  t h e  S t a t e  E d u c a t io n  L aw .

T h is  w o u ld  a c c e l e r a t e  t h e  p r o c e s s  o f  e q u a l i z i n g  h ig h e r  e d u c a t i o n a l  

o p p o r t u n i t y ,  s t i m u l a t e  a  h e a l t h i e r  d e m o c r a c y  b y  p r o v i d i n g  o p p o r t u n i t y  

t o  s t u d y  t o g e t h e r  t o  m ore y o u n g  p e o p le  o f  v a r i e d  b a c k g r o u n d s , and r e s u l t  

p o s s i b l y  i n  a  p o t e n t i a l  b e n e f i t  t o  t h e  f a c u l t i e s  th r o u g h  b r o a d e r  p r o ­

f e s s i o n a l  p r e s t i g e  a n d  f i n a n c i a l  o p p o r t u n i t i e s .  A s o u n d e r  and m ore  

e q u i t a b l e  b a s i s  f o r  f i n a n c i a l  s u p p o r t  s h o u ld  d e v e l o p  fr o m  i n c o r p o r a t i o n  

o f  t h e  m u n ic ip a l  c o l l e g e s  i n  t h e  S t a t e  U n i v e r s i t y  o f  New Y o r k .


