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I am directed to address you on the subject of the duties of the Principal
of the Presidency College, Calcutta. In his report on the working of the
collegs during the year 1910-11, Mr. James drew attention to the heavy
burden thrown on the Principal by the new regulations of the University
and by the expansion of the college. He pointed out that the new concep-
tions of the relations between the staff and the students and the increased
responsibilities which these conceptions brought in their train impose too
severe a strain on the Principal, who is at the same time responsible for the

. disciplinary control of the students and for the business management of the
college affairs.

2. The Governor in Council has given careful consideration to these
facts, and is of opinion that if Mr. James is to perform inthe fullest measure
the duties which properly belong to the head of an important and growing
institution in connection with its organization, control and development, and
at the same time to take his due share of lecture work as a senior member of
a learned body of professors, he must, so far as possible, be relieved of the
burden of routine business. To dissociate the Principal from actual teaching,
on the other hand, would appear to be a retrograde step, and it is one which
the Governor in Council is not inclined to favour, but there is every reason
why the burden of his routine administrative duties should be lightened.

3. It has been suggested that alleviation mighi be given by the appoint-
ment of a member of the superior staff to undertake duties of a similar nature
to those performed by Bursars in Oxford colleges. Such an officer would have
full financial responsibility, subject only to the general control and supervi-
sion .of the Principal. It would probably be necessary to give the selected
officer a suitable local allowance. It has also been suggested that another
senior member of the college staff might be appointed Dean or Proctor, to
relieve the Principal of the duty of receiving the ordinary applications of
students, This dppointment would in & general way correspond to that of
the Vice-Principal in certain colleges, and it 1s possible that in this case, too, an
allowance would be necessary.

4. I am to request that you will be so good as to obtain and submit to
Government the views of the governing body of the college with reference to
the whole question of the relief to be afforded to the Principal, and to invite
their attention at the same time to these suggestions for the creation of the
appointments of a Bursar and of a Dean, Should you recommend the creation
of these appointments, it will be necessary to state definitely what powers the
Principal will delegate to these officers, and to what extent such delegation
would lighten the burden of his routine duties. Incidentally it has been
suggested that the Principal should have the services of a shorthand-writer.

5. In conclusion I am to request that the administration report of the
Presidency College may in future be submitted to Government officially
through the governing body of the college.

B. 8. Press—18 12-1913—3816C & 3818C=68—J. L, C
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12. Government also must recogniee that a college as a moral institution is something
utterly different from a bit of departmental machinery. Good business mansgement in &
college is the foundation of prosperity and a very important matter. Tut it belongs to
mechanism ; it is not the soul of an institution for the education of character. It should not
be, nor in any wise appear to be, the chief duty of the Principal of a college to be the
competent head of a college office, The new regulations of the University, the
frank adoption of the residential ideal with its apparatus of hostels and personal
supervision, have introduced new conceptions cf the relations between staff and students,
and especially of the relation of the Principal to the college. The old conception and
the jnew are incompatible; snd if it is really iutended that the Principal shall be the
personal head of a college, something less must be made of the importance of full financial
responsibility as for a business concern. At the very least the financial rules must, withoat
laxity, be such as are adaptable to college needs and work. This is not true of the financial
rules under which Presidency College has at present to work, which are designed and ftted
for the work of something quite different, namely, great departments of publio administration.
I pray that at least some attempt may be made to give the Principal of Presidency College
reliof in this matter, Happilv the constitution conferred last year upon the governing body
offers a way by whioh at all events some embarrassments may be removed. What is clear
to me after three and-a-half years’ experience is that, if a college is ic ke organized and
worked as a place for the edueation of character, o Prineipal cannot take upon him this new
and supreme responsibility én addiisn fo all that has been expected of routine duty under the
system which has grown up since the Hindu College became the Presidency College in 1835 ;
when, moreover, the college, already large, has iucreased its numbers by half as many again
in the last two years, thus adding to the mere weight of routine busmness. The attempt
to undertake all this is too great a strain, Something has to give way ; something must be
let go; for, to meet all the olaims of such a position is a sheer impossibility,

- * » - * {3 { ] [}

Note. —It might bave been sdded tbat in addition to the college the Principal stands in a close relation to twa larga
attached seconda y soliools—the &indu School and the Hure Schoul—and that anappreciable amount of work and respon-
#ibility is involved in this reiation.

I mave obtained copies of the last three administration reports of the Presidency
College. Mz, James refors in his note to the report for 1910-11. 'The extracts he quotes
will be found on pages 7-8 cf the report for that year.

2. Mr. James’s complaint is that the Principal’s burdens are more than he can bear,
and he calls particular attention to the strain of offioe work. Good business management,
he says, belongs to ** mechanism,” and it should not be the chief duty of the Principal of
a college to be the competenit head of the college office. He adds that the financial rules
uuder which the Pre-idency College works are not adaptable to college needs and work,
bat he thinks that the constitution couferred on the governing body offers a way to the
removal of some at least of the embarrassments.

The loregoing is what Mr James wrote in 1911. fe reiterates the views then
expressed. He divides his funections into two elasses: (1) his functions asthe medium of
official correspondence and as the chief accountant and eashier of his office, and (2) his fuuc.
tions as a teacher and as the cenfre of college life in its educational and moral aspects.
His burden is too !eavy, and he suggests as measures of relief (a) freedom from business
responsibility and () assistance in disoiplinery control. lle wants a steward or manager
who shall have financial respensibility, and he wanta some of his staff under the name of]
Dsan, Proctor or the like to take over the ordiuary applications of students, or, asa stillf
better solution of the dithioulty, he desires the appointment of two purely disciplinary officers,

3. With regard to the question of the verfrrmanca of purely business matters and of
financial responsibility, there is, one must admit, considerable fqrce in Mr. James's cantentions.
The same difficulty has been felt in Madras. - Secretary will remember the Government
of that provinoe has suggested the appointment of & dusiness head of their college who will
not be in any way responsible for teaching. This Government is inclined to the view that

\
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the Prinoipal of a large college should not be dissociated from teaching work, and ?he
solution would be on the lines of granting relief in business matters. In this connection
the report of the eammittee appointed in 1905 by the Senate to inspect Caleutta colleges
may be read. Mr. James must have relief from routine financial duties, though of course
be must ultimately be held responsible. It is clear that the Steward, who is, I thiuk,a
member of the Subordinate Educational Service on Rs. 200 per mensem, cannot be placed,
in a responsible position. It would seem essential that a businessman of approved capaoity|
and honesty should be appointed to the post. The pay might be raised to Rs. 400-500, andl
for this sum a competent Huropean might be secured. An alternative solution would be tof
appoint one of the professors, whose work is comparatively light, to the post of Bursar.ID
He might be given an allowance for these additional duties.

4. On the disciplinary side of college life, relief might be afforded to Mr. James
by the appointment of the professors in rotation as Deans, very much after the method in
vogue in Bxford Oolleges. These Deans could deal with petitions and applications of all
kinds and oould interview students and parents Small allowances might be given for the
extra work involved,

8. I feel, however, that it is very difficult to suggest any practical remedies, since we
are not really aware ot the actual amount of labour 1uvelved in all these subsidiary duties.
The truth is, in all probability, that Mr. James’ seuse of conscientiousness leads him to
ocoupy his time with petty details. That at any rate is the impression I have got from
reading the papers. One also feels that Mr, James does not make adequate use of the|
governing body and of the advisory body of the Council. If the former body is properly
worked, Mr. James should be relieved of a great deal of financial responsibility, and one
surmises that the Advieory Council could do a great deal in the way of taking over respon-
sibility for discipline and the like

Without an exsumination of the possibilities of the more extended utilization of these
bodies I feel handicapped in dealing with the case.

I do no: think Government can take action on the materials now before it, and I would
suggest that a small committes consisting of Mr. Jumes, tw. other professors of the college,
Mr. Chapman (who was head of the Commercial Institute), and Mr. Wordsworth, with,
perhaps, Secretary, might consider the question in greater detail and formulate definite

proposals.
W. 8. Mizng—12-6-1913.

Hox’sue MEMBER—

Mr. James’s proposals are :—

(1) the appointment of a superior officer o8 Steward or Regietrar, the present Steward
not having: sufficient status to take finanoial responsibility, and

(2) the appointment of two purely disciplinery officers who would evidently be
professors.

Mr. Milne proposes the appointment of a committes to oonsider the question in detail
and to submit definite proposals, There is much to be said for this suggestion but I am
doubtful whether the result would be commensurate with the labour involved. I am inclined
to think that definite proposals should come from the Principal himself, who is in & good
position to work up a scheme, If Hon’ble Member approves the proposals generally, we
might aszk the Prinoipal to draw up a detailed scheme, mentioning the qualifications and pay
of the officer who would take the present Steward’s place, and his duties ; and stating what
funetions should be assigned to the disciplinary officers, what extra allowances they would
get and the term of their office, and what officers he would recommend for the appointment.
Mr. Milue's suggestion to appoint professors in rotation might be mentioned to him for
consideration.

When we get such a definite scheme it might perhaps be advisable to appoint a com-
mittee to examine and advise upon it. The points for discussion would theu be more easily
fooussed than at present.

It is possible that the governing body or College Council would aff-rd the Prineipal
assistance in working out such a scheme, but perhaps the question of consulting them or
not might be left to the discretion of the Prinocipal.

Owing to what has recently happened I am afraid the present is not an ideal time for
taking up the consideration of this question, but I do not think this is sufficient reason for

postponing its consideration,
H, F. Bamnan—13-6.1913.

- L ] L » - L

Please obtain a copy of ¢this year’s administration report’ from which Mr. James
quotes his 12th paragraph, and make a new file on this subject, starling with that paragraph

u8 148 origin,
Ll » » » * »

When the file has been prepared, send it over to Director of Public Instruction with refer-\ F
ence to this paragraph and ack for the favour of his opinion as to theaction to be taken. Iam
inclined to the view that we should invite the attention of the governing body to it, and
ask tbem to frame s scheme whick would afford to the Principal the relief desired, with:ut
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dissociating him entirelv from the teaching work of the ecollege. But I shall be glad to
keep an open mind on the subjeet until I have heard the Hon’ble Mr. Hornell's views.
* * {0 [ ] - []

I should slsol be glad to know what was done with reference to the remarks included
inthe report for 1910-11, whether by the Director of Publie Instruetion or by Government.
Burely such reports come to Government in some form? If not, what does Director ol
Public Instruction do with them ? The Presidency College report will have to come to usi@

in future, proebably through the governing body.
P. C. Lvoxn—13-6-1913.

SuamiTTen with reference to F of Hon'ble Member’s order dated the 13th July 1913.
This may now be seut to Director of Public Instruction.

8. K. B.—20-6-1513.
S, N. G.—20-6-1913.
W. S, MiLvg—21.6-1913.

Ir I am at liberty to draw upon my cwn experience at the Presidency College I would
suggest that the truth is partly revealed by Mr. Milne's ob-ervation at E on page 2 of
those notes. The duties of the Principal of the college are very heavy, but Mr. James
gertainly does take a degree of satisfaction in dring with his own hand unimportant matters
of which he might well be relieved There is much routine work «f which he could be
easily relieved by the Steward who is a competent assistant, and there is much of which he
might be relieved by the other professors if o:.ly he worked out a scheme. There is no
reason why muoh of what is at present done by the Principal should not be done by other
members of the staff. It would probably strengthen their influence, bring them into touch
with students other than those of their classes, and would not in any way weaken the

Principul’s position.

I shrink from the suggestion made a¢ B on page 1. I have seen some schools in England
which employ disciplioary masters. Their position is unfortunate. They are out of touch
with the general work of the school ; they are regarded as spies; they only come in contact
with the boys for unpleasant purposes, and generally they ate a weakne-s rather than strength
in the administration. I think that officers in eduocational insti*utivms, whesa duties are
purely disciplinary, cannot in any way retain the respect of the students, particularly so in
india, where the difficulties are apt to be complicated by differences of natiomality. T
consider this a most unfortunate suggestion.

At A on page 1 there is another suggestion which, however, Mr. Jumes regards as
the less preferable - to have some member of the staff with the title of Dean or Proctor who
shall be responsible. This is feasible to some extent, but in my opinien only as a raatter of
delogation. The Prineipal must always retain supreme disciplinary authority and should
invariably deal with the more difficult and delicate questions of discipline, I do pot under-
stand how it is possibleto separate di-ciplinary conditions from -the other conditions that
make for a oollege’s welfare. Mr. James has elsewhere pointed out that it is an in:portant
part of the Principal’s duty to set a good tous to the college. The discipline is not a matter
apart from good tome, it is an essential part, and the tone of a college depends in the great-
est measure on discipline. I think the separation which Mr. James has endeavoured to make
is unnatural and unmeaning.

I have elsewhere given my opinion with regard to the delegation of financial
responsibility. As a general rule it would be desirable, but. perhaps under the peculiar
circumstences of this land, the delegation cannot be regarded as within the range of
practical consideration. If any delegation were possible, I think it would be best to transfer
the responsibility to some important member of the staff, whose duties are not so heavy. As
& general consideration I would ur e that these important matters should not be entrusted
to any except officers who hold positions that command respest. I think that we should not
endeavour to establish in our colleges any appointments which are not definitely o ‘nnected
with the working of the college as an educational institution, ie., I would deprecate the
appointment of any important officials who liad no concern with, and no interest in, the
purely educational work of the institution.

With regard to a suggestion made at C on page 2, I woull hazird this suggestion,
that the business conduet of an institution is intin:ately oonuneoled with its welfare and its
reputation, and that perhaps nothing has a better educational influence than t'e knowledge
that the busiuess part of an iaostitution is well ran. Here again I think it undesirable to
try and make any separation hetween the busiuess aspect and the educa'ional aspect of the
work of a college. 1 would prefer to see the solution acoepted, which is made at L on page 2.
There s no reason why one of the prcfessors should not be made a Bursar as is the custum
in, for instance, the Uxford Collegl?. This would relieve the Principal to a considerabls
degiee. 'I'he question of the degree ot relief could ba decided by the Puincipal himself.
The #lursar sc appointed might receive an allow.nce in addition to hi« pay. If it were
poseible to relieve the Principal of the purely routine work either in this way or by appoint-
ing the professors in rotation as Deans or by sharing the work amongst a ¢ertain numb-r
of professors, the Princii al would have greater Iresdom 1.r the more importent duties which
include teaching, finance disciplinary eontrol in & general sense, and general super.i ion,
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3 Tiirector of Publie Instruction hes already informed Government of his opinion regard.
ing the propo-al that a Princ'psl should be relieved of the teaching duties, and the University
has expressed itsolf very definitely on this point. The Principal is perhaps the last man why
should be relieved of teaching duties.. If he becume an ndmiristrative officer his iufluence
would be diminished. [t is through his teaching that a man of high character and high
ideals can exercise the widest influence. -

The governing body might advise in such a matter and make suggestions as to the

exact division of business matters bstween the Piincipal and any officer or cofficers appointed
to assist him: or, perhaps, such a committes as tha# suggested in Mr. Milné’s note on puge
2 might be appointed. The Council cfin srarcely help in this matter. The Collmcil 18 &n
upwieldy body with no definite powers, no rules of pro.
reelcfg;gidmc;ﬂ“tﬁ?:a::ﬂ;lyl;enﬂz cedure, yz’md lﬁtle senge of busin[:ass method. 1 acfedp 88
finanolal adwinistration of the govern- 8, gretary to the Council for four years and have little hesita.
ng bedy 1t would save much labour. In Y F / N 2 i
spite of the powers given to the gov- ti0D in saying that the Council adds considerably to the
erning body, he isistx on_special duties of thie Principal, because it bas no definite position
sanction of the Direct:r of Public In- E . -y
struciion or Government for nearly 80d many of its members have little appreciation of proper
every item the govurning body passes. - procedure. It is to fhe governing bLody that we must lock
WoQu YOmamOREHl b b any definite direction in the administration of the
college.

With regard to the proposals for delegating superior powers, I would point out that
there is no guarantes that any delegation would work successfully. The position of
disciplinary otficer wiio is not the head of the institution is entirely dependent on the support
given to him by the head of the institufion. and it is by no means certain tkat any Dean
or Prootor would invariably, in uitficult matters, receive the support of his superior. 1 his is
& point of great importance,

All this mears that in my opinion, heavy as the work of the P'rincipal is, it wight be
considerably lessened by the Principal himself if he were to invite the co-operation of members
of the staff. It has often been felt that their co-operation is not desired in any greate
degree than that indicated iy membership of the Gollege Council. Many of the professort
feel that they are lectwers aud nothing mcre, and this feeling is strengthened by the
circumstances of the institution. If these members of the staff were given a wider interest{B
in the welfare of the institutiou and were given a definite share of the ordinary administra.
tive duties, I think it would add to the efficiency of the college and to the harmony of the
relations tetween the members of the staff themeselves and between the staff snd the siudents,

1 should finally remark that much relief might be given to the Priucipal by the appoint-
ment of a capable shorthand-writer and typist, aud that in the days to be, when the Principal
has his quarters niar the college, it will be possible to get much of the routine work done
away from the oollege, {.e. without interruption, s e, more spe+dily and efficieutly. At the
present moment the continued interruption of the Frincipal by students is one of the most
serious drawbacks to the Prineipal’s position. In this the Principal himself might perhaps
contrive cousiderable relief, for instance, at the beginning of every session the Principal
grants hundreds of inte: views to rejected candidates for admission. This is an unnecessary
act of good will and courtesy. For the majority of their purposes students might be
r<ferred to other members of the staff, and thus the Prineipal's time be economised. I should
repeat once more that it is impossible for the Principal of a large college to know. intimately
or personally all the students of the college, and it is useless to try and know them except in

the mass
With regard to the previous reports, they have been submitted to Directer of FPublio
Instruetion, and action has been taken on them so far as is necessary:in this office. No[
action was taken on the points raised by Mr. James in his report in 1910 so far as it relates
to the matters here under discussion.

I kave cmitted to refer fo the question of accommodation. The science professors
have eacn his own private room, where he can work at leisure and interview students. No
Arts profersor has a private room, and until recently there was one small common room
for all the Arts professors and lecturers. Matters are a little better now, but not much. I
believe they have a common room and a tiffin room— the latter unfurnished. There is
nowhete where a student mey interview and consult any of these professors except in the
verandah or in the compound, and delegation of disciplinary or other authority is impossible

under present circumstanees.

W. C. WorpsworTten—3-7-1913.
!

I'am sorry that the file has been so long dclayed, more specially as there is very
little that I wish toadd. I kuow nothing of tke working of the college since I was on its
gtalf ten years ago. Mr. Wordsworth on the other hand knows the college intimately.

2. I think that the experiment of appointing one of the members of the higher staff to
act us Bursar might well be tried. This ought to enable the Principal so to organize the clerical
and financial work of the college that consideruble relief to him might be derived from such
an arpointment. I think that the Principal might be acked whether he would regard such an
appointment as affording him substantial relief, and if so, what duties he would propose to
assign to the Bursar. It will be nacessary to huve details, for the case of an allowance will
have to go to the Secretary of State, and it is not likely to be sanctioned unless full informa-

tion is forthecoming.
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3. Some further relief to the Principal might be afforded by an arrangement by which
a professor might be appointed to act as 1Jean. Eow far any real relief would be afforded
in this way would seem fo depend largely on the number and nature of tho duties which
the Prineipal would be willing to delegate.

4, Mr Wordsworth points out that the final disciplinary eontrol must obviously be in
the handa of the Principal. In this country no one ever takes ¢“no” for an answer so long
as there is possible higher authority to whom an appeal can be lodged. Unless the Principal
is therefore prepared to say that, with reference to csrlain specified matters, the decision of
the Dean shall be final, I doubt whether such an appointment will reslly do much to lighten
his burden.

5. In my letter No. 608 T, dated the 20th June 1913, I have expressed my views with
roforence to the proposal that the Principal of a Governmant college should be relieved of
all teaching work.

W. W, Horxerr—8-8-1913,

We may now take steps to ascertain the views of the governing body of the college
with reference to the appointment of & Bursar and a Dean as proposed in the notes. We
should know whut powers, ete., the Principal would wish to delegate to them.

2. We might address the Direotor of Public Instruction officially on the subject. It will
be noticed {part marked H) that Mr, Wordsworth thinks there is some want of harmony
and co-operation between the Principal and the other members of the staff. This in itself
is bound to increase the Priucipal’s work, It should not be so, There are several other
points to be noticed : —

1. The necessity of providing private rooms for the professors, or at any rate, a decent
common room, with, say, a small room®attached for interviews with students.
2. The appointment of a shorthand-typist for the Prineipal.

These two questions will no doubt be brought put up in answer to our reference.

3. Hon’ble Member’s hote dated the 13th Jume 1913 (part marked 3). Please see
Mr. Wordsworth's note (part marked [) on this point. The college report might be sent to
Government officially in tuture.

W. 8. Mitng—18-8-1913.

I a6ree. DPlease take action accordingly.
H, F. Samman—20-8-1913.

A praFr is put up,
P. N. C,—30-8-1913,
8. N. G.—3-9-1913,
R. N. Remp —~11.9-1913.

. How’srz MemBER's orders dated the 18th June 1913 will recall this case. The views of
o o Mr. Wordsworth and Mr Iornell have since been obtained, and the draft, which is for
approval, embodies, I think, the salient points,
" W. 8. Mirng—11-9-1913,

I'nave made some modifications in the draft. Flease issue early, if you have no
further,remarks to offer.

P, C. Lyon—15-9-1913.

Issum.
W. 8. MiLNe—16.9-1913.

[No. 24.3 0. I, No. 1860 T,—@., dated the 17th September 1913,

Neep we remind Director of Public Instruction for a reply to our letter Na 1860T.—G.,
dated the 17th September 19137 We may wait tiil the middle of January.

S K. B.—11-11-1913,
S. N. G —11-11-1913.

Yes,
R. N. Rrro—11-11-1913,

B. 8, Sress—18 12-1913 .-8816C & 8516 '~26—J, L. C.
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