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ABSTRACT

The role o f  the headteacher as a  key figure in  the effective running o f the school is a  very 

controversial issue as shown by the literature over the past two decades or so. So far, there seems 

to  be no consensus reached on this matter. The role played by a headteacher in  creating an 

atmosphere aimed a t enhancing school effectiveness is very critical As head o f  school, the 

principal serves as a  role model for both students and teachers and he/she is responsible for 

creating an environment conducive to  teaching and learning.

The main thrust o f  this study was to  investigate strategies that headteachers - in  schools identified 

as operating effectively - employ in  an endeavour to create a  culture that promotes school 

effectiveness and efficiency. A t the core o f  this research is establishing how the headteacher, as a 

school leader, ensures tha t both physical and human resources are aligned in  order to achieve 

maximum effectiveness in all aspects o f the school life.

Four high schools (senior secondaiy schools) were identified as “effective schools” in Swaziland 

based on their academic performance in the O Level Cambridge Examinations over a  period o f 

five years. The research instruments used in carrying out this study were interview schedules, 

questionnaire and non-participant observation which were conducted with, headtea.chers, teachers 

and student s, respectively. Triangulation was essential for the validity and reliability o f  this 

study. This study is regarded as valid and reliable as there was strong correlation amongst m ost 

o f  the questions posed. The respondents participated willingly in the study and showed 

tremendous understanding o f  the questions asked.

The major deduction from  this research is that the headteacher does play a  crucial role in school 

effectiveness. Some o f  the qualities which the headteachers a t the “effective” schools studied in 

Swaziland had in  common were identified as willingness to share decision-making and the 

ability to implement decisions, approachability, effective communication, ensuring school and 

student discipline, good overseeing (being always on the lookout that all participants were 

actively involved in  the day-to-day school activities), effective management o f  change, creating 

links with the surrounding community and ensi ring that the school’s goals are achieved and most 

importantly, the ability to  create an atmosphere conducive to  teaching and learning.
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CHAPTER 1

1.0 BACKGROUND TO THE STUDY

Since m ost headteachers in Sw aziland, like in m any o th er developing countries,' are 

appointed to  headship positions w ithout formal training in school leadership and 

managem ent, many seem not able to  execute  their leadership roles effectively (see H arber 

and D adey (1991), M agagula (1995). L iteratu re  on school effectiveness and effective 

school leadership reveals tha t there is a  tendency am ong headteachers to concentrate  m ore 

on m anagem ent and adm inistrative roles than leadership (D avies and Ellison, 1997). T he 

reason could be that these th ree roles are  often view ed as synonim ous w ith one another. 

It is on this basis that this study argues tha t headteachers w ho are aw are o f  and do play, 

their leadership ro le are m ost likely to  succeed in their endeavour to  create  effective 

schools in these m odern  tim es fraught w ith changes in all spheres o f  life.

A lthough research on school effectiveness and effective school leadership has been 

undertaken in developed countries such as the U nited S tates o f  Am erica, Britain and 

C anada and developing countries such as Ghana, Kenya, B otsw ana and M ozam bique, very 

little seem s to have been done in Sw aziland in this dom ain. This situation has therefore, 

m otivated one to  conduct this study to  generate  know ledge on effective school leadership 

within the Swazi context.

This study is undertaken against the background w hereby Sw aziland is go ing  through 

socio-political and econom ic transform ation. For exam ple, during the countryw ide



teachers strike o f  1997 which seem ed rather politically m otivated, political parties, 

students and individuals jo ined forces in an effort to pressurise governm ent to  introduce 

real and genuine political change w hereby all constituencies (stakeholders) w ould  be 

represented in th e  structures facilitating the change. O n the o th er hand, students under the 

leadership o f  Sw aziland A ssociation o f  S tudents (SA S) m arched to the M inister o f  

E ducation to present a petition dem anding the M inistry to change the system  o f  education 

w hich no longer m et the needs o f  the Swazi youth in this p resent age. They also 

dem anded that S tudent R epresentative Councils (SR C s) be introduced in schools so that 

th e  students could be represented in decision-m aking structures.

Subsequently, the Sw aziland N ational T eachers A ssociation  (SN A T ) delivered a  petition

to the Principal Secretary o f  E ducation  rejecting the C ontinuous A ssessm ent Policy w hich

w as im posed on them . Furtherm ore, the sta tem ent expressed by Prince Sibonelo

epitom ises the kind o f  spirit that currently  prevails in Sw aziland. H e had this to  say:

"BakaNgwane have lo make some concessions and give people some o f  the power to 
share in decisions that affect their lives, then there will he peace and stability or else 
they can consolidate power and have arnachy” ([’he Times o f  Swaziland, 1997:5).

M zizi expressed som ew hat similar sentim ents w hen he w ro te  earlier:

"... the present govenment is made up o f  a powerful regime that has no conscience....The 
country is presently in a crisis, a situation which is not caused by our ancestors. It is not 
caused by a power somewhere in heaven. It is caused by our leaders. ” (The Times o f  
Swaziland, 1997:5).

Given this scenario, it is indeed crucial fo r headtcachers as leaders to be abreast o f  the 

changes that tak e  place in the broader society as they directly o r indirectly im pinge upon 

th e  life pa tterns at the schools and in the m anner in w hich schools are  run. This is on 

account o f  the fact that schools, as it w ere, arc im m ersed in socio-political, econom ic and



cultural con tex ts as observed by A ngus (1989) in A ustralia. On a sim ilar note, D av idoff 

and Lazarus (1997) assert that schools are a  part o f  society, and are  affected by their 

im m ediate and broader social, political and econom ic contexts. Similarly, schools can and 

m ust im pact upon their contexts and | lay a vita! ro te in contributing  tow ards the 

developm ent o f  hum anity, dignity and hope in .i-ociety (Ibidrxvi). Head teachers as a  m atter 

o f  fact, surely need to  b e  very critical in the m anner in w hich they lead and m anage the 

schools o f  w hich they are in charge. This ow es to  th e  fact that even within th e  school 

contexts, there  are teachers, pupils and perhaps parents w ho y e  aligned w ith political 

arganisations. T hese people are therefore, m ost likely to  endeavour to  influence the 

m anner in w hich schools are  run o r  should be run. As a m atter o f  fact, A ngus (1989) 

suggests that:

"An alternative conception o f  leadership, one which appreciates educational 
complexity and facilitates critical scrutiny o f  school problems such that connections are 
explicitly made between the educational sphere and other spheres, is required"
(1989: 63).

D espite th e  fact that schools opera te  w ithin th e  bureaucratic  and hierarchical structures 

w hich are found  in the w ider society, schools could surely m ake a w orld  o f  difference if 

they could brave it and in troduce changes within the school governance and leadership 

structures so  tha t the schools could be run along dem ocratic principles. T hat is, such 

changes could be achieved by also changing the cultures and leadership structures o f  

schools as argued in this paper. H ence, this study will largely be approached from  a 

sociological perspective and it seeks to  establish how  effective schools a ttem pt to  achieve 

functional and social ou tcom es within th e  rigid au thoritarian  and bureaucratic  structures.
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A n effective school leader, therefore, is one that, in addition to  his/her schools high 

achievem ent in the exam ination results, recognises and is conscious o f  and sensitive to  the 

effects o f  social, cultural, political and econom ic influences on school life 

(Popkew itz, 1983). I t is only then that he/she will be better able to  m eet the various needs 

o f  the pupils and teachers w ho com e particularly from  different socio-econom ic 

backgrounds.

M uch as this paper is encouraging and advocating  fo r collaborative and participative 

leadership w hich is considered to pay dividends in term s o f  organisational effectivenes, th e  

ro le  o f  th e  headtcacher as a leader in the school is very significant and crucial. This does 

not d ispu te  the fact that there a rc  o ther intervening variables w hich adversely affect the 

effectiveness o f  the school leadership as observed above T hese include the authoritarian 

and bureaucratic  nature  o f  th e  w hole education  system , expectations o f  th e  headtcachers 

superord inates and, m ore often than not, their interference and /o r their a ttitude tow ards 

the school leadership and adverse conditions under w hich th e  school may be operating.

T he head tcachers position is indeed crucial because it is the head tcacher w ho is charged 

with the responsibility o f  creating conditions that are conducive fo r teachers and students 

to  m axim ise their perform ance in all aspects o f  school life. H is/her com m itm ent to  and 

passion fo r achieving th e  schools goals is im portant in th a t there  will be a sense o f  

direction in th e  school organisation. Hence, the headtcacher plays a  significant ro le in 

creating  a school cultu re  that is necessary for school effectiveness o r  in changing an 

existing cu ltu re  that fails to  articulate well w ith the mission and purposes o f  the school.



It is essential to  stress that in this ever changing m odern w orld w here people in every 

sphere o f  life are  increasingly changing and becom ing aw are o f  their dem ocratic rights, 

school leaders need to change their m indset w ith regard to  their relationships w ith and 

attitudes tow ards m em bers o f  staff, students, parents as well as the com m unity w here 

schools are located, if  they really mean to be effective in the w ay they lead and m anage 

their schools. School leaders need to be aw are that authoritarianism  and dictatorship are  

no longer to lera ted  in this day and age. T he leadership style that is appropriate  now adays 

is one that p rom otes participation, involvem ent o f  and partnership w ith o ther im portant 

stakeholders in the schooling system.

It is w orth m entioning tha t school leaders o f  today and tom orrow  need to  be w ary o f  the 

fact that leadership is a veiy  pow erful fo rce  that can deeply influence the drive and 

com m itm ent o f  teachers and students m uch m ore than th e  use  o f  authority  and 

m anagem ent contro ls (Sergiovanni, 1990). It is also in that w ay tha t schools are  m ost 

likely to achieve real effectiveness. T hat is, there has to  be a  paradigm  shift from the 

traditional-authoritative approach to a  m ore collegial, collaborative and participative 

approach to leadership (Bush, 1995; D avies and Ellison, 1997; and Fullan, 1992). It is in 

such an environm ent tha t participants are  likely to have shared vision, mission, values and 

decision-m aking and they will thus be m ost likely to have ow nership o f  decisions. Suffice 

it to point ou t tha t such a cu ltu re  is m ost likely to underpin all achievem ents and success in 

a school organisation.



1.1 The aroblcni S ta tem en t nnd Research Question.';

The role o f  th e  headteacher is often perceived as controlling, instructing and directing the 

teachers and pupils w ith a  view  to  achieving excellent academ ic perJbim iincc, p f - se. 

T here is usually a tendency to  ignore certain factors which are very critical fo r achieving 

effective school leadership and school effectiveness. Socio-ccononi.e, cultural and political 

contexts are  often taken fo r gran ted  and yet they shape the thought patterns and 

behaviours o f  the pupils and o ther role-players at the school as observed by H arber and 

Davies (1997) and D av ido ff and L azarus (1997). This study, therefore, seeks to  

investigate w hat stra teg ies the headteachcrs o f  “ effective” schools em ploy to  ensure that 

th e  schools functional and social ou tcom es are achieved.

T o that end, the m ajor questions w hich th e  study attem pts to  address are  the following:

i) W hat effort(s) does the headteacher p u t in ensuring that a  positive school cu ltu re  is 

created w hich is likely to enhance school effectiveness?

ii) W hat strategies are  se t up to ensure that the established cu ltu re  is sustained?

in) [Tow does the school attem pt to  bridge the gap betw een the advantaged and 

disadvantaged pupils in term s o f  their different socio-econom ic and cultural contexts? 

iv) Is there any contribution m ade by th e  schools tow ards the socio-econom ic and cultural 

developm ent o f  their surrounding com m unities and /or vice versa?

1.2 Hypothesis

T he hypothesis o f  this study is that the m ore the headteacher as a leader shifts from a 

traditional-authoritarian style o f  leadership tow ards a m ore participative and collaborative 

approach, th e  higher th e  degree and potential o f  stakeholder support and achievem ent o f
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organisational goals and objectives. T ransform ative leaders are  therefore, m ost likely to  

fare well in this day and age w here societies in the w orld  are ever-changing and people are 

becom ing m ore and m ore aw are o f  their dem ocratic rights to  participate in decision

making on m atters th a t affect their lives.

1.3 The Aim of the Study

T he prim ary aim o f  this study is to  ascertain the degree to  w hich th e  headteacher as a 

leader at th e  school has g rea ter influence in creating a cultu re  tha t enhances the success 

and effectiveness o f  the school. T hat is, it is mainly in terested  in finding ou t abou t the 

stra teg ics effective headtcachers em ploy in an effort to m ake their schools w hat they are. 

Secondly, it seeks to  highlight w hat leadership and m anagem ent styles they use and how  

they actually  im pact upon th e  w ork  and hum an relationships at the school. Thirdly, it 

attem pts to  establish how  those headtcachers m obilise the available resources (i.e. hum an 

and physical) in o rder to  achieve th e  organisational and educational goals. This is vitally 

im portant because the tw o responsibilities (leadership and m anagem ent) o f  the 

headteacher seem to  be  intertw ined.

This study is also aim ed a t challenging headtcachers to  consider shifting from  the

traditional type o f  leadership to  the m ore collaborative and participative type and allow

teachers, parents and pupils in th e  schools ti  contribu te  tow ards the running o f  their

schools as D avidoff and Lazarus (1997:8) so aptly pu t it:

"...ti’c need u> develop new vision, anew  rniagiiut/ion about school and school life.
We need lo let go  o f  old ways, old habits, and make changes which honour human 
dignity. We need to have a picture o f  the kind o f  society ire would like to/ive in. ”
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Fourthly, th e  study is also intended to  contribu te  tow ards th e  existing know ledge and on

going debates on effective school leadership and school effectiveness. Fifthly, a  

correlation is to  be established betw een headteachers' leadership styles and the degree o f  

effectiveness o f  their schools. Finally, on the basis o f  the findings o f  this study, 

recom m endations will be m ade to  policy m akers on how  school effectiveness can be 

achieved 'dirough effective school leadership. This, therefore, suggests the significance o f  

encouraging continuous school-based leadership in-service training program m es fo r 

headteachers, deputies, heads o f  departm ents, m em bers o f  the teaching staff" as w ell as the 

students.

1.4 Rationale of the Study

T he concept o f  effective school leadership as it relates to  school effectiveness seem s to  be 

a  widely contested  terrain. R esearchers on school effectiveness and effective school 

leadership p resent dissenting view s on the role and position o f  the headleachcr in creating 

a culture o f  the school. Som e maintain that the head teacher plays a  key role in this regard, 

while o thers vehem ently contend that it is ra ther a collective type o f  leadership that 

appears to  succeed in creating a  school culture that enhances school effectiveness, 

especially in the contem porary  dem ocratic societies. This la tter view  point is supported  

overw helm ingly by the l i te r  tu re  in the 1980s and 1990s and it stresses the need for the 

headteacher to  play a  facilitative role in th e  organisation (sec G race, 1995). In o ther 

w ords, am ong o ther things, the headteachers duty is to ensure that all participants in the 

school o rganisation  contribu te  tow ards th e  creation o f  a culture that is unique to the 

school.
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This study, therefore, aim s to unravel the distinguishing features o f  headteachers o f  

“ effective” schools that set them  apart from  the rest and m ake them  com peten t leaders. 

E fforts will also be m ade to  establish w hether there is a d irect relationship betw een the 

quality o f  the headteacher’s leadership and the degree o f  the effectiveness o f  the school. It 

is necessary to  point ou t that, fo r the  purposes o f  this study, school effectiveness means 

success in achieving both  th e  educational and the schoo l’s goals, and in accom plishing the 

school’s mission. Success encom passes excellent academ ic perform ance by the school and 

a positive contribution to  the developm ent o f  th e  im m ediate com m unity.

1.5 Terminology 

Leadership
Leadership m ay be defined as characteristics through which the leader in a creative and 

dutiful w ay  stim ulates, directs and co-ord inates g roup  interaction and activityin a specific 

situation on the basis o f  g roup  goals and w ith a  view  to  their eventual attainm ent (van der 

W esthuizen, 1991:188).

Effective Leadership

F or the purposes o f  this study, effective leadership will be defined as: “ Setting an 

a tm osphere o f  order, discipline and purpose, creating  a clim ate o f  high expectations fo r 

s ta ff and students, encouraging collegial and collaborative relationships and building 

com m itm ent am ong s ta ff  and studen ts to  the schools goals, facilitating teachers in 

spending maximum tim e on direct instruction, encouraging s ta ff developm ent and 

evaluation, and being a dynamic, educative leader" (A ngus, 1989:66).
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School Effectiveness

A ccording to  Scheerens (1992), th is refers to  the functional and social outcom es o f  any 

institution. In o ther w ords, it m eans the  quality o f  producing a w hole individual w ho fits 

well into the society. This, therefore, m ay be defined as the ability o f  a  school to train 

students w ho  will becom e productive citizens making a positive im pact on society.

School Culture

School cultu re  in this study refers to: “ the characteristic  spirit and belief o f  an 

organisation, dem onstrated, fo r example, in the norm s and values that a re  generally held 

about how  people should trea t each other, the nature  o f  w orking relationships that should 

be developed and attitudes to  change” ( Preedy, 1993:45 ).

A ccording to  DavidoiT and Lazarus (1997:41-42) the culture o f  a  school is:

"...the p ea d ia r and distinctive way o f  life o f  the group or class, the meanings,values and  
ideas embodied in inctitulions, in social relations, in systems and beliefs, in mores and  
customs, 1 1 the uses o f  objects and material life. Culture is the distinctive shapes in 
which this material and social organisation o f  Ufa expresses itself... ”

Simply sta ted , a  school culture is a teachir.g/learning environm ent created  by a given

school.

National School

O perationally, it is a  school that w as originally established mainly to  fulfill the educational 

needs o f  m em bers o f  the royal family in Swaziland. It is thus partially governm ent

maintained.



Empowerment:

A ccording to  Scrgiovanni (1990:96), “ em pow erm ent refers to  the practice w hereby 

authority  and obligation are  shared in a  w ay that legitimises action  thus increasing 

responsibility and accountability” .

Collegiaiity

This term refers to  the existence o f  high levels o f  collaboration am ong teachers, and is 

characterised by m utual respect, shared w o rk  values, co-operation , specific conversation 

about teaching and learning and good  interpersonal relationships.

Supervision:

T he term  supervision is defined by au thors in different w ays depending on their 

perspective o f  the field. A ccording to  G lickm an (1985), “ supervision is the function  in 

schools that draw s together discrete elem ents o f  instructional effectiveness into w hole- 

school action” .

Alfonso et ai. (1975), v iew  instructional supervision as “behaviour officially designated  by 

the organisation that directly affects teachers behaviour in such a w ay as to facilitate pupils 

learning and achieve the goals o f  the organisation” .

1.6 Conceptual Framework:

T he conceptual fram ew ork o f  this study is derived from K uhn’s (1970) concep t o f  

paradigm  shifts and Fulian’s (1991) notion o f  school’s cultural change . This ow es to  the  

fact that as th e  w orld is characterised by rapid, constant and dynam ic changes in all 

spheres o f  life including th e  education realm , it is vitally im portant that both  national and



school leaders take cognisance o f  and understand these dynam ics o f  change inform ed by

th e  aforesaid concepts w hich involve a shift and change in peoples perspectives. O n this

note, Kuhn (1970) maintains that as th e  body o f  know ledge increases, the paradigm  w hich

is being used may becom e unsuitable in a ttem pting to  understand and w ork  ou t certain

problems. In  the sam e vein, Fullan (1991:143) asserts that:

"Changes in the culture o f  schools and the culture o f  teaching and learning are 
required.... Cultured change requires strong, persistent efforts because much o f  current 
practice is embedded in structures and routines internalised by individuals, including 
teachers. ”

Therefore, w ith a m uch better understanding o f  the process o f  change as pu t fo rw ard  by 

Kuhn (1970) and fu llan  (1991), school leaders arc expected  to  be better able to  be 

innovative and creative in searching and looking For m ore effective paradigm s as they shift 

and change from  tim e to  tim e w hich im pinges on leadership approaches as well.

It m ust be stressed tha t much as the K uhnian concept o f  the paradigm  shift is applied in 

this study, it is no t used in the stric t K uhnian sense, bu t the com peting theories’ sense. 

This is because shifting from  a m uch m ore traditional approach to  leadership to  a 

collaborative and participative one in an attem pt to  c rea te  a  culture th a t w ould enhance 

school effectiveness, involves well though t-ou t planning.
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C H A P T E R  T W O

2.0 L IT E R A T U R E  R E V IE W

2.1 Introduction

A  survey o f  the literature reveals that w e are living in a m odern w orld characterised by

rapid and continuous change w hich has also perm eated school organisations. As such, the

role and position o f  the headteacher also seem s to  be radically changing, the w orld over,

particularly in developed countries such as the U nited S tates, U nited K ingdom  and C anada

(G race, 1995:2). G race points ou t that the school cu ltu re  in many countries is in a  process

o f  radical transform ation due to  th e  political and social changes currently  happening. In

this regard, he states that:

"Al the centre o f  these transformations is the position o f  the headteacher and  
cjuestions to do with how headteachers, as school leaders, are responding to radical 
change" (1995:4).

T he extent to  which the school as an organisation fulfills its aims and goals depends upon 

the way in w hich it is organised (D avidoff and Lazarus 1997:viii). F o r example, in the 

South African context, there has been a shift to  a perspective o f  a dem ocratic system  o f  

education expressed in recent national policy developm ent and legislation, such as that 

embodied in the South  African Schools A ct o f  1996 (lbid:viii). T herefore, in o rder fo r 

schools to  be in sync w ith the dem ocratic society and m ake an im pact on it, schools have 

to  be organised and run along dem ocratic lines and principles.

It needs to  be pointed ou t as well that so many headteachers, particularly in developing 

countries seem  to lack  effectiveness characteristics in practice due to  the fact that the



existing courses on educational m anagem ent are  inadequate lo r teachers and m anagers

Irom developing countries (H arbor and Davies 1997:1). A ccording to  these authors, the

la tter is because the  courses offered are so general and con tex t-free that they do no t

address relevant issues o r  use  relevant exam ples from  the con tex ts o f  developing

countries. T he findings o f  the school effectiveness and im provem ent m ovem ent based on

the contexts o f  developed countries cannot be directly transferred to  developing countries

w ithout problem s. On this note, H arber and D avies (1997) are  very critical o f  H ughes’

belief that theories and too ls  o f  educational m anagem ent can be  transported  across the

w orld w ithou t regard to  th e  qualities and circum stances o f  different com m unities. They

argue that tha t cannot be  accep tab le  any longer. B asing their argum ent on L ungu’s

observation on Africa, they  asserted  that:

"Most theorising in administrative sciences has been based on the experiences o f  
European and North American organisations, and almost nothing has been done 
in African settings, let alone African organisations. What that portends fo r  training 
programmes in A frica is .'hat new and original thinking and research will be required" 
(Ibid:2).

It is w orth  noting as well that schools in developing countries do no t enjoy th e  resources 

and facilities enjoyed by schools in developed countries. A ccord ing  to  H arber and D avies 

(1997:2), schools v developing countries are  essentially contextually  driven, am bient 

organisations, shaped by colonial history, global econom ic relationships, local cultural 

interaction and post-independence political needs. They further observe that as a result o f  

all these influences, there is an ineffective m ixture o f  authoritarianism  and bureaucratic 

malfunction.



M aking reference to the South  African situation, D avidoff and L azarus (1997:3) argue

further that A partheid South  A frica has left a  legacy o f  extrem e authoritarianism . They

further contend that:

"Schools as ideological slate apparatus, have to some extent reflected and 
reproduced the values and ideology o f  the state. While many schools developed as ■ 
sites o f  struggle against state ideologies, few  schools... were able to moveawayfrom the 
rigid authoritarianism so fam iliar in our South African culture ” (Ibid:3).

Furtherm ore, it is difficult to  ju d g e  school effectiveness in developing countries in term s o f

contextual relevance, w ith  th e  issue o f  goals and outcom es in mind. M oreover, the

everyday contexts in w hich children g row  up and educational institutions function in som e

developing countries can differ rem arkably from those predom inant in developed,

industrialised countries (Ibid: 10). G iven tha t many African countries in general, and

Swaziland in particular, a re  go ing  through the process o f  dem ocratisation, school

effectiveness should be m easured in the light o f  goals and purposes for w hich schools

exist. A ccording to D av id o ff and L azarus (1997:7) schools and schooling should prepare

pupils fo r life. T hat is, p repare them to cope w ith and engage in life and contribu te

tow ards a  quality o f  life w hich all fellow  citizens can enjoy.

As societies, by and large, rep roduce them selves through the schooling system , in 

dem ocratic countries, the potential o f  schools to  sustain dem ocratic system s ought to  be 

realised so tha t schools can be restructured  along dem ocratic lines. In this regard, 

D avidoff and L azarus (1997:8) contend tha t there is a need to  seriously revisit the w ay the 

schools a re  structured  and operate, the way the pupils learn, the w av teachers learn and 

teach, the w ay people  relate to one another, and ensure that these practices truly reflect 

the values and capacities being tried to  develop. They further reasoned that:
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" I f  we acccpt that schools are powerful socialisation forccs for young people, (hen we 
need to recognise lhai it is not only class room learning then influences and shapes the 
thinking, values, insights, and skills o f  these young people, but all the experiences 
that they have at the school. This means that the values the school holds, the way 
teachers relate to one another, the way decisions are made, the way teachers relate to 
students, the physical appearance o f  the school, the resources (or lack o f  resources) 
available fo r  teachers and students, the surrounds o f  the school, the way the grounds 
are kept, the condition o f  the buildings and the furniture... all these aspects shape the 
perceptions that students develop about the world and about themselves cmd,great extent, 
define their expectations about what life beyond the school is about ” (lbid:8).

A ccording to  H arber and D avies (1997), judg ing  the cficctivencss o f  schools in developing

countries needs substantially different criteria, given their contextual realities. These

authors a! .• observe tha t the pertinent questions likely to  be  asked arc: have the teachers

actually been there  m ost o f  the year, and been paid? A re the m ajority o f  pupils sufficiently

fed and healthy  to  benefit from  being there? Do the children m anage to a ttend regularly,

o r do they take large periods o f  tim e ou t for dom estic o r agricultural suppo rt to  the

family? H as th e  school m anaged to  educate  about avoiding malaria, H IV /A ID S or

bilharria? H as the school m anaged to  get hold o f  a spirit duplicator? They further stress

that these issues are  no t usually priority questions in w estern  books o n  school

effectiveness.

In addition, schools in developing countries arc also a fleeted by the coexistence o f  

im ported cultural values o f  the w estern school and the values o f  the surrounding society. 

In this regard , M ahlase (1997:44) states that institutions like the school and th e  church 

absorbed th e  prevailing dom inant W estern culture. She further argues that during the 

process o f  socialisation, the African child found him self/herself in a  process o f  transition 

from a traditional to  a  W estern  m ode c f  living. In addition, this p rocess o f  transition w as 

likely to c rea te  problem s arising from the clash o f  cultures, fo r exam ple, betw een a village



econom y and a m onetary one, betw een an extended Famify s tructu re  and a  nuclear one, 

betw een a  traditional be lief system  and a  secular religion, betw een a polygam ous and a 

m onogam ous substitute. Such conflicts affected parental and societal values, and the type 

o f  socialisation processes em barked on at hom e, at school and in th e  society a t large.

N evertheless, schools still have a  potential to  m ake a  difference in term s o f  effectiveness 

provided headteachers are  brave enough to take risks and initiate changes tha t w ould  

support their schools’ aims and goals. T here is therefore, a  g reat need fo r leaders o f  today 

and tom orrow  to try to  understand the shift ir. leadership paradigm s tha t is taking place at 

local and global levels as observed by P a tte rso n  (1993:2). This kind o f  understanding and 

know ledge base, is m ost likely to help the leaders adjust and adop t leadership styles that 

will articu late  with th e  change. The jo b  o f  school leaders is, therefore, increasingly 

becoming com plex and no doubt challenging. On this note, D avies and Ellison (1997) 

observe tha t leaders and m anagers in schools are  faced w ith a challenge o f  operating  in a 

rapidly changing w o rld .,

In m eeting these challenges, therefore, leaders o f  this m odern day and age need to  develop 

leadership skills tha t will enable them  to operate  successfully and effectively in their new  

environm ent. The environm ent referred to herein is that w hich supports teachers in a life

long p rocess o f  personal and professional developm ent (D av ido ff and Lazarus, 1997). On 

this note, these authors argue further that the enabling environm ent will in turn create  a 

supportive  environm ent within w hich students can learn and develop. T hat is, they will 

develop and realise their potential for the benefit o f  the society  in line w ith the central 

goals o f  education. W ithin an enabling environm ent, teachers, parents and students
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contributions are accepted  and supported  at the school. T hat is, the  leader in such an 

environm ent recognises the fact that every teacher and in m any cases students and parents 

are potential agents o f  change. As a m atter o f  fact, capacity fo r them  to m ake 

contributions tow ards th e  running and developm ent o f  the school is made. In o ther 

w ords, it is essential fo r headteachers to  be equipped with relevant skills and techniques to  

be b e tte r able to  m anage change in their schools w ith a much g reater degree o f  

effectiveness. C oncerning headteachers in the m odern age, Davies and Ellison (1997) 

have this to  say:

“It is also vary important thal they develop the educational leadership capacity to 
challenge todays orthodoxy and to envision what the future educational and societal 
framework will, be” (1997:12).

It is also fitting to assert that this paper will maintain tha t there has to be a  shift from  the

traditional-authoritative and dictatorial approach to leadership to a m ore collaborative and

participative one as m entioned earlier. This is on account o f  the fact tha t globally, it is

being advocated  tha t pow er should be decentralised and shared am ong stakeholders to

create capacity for them  to m ake im portant decisions that affect their lives.

A ttention needs to  be draw n to  the fact that much as this paper encourages a shill tow ards 

a  participative and collaborative approach, it equally m aintains that the headtcacher plays a 

very significant role as a leader at the school in that he/she is a pace setter, energiser, and a 

source o f  inspiration to all role-players, to nam e a  few. This is indeed consistent w ith the 

findings o f  Hal! el al. as quoted  by Fullan (1991:145) on their research  on effective 

schools th a t concluded that the principal is crucial to  success. It is, therefore, incum bent
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upon  the headteacher to  em ploy an in tegrated  approach to  leadership, as advocated  by 

R edd in  (1970), if  he/she desires to  be effective as a leader.

2.2 The Significance of the Hcadtenchers Leadership

M u ch  as literatu re  review  on  effective school leadership has show n th a t there is a  raging 

debate  in educational circles on th e  position and significance o f  the headteacher as a 

form al leader, it needs to  be  pointed out, as Sergiovanni (1990:v) has observed, tha t 

beneath the disagreem ents there is a  consensus on a fundam ental prem ise that no th ing  will 

happen w ithou t leadership from  som eone o r som e place. H e continues to  argue that 

energy needs to  be created, released, channelled, o r m obilised to  ge t th e  ball rolling in the 

right direction. F o r example, it is one o f  the roles o f  th e  headteacher io  involve the  s ta ff in 

interpreting and making sense o f  the fu tu re  realities o f  the school (D avies and Ellison, 

1997:12). In  o th er w ords, it is the responsibility o f  th e  headteacher to  take  initiative in 

creating and maintaining conditions fo r the achievem ent o f  goals and th e  attainm ent o f  

g o o d  perform ance, a  situation in w hich  leadership involves w ork ing  w ith  and th rough  

o thers (Ibid: 146). The case in po in t here, is that leadership in the school con tex t is very 

essential.

In the sam e vein, W alberg  et al (1987:5) observe th a t th e  headteacher has a lo t o f  

opportunities to  influence teachers w ho, w ithin the cu rren t organisational struc tu res o f  

schools, depend upon the principal to  establish a  clim ate o f  o rd e r and to  provide th e  

resources necessary fo r effective teaching.
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It is im portant to  point ou t from  th e  ou tset tha t people as social beings are striving to

achieve certain  goals. A s a  m atter o f  fact, o rder m ust be created in this p rocess to  give

m eaning to  the feeling o f  th e  group. A ccording to  B urns (1978), th e  leadership p rocesses

need to  be seen as part o f  the dynam ics o f  conflict and pow er. As such, leadership is

meaningless i f  n o t linked to  collective purpose. In this light, th e  effectiveness o f  leaders

need to  be m easured by actual social, cultural, pedagogical change w hich itse lf is

m easured by intent and by the satisfaction o f  human needs and expectations. V an der

W esthuizen (1991) and B urns (1978) concur that som etim es a leader ju s t em erges

informally from  a group. T he form al leader, on the o ther hand, is c ither appointed  or

elected depending on the paradigm  upon  w hich o r w ithin w hich the organisation operates.

Such a leader is expected to  exercise a  clear and unam biguous leadership than a  person

w ho may have em erged in an informal sense from w ithin a group. H e/she thus achieves

som e influence over colleagues (A ngus, 1989). A ngus asserts that:

"The position o f  a  leader is a  symbol o f  rights and responsibilities lo the followers. The 
actions performed by the leader also become symbolic and are the leaders interpretation 
o f  the situation, giving meaning to actions. In this sense, the leader becomes responsible 
fo r  instilling meaning in organisation action and events" (1989:66).

Van der W esthuizen (1991) fu rther looks at leadership as an in tegrated  dynamic

application o f  the leaders abilit ies in an authoritative m anner w hich convince, inspire, bind

and d irect the follow ers to  realise com m on ideals. T he effectiveness o f  his/her leadership

may be im proved by learning o r developing certain m ethods and techniques to  deal w ith

and d irect people in a  specific group  con tex t (V an der W esthuizen, 1991).

Since the duty  o f  the leader is to  fulfill a  particular ro le w ithin a  group , an em phasis needs 

to  be placed betw een th e  leader and th e  group. F urtherm ore, although the leader is

1
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usually m ore  visible than  his/her fo llow ers because o f  the na tu re  o f  his/her tasks, he should 

try to  m aintain a  balance w ithin th e  group  and ensure th a t each person in th e  group  is 

aw are o f  his/her particu lar task  and ro le  (Ibid, 1991). Since successful creation  o f  a 

positive school culture largely depends upon th e  nature o f  the leadership offered, it is 

fitting at this stage to  lo o k  a t the na tu re  o f  leadership and perspectives tha t have pervaded 

the leadership realm.

2.3 Nature of School Leadership

Even though  this paper maintains th a t th e  headteacher’s leadership is fundam ental to

school effectiveness and im provem ent, it m ust be stressed th a t it is no t the head teacher/E s

leadership per se tha t brings about effectiveness. R ather, the headteacher, playing a

facilitative ro le m otivates and encourages o ther m em bers o f  s ta ff  to  becom e leaders as

well in their ow n dom ains. This, how ever, does no t relegate  the position  o f  the

headteacher to  second level place. A s noted  by L ockheed  and Levin (1993:11), and has

been repeatedly  m entioned in this paper; w ith so m any im portant decisions a t th e  school

level, th e  principal has a  crucial ro le in school effectiveness. In this regard, W alberg et al.

(1987:6) poin t ou t that:

“Principals in effective schools convey a unitary mission to improve achievement.
Such principals recruit like-minded teachers, support them in their work, and  monitor 
their progress" (1987:6).

A  cu lture in w hich th e  headteacher adm inisters single-handedly and teachers, parents and

students are  kep t at arm s length, needs to  change to allow  o ther m em bers o f  th e  school to

contribute positively tow ards the running o f  this organisation. This is the first step

tow ards developing a scenario w hereby all stakeholders have a com m on understanding

!
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and share th e  sam e view s o f  w h a t kind o f  school they w an t to  develop. This is how  th e

values o f  collegiality and collaboration  could be enhanced. As such, the  headteacher

needs to  change his/her m indset as regards roles and relationships w ith  o ther actors a t the

school. W ith  regard  to  teacher collegiality and com m itm ent, L ockheen  and Levin (1993),

describing the situation in B razil have this to  say:

"In effective schools, teachers typically are decision-makers and p lay  the 
important role in shaping the school...and teamwork and collegiality characterise 
the relationships among teachers and the principal" (1993:11).

Likew ise, D avies e t al. (1997:23) em phasise th a t a  shift in decision-m aking in schools

needs to  occur. They have no ted  th a t very little research has tried to  identify th e

fundam ental shifts in decision-m aking in schools tha t could lead to significant

im provem ents in school perform ance. The issue o f  the headteacher’s leadership as

fundam ental in school effectiveness is indeed a t th e  centre o f  con troversy  as observed by

G race (1995) and D avies and E llison (1997:136). T he la tter have observed tha t the re

does no t appear to  b e  an overw helm ing consensus abou t th e  relationship betw een

leadership and school effectiveness. C ontrariw ise, B eare  and colleagues as quoted  by

Davies and Ellison (1997), firmly hold that:

"Outstanding leadership has invariably emerged as a  key characteristic o f  
outstanding schools. There can no longer be doubt that those seeking quality in 
education must ensure its presence and that the development o f  potential leaders 
must be given high priority" (1997:136).

They continue to  contend tha t the righ t kind o f  leadership is a t the heart o f  effective

schooling, and th ere  is no evidence o f  effectiveness in a school w ith w eak  leadership from

any o f  the  review s o f  research. An effective school leader needs to  w ork  in collaboration

w ith the o ther stakeholders a t the school to  develop a vision o f  th e  fu ture, often  the distant

future, and strategies fo r producing th e  changes needed to  achieve that vision.
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O n the o ther hand, G race (1995) has observed that the question  o f  w hat educational and 

school leadership could and should be is the subject o f  political, ideological and 

educational debate in m any contexts. T raditionalists a re  interested in school leadership 

and have traditional v iew s about it. O n the o ther hand, dem ocrats and com m unity 

educators, fem inists and critical theorists construct scenarios fo r alternative form s in w hich 

school leadership can be expressed. Furtherm ore, school boards, headteachers, parents, 

teachers and pupils all have their ow n constructs o f  w hat effective school leadership 

should be. (Ibid:2).

I t  therefore, seem s clear that there are different perspectives th a t a re  pu t forw ard 

regarding th e  position and role o f  the headteacher in creating  a  culture that is likely to  

enhance school effectiveness. Firstly, there  is a school o f  th o u g h t tha t m aintains th a t the 

headteacher is the key figure in c r e a tL j  an environm ent th a t induces school effectiveness. 

F o r exam ple, the school effectiveness m ovem ent is a  very  strong  proponen t o f  such a 

notion. Basically, this no tion  has been influenced by ideas from  the w orld  o f  industry  and 

business to  help headteachers becom e m ore effective as leaders so tha t their schools m ay 

also becom e effective organisations.

2.4 C o tlcg ia l iind C o lla b o ra tiv e  P e c is io n -M n k in g

T he second idea firmly holds th a t it is no t th e  quality o f  the headteachers leadership th a t 

m atters in the effective running o f  the school. B ather, it is the leadership characterised by 

collegial and collaborative decision-m aking. It is in such a  scenario tha t the ideas o f  all 

participants in the organisation  will be respected and valued. In o ther w ords, this 

perspective, takes into cognisance the fact that w ithin organisations th ere  are m any people

!
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w ho  play a  leadership ro le  though  this is n o t realised in bureaucratic organisations. T hat 

is, in a school organisation, each individual a c to r has potential positive contributions to  

m ake in th e  running o f  the school so tha t the  success o f  th e  school does no t depend solely 

upon  the headteacher.

A m ong o th e r authors, G race  (1995), Fulian (1992) and B o tte ry  (1992) subscribe to  the 

above stated  school o f  though t and they  strongly hold tha t school success, by and large, 

depends upon  collective leadership. F o r  instance, Fulian (1992) observes tha t a  shift has 

been m ade from  stressing th e  headteacher’s role in influencing th e  im plem entation o f  

specific innovations to  th e  head teacher’s role in leading changes in the  school 

organisation.

Although th e  literature on leadership contends that the headteacher should no t be  view ed 

as the key person in  th e  organisation, this paper m aintains tha t the head teacher’s 

leadership is very critical f o r  the effectiveness o f  the school. T his is fo r a variety  o f  

reasons. H eadteachers are  formally appointed to  headship positions and there  is 

rem uneration  attached to  it. This, therefore, suggests a g rea t deal o f  accountability  and 

responsibility to  parents, students and the h igher echelons in the system  o f  education. This 

is m ore so because schools in developing countries opera te  w ithin th e  authoritarian  and 

bureacratic struc tu res (H arber e t al. (1997). That being the case, the head teacher is 

expected to  c rea te  conditions that a re  conducive fo r participants to  w o rk  tow ards the 

achievem ent o f  the schools goals.
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U nder such conditions, the head teacher takes th e  initiative in m ost p rojects and supports 

ideas b rough t forw ard  by o ther participants in the organisation. I t  is necessary at this 

m om ent to  lo o k  at some, o f  the im portan t perspectives tha t have perm eated  th e  dom ain o f  

leadership to  broaden  o u r scope in th is field.

2.5.0 LEADERSHIP PERSPECTIVES

2.5.1 Thfc Traditional Perspective

As m entioned above, the traditional approach to  leadership view s the headteacher as 

som eone occupying the kcv position w ithin the school organisation. A ccording to  this 

perspective, pow er relations are  structured  in a hierarchical o rder such th a t th e  leader is at 

th e  top. T here  is also an em phasis on th e  m asculine m anifestations o f  the leader as a hero. 

I t  is pertinent as well to  s ta te  tha t in th is approach, school leadership is seen as being 

sym biotic w ith  headship so that, as D avies and E llison (1997) observe leadership coincides 

w ith  form al contractual and bureaucratic  pow er.

A ccording to  P a tte rso n '( l 993 :3), the traditional “G reat P erson  T heory", holds th a t leaders 

a re  leaders because they  possess adm irable characteristics o r tra its. As argued  by Angus

(1989) and others, the traditional approach  to  leadership view s the leader {headteacher in  

th is  case) as all know ing and th a t the success o r failure o f  th e  school depends to  a large 

extent on th e  qualities o f  th e  leader. A s such, the vision o f  th e  school is seen as generated 

by the leader and th e  subordinates are  m erely passive recipients o f  th is vision. I t needs to 

be recognised tha t if  th e  leader assum es tha t he/she alone can generate  vision and 

direction, then  th e  potential contributions o f  the surbodinates are  being lust. T he notion
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th a t school vision resides in th e  m ind o f  the head teacher is fu rther extended by Stoll

(1994) w ho  asserts that:

"More effective growth planning occurred in schools where the principal had a clear 
vision fo r  a  better fu ture fo r  the school that was not imposed on s ta ff but filtered  through 
by a process o f  engagement and discussion o f  beliefs and values such that it became a 
shared vision (1994:133).

Angus (1989), as will be seen below , contends tha t ju s t because there seem s to  be

harm ony am ongst the participants does no t necessarily m ean tha t they all agree w ith  the

vision o f  the leader. This harm ony could be com pliance gained by coercion. R egarding

this notion, P a tte rson  (1993:3) strongly  argues that in tom orrow ’s organisation, a  person

w ho is visionary, charism atic, and a good  listener is no t necessarily going to  b e  a

successful leader. H e  fu rther m aintains that:

"...although leading may involve persuasion, it does not involve coercion or 
bossing...the direction and amount o f  influence are determined not by a persons place 
on the organisational chart, but by the expertise a person brings to the issue at hand" 
(Ibid:3).

E ven  so, the kind o f  cultu re  that is developed at th e  school has a  very  strong  bearing on

the leadership o f  th e ' school, w ith th e  headteacher as a  facilitator, since th e  styles o f

leadership and m anagem ent im pact im m ensely on the people w ho a re  w ithin the

organisation. On this note, Pashiardis suggests t h a t :

"The principal should be regarded as a very important figure at the school. He/she is 
the schools heart and soul. The organisation and  the atmosphere the principal will 
create, as well as the changes that will be instigated depend on the principal. It is 
the principal who makes the school what it is (1996:22).

It is qu ite  apparen t from  this quo tation  that the im pact th e  headteacher has on  th e  school

and its cu ltu re  is incredibly im mense. D escribing the significance o f  the headteacher, B ush

(1995) says tha t the headteacher is th e  one person w ho is in the best position  to  be able to  

oversee the school as a whole. A t certain times, therefore , decisions should com e from

i



27

the  top , failure o f  w hich nothing o r  very  minimal success can be  m a^e. T hat suggests tha t 

som ebody m ust be accountable at the end o f  the day.

Furtherm ore, it  is also highlighted th a t in an organisation there  has to  be som eone

responsible fo r organising and m obilising resources w hich are  necessary  in perform ing th e

schools activities in an endeavour to  achieve its goals and purposes. In  this light, H oy

(1992) asserts that effective schools studies have tried to  resu rrec t the bureaucratic ideal

by stating tha t strong  principal leadership is needed in o rder to  struc tu re  schools fo r

effectiveness. A ccording to  H oy:

"...ilia administrative behaviour o f  principals is important to school 
effectiveness and no single style o f  management appears appropriate fo r  all 
schools. Effectiveness depends on the appropriate matching o f  situational 
variables, fo r  example, shape and centralisation o f  the hierarchy, organisation 
o f  the curricular program, type o f  classroom instructional procedures, school 
climate or culture, and the leadership style o f  the principal" (1992:391).

H aving looked a t the traditional perspective to  leadership, it is im portan t a t this stage to

turn to  the  critical one.

2.5.2 T h e  C ritic a l P e rsp e c tiv e

A ccording to  A ngus (1989), it is very essential to  apply a  critical approach  to  leadership if

a  headteacher desires to  be effective in his/her leadership. B y being critical is m eant th a t a

school leader needs to  be mindful o f  the fact that leadership m ust be shared w ith  all actors

in the school organisation as observed by D avies and E llison (1997). A rguing along the

sam e lines, P a tte rson  (1993) suggests that:

“...the eye at the top o f  the pyram id is often blind to the realities o f  the workplace.... We 
are virtual slaves as that ju s t doesn Y work in todays complex and rapidly changing 
world" (1993:v).
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W hat is also w orth  em phasising abou t P a tte rson ’s paradigm  is the fact th a t leadership is

fluid and changing w ith tim e to  m eet em erging needs. H e  so very clearly states tha t th e

distinctive feature  o f  this new  approach is its participatory  fram ew ork. A ccording to  him,

this kind o f  participation involves m uch m ore than the coordination  o f  people and

resources I t also involves creating  a vision o f  a “preferred fu tu re” and developing a

shared com m itm ent to  co re  values th a t will by their very nature , change the m anner in

w hich people w ork  together. P atterson  (1993) so em phatically asserts that:

"In tomorrows organisation, people will share the responsibilities and rewards o f  
leadership and work together to improve the system o f  which they are all. part.... IVe owe 
it to ourselves and the students we serve to cast o f f  outdated concepts o f  leadership and  
move into the fu ture  with passion and confidence, embracing a leadership stance that 
enables educators and students alike to reach thair po tentia l" (Ibidy).

D avies and Ellison (1997) extend this idea and contend that the high perform ing

organisation will be one in w hich each m em ber o f  the team  is a self-led, g row ing and

dynam ic individual, p repared  to contribute to th e  g rea ter good  o f  the team  and the

organisation, I t is w orth  pointing o u t as well that, in this case, the form al o r designated

leader is highly em pow ering and he/she also acts as a  m entor to  a  num ber o f  self-m anaging

w ork  team s. Inspite o f  all that, there  is a need to  no te  that the ro le o f  the form al leader

rem ains significant in th e  organisation as so neatly pointed  ou t above. In  this vein, D avies

and Ellison have this to  say:

"...ire emphasise that under these arrangements ti.i role o f  the form al leader is no lass 
important ” (1997:147).

A ccording to  Bennis and N anus, as quoted  by D avies and E llison (1997), these view  

points seem  to  rely heavily on  the concep t o f  em pow erm ent w hereby the designated leader 

em pow ers o thers to translate intention into reality and sustain it. T he  critical perspective 

so tenaciously holds that:

I
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"...reengineering leadership in high performing schools o f  the fu ture involves 
developing a form  o f  leadership which is highly involving and empowering, which relies 
on leading others to lead themselves and  which consequent!)/ has significant implications 
fo r ... management" (Ibld;l 4 7).

This sort o f  argum ent is a  clear indicator that a  new  paradigm  is em erging w hich, o f

course, is necessary. In  th is paradigm , fo r high perform ance team w ork  to  occur, the

alignment o f  pow er, inform ation, resources and indeed rew ards w ithin th e  team  structu re

is a fundam ental prerequisite  (D avies and Ellison, 1997:147). In  this kind o f  scenario, it is

believed th a t i f  team s are given substantial am ounts o f  pow er and resources to  w ork  w ith,

they will be  m otivated enough to  w ork  tow ards th e  achievem ent o f  high perform ance.

Therefore, it follow s tha t th e  concepts o f  leadership and m anagem ent are very com patible

w ith each other.

D escribing the situation in SO W ET O  schools in South  Africa, Carrim  and Shalem  (1997) 

obseived that:

"Despite the relatively different socio-economic contexts o f  schools, schools b a tik  with 
problems o f  disruptions caused by political, events in the surrounding SOWETO  
community, and wider South African society” (1997:12).

Thus school leaders have a challenge to  devise strategies in collaboration w ith o ther actors

a t the school to  establish a  conducive w ork  environm ent in their schools as well as

ensuring th a t the dem ocratic and political aspirations o f  the school com m unity are

satisfied. T h a t is, school leaders need to  ensure that they deal w ith th e  political, social,

cultural and econom ic influences w hich im pact upon their schools on a daily basis. As

stated by H a rb e r (1997), and A ngus (1989), leaders w ho have a passion fo r effectiveness

in their service to the com m unity ensure that the societal values are inculcated in the

i
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students. T he headteacher has a m ajor ro le to  play in ensuring th a t th e  school produces 

citizens w ho will m ake a  positive im pact on th e  society.

2.5.3.0 OTHER PERSPECTIVES

2.5.3.1 Supervisory Leadership

A nother very im portant strand  o f  leadership which needs to  be discussed in this paper is 

supervisory leadership. This kind o f  leadership needs to  be provided by a leader w ho 

desires to  p rom ote  teach ing  and learning. This elem ent refers to  those  processes used to 

ensure tha t supervisory services are  effective. In o ther w ords, it is concerned w ith those  

processes that ensure th a t the supervisory services are o f  a  level o f  high quality (G latthorn, 

1990:84). G latthorn no tes th a t supervisory leadership focuses on the provision o f  fou r 

supervisory services, namely: s ta ff developm ent, individual developm ent, informal 

observations and evaluation.

M ore o r less in a  similar m anner, Sergiovanni (1990) m akes a useful con trast betw een 

“ hum an-relations supervision” and “hum an resources supervision” . Tie m aintains tha t 

human relations approach to  supervision view s teacher satisfaction as a  m eans to  a 

sm oother and m ore effective school. H e notes that a  supervisor w ith this orientation 

might adop t shared decision-m aking because it w ould increase teacher satisfaction.

On the o th er hand, a  hum an resources supervisor sees satisfaction as a desired end tow ard  

which teachers will w ork . Satisfaction, therefore, derives from  the successful 

accom plishm ent o f  im portan t and m eaningful w ork. Sergiovanni (1990) continues to  

assert tha t a  supervisor holding this orientation w ould  adop t shared decision-m aking
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because o f  its potential to  increase school effectiveness. I t  should be  no ted  th a t this 

notion o f  supervision ties in w ith  th e  no tion  o f  creating o r changing a school culture tha t 

will act as a  means to  achieving school effectiveness.

This is also very much consistent w ith educative leadership and instructional leadership.

T herefore, i f  supervisory leadership is undertaken, teaching and learning are m ost likely to

im prove in tha t the teaching strategies o f  the teachers will be sharpened and teachers are

m ost likely to  becom e m >re and me e open to  change. In  this connection, G latthorn

(1990) po in ts out that:

'!.,.the organisational context is also a crucial element in determining the overall 
effectiveness o f  teaching and in affecting the professional development o f  a 
teacher" (1990:54).

G latthorn (1990) extends this idea fu rther and calls the organisation  and its culture the  

unseen supervisor, po inting  ou t that these elem ents both  teach teachers how  to  behave and 

also establish standards and values. M uch on this will be said in the section on creating  

and changing a  school cultu re  th a t w ou ld  be a  vehicle fo r achieving schoo l effectiveness. 

H ow ever, the headteacher needs to  tak e  the initiative in this regard  and crea te  conditions 

that will induce this kind o f  practice.

I t  is w orth  noting tha t supervision, as it w ere, is not the jo b  o f  th e  headteacher per se, b u t 

all teachers in the school need to  perform  supervisory services. Albeit, it behoves the 

headteacher to  ensure that th e  right clim ate is created for teachers to  perform  such tasks.
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2.S.3.2 Relationsliips-Oriented Peisncctivc

The relations-oriented  perspective is concerned about healthy w ork ing  relationships 

am ong ac to rs  a t th e  school (R eddin, 1970); Preedy, 1993). W hile th e  la tter au thors 

acknow ledge the position  and ro le o f  the  headteacher in th e  school, they feel th a t an 

effective headteacher avoids exerting to ta l contro l over the staff. T hey strongly m aintain 

that purposeful leadership o f  the s ta ff  and studen ts by th e  headteacher appears to  be 

effective w here the headteacher takes trouble  to  understand the needs o f  the actors and 

the school as a  w hole and is actively involved in the sch o o l’s w ork  w ithout exercising 

com plete contro l o ver th e  rest o f  the s ta ff  All participants are  provided w ith  space and 

opportun ity  to  express their view s. This notion seem s to  advocate  a collaborative and 

participative m odel o f  leadership and m anagem ent and this paper is in favour o f  this style 

o f  leadership.

A  head teacher w ith a  strong  desire to  becom e effective in th e  running o f  hisVher school 

should encourage s ta ff  iiw oivem ent and participation in a  w ide range o f  school activities 

such as curriculum  discussions and o th er situations requiring decision-m aking. Such a 

principal will also  be able to  exercise h is/her influence even on th e  teaching strategies, 

m onitoring studen ts’ progress and individual pupil’s records to  ensure that they  are  

appropriately  kept. I t  is also very im portant that he/she clearly know s w hat is actually 

go ing  on  w ithin th e  fou r w alls o f  th e  classroom s. T he significance o f  such strategies lies in 

the fac t th a t th e  school’s leadership plays a  m ajor role in th e  functional effectiveness o f  the 

school.
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2.S.3.3 Transformative Leadership Perspective

A ccording to  G race (1995), this perspective view s the leader as som eone w ho w orks w ith  

others to obtain transform ations o f  undesirable features o f  schooling culture and practice. 

Such features might be th e  existence o f  racism  and sexism m educational practice, the 

existence o f  prejudice against particular religions and so forth  (Ibid:54). T his notion  

appears to  be  very instrum ental in the transform ation  o f  cultu re  and social relations in a 

particular institution, no t as an act o f  individual, charism atic leadership but as a  shared 

enterprise o f  the teachers, th e  students and the com m unity, (G race 1995). This sta tem ent 

clearly show s that transform ative leadership articulates w ith the concept o f  change. I t  

thus has relevance to  this study because it deals w ith  cultural change and the creation  o f  

school culture.

Angus (1989) holds th a t th e  transform ative approach to  leadership encourages 

involvem ent o f  all participants w ithin the organisation so tha t the leader and follow ers m ay 

raise one ano ther to  higher levels o f  m otivation and morality. In  o th er w ords, th e  task  o f  

the leader is to  engage follow ers such that there is mutual com m itm ent to the shared 

purpose o f  building tire best organisations. B urns (1978) m aintains tha t in this case, 

leaders and follow ers are united  in pursuit o f  higher level goals th a t a re  com m on to  both. 

T hat is, bo th  w an t to becom e the best. T heir desire and intention is to  shape the school i n . 

a  new  direction. B urns (1978) also contends that in transform ative leadership, the focus is 

on  arousing hum an potential, satisfying h igher needs, and raising expectations o f  both



leader and fo llow er in a m anner th a t takes both  to  higher levels o f  com m itm ent and 

perform ance.

Angus (1989) argues along th e  sam e lines tha t if  follow ers are sufficiently m otivated, they 

give m ore o f  them selves such th a t in schools, teachers decide to  exceed the limit o f  the 

traditional w ork  relationship. T hat is, they g ive m ore than can reasonably  b e  expected and 

in re tu rn  are  provided w ith  rew ards and benefits th a t are o f  different kinds. I t  is w orth  

noting also that transform ative leadership ultim ately becom es m o ra l because it raises the 

level o f  hum an conduct and e th ica l aspiration o f  b o th  leader and subordinate.

The scenario described above m eans that th e  headteacher has a  g rea t task  to  ensure tha t 

factors o f  effectiveness are pu t in place and aligned properly. A m ong o ther things, these 

include setting  an atm osphere  o f  order, discipline and purpose, creating a  clim ate o f  high 

expectations fo r s ta ff and students, encouraging collegial and collaborative relationship 

and building com m itm ent am ong s ta ff and students to  schools goals, encouraging s ta ff 

developm ent and evaluation, and being a dynam ic leader (A ngus, 1989). T his seem s to 

suggest the fact th a t th e  leader and follow er learn together as they  w o rk  together.

£•5.3.4 W hy School Culture is Significant

As regards the  question w hy school cu ltu re  needs to  be  created o r an existing one 

changed, it is essential to  no te  tha t despite conflicting view s on this subject, authors such 

as G latthorn  (1990:58), strongly hold that cu ltu re  serves as an  asextremely strong, elastic 

gluezE that increases th e  cohesiveness o f  adm inistrators (leaders) and teachers even w hen 

the organisational linkages are w eak. Schein (1985) asserts that the culture im parts to  th e
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group a  unique character th a t provides an identifying gestalt, perform ing fo r th e  group  a

function analogous to  th a t perform ed by defense m echanism s fo r th e  individual. In  o ther

w ords, th e  culture, am ong o ther things, fosters new  relationships am ong h ead teacheu ,

teachers, students, parents and th e  w ider com m unity. On th is note , D av ido ff and

L azarus(1997:6-7) assert that:

“The conlext fo r  the classroom is the school, and each classroom is affected by the 
culture and identity o f  the school as a whole.... The social environment - how the 
students relate to one another, and to the teacher is also an important aspect o f  
classroom experiences. Teachers roles need to include facilitating classroom dynamics, 
ensuring that students learn to mix with one another in open, honest and non- 
judgem enlal ways.... Gender, race, size or intelligence and other group dynamics need to 
be carefully guided so that qualities such a s ..., openness, confidence and trustworthiness 
can be developed".

Similarly, G latthorn (1990), points ou t th a t the culture also ac ts  as a countervailing fo rce  

to  counterproductive individualism. T hat is, its pow er creates and sustains a  consensus 

about goals. Q uoting  P a tte rso n  et al. (1986), G latthorn  (1990:59) stresses that: “cultu re  

is the m ost pursuasive explanation w hy som e schools are  m ore  successful th an  o thers 

serving sim ilar populatiqns.”

M o st im portantly, according to  D av id o ff and L azarus (1997), the cultu re  o f  th e  individual 

school has th e  m ost im pact upon  the  quality o f  (earning. They argue tha t the extent to 

which th e  syllabus design and teaching strategies take place w ill be deeply influenced by 

central fea tu res o f  th e  school as a  w hole: the culture and values o f  the institution, its 

decision-m aking processes, its relationships, its use o f  resources, its p rocesses o f  planning 

and evaluation. They em phasise tha t the best-laid teaching plans m ay be ineffective if  the 

overall m ilieu o f  th e  school is no t supportive, encouraging and stim ulating to  th e  s ta ff and
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pupils involved, and if  the school is no t so organised as to  enable good  teaching and 

learning to  take place.

2 .5 .3 ,5  C re a tio n  o f  th e  School C u ltu re

W hen ta lk ing  about creating  a  school culture, cognisance should be taken th a t one does

not necessarily imply th a t schools do no t have the ir ow n existing cultures. R ather, the

existing culture tha t constricts and stifles m em bers o f  th e  organisation  in executing  their

duties needs to  be changed and be replaced by  a cu ltu re  tha t is aim ed a t enhancing the

effectiveness o f  the school in all aspects o f  th e  schoo l’s life. Sergiovanni (1990) asserts

tha t a  strong  culture com prises shared goals and expectations and approved m ode o f

behaviour. This cultu re  is underpinned by the norm s and values th a t p rov ide cohesion

and identity  tha t c reate  a  unifying m oral o rder from  which teachers and students derive

direction, m eaning and significance. Sergiovanni (1990) fu rther observes th a t culture

governs w hat is o f  w o rth  fo r a  g roup  and how  group  m em bers think, feel and behave.

H e  fu rther reasons th a t : '

"It is the responsibility o f  leaders to create moral ordei that binds them and the people  
around them ” (1990:viii).

Since leadership acts are  an expression o f  culture, as Sergiovanni notes, it becom es crystal

clear th a t leadership and school cultu re  a re  inextricably linked. F o r  example, Sergiovanni

(1990) no tes that this close link is seen in tha t leadership as a cultural expression seeks to

build unity  and order w ithin an organisation by giving attention  to purposes, historical and

philosophical tradition, and ideals and norm s w hich define the w ay o f  life w ithin the

organisation and provide th e  basis fo r socialising m em bers and obtaining the  com pliance.

Stressing the significance o f  leadership Sergiovanni (1990) also w rites that:
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"Nothing serves an organisation better - especially during ihese times o f  
agonising doubts and  paralysing ambiguities than leadership which knows what it 
wants, communicates those intentions successfully, empowers others, and knows when 
and how to stay on course and when to change" (1990:66).

A ccording to  G latthorn (1990), the all-encom passing elem ent is the organisational culture

in that it im pinges upon  and is shaped by all the o ther organisational elem ents. T hat is,

once th e  organisational culture has been created, it d irectly o r  indirectly  influences the

form al organisation. G latthorn  (1990:104) continues to  po in t o u t th a t school culture

influences participants, particularly th e  teachers in the follow ing way: th e  teacher first

experiences the  cultu re  directly, as those  shared assum ptions are  transm itted and

reinforced. T he teacher also experiences them  indirectly, as they  affect, the teacher’s

peers, th e  school adm inistrators, and all th e  students, all o f  w hom  in tu rn  influence the

teacher. R egarding th e  creation  and changing o f  the school culture, D avies and Ellison

(1997), in the ir w o rk  called School L eadership  fo r th e  2 1 st C entury, sta te  that;

"The real challenge fo r  schools lies in the paradigm shift because many school 
principals or heads, while endorsing the move from  the centralised organisational 
arrangements...hays not as yet, come to terms with the new paradigm  as it applies 
at the school level" (1997:154).

Likew ise, D av ido ff and L azarus (1997:xviii) contend tha t it is th e  people in schools w ho

m ake the difference, and w ithou t people  changing, shifting a ttitudes and behaviours, very

little change can be  anticipated. T hey argue further tha t even so, changing people  is not

enough. R ather, structures in and ou tside o f  the school need to  change, to  encourage,

support and reflect the  changes to  w hich people  arc com m itting them selves.

This idea o f  paradigm  shift is consistent w ith K uhn’s notion o f  paradigm  shifts as given in 

the conceptual fram ew ork. A ccording to  K uhn (1970), Schon (1983) and C ovey (1992), 

i f  a paradigm  is no longer applicable there has to be  a shift to  su it the current condition
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and dem ands. Schon (1983) holds th a t th e  practitioner needs to  reflect upon th e  theory  in 

use  and see  i f  it needs to  be changed o r  not.

G latthorn  (1990:58) v iew s culture as a  learned pattern  o f  behav iour th a t encapsulates 

three dim ensions, vis-a-vis, con ten t (i.e. belief system , th e  core values and th e  guiding 

beliefs th a t inform action; th e  norm s w hich refers to  the shared standards o f  behaviour th a t 

derive from  that belief system ; and the  traditions w hich m eans th e  valued w ays o f  the 

past). I t  should be recognised th a t G latthorn (1990) also looks a t con ten t being 

manifested th rough  th e  special language used by m em bers o f  the organisation and the 

rituals and cerem onies p ractised  by all in it. These, he m aintains, a re  transm itted th rough  

certain com m unication netw orks (i.e. th e  channels by w hich  m em bers keep in touch  w ith 

each o th e r and induct new  m em bers into th e  culture).

D escrib ing  how  school cultu re  com es into being, van der W esthuizen (1991) points ou t 

th a t in general, culture arises from  peop le’s ability to  create. A lm ost in th e  sam e m anner 

in w hich cultu re  in the society  is created, school culture is c reated  o r  adop ted  by school 

actors th rough  their conscious o r subconscious actions by in teracting  w ith one ano ther 

w ithin th e  organisation. As a m atter o f  fact, every individual school has a culture tha t is 

unique to  itself. This is m ore so because even the con tex ts in w hich schools are  located 

are  different and the m otivation fo r creating th a t culture is n o t th e  same. A ccording to  

Patterson  (1993), if iead e rs  w ant to  b reak o u t oFtraditional approach  to  leadership:

“they must < 'vow away values based on persona! power and  control and  accept new
values on the pow er o f  the organisation and the commitment to core values" (1993:4).
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T o e laborate  on  this statem ent, it needs to  b e  pointed o u t tha t headteachers w ho w ant to  

becom e effective leaders need to  stop exercising personal authority  over events and people 

to  get th e  right decisions. T hey  also ought to  em brace th e  idea o f  overseeing the 

developm ent and im plem entation o f  a  se t o f  core  values tha t w ill drive decision- m aking 

by all m em bers o f  staff and o ther im portan t stakeholders a t the school.

W hat are th e  m ost salient aspects o f  a  schools culture? G latlhorn  (1990) suggests that 

tw elve norm s may m ake a  substantial contribution  tow ards school im provem ent. These 

include: collegiality; experim entation; high expectations; tru s t and confidence; tangible 

support; reaching ou t to  know ledge base; appreciation and recognition; caring; celebrating 

and hum our; involvem ent in decision-m aking; protection  o f  w h a t is im portant; traditions 

and honest, open com m unication.

Furtherm ore, it needs to  be  observed as G latthorn (1990) believes that, ou t o f  th e  tw elve 

above m entioned aspects, collegiality, collaboration and experim entation appear to  be the 

m ost crucial in the effective schools as organisational norm s. T his indicates, as clearly put 

by G latthorn  (1990), th a t the presence o f  a  sense o f  com m unity plays a b ig  ro le in 

influencing teacher m otivation. O n the  basis o f  this argum ent, it seem s legitim ate to  assert 

that for effective school leadership to  be realised, the  head teacher as a  leader needs to 

ensure and alw ays keep in mind th e  fac t that th e  school is a cooperative com m unity, 

com m on goals are shared by all m em bers o f  the organisation, school im provem ent can be 

achieved th rough  problem -solving efforts, and tha t instruction is th e  highest priority.
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M uch  as au thors such as A ngus (1989) and D avies and E llison (1997) contend th a t the 

head teacher should no t be the key figure a t the school, it is argued in this paper th a t the 

position  o f  th e  principal in the school organisation is very significant and is pivotal to 

school success and eEectiveness. This, how ever, does no t suggest tha t the headteacher as 

a  leader should contro l th e  m em bers o f  the  organisation and th a t school vision only resides 

in the mind o f  th e  headteacher, bu t he/she needs to  w ork  collaboratively and collegially 

w ith  them  in all the school endeavours w ithout being the com m ander w ho “calls th e  

sho ts” .

Suffice it to  point ou t tha t w e  cannot escape from  the fac t th a t the headteacher as a  leader,

needs at tim es to  com m unicate his/her vision to the s ta ff and o t'w r stakeholders so tha t

after a tho rough  discussion they  m ay reach a  consensus. This is indeed, consistent w ith

th e  process o f  building a  school culture o f  collaboration and collegiaiity. R egard ing  the

creation  o f  such a  culture, G latthorn (1990) asserts that:

"The principal takes leadership in providing an organisational environment that 
supports pro fessional development; involves teachers in policy development; 
provides effective s ta ff development; supports desired norms, gives teachers 
autonomy in matters o f  curriculum and instruction; provides supervision and  
evaluation systems that give teachers frequent and constructive feedback; creates 
a supportive environment around the classroom, and communicates frequently, 
supportively and authentically with teachers " (1990:57)

T his v iew poin t held by G latthorn  (1990) is also shared and expressed by Stoll (1994:135-

136) w hen he discusses aspects that constitu te  leadership effectiveness. W hen he  and

colleagues w ere  engaged in building a supportive fram ew ork for school g row th  planning,

they  concluded that the creation  o f  a collaborative culture, the change process,

instructional and transform ational leadership, understanding and m otivating s ta ff m em bers,

instructional strategies and classroom  m anagem ent are  crucial.

I
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I t  is no tew orthy th a t in an attem pt to  c rea te  a  cultu re  that will induce school effectiveness,

first o f  all, th ere  has to  b e  a  reorganisation  o f  the school as well as th e  re-engineering o f

leadership. In  this process there  will be structural change in tha t pow er relations will also

have to  change. In  this regard , D avies and E llison (1997) assert th a t the first step to

create a new  culture is to  organise the school so th a t team s becom e an integral p art o f  It.

They thus m aintain that:

" ...i f high performance learns need vary good leadership, leaders o f  high 
performing schools need to be thoroughly sensitised to this issue o f  diversity and  
complementarity, in order to ensure that the teams which are formed, the people who are 
recruited, and the systems which are developed, take account o f  these significant issues"

I t  is vitally im portant to  no te  that once a  school cultu re  has been created, it needs to  be

m aintained and sustained failing w hich it is likely to collapse. This is highlighted by van

der W esthuizen (1991:619) w ho observes that, cu ltu re  is a  very dynam ic phenom enon

because it is the result o f  a process o f  developm ent, the creative ability o f  ir an (to  be

sensitive to  gender issues, w e  should use the w ord  people instead o f  man). H e  also

observes that if  a culture loses its dynam ism  and stagnates, it will die and disappear. H e

fu rther contends that:

"Establishedpractices, traditions, behaviour, values and norms have a tendency 
to propagate themselves perpetually" (Ihid:619).

This assertion, how ever, does no t m ean that culture never changes. R ather, it suggests

that although culture can change, it does not easily change as certain aspects stubbornly

continue to  exist.

A ccording to  G race (1995), changing the culture o f  th e  school calls fo r headteachers as 

leaders to  realise th e  strateg ic  im portance o f  changing the consciousness, values and

I
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behaviour o f  teachers and m ore fundam entally o f  changing th e  nature o f  the  headship role 

itself. I t  also entails changing th e  o rgan isa tion 's  pow er structures. In  this case, the 

change has to  start w ith  th e  headteacher him /herself w ho will then  influence and facilitate 

the change o f  all the  o ther actors a t the school.

In  creating a culture th a t may p rom o te  school effectiveness, all the  ac tors a t th e  school

should begin  by assessing the p resen t situation and then decide w hat changes they need to

m ake (Ball, 1937; Fullan, 1991; D av id o ff and Lazarus, 1997). H aving done that, they

should w o rk  ou t strategies to  be em ployed to  enable them  to achieve their goals In  o ther

w ords, developing a  schoo l’s mission statem ent is very im portant in that it acts as a guide

fo r the school to  stay on course. M cL ennan  et al. (1994) also no te  tha t an effective

headteacher recognises tha t being a headteacher in the school does no t m ean th a t he/she as

a leader should be th e  sole authority  w hose jo b  it is to  teach  students and teachers the

correct v iew  o f  reality. Instead, sharing o f  ideas w ith everyone in the organisation  should

take place, to  gain m ore insightful view  o f  the current i eality. T hey continue to  contend

tha t a headteacher w ho undertakes to  create  a conducive school culture has:

"...a sense o ffeeling  par! o f  the larger purpose that goes beyond their organisation. They 
... are part o f  changing the way the school operates from  the conviction that their efforts 
will produce more productive organisations, than more traditional organisations" 
(1994:9).

W hat the above assertion means is that it behoves the leader to be continually willing to 

share his/her ow n vision, ra ther than being the representative o f  the co rpo ra te  vision. I t  is 

his/her du ty  to continually ask o th er stakeholders if  his/her vision is w orthy  o f  their 

comm itment. I t is incum bent upon him /her to ensure tha t he/she has g o t everybody on 

board to  g e t them  to understand som e guiding ideas about purpose, vision, and values as a
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basis fo r participative leadership. Such an action sets the prem ise fo r building a 

participative culture.

W ithin a  school organisation, it is alm ost im possible to  develop a culture tha t will

m axim ise potential fo r effectiveness if  instructional leadership is no t given th e  atten tion  it

deserves. In  o th er w ords, an effective headteacher will certainly endeavour to  ensure that

he/she personally engages program m es tha t will help im prove instruction a t the school.

A m ong o ther things, he/she m ust be involved in classroom  observation, discussing

curriculum  issues as well as keeping track  o f  the students progress. On this note, Fullan

(1902) reco rds that:

"In effective schools, heacltcachers were involved in curriculum discussions and  
influenced the content o f  guidelines drawn up within the school, without taking control. 
They also influenced the teaching strategics o f  teachers, but only selectively,.... With 
regard to in-service training, those heads exhibiting purposeful leadership did not allow 
teachers total freedom  to attend any course, attendance was encouraged fo r  a  good  
course " (J992:84),

T he above excerpt illustrates th a t instructional leadership underpins success and 

effectiveness. S u ch -a  scenario is characterised by collaborative and collegiate w ork  

w hereby the headteacher w orks w ith  the teachers in an attem pt to  'shape the school as a 

w orkplace in relation to  goals, vision, teacher com m itm ent as well as student learning. All 

these actions a re  efforts to  transform  the culture o f  the school to  m ake it m ore productive 

and responsive to  the needs o f  the students, teachers as well as the w ider com m unity.

Since th e  concep t o f  culture in the school is a very com plex one, the  headteacher m ust 

pay particular attention  to  the professional culture o f  the school. This is m ost likely to  help 

evolve a school w here m em bers o f  the teaching s ta ff  becom e b e tte r at their w ork. This 

will in turn  increase the perform ance potential o f  each m em ber o f  the teaching staff. In
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thib case, school-based in-service training w ould be very m uch beneficial. I t  is necessary 

to  no te  tha t professional cultures w ith  their openness to  new  ideas, th e  giving and 

receiving o f  help, collegiality focused  o n  instructional im provem ent are  strongly  related  to  

success o f  im plem entation o f  w hatever changes.

A nother fac to r th a t underpins the principals success is his/her being courageous, fearless

and risk-taking; o f  course, depending upon  th e  nature  o f  the situation. In  o ther w ords,

school im provem ents are  m ade th rough  facing organisation realities by continual acts o f

courage. Fullan’s (1992) support o f  this argum ent is expressed in th e  follow ing statem ent:

"...effective school principals,...are men and women who take independent stances on 
matters o f  importance, and in most cases are a ll (he more respectedfor i t " (Ibid:90).

A s highlighted in th e  above discussion, creating a  school cultu re  involves ensuring tha t

pow er sharing am ong th e  actors does occur. This cultu re  o f  collaboration  m akes th e

actors feel th a t they have ow nership o f  decisions. This kind o f  scenario tends to  enhance

the possibility o f  the im plem entation o f  decisions taken. In connection w ith this, Fullan

notes that:

"Successful schools were characterised by principals who supported and  
stimulated initiative taken by others, who set up cross hierarchical steering groups o f  
teachers, administrators, and sometimes parents and students, and who delegated 
authority and resources to the steering group, while maintaining active involvement in or 
liaison with the groups" ( Fullan, 1992:90 ),

I t  should be recognised, how ever, that th e  above assertion by Fullan does n o t actually

suggest tha t the d e le g a tio n  o f  re sp o n s ib ility  m eans the a b d ic a tio n  o f  o n e ’s jo b  as a

headteacher. I t is also im portant to observe that to o  much freedom  may result in th e  loss

o f  direction. M uch effo rt is needed on the part o f  th e  leader to  try to  strike a  balance

betw een giving up to ta l contro l o f  the group  and holding to o  tightly onto the reins. I f  th e
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headteacher intends to  delegate  duties to  th e  m em bers o f  staff, he/she has to  set

param eters w ithin w hich they  are expected to  w ork , stay involved through coordinating

resources, receiving progress reports, and being able to  m eet team s at critical junctures.

As G orton (1983) so clearly points ou t, the school adm inistrator is expected to  procure,

organise, and co-ordinate bo th  physical and hum an resources so that the goals o f  th e

organisation can be effectively achieved. H e  further argues that:

"... a school administrator should recognise that whan different people and  
resources are brought together in one location, ... there is a  need fo r  someone to 
organise, schedule and co-ordinate the entire operation" (1983:72).

As the head teacher w orks w ith people, if  he/she w ants to be successful, he/she m ust also

concern him /herself w ith hum an relations. I f  he/she relates well to the people he/she

w orks w ith, he/she is m ost likely to  win the hearts o f  m ost m em bers o f  s ta ff and

will thus becom e instrum ental in creating  a  w ork  environm ent tha t enhances school

effectiveness. Such an environm ent helps in boosting  s ta ff  m orale, confidence and

assertiveness. Since th is study has its setting  in Sw aziland, it is vitally im portant to  look  at

w hat has been said about school leadership and effectiveness in that country.

2.6.0 T h e  Sw azi C o n te x t

As m entioned earlier in  th e  background  o f  th e  study, there  is very scanty  inform ation on 

effective school leadership in Sw aziland. This sentim ent is also expressed by M khatshw a 

(1988:167) w hose study on differences in student perform ance betw een schools revealed 

that Sw aziland has lagged far behind in all aspects o f  educational research. She also 

rightly points ou t tha t there  is a need fo r studies done in o rder to  generate  know ledge 

about different aspects o f  the Sw azi social and cultural setting and how  it im pacts on

i
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education so tha t this know ledge can be  used to  inform and guide th o se  w ho  plan and 

form ulate education policy.

R egard ing  the ro le o f  headteachers, M agagula (1983), has observed tha t headteachers 

have a  crucial ro le  to  play in creating  conducive learning atm osphere in their schools. H e  

sta ted  th a t unless headteachers c rea te  a  culture o f  learning, it becom es difficult, i f  no t 

im possible, fo r the teachers to  p roduce  the desired outcom es. T his sta tem ent seem s to  

suggest that headteachers need to  dem onstrate  leadership styles th a t will be likely to  create  

a school culture and ethos tha t m ight enhance school effectiveness.

On the sam e subject, M khatshw a (1988), in a case study  o f  tw o  high schools, observed 

th a t even though th e  schools w ere  sim ilar and located  a t th e  sam e place, one  w as able to  

p roduce good  results w hilst the o ther one w as not. On the basis o f  her findings, she 

concluded th a t th e  na tu re  o f  leadership, attitudes o f  th e  staff, com m itm ent to school w o rk  

and discipline w ere  aspects w hich played a key ro le  in th e  success o f  one o f  the tw o 

schools studied. She also observed that, although bo th  schools w ere  headed by fem ales 

with sim ilar qualifications and geographically  located at the sam e place, there  w as a 

profound difference in th e  w ay in w hich  they w ere  m anaged. She also no ted  tha t the 

m anagem ent styles o f  the headteachers had a g rea t im pact upon the teachers’ attitudes to 

school w ork .

F urtherm ore, M khatshw a (1988) w hose interest w as in the functional outcom es o f  the 

schools, also asserts th a t the head teacher o f  the w eli-nerform ing school w ho  w as m ore 

m ature and experienced in the job , displayed a g rea t deal o f  public relations skill and tac t
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in dealing w ith  bo th  s ta ff  and parents. In  addition, she indicated m uch focus o n  

instructional m atters and pu t these  ahead o f  svery school activity (1988:158).
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C H A P T E R  3

3.0 M ETHODOLOGY

3.1 A Case Study

Since th is study is basically a qualitative one, the researcher decided to choose a case 

study o f  fou r “ effective” high schools in Sw aziland. B y  case study, according to  Gay, is 

meant:

".../Ac in-depth investigation in education o f  an individual, group or institution.
Case studies are typically conducted to determine the background environment and  
characteristics o f  the subjects".

T he case study m ethod w as preferred  because it provides an opportun ity  to  study one

aspect o f  a  problem  in depth  w ithin a  limited tim e-scale. This m ethod o f  research,

therefore, enables the  researcher to  recognise the com plexity  and em beddedness o f  social

truths. I t also has th e  advantage o f  enabling the researcher to  understand the conflicts o f

the view  points o f  the participants in the study. Furtherm ore, a  case study  tends to  p resent

accurate accounts o f  w hat headteachers actually do in their schools ra ther than w hat they

are said to  be doing ( see H arber and D adey, 1991).

3.2 M ethods of data collection

Although m uch o f  this study is qualitative, both qualitative and quantitative techniques o f  

data  collection and analysis w ere  used. T riangulation  w as also em ployed during data  

collection, w hich is described as collecting data  from  a variety  o f  perspectives, using a 

variety o f  m ethods (C arrithers, 1990:65' Cohen et al., 1996). Triangulation helps 

overcom e the problem  o f  m ethod-boundedness (C ohen e t al., 1996). I t  also helps enable 

contextual dynam ics to  be illuminated. Furtherm ore, it im proves o u r understanding by 

allowing new  and deeper dim ensions to  em erge. Its significance also lies in the fact that
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the  w eakness o f  one m ethod is com pensated by th e  strengths o f  th e  other. H ence, in this 

study the researcher used three instrum ents, namely: observation, questionnaires and sem i

structured  interviews.

T he questionnaire w as designed to  ga ther bo th  quantitative and qualitative data  w hile th e  

interview  schedule w as specifically intended to  elicit qualitative data. T he study  required 

th e  collection o f  a sizeable volum e o f  da ta  from  th e  internal environm ent o f  th e  school. 

T hat is, participants in th e  study  w ere  headtcachers, teachers and students. E ven though  

the researcher had initially intended to  include parents in the study, he could n o t do so due 

to  countless o f  im pedim ents such as distance aw ay from  th e  researcher’s hom e, financial 

and tim e constraints. Schools A  and B  w ere  84 km and 98 km, respectively, from  th e  

researcher’s hom e w hile schools C  and D  w ere  143 km and 188 km, respectively.

3.3 Population Sample.

F o r the purposes o f  this study, purposive sam pling w as used (Cohen, 1995:89). In  th is 

case, the researcher selected a  sam ple o f  fou r high schools operating  in different contexts 

fo r the reason o f  representativeness o f  the schools studied. T he schools w ere  also selected 

on the basis o f  their geographical location  and type. T h a t is, one rural school from  th e  

M anzini R egion  (G overnm ent-aided school); tw o  urban schools, one from  M anzini R egion 

and the o th er from  H hohho R egion (bo th  G overnm ent-aided schools) and one sem i-urban 

school in L ubom bo R egion, in an agricultural a rea  (P rivate school). T he  second criterion 

fo r the selection o f  the schools w as the gender o f  the head teachers to  allow  fo r 

com parison in the  leadership styles along gender lines. O ut o f  the four schools studied, 

one w as led by a w om an headteacher and the o ther th ree  by m ale headteachers.
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& j t  im portantly , these fo u r  schools w ere selected on th e  basis o f  their repu ta tion  as 

“ effective” schools in te rm s o f  academ ic perform ance using th e  C am bridge O verseas 

Exam inations. T he records o f  th e  Sw aziland E xam inations C ouncil w ere  very  helpful in 

th is regard. T he  selected schools external exam ination results w e re  supposed to  Be in 

excess o f  70 percen t pass ra te  fo r over a  period o f  a t least five years in succession.

Furtherm ore, a  to ta l population o f  fo rty -four respondents w as chosen in this study. These 

included fo u r headteachers, tw enty  teachers and tw enty  pupils so th a t these constituencies 

could reflect the ir perceptions abou t th e  leadership practices on  th e  g round. In terview s 

w ere  conducted  w ith  headteachers and students' w hile questionnaires w ere  given to  

teachers to  com plete. So, five teachers and five studen ts w ere  chosen  in each school. In  

th e  case o f  students, focused interview s w ere  conducted  in w hich students w ere  taken  

aw ay from  school m ates so th a t they could have the opportun ity  express the ir perceptions 

freely regard ing  the leadership o f  their schools.

U nfortunately , th e  exclusion o f  parents, w ho constitu te  the external environm ent o f  the  

school, c rea ted  a  gap  in th e  study in tha t their view s w ere  no t represen ted . This therefore, 

suggests th a t fu rther study in th is area is necessary w herein  paren ts perceptions w ould  be 

solicited.

3.4 The Sem i-Structured Interviews

T he significance o f  em ploying the sem i-structured  interview s derives from  th e  fact tha t 

they have th e  advantage o f  allow ing a  m ore tho rough  understanding o f  the responden t’s 

opinions than  w ould  be possible using questionnaires (C arrithers, 1990:65). Secondly,

i
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face-to -face interview s have th e  highest response rates and perm it the longest 

questionnaires (N eum an. 1997:253) and allow  interview ees to  p rovide m ore detailed 

answ ers than  they w ou ld  in  the v/riting. In  add ition ,. in terv iew ers can also observe the  

surroundings o f  the  school and can use  non-verbal com m unication and visual aids 

(Ibid:253). Since the  subjects can be allow ed to  continue talking, the validity o f  this 

instrum ent is increased. In  addition, sem i-structured  interview s enable the researcher to  

keep probing th e  respondents in case there  are  underlying aspects o f  th e  study  he/she 

intends to  elicit and fo r clarification. C arrithers (1990) also explains th a t the person-to - 

person in terv iev ' is best fo r obtain ing in-depth opinions (as) people  are  likely to  be honest 

and frank  w hen  asked the ir opinions w ithin a  con tex t th a t is properly  structured .

T he disadvantages o f  face-to -face  interview s am ong o th er things include social desirability 

bias (N eum an, 1997). In  this case, respondents m ay try  to  p resen t a  positive im age o f  

them selves to  interview ers instead o f  giving true  answ ers. T hat is, they m ay give w hat 

they believe to  be the norm ative o r  socially desirable answ er (Ibid:238). B ecause  the data 

collecting technique o f  this study  w as triangulated, answ ers by teachers, and pupils 

som ew hat conflicted w ith  those  o f  headteachers w ho w anted  to  g ive an im pression th a t 

they w ere effective leaders. T he second d isadvantage is in terv iew er bias and the 

appearance, to n e  o f  voice, question-w ording o f  the in terv iew er w hich m ight affect th e  

respondent (op  cit:253). O ther less im portant d isadvantages o f  in terview s include 

expenses and tim e spent travelling from  the researchers dom icile to  th e  schools (w here Ihe 

interview s are  conducted) and back.
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3.5 Questionnaires

Q uestionnaires w ith  a  com bination  o f  m ostly closed questions and a few  open-ended ones 

w e re  used to  collect da ta  because there  w ere  too  m any subjects fo r individual interview s. 

So, tw enty seven-point opinion scale questions toge ther w ith  fo u r open-ended ones w ere 

adm inistered on  th e  teachers and they  addressed the sam e issues as the interview s fo r the 

head teachers and som e item s in th e  s tuden ts’ interview s. Q uestionnaires w ere  used 

because generally, they are  a  go o d  w ay  o f  collecting data  relatively quickly and cheaply, 

b u t they require  the respondents to  be  literate  (i.e., be ab le  to n  , a n d  in terpret questions  

correctly). T he  questions asked by the  researcher in the questionnaire m ust be  concise, 

clear and unam biguous; questions superfluous to  th e  main ta sk  (Ball, 1987:58) m ust be 

om itted. C losed questions allow  th e  researcher to  elicit th e  exact inform ation he/she 

intends to  g e t from  th e  respondents.

D uring  da ta  collection, questionnaires w ere  given to  teachers on  the first day and w ere  

collected tw o  days la te r so  tha t the teachers could have enough tim e to  respond 

thoughtfully  to  the questions asked.

Q uestionnaires, like any o th er data-collecting technique, have certain  disadvan tages. F irst, 

no t all questionnaires sen t o u t are  returned. F o r exam ple, although th e  questionnaires 

w ere  self-adm inistered to  th e  targeted  population, 19 (95% ) ou t o f  20 questionnaires w ere  

returned despite  repeated  visits to  th e  school. M any teachers de tes t taking p a rt in 

research  as they  regard  tha t as an ex tra  burden as they already have heavy teach ing  loads. 

A s a  result, they  tend  to  com plete th e  questionnaires carelessly and unthoughtfu lly  and p u t 

them  aside. Som e questions may n o t even be attem pted  a t all i f  they do  n o t fully

I
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understand them . W ith  regard  to  this issue, N eum an (1997) observes th a t com m on 

evasions include n o t answ ering questions, answ ering a  different question  m ore  th a n  w as 

asked, o r answ ering in a  purposefully  vague and am biguous m anner.

3.6 Observation

This research  study used  an  ethnographic m ethod  o f  investigation  w hich  incorpora ted  a

b rie f non-partic ipant observation. S ince th is research  involves case studies o f  fo u r high

schools, observation  w as found to  be a  very  useful m ethod  o f  investigation. Bell (1987)

and Cohen e t  al. (1996) identified tw o  main types o f  observation, namely: partic ipan t and

non-partic ipant observation. A ccording to  B abbie .(1992) and C ohen e t al. (1996), in  a

non-partic ipant observation  study, researchers do n o t participate in the activity being

observed, b u t ra ther sit in on  it and w atch. N eum an (1997:361) s ta tes that:

" The researcher heco> ws an instrument that absorbs all sources o f  information.... A  
f ie ld  researcher carejully scrutinizes the physical setting to capture its atmosphere"

Initially, th e  researcher had planned to  spend five days in each school to  conduct

observation alongside interview s. H ow ever, this w as no t possib le as th e  researcher w as

restricted  by distances o f  th e  schools aw ay from  hom e. T im e and financial constrain ts also

w orked  against the researchers plans. As a result, the researcher ended up m aking th ree

visits to  each school during w hich tim e a  non-partic ipant observation  w as conducted

w herein field notes w ere  taken. B urgess, (1982) points ou t th a t field n o tes  help th e

researcher to  begin data  analysis a longside data  collection. I t  is therefore , necessary to

take n o tes  about th e  specific pa tterns and the actions and reactions o f  g roups and

individuals.
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H ow ever, like all o ther research  m ethods, observation  is no t w ithou t disadvantages. F o r  

example, th e  researcher is p rone  to  subjectivity in th a t he/she m ay pay m ore  atten tion  to  

aspects th a t in terest him /her th e  m ost. In  tha t w ay, som e o ther significant pa tterns m ay b e  

ignored.

3.7 Validity and Reliability

A ccording to  Bell (1987:51), validity is a  concep t w hich indicates w hether an item  

m easures o r  describes tha t w hich it is supposed to  m easure o r  describe. On the  o ther 

hand, reliability refers to  th e  extent to  w hich a  tes t o r p rocedu re  p roduces sim ilar results 

under constan t conditions o n  all occasions (lb id :51). Since this is an em pirical study, th e  

researcher m ade sure th a t th e  instrum ents used  in da ta  collection w ere  as valid and reliable 

as possible. F irs t o f  all, a fter th e  questions had been  developed, they  w ere  given to  the 

researchers supervisor and som e o f  the researchers colleagues to  check  i f  they  w ere  

properly  struc tu red  and unbiased, and thus w ould p roduce  the desired data. In  addition, 

som e similar questions w ere  g iven to  different g roups o f  respondents to  also ensure th a t 

valuable and reliable da ta  w ere  obtained. M oreover, the  researcher w as guided by the  

literature to w ard s constructing  suitable questions.

T riangulation played a m ajor ro le in ensuring validity and reliability o f  th e  data  obtained 

from  the respondents using interview s, questionnaires and observation. T his w as also 

done by asking headteachers, teachers and studen ts sim ilar questions. Finally, the p ilo t 

exercise o f  th e  questionnaires and interview  schedules w as done fo r the purposes o f  

reliability and validity o f  the research  instrum ents.
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Since this study  touched, particularly, on  the head teacher’s lives, this could raise questions 

about the ethics and objectivity o f  m y research. Jayaretne as quoted  by M ahlase 

(1997:23) m aintains tha t “there  can be  no such thing as purely objective research  from  the 

point o f  v iew  tha t the p roduc t o f  research  is no t subject to  o u r ow n value judgem ents. 

She further argues th a t “ personal biases im pinge on  the research  process in many ways, 

no t only in theory  form ulation  and in terpretaion, bu t also in developm ent o f  design, data  

collection and analysis {Ibid). She develops the argum ent further th a t i f  theory  inform s th e  

w ay  in w hich w e  collect and in terpre t data, it can never be  neutral.

3.8 Pilot Study

T he research  instrum ents w ere  first p ilo ted  on five part-tim e B  E d. students at the 

U niversity  o f  the W itw atersrand, Johannesburg, and la ter a t one high school at 

M athendele Tow nship in N hlangano, Sw aziland, w here  the headteacher, som e teachers 

and students participated. T he purpose o f  this pilot exercise w as to  establish w hether o r 

n o t the research  questions and instructions w ere  clear. T hose  questions w ith  som e 

ambiguity w ere  clarified and the  irrelevant ones w ere  deleted. B ell (1993) recom m ends 

th e  pilot study  and sta tes th a t th e  pilot exercise helps to  rem ove th e  “bugs” o u t o f  the 

instrum ent so  th a t participants in th e  study  m ay no t have difficulties in responding  ^  il’.e 

questions.

3.9 Interviewing

W hen conducting  the interview s, all th e  schools under study w ere  visited in their locations. 

Initially, th e  researcher had  planned to  spend five days in each school. B u t this w as n o t
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possible d u e  to  distance, tim e and financial constrain ts as th e  schools w ere  far apart and 

fu rther aw ay  from  th e  researcher’s hom e as m entioned above. T he researcher ended up 

spending th ree  days at each  school.

T he in terview s w ith  th e  headteachers lasted  betw een  one-and-a-half and tw o  hours 

depending on the  resourcefulness o f  th e  interview ee. E ach  interview  w as conducted  in the 

headteachers* office fo r privacy except fo r the case o f  school A  w here  th e  interview  w as 

conducted  in the staff-room  kitchen as som e teachers and secretary  w ere  using the 

headteacher’s office. All interview s w ere  conducted  in English as all th e  respondents 

could express them selves clearly in English. D uring  the interview s there  w ere  

in terruptions by  teachers and pupils w ho  w anted  e ither to  g e t teaching/learning m aterials 

o r had b rough t issues w hich had to  be  attended  to  im m ediately by th e  headteacher. T he 

students interview s to o k  betw een thirty  and forty-five m inutes each and th e  students w ere  

interview ed as a  group  in carefully chosen  classroom s so th a t they w ould  b e  com fortable 

as suggested  by N eum an (1997:375). Only studen ts w ho had been a t th e  school fo r at 

least th ree years w ere  interview ed and a  cross-section  o f  these w as selected. T hat is, th e  

sam ple included boys and girls in the 16-22 years age  group.

A t the initial stage  o f  th e  in terview  w ith  the head teacher o f  school D , a  private  scho rl, the 

headteacher had a  mix o f  fear and suspicion as earlier on, there w ere  serious th rea ts from  

Sw aziland A ssociation  o f  S tudents (SA S) to  bom b the school since if w as still in full 

operation  w hile  all public schools had g round  to  a  halt due to  th e  strike. T hese fears w ere  

allayed by th e  le tte r that I  gave to  him explaining my position (see A ppendix B ). T he 

headteachers re luctance w as also evidenced w hen th e  researcher w as still negotia ting



57

access by telephone. T he head teacher w as rather hesitan t to  allow  m e to  com e to  the 

school.

3 .10 D a ta  A nalysis

F o r the analysis o f  data, I  u sed  a  m icrocassette  reco rd e r to  transcribe th e  data  fro m  th e  

tapes onto  paper. In  addition, som e tables p roduced  from  th e  M -S ta ts  p rogram m e o f  the  

com puter w ere  used to  po rtray  th e  background  inform ation o f  th e  teachers regarding age, 

gender, qualification, teaching experience, position  held, and th e  nam es and types o f  

schools. All the  inform ation gathered  by questionnaires w as post- coded  before being fed 

into the com puter. A  tab le  w as also used to portray  the  responses o f  th e  teachers to  the 

tw enty  seven close-ended questionnaires. F o r th e  pu rposes o f  confidentiality, th e  nam es 

o f  the schools w ere  coded  using alphabets; A, B , C  and D , w here  A  stands fo r 

M asundvw ini H igh School (national school), B  fo r St. Pau ls H ig h  School, C  fo r St. 

Frances H igh  School and D  fo r Sisekelo H igh School (p rivate  school).

In  analysing th e  data, this study  used conten t analysis, a  m ethod  w hich constructs 

categories o f  explanation fo r  th e  classification o f  responden ts ' assertions. A ccord ing  to  

Cohen et al. (1997), a  con ten t analysis identifies appropria te  categories tha t reflect the  

purpose o f  th e  research. B o th  qualitative and quantita tive m ethods o f  da ta  analysis and 

presentation  w ere  used as indicated earlier on. T herefore, statistical da ta  analysis, such as 

means (averages) and standard  deviations, w as used to  describe th e  life pa tterns in  th e  

schools as p ro jected  by th e  variables m easured.



3.11 The Limitations o f the Study

The researcher could no t collect all th e  da ta  w ithin the set tim e fram e o f  tw enty  days as 

initially planned. This w as on  account o f  th e  fa c t  th a t th e  research  coincided w ith  a  

national teachers strike w hich to o k  a record  o f  thirty-five days in a  row . A fter th e  

schools had re-opened there  w as insufficient time, forcing th e  researcher to  collect th e  

d ata  as quickly as possible before the schools closed. A s a m a tte r  o f  fact, th e  researcher 

w as unable to  stay a t each school fo r five days as previously p lanned in o rd e r to  facilitate 

extensive observation. T he researcher ended up  spending th ree days in each school w ithin 

w hich non-partic ipative observation  w as conducted.

F urtherm ore, th e  exclusion o f  paren ts w ho constitu te  the external environm ent o f  the 

school created  a  gap in th e  study in th a t their v iew s w ere  n o t represented . This, therefore, 

suggests th a t fu rther study I  th is a rea  is necessary w herein  paren ts’ perceptions w ould  be 

solicited.

B ecause o f  th e  effects o f  the strike and the im plem entation o f  th e  no -w ork-no-pay  rule, 

the teachers in th e  public schools w ere  so dem oralised tha t th e  researcher had to  literally 

beg  them  to con.pl te the questionnaires. In  som e instances th e  researcher visited th e  

school several tim es only to  find th a t th e  form s had still n o t y e t  been  com pleted. T he 

study could m .t have been  carried o u t at a  w \.rse  time.

O ne o f  the em barrasing m om ents on the p art o f  th e  researcher w as w hen  the tape  

recorder’s batteries w en t fla t during th e  interview  and  th e  researcher w as forced  to  stop  

and rush to  th e  nearest shop to  buy  new  ones. E ven  a fter the  schools had  re-opened, it
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w as still n o t easy a t all to  establish th e  kind o f  spirit th a t existed  a t th e  schools under 

norm al operations. Som ehow , in  th e  final analysis the researcher w as able to  elicit a  g reat 

deal o f  valuable data  needed fo r th e  study.
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C H A P T E R  4

4.0 DATA ANALYSIS AND PR ESE N TA T IO N

4.1 Teachers Perceptions

Tables 1 to  7 portray  background  inform ation o f  th e  teachers and  headteachers w ho  

participated  in th e  study in all th e  fo u r schools researched. Table 8 is the in terpretation  

scale o f  th e  da ta  portrayed  in  T able 9. Table 9 indicates the teach ers’ perceptions 

regarding th e  m anner in w hich their headteachers perform ed their leadership roles a t their 

schools. T h e  variables portrayed  in  this T able (represen ted  by variable num bers 1-27) 

describe h o w  th e  headteachers in  collaboration  w ith their s ta ff created  a pi c.itive culture 

and ethos o f  the school.

Table 1: Description o f Respondents by School

SC H O O L Q U ESTIO N N A IR E 

, S SENT

Q U ESTIO N N A IR E 

S R EC EIV ED

PE R C E N T A G E

A 5 4 20

B 5 5 25

C 5 5 25

D 5 5 25

T O T A L 20 19 95

T able  1 indicates th e  responses o f  the participants to  he  questionnaires sent to  them . In  

school A, o u t o f  th e  five questionnaires sent, only four (80% ) o f  them  w ere  returned. 

Schools B , C  and D  had 100%  response each as all questionnaires sen t w ere  com pleted

i
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and  returned. This, therefore, m akes the  to tal response o f  th e  participants 95%  because 

o u t o f  20 questionnaires sent to  participants, a  to ta l o f  19 questionnaires w ere  fully 

com pleted and returned. T he results o f  this study are  based on the inform ation provided 

by the 19 questionnaires.

Table 2: Hcadtcacliprs’ Responses by School

SCHOOL GENDER AGE

GROUP

QUALIFICAT

ION

TEACHING

EXPERIENCE

HEADSHIP

EXPERIENCE

A M 40-50  Y ears M  Sc 23 Y ears 15-20 Y ears

B F 40-50  Y ears STD 20 Y ears 10-15 Y ears

C M 40-50 Y ears M E d 22 Y ears 10-15 Y ears

D M 40-50 Y ears B E d 30 Y ears 15-20 Y ears

T able 2 describes the  responses o f  headteachers p e r school regarding their gender, ages, 

qualifications, teaching and headship experiences. This table indicates th a t o u t o f  th e  fo u r 

schools studied, one (25% ) w as headed by a w om an, w hile th ree (75% ) w ere  each headed 

by a  man. I t  is interesting to  n o te  tha t all th e  headteachers w ho partic ipated  in th e  study 

w e re  in the 40-50  years age group.

Furtherm ore, th e  T able illustrates that all the headteachers had vast teaching experience 

(oetw een 20-30  years) and headship experience (10-20 years). On th e  basis o f  these 

characteristics, th e  researcher concluded that the w ide experience in teaching and 

leadership p u t the headteachers in a b e tte r position to have a  deeper insight into the 

com plexity o f  th e  educational process and all th a t goes into school effectiveness.

I
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T a b le  3: D esc rip tio n  o f  T e a c h e rs  b y  A ge

A G E  O F  T E A C H E R S F R E Q U E N C Y P E R C E N T A G E

20-30  Y ears 4 22

30-40  Y ears 15 78

T O T A L 19 100

Table 3 show s th e  age  groups o f  the teachers w ho w ere  participants in th is study. O ut o f  

the 19 teachers w ho  participated, 4  (22% ) w ere  fairly young, betw een  20  and 30  years o f  

age. T he m ajority  o f  them  (78% ) w ere  m iddle-aged, b v e e n  30 and 40 years o f  age.

T a b le  4: D e sc rip tio n s  o f  T e a c h e rs  b y  Q u a lif ic a tio n s

Q U A L IF IC A T IO N S F R E Q U E N C Y P E R C E N T A G E

ST C /D IPL O M A 7 34

B A C H E L O R S 12 63

T O T A L  . ' 19 100

A ccording to  Table 4 , all the  participants w ere qualified. O ut o f  the 19 teachers, 7 (37% ) 

either possessed  diplom as o r  secondary  school teachers certificates, w hile 12 (63% ) 

possessed B achelors degrees. T his seem s to  have had a g rea t im pact on th e  resu lts o f  th e  

school in t e m ;  o f  their perform ance in the external exam ination results. This is because, 

as a general principle, qualified teachers are b e tte r able to  teach the  0  L evel syllabus 

properly  fo r  they  have the necessary expertise. T his is indeed consistent w ith the findings
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o f  the school effectiveness and  im provem ent m ovem ent, that effecth-e schools are  well 

staffed w ith  qualified teachers.

Table 5: Description o f Teachers by Position Held at the School

P O S IT IO N  H E L D F R E Q U E N C Y P E R C E N T A G E

T eacher 14 74

H ead o f  D epartm ent 5 26

T O T A L 19 100

Table 5 illustrates that o u t o f  the 19 teachers surveyed, 14 (74% ) w ere assistan t teachers 

w hile 5 (26% ) w ere heads o f  departm ents. T he presence o f  heads o f  departm ents show s 

th a t m ost o f  the schools researched w ere  organised along bureaucratic  and hierarchical 

lines. A lbeit, there w ere  characteristics o f  collegiality in som e schools ( th a t is, th e  

practice w hereby  teachers participated  in decision-m aking processes, shared the vision, 

shared pow er and a  relationship o f  tru s t betw een s ta ff and headteachers).

Table 6: Description o f Teachers by Teaching Experience

TEA C H IN G  EX PE R IE N C E FREQ U EN CY PERC EN TA G E

0-5 Y ears 5 26

5-10  Y ears 8 42

10-15 Y ears 5 26

15-20 Y ears 1 6

T O T A L 19 100
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T able 6 indicates the teachers’ experiences in this profession. T hose  w ho  w ere  in th e  0-5 

years ca teg o ry  accounted fo r  26% , w hile those  w ho  had th e  experience o f  5-10 years w ere  

in the m ajo rity  and they  accounted for 42% . O n th e  basis o f  th a t th e  researcher

concluded th a t these schools w ere  able to  achieve . excellent results in external 

exam inations because th e  s ta ff  w ere  reasonably experienced in teaching. I t is likely th a t 

they had developed effective teach ing  stra teg ies over th e  years and  had becom e very  

com fortable w ith  the syllabus and fam iliar w ith th e  C am bridge external exam inations.

T a b le  7 : D e sc rip tio n  o f  T e a c h e rs  by  G e n d e r

G E N D E R F R E Q U E N C Y P E R C E N T A G E
M ale 8 42

Fem ale 11 58
T O T A L 19 100

F rom  th e  ab o v e  Table, it can  be seen  that o u t o f  th e  19 participants, 8 (42% ) w ere  m ale

teachers, w hile  11 (58% ) w ere  female. Interestingly, desp ite  th e  larger num ber o f  fem ale 

teachers, th e re  w as only one  fem ale headteacher. T his is no t surprising  given the  fact th a t 

th e  Sw azi society  is m ale-dom inated. H ow ever, th e  p rocess o f  em pow ering w om en has 

w ell and tru ly  begun.

T a b ic  8: I n te rp re ta t io n  S cale

L O W E R  L IM IT U P P E R  L IM IT IN T E R P R E T A T IO N  O F  
O P IN IO N

1.00 1.49 S trongly  A gree
1.50 2 .49 A gree

2 .5 0 3.49 N eutral

3 .50 4.49 D isagree

4 .5 0 5.00 S trongly  D isagree

M ean values o f  3 .50  o r above indicate negative responses, meaning they either disagree o r  strongly disagree with the 
statement, while those between 2.50 and 3,‘19 show neutndity and those from  2.49 and below demonstrate positive  
responses.
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Tabic 9: Teachers’ Perceptions about School Leadership

V A RIA BLE MEAN STANDARD D EV IA TION
1 1.72 0.83
2 1.79 1.08
3 2.83 1.34
4 3.58 1.22
5 4.0 1.16
6 2.63 1.30
7 2.17 1.30
8 2.22 1.11
9 2.44 1.42

10 4.37 0.68
11 4.21 0.71
12 3.68 1.38
13 3.11 1.41
14 2.58 1.64
15 1.63 0.83
16 2.42 0.86
17 1.56 0.62
18 2.05 1.03
19 1.90 1.15
20 2.11 1.20
21 2.0 1.05
22 2.68 1.42
23 2.06 1.16
24 3.74 1.45
25 2.89 1.41
26 1.58 0.84
27 1.83 0.92

T he results o f  th e  teachers’ questionnaire (Q uestions 1 - 27, A ppendix C, pp. 139 - 141) 

w ere  analysed using the in terpre tation  scale (a  5-point line scale) show n in T able  8.
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T able 9 portrays the  percep tions o f  teachers about th e  actual leadership practices a t the ir 

schools using th e  in terpre tation  scale. T he  questions w ere  analysed one  at a time.

T he  responses to  Q uestion 1 indicate th a t there  w as shared m eaning and decision-m aking 

in  the schools studied w hich tended to  yield b e tte r decisions. This w as dem onstrated  by 

th e  m ean sco re  o f  1.72 on  a five-point scale, indicating th a t th e  m ajority  o f  teachers 

agreed w ith th e  statem ent and there  w as a  low  standard deviation  o f  0.1*3. This, therefore, 

suggests th a t there  w as a  high degree o f  consensus am ong s ta ff  and thus decisions w ere  

im plem ented quite easily. Sharing o f  decision-m aking is o f  param ount im portance in 

school effectiveness.

T h a t m ost headteachers engaged teachers in decision-m aking is indicated by the  teachers 

responses to  question tw o  w hich gave an average sco re  o f  1.79 on the in terpre tation  scale. 

O n average, the  headteachers ran  their schools dem ocratically  ra ther th an  dictatoriaily.

A s regards th e  involveihent o f  s ta ff in the  developm ent o f  schools goals and m ission 

statem ent, m ost teachers p referred  to  be neutral. T he reason  could be  th a t som e o f  th e  

schools studied  did no t even  have either the  m ission statem ent o r espoused educational 

goals as show n by the m ean score o f  2.83 w ith a low  standard  deviation from  the m ean o f  

1.34.

Furtherm ore, th e  m ean sco re  o f  3.53 fo r Q uestion 4  is indicative o f  the  fact that there w as 

a significant am oun t o f  s ta ff  involvem ent in m ajor decision-m aking p rocesses. C learly th is 

result is consistent w ith  th o se  obtained fo r Q uestions 1 and 2, m aking th is study reliable. 

Q uestion 5 show s tha t th e  academ ic s ta ff participate in m aking decisions pertaining to
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curriculum  m atters such  as subject allocation. This is dem onstrated  by the m ean score o f

4.0 w hich show s th a t teachers did not ag ree  w ith the negative statem ent. M o st o f  th e  

teachers here, expressed sim ilar sentim ents as also indicated by the standard deviation o f  

1.16, I t  w as an in teresting  observation that m ost teachers p referred  to  be neutral 

regarding the sta tem ent th a t subject allocation w as the responsibility o f  each subject 

departm ent (Q uestion 6). This w as show n by the m ean score  o f  2.63 and th e  standard 

deviation o f  1.3. To th e  researcher, this suggested  that this exercise w as undertaken  by 

the staff, collectively.

On the basis o f  th e  teachers responses to  Q uestion  7 as to  w hether their view s w ere  

respected  and acted upon  o r not, th e  researcher concluded th a t there w as a  significant 

am ount o f  dem ocracy and collaboration  in th e  m anner in w hich  m ost o f  these schools 

w ere run. This is illustrated by th e  m ean score o f  2 .17  and  a  standard deviation o f  1.30, 

show ing th a t m ost o f  th e  teachers agreed w ith  the statem ent. R esponses to  Q uestion 8 

clearly highlight th a t .m ost o f  th e  headteachers w ere  m onitoring and  supervising the 

im plem entation o f  decisions taken  by th e  staff. T his inform ation w as obtained using the 

question ab o u t w hether o r n e t headteachers follow ed th rough  to  ensure tha t decisions 

w ere effectively im plem ented; the m ean score o f  the teachers ' responses w as 2 .22  w ith  the 

standard deviation o f  1.30.

In  addition, th e  leadership styles o f  m ost headteachers w ere  such tha t som e o f  th e  issues 

w ere discussed and resolved informally, such as over a  cup o f  te a  (Q uestion  9). H ow ever, 

it should be  no ted  that the m ean  value for the responses to  question  9 (2 .44) w as close to
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the  category  o f  neutral w hich means th a t som e o f  the 19 teachers did n o t quite agree w ith  

th e  statem ent.

The p ic tu re  given by the responses to  question 10 is tha t there w as lack o f  student 

involvem ent in m ajor decision-m aking processes in alm ost all the  schools researched. This 

is portrayed by the m ean score o f  4 .37 and the standard deviation o f  0.68 w hich is 

indicative o f  th e  fact th a t m ost u f  the teachers w ho participated in the study  strongly 

disagreed w ith  the statem ent. I t  also needs to  be  recognised tha t n o t even one o f  the 

schools studied had a student leadership training program m e in place to equip students 

w ith the skills they need to  effectively perform  their leadership duties. This w as clearly 

illustrated by  the m ean score o f  4.21 and a  standard deviation o f  0 .71, show ing 

disagreem ent w ith  the statem ent.

E ven though  there  seem ed to  have been som e involvem ent o f  parents in th e  schools, there  

w as no in-service training, conducted  a t th e  schools to  familiarise them  w ith the w ay things 

w ere  done a t the schools so tha t involvem ent could be m eaningful and enhanced. This 

scenario is indicated by th e  m ean sco re  of 3.68 and a standard deviation o f  1.38 on the 

In terpretation  Scale fo r  question 12. Furtherm ore, the research  revealed tha t in alm ost all 

the schools studied, teachers never m et w ith th e  parents to discuss strategies about the 

enhancem ent o f  the schools effectiveness. This w as illustrated by the mean score o f  3.11 

and a standard  deviation o f  1.41 (Q uestion  13) w hereby m ost o f  the teachers p referred  to  

be  neutral. H ow ever, som e teachers probably m et parents occasionally to  discuss certain 

aspects of school such as pupils academ ic progress and discipline.
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I t  seem s tha t m ost teachers p referred  neutrality regard ing  the question  o f  w hether o r  no t 

they  m et w ith  parents on open  days to  discuss tire pupils academ ic progress. T his is 

show n by th e  m ean score  o f  2 .58  w hich  suggests tha t som e schools did m eet w ith parents 

on open days.

As regards the headteachers perform ance as overseer, the research revealed tha t 

headteachers often w alked around to  ensure tha t teach ing  and learning w ere  indeed tak ing  

place and th a t o rder w as m aintained a t  th e  schools. This inform ation is represented by the 

mean score o f  1.63 and a standard deviation o f  0.83 (Q uestion  15), show ing th a t th e  

views w ere  close to  similar. This, indeed, is in line w ith the idea o f  the headteachers 

talking to  the s ta ff  abou t their w ork  as well as th e  pupils perform ance. This w as 

dem onstrated  by th e  m ean sco re  o f  2 .42  on the in terpretation  scale and the deviation o f  

the view s o f  th e  respondents from  the m ean w as 0.96.

I t  w as in teresting  to  observe that m ost o f  the teachers expressed similar sentim ents that 

their headteachers w ere very  accessible to  the  staff. T hat is, the s ta ff  never feared  to  

approach them  w henever they  needed som ething from  them . It w as in  fact a  very strik ing 

feature in th a t the  mean sco re  w as 1.56, suggesting th a t m ost o f  th e  responses w ere  in th e  

“ strongly agree” category  as illustrated by th e  standard  deviation o f  0.62. T he above 

variable is so  strongly supported  by the  head teachers’ disposition in term s o f  hum an 

relations as highlighted by the  teachers’ responses to Q uestion  17, In  this regard, m o s t o f  

th e  participants felt th a t the ir headteachers w elcom ed and trea ted  everyone equally as 

portrayed by th e  m ean sco re  o f  2 .05, w hich is in the “agree category” . This is indeed 

consistent w ith  th e  spirit o f  team -building within an organisation. A nother im portant

i
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featu re  revealed by th e  study is tha t the headteachers o f  th e  schools studied created  an 

atm osphere w hereby all school ac tors feel loved, trusted , needed and cared  for. T his is 

illustrated by th e  m ean score o f  1.90 to  Q uestion 18.

T here also seem ed to  be a free flow  o f  inform ation betw een th e  head teachers and the  staff. 

This is illustrated by the m ean score o f  2.11 on th e  In terp re ta tion  Scale. I t is also w orth  

noting th a t th e  headteachers o f  th e  schools studied appear as if  they  w ere  no t the kind o f  

leaders w ho w ere  ju s t “ calling th e  shots” . T here  are  features o f  collegiality and 

transparency, although th e  fo rm er seem s to  be  ra ther contrived. T his assertion  is based  on 

the fact th a t quite a num ber o f  th e  participants w ere  positive tow ards th e  statem ent that 

the headteachers shared pow er and inform ation w ith teachers.

A ccording to  the  responses to  Q uestion 20, m ost o f  th e  headteachers o f  the schools 

studied had effective com m unication skills as indicated by th e  m ean score o f  2.0. T hat is, 

m ost respondents agreed, tha t their headteachers gave feedback  th rough  sound and open 

channels o f  com m unication. This also suggests that there w as a  certain  degree o f  

transparency and accountability on  the part o f  th e  headteacher.

F rom  the responses o f  the teachers, it is clear th a t the good  results o f  th e  schools w ere  no t 

squarely on th e  grounds o f  m axim isation o f  teaching tim e, bu t there  seem ed to  be  o ther 

interm ediate factors such as pupils’ and teachers’ discipline, s ta ff stability, pupils’ 

selection, especially in the urban schools, head teachers’ suppo rt in term s o f  the provision 

o f  teaching/learning m aterials and healthy relationship betw een teachers, students and 

headteachers. This revelation is dem onstrated  by the m ean sco re  o f  2 .68 w hich show s tha t
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m ost teachers p referred  to  be neutral. H ow ever, it is w orth  no ting  th a t the m ean score o f  

2 .68 is c lo ser to  the agree ca tegory  w hich show s that this variable contributes im mensely 

to  the go o d  results. In  those  schools w here teaching tim e is m aximised, the teachers do 

th a t on a  volun tary  basis. T his is illustrated by the mean score o f  2.06.

I t  w as also a  startling  revelation to  observe that s ta ff in-service training w as no t an 

im portant fa c to r in so far as th e  g o o d  results o f  the schools w ere  concerned, although 

school effectiveness literature maintains tha t this variable is very  im portan t (H arber and 

D adey, 1991). This p icture  has been cast by th e  m ean sco re  o f  3 .74 w hereby the 

respondents w ere  negative tow ards th e  statem ent in Q uestion 24.

Pertaining to  s ta ff m otivation, th e  responses indicated that m uch as there  w as absence o f  

th e  rew ard system  in som e o f  the schools, probably there  w as a pe t on th e  shoulder from  

th e  headteacher w hich reinforced intrinsic m otivation. This is on the basis o f  th e  fact tha t 

m any responden ts rem ained neu tral to  the  sta tem ent as show n by th e  m ean sco re  o f  2.89.

I t  is indeed in teresting  to  observe th a t team -building seem s evident in these  schools in tha t 

there w as a  similarity in the view s o f  th e  respondents to  the sta tem en t that team w ork  w as 

encouraged in the ir schools ra ther than  individualistic teaching. This w as dem onstrated  by 

the mean value  o f  1.58 and th e  standard  deviation o f  0.84. T he responses o f  the teachers 

to  Q uestion 27  indicate consistency w ith responses to  question 26. T his has been 

highlighted by th e  m ean score  o f  1.83 and the standard  deviation o f  0.92, w hich show s a 

similarity in th e  views.

i
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4.2 D ISCUSSIO N  AND IN T E R PR E T A T IO N  O F H EA D T B A C H ER S’ PER C EPTIO N S

4.2 .1  In tro d u c tio n

T he  discussion and in terpre tation  o f  th e  headteachers’ perceptions are  done in the light o f  

th e  three research  questions w hich this study seeks to  address. T he first question  pertains 

to  th e  techniques w hich th e  headteachers o f  the “effective” schools em ploy in creating  a 

school cu ltu re  that m ight enhance its effectiveness. T he second question  concerns th e  

strategies se t up to ensure th a t th e  established cultu re  is sustained.

Lastly, a  m entioned in chap te r 1 this study  also seeks to  establish th e  ex ten t to  w hich th e  

school u nder th e  headteachers leadership tries to  m ee t th e  social, econom ic cultural and 

political needs o f  the pupils. M o st im portantly, in th is regard, it w ill be  o f  g rea t in terest to  

realise h ow  the gap betw een th e  advantaged and disadvantaged studen ts is bridged by th e  

schools and also w hat contribu tion  they  m ake tow ards com m unity developm ent.

4.2.2 H O W  T H E  H EA D TEA C H ER S C REA TED  A P O SIT IV E  SC H O O L  CU LTU R E 

4.2.2.J S ta f f  In v o lv e m e n t a n d  P a r t ic ip a tio n  in D ec is io n -M ak in g

As m entioned in the literatu re  review , it is indeed th e  onus o f  the head teacher to  ensure 

th a t th e  righ t kind o f  clim ate is created  in  the school. This is crucial because teachers 

cannot w o rk  effectively under chaotic conditions. In  m ost cases, fingers will point a t 

him /her i f  the school fails to  achieve success. The research  revealed  tha t in o rd e r fo r  a  

positive cu ltu re  to be developed a t th e  school, first and forem ost, it  is essential fo r th e  

headteacher to  involve teachers and le t them  participate in decision-m aking processes. 

T hese w e re  sentim ents w hich w ere  expressed by v irtually  all the headteachers interview ed. 

F o r exam ple, the head teacher o f  school B poin ted  o u t th a t she  did no t like tak ing

!
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decisions on  her ow n and then inform  th e  staff. She m aintained th a t she preferred being

dem ocratic and this is corrobora ted  by th e  teachers’ assertion tha t they  participated in all

decision-m aking processes a t the school. H e r  sentim ents surely dem onstrated  a fem ale

style o f  leadership as observed by A dler e t al. (1993:122), that w om en’s decision-m aking

styles tend  to  be m ore dem ocratic and partic ipatory  than those o f  m en in m any cases.

They argue fu rther th a t w om en tend  to w ithd raw  from  confrontation  and use collaborative

strategies. T he  fem ale headteacher explained:

"In order to create a  healthy atmosphere, teachers have to be involved in decision
making processes all the time because i f  you are the one who takes decisions everylime, 
you will f in d  yourself in trouble. I f  you lake the decisions unilaterally and tell the 
teachers to implement them, they will not because they will not have ownership o f  the 
decisions " (Female Headteacher, B).

A s  regards th e  question w ho should be involved in leadership, the m ale headteacher o f

school C  also maintained that all the ac to rs w ithin th e  school should be involved and m ust

have a  shared vision in w hat is being tried  to  be achieved. H e  fu rther rem arked that:

"Everybody in the school should be involved because as the administrator I  am the 
leader, but the people I  am leading are giving input on what is to be done and how it 
should be done. There is no point in having a style o f  leadership that does not go well 
with the people you are leading. You must try to meet the needs o f  the s ta ff as you have 
teachers coming from  different backgrounds and have different qualifications and so on. 
Yours as a leader is to try and create a harmonious atmosphere in the school. By and  
large, the leader has to be guided by the people he/she is leading so that you may sing  
the same song" (Male Headteacher, C).

N evertheless, th e  above headteacher adm itted that during his early years o f  his leadership,

he used to  w ield pow er and w ould  becom e belligerent w hen teachers seem ed to  be

opposing his plans. B u t over the years he learned tha t he had to  c rea te  space fo r teachers

to  partic ipate  in m ajor decision-m aking processes. This really signifies a rem arkable shift

in his perspective from  an authoritarian  to  a collaborative and participative approach.

I
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This study  indicated th a t bo th  the m ale and  fem ale headteachers w ho participated  in  the 

study displayed participative and collaborative approaches to  leadership, although th e  

researcher a lso  noted  th a t th e  fem ale headteachc-r dem onstrated  som e strategies w hich 

appeared fem inine as w ill be  discussed later. This research  also revealed th a t the fem ale 

headteacher o f  school B  had an  elem ent o f  m otherliness in th e  m anner in  w hich she related  

to  th e  students. F o r  exam ple, she could even fork  ou t som e m oney and pay school fees 

fo r som e needy children and  this sentim ent w as also expressed by th e  studen ts during the 

interview. T he studen ts w ere  com paring their m ale deputy  head teacher w ho w as ra ther 

very m asculine in th e  w ay  he behaved a t th e  school and w as described as a  person w ho 

could n o t even smile a t them .

Similarly, the headteacher o f  school D  said th a t if  there  w as a  problem  w ith a  studen t at 

the school, and a decision about the fiiture o f  th e  child w as to  be  m ade, th e  w hole s ta ff 

looks into th e  problem  so  th a t there  is a  cross-section  o f  v iew s and ultim ately a  consensus. 

W hen asked  h ow  he  handled em ergency cases, he  said: “It is absolutely vital to  consult 

w ith the teachers before  a decision is taken . T he decision cannot be  taken w ithou t 

discussion” . D esp ite  this head teacher's  assertion o f  reaching all decisions by consensus, 

th e  fact rem ains th a t day-to-day decisions are  m ade by th e  headteacher. T o  substantiate 

that, one head teacher as quo ted  by A dler c t al. (1993:122), acknow ledged tha t although 

she w o' xed on the consensus m odel in trying to  achieve general agreem ent, she m ade day- 

to-day  decisions.



75

In  an a ttem p t to  illustrate how  decisions w ere  arrived at in his school, th e  male

headteacher o f  school C m ade an exam ple o f  w hat happened during th e  N ational

T eachers’ S trike  to  illustrate the point o f  teacher involvem ent a t his school. H e  explained:

'The decision to coma back to school and abandon the strike was made by a ll o f  us. A ll 
that I  did was to support the staff. Evan before the strike, teachers approached  me and  
sa id  we should have a meeting to discuss the impending strike by the Association.... We 
decided to write a  letter to the M inistry o f  Education dissociating ourselves from  the 
strike. I  endorsed my signature and took it to the M inistry o f  Education. This was a 
major decision" ( M ale Headteacher, C).

M ore im portantly, the  headteacher o f  school D  also endorsed the significance o f  letting

teachers participate in decision-m aking. This sentim ent is expressed in the  follow ing

statem ent:

“We have opened a  Standard Six class.... This decision is not the decision I  could  
make on my own. 1 needed to get the active approval and support o f  the s ta ff  
Otherwise, it was not going to work... A s a  team, you make decisions because it 
is the team that makes that decision workable" ( M ale Headteacher, D).

On th e  question  o f  w h eth er o r no t shared decision-m aking produced  b e tte r results, only 

one head teacher provided a  negative response and th a t w as th e  headteacher o f  school A. 

H e  w as o f  th e  view  th a t it w as no t alw ays the case th a t if  th e  s ta ff have a  shared v ision and 

shared decisions there  w ill be  positive results. N evertheless, he concurred  w ith  th e  o ther 

headteachers tha t in th e  m ajority o f  cases, it is helpful in that one avoids th e  resentm ent o f  

the staff. T he headteachers o f  schools B , C and D  strongly felt that shared decision

making is th e  best thing school headteachers m ust strive for. T he headteacher o f  school C 

even pointed  o u t that:

"It becomes our decision so that no one can absolve him /herself from the decision taken. 
When a decision is taken, it is binding and we have to implement it at all cost. But i f  the 
decision has some flaws, we together decide to revisit it. That makes life easier because 
I  don  7 have to keep reminding people about the decision taken. Rather, it is colleagues 
who ensure that that decision is carried out ” (Male headteacher, C).

I
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O n the sam e note, th e  head teacher o f  school D  stated in no uncertain term s that i f  a  leader 

shares decisions w ith th e  staff, he/she tends to  g e t different perspectives. M oreover, i f  the 

s ta ff  as a  team  discuss these perspectives, they may eventually reach a  consensus.

F rom  the m anner in w hich the headteacher o f  school D  responded to  questions, it becam e 

clear to  th e  researcher th a t he w as employing a collegial approach  to  leadership. This w as 

confirm ed by one’s observation  w hereby it w as noted th a t even pow er relations w ere  

rather horizontal ra ther than strictly vertic .. T he  channels o f  com m unication w ere  not 

strictly defined, bu t teachers and students could approach  the headteacher w ithou t 

follow ing any rigid bureaucratic channels (see appendix A ). T he interview s w ith  the 

students and teachers also synchronized w ith w hat he actually said.

M uch  as  th e  head teachers’ responses reflected  an a ttem pt to  be dem ocratic  in  decision

m aking processes, the research indicated th a t there  w as tension betw een dem ocracy and 

instances w here  a  head teacher w as expected to respond  to  em ergencies. These 

em ergencies include issues such as calling technicians to  com e and fix a duplicator o r 

photocopier, fixing dates w ith  the blood bank personnel fo r blood donations, pinning up a  

notice on the notice board  and many others. H ow ever, the headteacher o f  school D  felt 

tha t no m a tte r  how  m inor the issue might be, the s ta ff had to be involved in m aking those  

decisions. H e  argued that:

'7 /  is  abso lu te ly  v ita l to  consult w ith the teachers before a  decision  is  taken. A  
decision  cannot be taken w ithout d iscussion

T he researcher cam e to  a  conclusion tha t this head teacher’s collegiality needs to  be

explored fu rther because  som e o f  the things are b e tte r said than done. This is on  account
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o f  the fac t th a t the tim e spen t in conducting  observation  never allow ed such issues to  be 

sufficiently investigated. All the sam e, the norm al practice  is th a t on certain occasions, 

headteachers do m ake unilateral decisions on em ergency cases, as m entioned above, and 

then  rep o rt to  th e  s ta ff later, how ever collegial they  m ay be.

4.2.2.2 Student Involvem ent in Decision-m aking

W itn regard  to  student involvem ent in decision-m aking, it w as very  in teresting  to  observe 

th a t all th e  male headteachers said th a t student involvem ent in their schools w as very  

limited. T hey  asserted th a t students need no t be involved in decision-m aking pertain ing to  

school policy. In school D , the head teacher so categorically  pointed  ou t th a t students are  

no t involved in decision-m aking. A s a  m atter o f  fact, they  did no t have any studen t 

representative structu re  suck as p refects o r a  S tudent R epresen tative Council (SR C ). H e  

stated th a t he believed th a t students in the age group  13-17 years are neither m ature  

m entally n o r  em otionally to  participate in decision-m aking on  how  the school should be 

run. This head teacher further com m ented:

cannot have fellow  pupils affecting the policy o f  the school which could affect the 
results that an individual gets and affect an entire career. We actually consult with our 
pupils. Each class has two teachers responsible fo r  the pastoral care o f  that group and  
they discuss issues that affect them. But I  do not believe that pupils in the school should  
be determining the academic po licy  o f  the school" ( M ale headteacher, school D).

I t  needs to  be poin ted  ou t th a t th e  above assertion indicates tha t “au tocracy  does

som etim es parade itse lf in dem ocracys clothes” (B ridges, 1978:124). In  th e  above case,

neither th e  headteacher no r th e  schools council dared  to  solicit th e  studen ts’ view s o n

hether o r  no t they could be  involved in decision-m aking, y e t the ir statem ent o f  principles

clearly poin ted  ou t tha t th e  school w as com m itted to  p roducing  students w ho should fit

into th e  society. T his therefore, seem s to  defeat their pu rp o se  o f  p reparing studen ts fo r a
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dem ocratic decision-m aking. In  th is regard. W hite (1979) contends th a t those  w ho 

construct political education  program m es concerned particularly w ith the developm ent o f  

political understanding in school children will have to  recognise tha t som e understanding 

o f  w ork-p lace dem ocracy is required  i f  o u r society is to  aspire to  be a  thorough-and- 

tho rough  dem ocracy. H e  further maintains th a t the school will also have to  encourage th e  

developm ent o f  dispositions relevant to  w ork-p lace dem ocracy through the  dem ocratic 

organisation o f  its ow n institutional life.

Furtherm ore, it w as very  interesting to  n o te  that in school B , there  w as a  certain am ount 

o f  studen t involvem ent in decision-m aking. F o r  exam ple, th e  fem ale head teacher asserted 

tha t th e  studen ts initiated the change o f  school uniform . She also  rem arked that students 

w ere  helpful in m aking som e o f  the decisions, particularly those  tha t affected them . 

A ccording to  her, studen t involvem ent helps in m aintaining discipline at the  school.

A ccording to  th e  headteacher o f  school C, the  responsibility o f  the studen t leaders w as 

primarily to  liaise w ith th e  teachers. They also took  decisions on m atters pertaining to  

student entertainm ent and also on  charity  issues. T hey w ere mainly in charge o f  

entertainm ent activities such as dram a, debates, excursions, v ideo show s and concerts. I t 

w as gathered  tha t th e  student leaders m et w ith the  studen t body a t the beginning o f  each 

school y ea r to  discuss w hat they w ould like to  have fo r entertainm ent and how  the 

adm inistration could assist in that exercise,
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T he research  uncovered th a t even in th o se  schools w here students w ere  represented  in

structures like prefects, th e  prefects them selves w ere  no t dem ocratically  elected by the

students. E ven  though  there  w as som e participation, th e  s ta ff  had an  u pper hand in  their

selection in th a t they did it under the strict supervision and gu idance o f  th e  teachers. This

scenario is epitom ised by the follow ing sta tem ent u ttered  by the head teacher o f  school C:

"IVc try as much as possible to guide them and  where they do no t have certain 
information about their candidate, we provide it. This is because in the past, students 
had a tendency to choose wa)nvard students to be their leaders. We are very much 
concerned about the breakdown o f  discipline because it has taken us a  long time to p u t  
up those structures" (Male Headteacher, schoo' C).

Suffice it to  sta te  th a t in the th ree  public schools researched, studen ts had a feeling th a t

they w ere  deprived o f  th e ir  rights to  participate in som e m ajor decisions th a t w ould  affect

their lives. H ow ever, those  pupils from  school D  (w hich w as a  p riva te  school), w e re  happy

w ith th e  w ay  their school w as run.

4.2,2.3 E m p o w e rin g  a n d  G iv in g  S ta f f  A u to n o m y  in C u rr ic u lu m  Issues 

T he researcher observed ' tha t th e  issue o f  teacher participation  in decision-m aking w as 

intertw ined w ith  em pow ering and affording teachers w ith au tonom y especially on  m atters 

affecting them  professionally, like curriculum  developm ent. O n this point, the  head teacher 

o f  school D  pointed o u t that a t his school th e  teaching s ta ff  a re  em pow ered by giving them  

proper training. A ccording to  him, teachers need to  be k ep t in touch  w ith  education 

developm ent and b e  given facilities and the necessary  resources w hich enable them  to 

perform  their w ork  properly.

The head teacher o f  school C  concurred  w ith  the iv rm er regard ing  th e  issue o f  resources. 

H e asserted  th a t a t his school, they m ade sure th a t all th e  necessary m aterials w ere
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available so th a t teachers did no t run  around looking fo r teaching m aterials. H e  observed 

tha t this effort m ade teachers execute  their day-to-day  duties w ith  much g reater 

confidence. H e  also no ted  th a t th is kind o f  scenario engendered harm onious w ork ing  

relationships betw een the s ta ff  and th e  headteacher.

F urtherm ore, th e  la tter head teacher believed th a t em pow ering teachers signifies giving

them  latitude to  th ink ou t plans and be  supported  by th e  school adm inistration in ensuring

th a t the plans are  carried ou t. S tressing th e  need fo r em pow erm ent, he added that:

"The teachers should gel on with their job  with minimal supervision. O f course, they are 
to report back and  you are to fo llow  that through to ensure that things are rightly 
done.... The teacher must fe e l that in his/her area he/she is an expert. In order fo r  the 
teacher to deliver, the administrator must ensure that the tools fo r  delivery are all 
available ” (Male Headteacher, school C).

This particu lar headteacher fu rther m aintained th a t teachers w ere  som ew hat autonom ous

w ith regard  to  curriculum  m atters. H e  explained that:

"The distribution o f  the teaching loads and which components teachers are to teach is 
the duty o f  the teachers in collaboration with heads o f  departments. The administration 
only pu ls the information together with a view to scheduling. B ut there are other 
occasions wherp,'due to s ta ff limitations the administration has to make suggestions to 
the s ta ff to teach components which are not their majors " (Ibid).

Giving s ta ff au tonom y on professional m atters w as no t the only variable th a t featured  in

teacher em pow erm ent, bu t they  w ere  also em pow ered th rough  teacher developm ent

program m es w hich issue is descussed below .

4.2.2A  Teacher Developm ent Programmes

As teacher developm ent is one w ay  in w hich teachers could be em pow ered, th e  study 

indicated tha t m uch as there w as no school-based in-service training in all the  schools 

researched, th e  schools w ere  engaged in som e form  o f  teacher developm ent activities.
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These range from  w orkshops and sem inars organised either by th e  M inistry  o f  E ducation ’s 

subject panels o r Sw aziland T eachers’ Subject A ssociations. All th e  headteachers 

concurred  tha t this activity is vitally im portant for the im provem ent o f  teaching and 

learning a t th e  school and for keeping the s ta ff  in to u ch  w ith developm ent w ithin their 

disciplines.

A t school level, w hat th e  headteachers said to  be happening w as th e  consu lta tion  betw een 

and am ong the  s ta ff w ithin their departm ents. In  school B  it w as discovered tha t as a 

general rule, all teachers handling th e  sam e subject had to  a ttend  the w orkshops and 

sem inars because if  they  only sent representatives, th e  o ther teachers m ight no t get all the 

details o f  th e  w orkshops. W hen they  cam e back from  the w orkshops, they  gave  a report 

to  the s ta ff as a  w hole, in w hich case any m em ber o f  the team  w as picked on  to  report.

I t  w as very  interesting to  note that a t school D , the head teacher had so m uch confidence 

in the s ta ff th a t he audaciously rem arked tha t there w as no need fo r in-service to  be 

conducted as all his s ta ff  w ere qualified, com m itted, enthusiastic and w ith  vast experience 

in teaching. N onetheless, he also encouraged the s ta ff  to  take up university part-tim e 

courses so as to  keep abreast w ith know ledge developm ent either in their subject areas o r 

o ther disciplines such as counselling. H e  em phasised tha t there  w as interactive sharing o f  

ideas betw een m em bers o f  staff. H ow ever, the questions th a t arose  in th e  mind o f  the  

researcher w ere: how  did this headteacher keep-up-to -date  w ith developm ents w ithin the 

subject areas? H ow  did he ensure tha t w hat they w ere  doing w as o f  high standard  o r not?

i
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I t  m ust be  em phasised th a t all these techniques em ployed by headteachers in creating  a  

positive schoo l culture do  no t w o rk  in isolation, bu t they  interplay to  p roduce the desired 

w orking environm ent. T he tw o  w ays discussed above- also w o rk  hand in hand w ith  

developing shared goals w hich will be discussed next.

4.2.2.S Developing a Shared Vision and Purpose

F rom  th e  responses o f  th e  headteachers interview ed, it becam e c lear to  the researcher that 

developing a  shared v ision  and purpose  w as an underpinning fac to r in th e  creation  o f  a 

positive cu ltu re  o f  effective schools. All th e  headteachers in terview ed concurred  th a t 

developing a  shared vision and pu rp o se  begins by involving teachers in decision-m aking on 

alm ost all school issues. F o r  exam ple, the head teacher o f  school D  sta ted  th a t at his 

school, teachers w ere  em pow ered by draw ing up  plans together. H e  said th a t a t the 

beginning o f  each school year, they  to g e th e r se t com m on goals and objectives fo r th e  

school w hich  they w ould  try  to  achieve. O n th is note, D av id o ff and L azarus (1997:46) 

em phasise tha t:

"It is crucial that the vision o f  the school is one which everyone connected with the 
school can share. Realising a vision, or even attempting to realise one... will not work in 
a school i f  s ta ff students, parents are expected to work towards someone else's ideal".

In  o rder to  achieve a  shared vision and purpose, they  also drafted  a  teachers’ sta tem ent o f

intent w hich  is a  com m itm ent by all o f  th e  s ta ff to  a  com m on goal in  term s o f  w hat they

w ere  try ing to  do fo r th e  students. T o m ake the  students have th e  sam e com m itm ent, a

sta tem ent o f  principles w as drafted as well so th a t they  could also identify w ith  w hat the

s ta ff w ere  try ing  to  do fo r them . Basically, the sta tem ent o f  principles centred  around  fou r

basic ideals o r  goals fo r the students o f  th is school, namely:
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* T o instill certain  values o r  guidelines o n  w hich to  base your daily living.

* To provide certain life skills.

* To encourage team w ork  and a sense o f  belonging.

* To encourage  a  positive self-im age and individual excellence in every pupil (School D ’s 

S tatem ent o f  Principles: 1997).

All these ideals are indeed consistent w ith  the creation  o f  a positive school culture tha t is 

likely to  enhance school effectiveness. H ow ever, it w as an unfortunate  revelation th a t 

parents and students w ere  no t involved in th e  developm ent o f  schools’ goals and purpose. 

In  fact, th e  involvem ent o f  parents in school affairs is im perative in th a t they have very  

high expectations about the education  o f  their children, the  success and effectiveness o f  

the school lie in paren ts’ positive a ttitudes tow ards as well as sum iort fo r th e  school 

activities (Dlamini, 1997:4). W hat actually happened a t this school seem s to  confirm  th e  

sentim ents expressed by D av ido ff and L azu m s (1997) and B arb er and D avies (1997) tha t 

schools opera te  w ithin au thoritarian  and bureaucratic  structures, even though  

headtcachcrs may claim  to be dem ocratic in the ir approach  to  leadership. N evertheless, it 

is appreciated  that a t least an effort w as m ade to  let practitioners participate in decision

m aking processes. O n th e  issue o f  goals, it w as very clearly stated  that:

"In order to cope in society and to work successfully with other people and to know what 
to do in certain situations you need a  sense o f  responsibility, commitment, co-operation, 
trust consideration and  honesty" (School D 's Statement o f  Principles: 1997)

A lso encapsulated  in the sta tem ent o f  in tent w ere educational aim s and objectives. A s an

in troduction  to  th e  sta tem ent o f  aims and objectives, the  follow ing w ords w ere  stressed:

"Education is the personal learning process by which values, attitudes, information and  
skills are acquired and integrated. It requires common purpose and unitary action on

I
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the p a r t o f  both teachers and learners in order to be successful. The energies and
altitudes o f  the teaching s ta ff  are a critical fac tor in the school as an organisation and
only teachers can make any education system work w ell” (School D 's Statement o f  
Jntent:1997).

All th e  headteachers interview ed highlighted tha t m ore often than not, th e  vision starts

w ith th e  head o f  the school w ho then  shares it w ith  the staff. I f  the s ta ff is convinced th a t

it is w orth  adopting, they  ad o p t and im plem ent it. This creates a  sense o f  ow nership o f  the

vision. T he  follow ing statem ent by th e  headteacher o f  school C seem s to  indicate th e

notion o f  th e  vision resid ing  w ith the leader:

"My responsibility as head is to p u t in place structures that would lead to the effective 
management o f  the school in order lo facilitate the growth and development o f  everyone 
at the school. In  order to achieve that, /  need to have commitment, vision and guidance 
fro m  m y staff... ” (Male Headteacher, school C).

Furtherm ore, it m ust be said th a t they  em phasised th a t leadership is hopeless w ithout

shared vision. The head teacher o f  school C even rem arked  tha t the leadership role o f  th e

head teacher is to facilitate m ovem ent in the school in such a  w ay  th a t people a re

m otivated to  w ork  tow ards achieving th e  set goals and objectives.

A ll the fo u r headteachers interview ed concurred  that th e re  w ere  o ther tim es w here the

head teacher had to  tough  it o u t w hen there w ere  un tow ard  things happening at the school. 

They felt th a t it is during  such tim es th a t the head teacher should be d irecting  (although  it 

may appear undem ocratic) and m onito r to  ensure tha t things are  done properly. O ne 

headteacher em phasised th a t the business o f  the school is to  get things done in tim e. T he 

i ssue o f  shared vision and purpose encapsulates the aspect o f  school and studen t discipline 

w hich is discussed below .

!



4.2.2.6 Strict Enforcement o f Discipline on Students

All the headteachers interview ed concurred  th a t a t the ir schools they  ensured th a t 

discipline w as m aintained to  create an  environm ent th a t w as conducive fo r teaching and 

learning. 'Teachers canno t leach p u p ils  w ho  are n o t d isc ip lin e d ’, rem arked one fem ale 

headteacher in  school B . In  th is regard , M khatshw a (1983:160) in  th e  case study  she 

conducted in Sw aziland, observes th a t a t th e  school she found  to  be  perform ing well; 

teachers, because  o f  th e  p resence o f  discipline confessed to  being able to  teach  and 

maximise on  instructional tim e since they  did no t have to  spend tim e trying to  m aintain 

order in th e ir classroom s.

N onetheless, these headteachers differed greatly  on the form  o f  punishm ent m eted o u t to  

th e  pupils. F o r  exam ple, in  schools A, B  and C, th e  headteachers w ho  incidentally 

happened to  be  Sw azis, m aintained tha t corporal punishm ent w as som ething they  w ould  

no t like to  d ispense w ith . This feeling co rrobora tes D lam ini’s (1997:18) findings on  his 

w ork  conducted  in rural com m unity high schools w here  m ost paren ts preferred corporal 

punishm ent to  o ther form s o f  punishm ent. O n this score, th e  studen ts w ho  participated  in 

the study in school C  unanim ously exclaim ed that: "C orpora l p u n ish m en t is  the m o st 

com m only u se d  fo r m  o f  pu n ish m en t a t our sc h o o l” (Students, sch o o l C). O ne form  fo u r 

fem ale studen t even re to rted : “I  ha le  co rpora l p u n ish m e n t”.

T he research  also revealed that, th is m ethod o f  punishm ent w as adm inistered by the 

headteacher fo r very serious offences as per the M inistry  o f  education ’s prescription. 

Albeit, th is ru le w as often  breached in tha t o ther m em bers o f  s ta ff  could  also adm inister it
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only for m inor offences, though . A ccording to  th e  headteacher o f  school B , this w as 

essential because if  teachers w ere  no t involved, school discipline w ould  collapse.

H ow ever, she em phasised th a t such  punishm ent need no t be done o u t o f  anger o r  g rudge

bu t should ra ther be in tended to  m ould th e  pupil. T he  la tter headteacher fu rther

m aintained th a t the school im provem ent achieved o v er the years, in term s o f  exam ination

results, w as due to stric t discipline. She actually prided on her achievem ents. T his seem s

to  dovetail w ith  M ahlase’s (1997:154) findings o f  the study  she conducted  in L ebow a

schools w here  she observed tha t one o lder fem ale principal:

“used traditional and  authoritarian control strategies and seemingly managed to get a 
high degree o f  compliance from  her school children, due in part to her outstanding 
school results."

H ow ever, M ahlase also observed that, despite  th e  academ ic success these strategies 

generated, th e  principal w as targeted  by students w hen authoritarianism  w as w idely 

challenged in L ebow a schoo ls in 1990.

In School C, the head teacher stressed th a t corporal punishm ent w as used a lo t a t his 

school. H e  noted  tha t there  w ere  school policies w hich pupils needed to  observe. I f  they 

failed to  observe them , they  w ere  sure  to  m eet the w rath  o f  the adm inistration. H ow ever, 

it w as learned th a t th e  u se  o f  corporal punishm ent had toned dow n especially fo r th e  upper 

form s due  to  th e  teachers change in perspective regarding school and student discipline. 

Their v iew  now  w as th a t i f  they intended to  p roduce  responsible citizens, they needed to  

guide them  in taking decisions th a t w ould  m ake them  responsible citizens o f  tom orrow . 

T he question  tha t arose  then  w as, w hen the students leave school and find that th a t form  

o f  punishm ent is no longer there, w hat will happen? This head teacher further asserted:



87

“Our view now is that wc have to help them to arrive a t responsible decisions which will 
carry them throughout their lives long after they have left this school. Initially, it was 
necessa iyfor us to be very harsh because the school vt'ar not nam ing  well, rules were 
not observed. There were problems o f  tardiness, absenteeism and that sort o f  thing.
So we ju s t needed to make a fresh  start"  (Male headteacher, school C).

T he above quo ta tion  clearly show s th a t there  w as a  shift in perspective by the headteacher

and s ta ff  w ith  regard  to  student discipline. T he w ay  things w ere  done then  seem ed to  be

tak ing  ano ther trend  and this could be ascribed to  a  change o f  th e  cu ltu re  o f  the school.

Initially, th e  culture o f  the school seem s to  have been  a negative one  w hich w as no t a t all

conducive to  teaching and learning.

O n th e  basis o f  th e  com m ents by the headteachers o f  schools A , B  and C w ho incidentally 

w ere  all Sw azis as indicated above, one concluded that their stro n g  belief in flogging had 

its ro o ts  in the Sw azi culture and tradition. O n this note, M agagu la  (1992:1) observes 

that:

"In Swaziland there is a  cultural be lie f that... children need to be corporally punished in 
order to learn to respect adults.... A  parent has a  mandate to corporally punish any 
child i f  he /shefind / him/her misbehaving

Since i t  w as established tha t it is very difficult to  m aintain school and studen t discipline

w ithou t effective com m unication within th e  organisation, one  w ill now  tu rn  to  the issue o f

com m unication.

4 .2 .2 .1  C o m m u n ic a tio n  B e tw een  H e a d te a c h e r , T e a c h e rs , S tu d e n ts  a n d  P a re n ts  

T he research  revealed that a  free flow  o f  inform ation betw een th e  im portan t stakeholders 

a t the school is very  critical to  th e  creation  o f  a conducive w ork ing  environm ent. This 

refers to  form al com unication  w ithin th e  school as a  system . T hat is, th e  w ay  in w hich the 

various subsystem s o f  the school com m unicate and link, w ith  one ano ther (D av idoff and
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L azarus, (1997). All th e  headteachers interview ed expressed th e  sam e sentim ents in this

regard. F o r  exam ple, th e  headteacher o f  school C rem arked that:

"The free  flow  o f  information makes life easy because i f  the headteacher is out o fschool 
on other errands, life at the school continues and things do not grind to a halt. A t my 
school, the way things are done and  should be done is clearly la id  down in the 
teachers'handbook andprospectuso (Male headteacher, C).

H e so strongly  em phasised tha t w hen inform ation is readily available to  people, life

becom es easy and as such, teachers will no t fear to  tak e  initiative in w hatever they intend

doing fo r the benefit o f  the school. In  this regard, D av id o ff and  L azarus (1997:96) argues

th a t in a  dem ocratically m anaged school, lines o f  com m unication betw een the different

system s w ou ld  be as open (transparent) as possible, to  facilitate m axim um  participation  in

th e  life o f  th e  school.

On the sam e no te , the head teacher o f  school D  reiterated  th e  above w ords and said th a t 

free  flow  o f  inform ation is essential because children m ust know  th a t w hat you  say is w hat 

y o u  mean. In  scnool A, th e  headteacher said tha t everybody should  know  ab o u t w h a t is 

happening in all aspects o f  the school life to  avoid negative gossips. H e em phasised th a t if  

there  is dissem ination o f  inform ation from  all directions, it becom es easy to  g e t solutions 

to  problem s.

In  school B , the  fem ale headteacher observed that com m unication is crucial fo r the 

successful running o f  the school. She stressed that unless a  school leader com m unicates 

w ith  the paren ts, teachers and pupils, there will barely be  any p rogress m ade a t the school. 

She also insisted th a t inform ation should no t be  w ithheld from  stakeholders because it is 

th e ir  dem ocratic  right to  know  and to  participate in decision-m aking processes on m atters

i
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thaf will affect their life. D escrib ing such a scenario in one o f  the schools she researched,

M khatshw a (1998:162) asserts:

"The home and school, links...were a smoothly aligned tripartite collaborative system  
between administration, teachers and the parents. This system worked like the guidance 
system o f  a spaceship where every minor deviation in its pa th  was monitored and  
received immediate attention from  base and crew ."

H aving discussed th e  significance o f  com m unication betw een stakeholders a t the schools

stutied, there  is a  need to  tu rn  to  th e  w ay  in w hich this actually  happened.

4.2.2.7.1 The Communication Process

T he m anner in  w hich th e  headteachers com m unicated w ith  the teachers, parents and 

students w as som ew hat similar. F o r  exam ple, all the schools researched held paren ts’ 

m eetings w here they  com m unicated the ir ideals and goals to  them . T he intervals o f  such 

m eetings ranged from  2  to  4 tim es a year. T he second w ay  w as by w riting  le tters to  th e  

paren ts i f  there w as any inform ation they w anted  them  to know . T hese le tters w ere  given 

to  pupils to  take to  their parents. T he case w hereby a  paren t needed to  com e to  school to  

resolve a studen t’s disciplinary problem  is expressed by the  fem ale head teacher B , in the 

follow ing statem ent:

"Even i f  a p u p il has committed some offence, he/she lakes the letter to the parents and I  
make sure that he/she does not go to class until we have discussed the case with the 
parent and has been concluded" (Female Headteacher, B).

This particular head teacher also said she had a  very  inform al w ay o f  com m unicating w ith

the staff. She said th a t they m ade it a  norm  to  converge at th e  staffroom  after assem bly

every m orning ju s t to  g ree t one another. In  case there w as anything to  bring to  the

attention  o f  the staff, she w ould say it there and i f  need be a decision w ould be  taken

w ithin a space o f  five m inutes. A part from  this time, they  also m et a t b reak  tim e fo r tea

i



w here  som e o f  the m inor issues w ere  threshed ou t over a  cup o f  tea  in a  very  relaxed

atm osphere. T he o ther headteachers re iterated  the significance o f  sharing ideas together

a t tea tim e w hich they  w ere  also doing. She also acknow ledged th e  fact tha t such rituals

w ere  quite instrum ental in cem enting relationships together betw een  them selves as a staff.

She also no ted  that th e  s ta ff had a  feeling th a t the headteacher w as closer to  them . O ne

also observed th a t during this tim e teachers w ere  able to  ta lk  about their concerns and

problem s w hich might affect the sm ooth  running o f  th e  school. H er style o f  leadership fits

in well w ith  A dler e t al’s (1993:115) v iew  po in t tha t w om en seem  to  have a  b roader range

o f  possible techniques fo r relating to  o thers than m en have, thus opening up  alternative

w ays o f  com m unicating and getting  things done. She fu rther explained that:

"My s ta ff here, know no protocol! I  usually encourage them that even i f  they meet me 
along the corridors and  there is something they need to discuss with me, they need to 
talk about it informally so that things get moving" (Female Headteacher, B).

In  the sam e vein, the head teacher o f  school C  pointed o u t that it is extrem ely vital that

record  o f  inform ation is kep t fo r reference purposes. H e m ade an  exam ple o f  a

m em orandum  to  the s ta ff  abou t activities tha t m ight in terrup t the ir schedule. Som e o f  the

inform ation that w as retrieved from  the school file read  as follow s: “T he A nti-A ids Club

will render an  item  tom orrow  m orning a t assembly. T o  accom m odate  them , assem bly will

run  from  7.45 a.m. to 8 .10 a.m. A ny inconvenience is reg re tted" (school C).

T he headteachers in terview ed stressed  tha t in a school organisation, feedback  on  the 

im plem entation o f  decisions is critical so that all stakeholders know  abou t th e  progress 

being m ade. T he fo u r head teachers expressed the sam e sentim ents tha t even if  there are 

problem s regarding the im plem entation o f  the decision, the ac to rs should be  m ade aw are
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so th a t they  com e up w ith  o ther solutions. T he headteacher o f  school A  even observed

that if  feedback is n o t given, the elem ent o f  tru s t betw een  the headteacher, staff, parents

and pupils will be dented. H e  then m ade an  exam ple o f  a problem  they  w ere  faced with:

“We have a problem  o f  water supply here. The s ta ff need to be kept informed about the 
progress made. I f  feedback is lacking, there is no way they will know that the problem  is 
being attended to " (Male Headteacher, A).

4.2.2.8 The Headteachcr’s Accessibility to Parents

T he headteachers being aporoachable to  parents and s ta ff  w as found  to  be quite in-keeping

w ith the  notion  o f  creating  a positive atm osphere a t the school. This inform ation w as

cued by the question: “w hat i f  parents ju s t pop  in w ithou t m aking any appoin tm ent to

discuss school related issues?” T he response w as rather hom ogeneous. All the

headteachers interview ed reflected to lerance in this regard. F o r exam ple, in school B  the

head teacher pu t it thus:

‘7  don 't need parents to make appointments because they come to the school to discuss 
issues pertaining to their childrens academic progress. As soon as a  parent comes in, I  
put aside everything and  attend to him /her" (Female Headteacher, B).

In  the sam e vein, the head teacher o f  school C  uttered  the follow ing w ords:

"They don  V need to make an appointment when they come here. The parents are fr e e  to 
come in here at any time. O f course, I  quarrel with a  parent who comes to my house to 
discuss school related issues. B ut I  end up attending to them because that might be the 
only time that the parent has. I  believe that once a parent comes here, he/she must know 
that he/she has been attended".

As a  m atte r o f  fact, even  if  th e  head teacher w as no t around  th e  school, the  deputy

head teacher w as alw ays available to  help the parents. I f  he w as busy, th e  secretary

attended to  them because all the  pupils’ reco rds w ere  filed and the secretary  and teachers

had access to  them . On th e  sam e note, the head teacher o f  school D  had this to  say:

"Ifyou  want parents to be involved, you  have go t to be tolerant. I  actually d o n ’t believe 
in African time because I  think it is an insult to African people.... I f  a parent comes in to
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discuss an important issue I  make m yself available. Although it may irritate me that the 
parent never considered to phone up before coming, that is not a  good  reason fo r  
turning him/her aw ay" (Male Headteacher,School D).

The above statem ent is a  m anifestation o f  how  head teachers’ daily plans and activities are

in terrupted  w hich m ight cause them  to  leave som e o f  their planned activities uncom pleted.

This is indeed an issue w hich needs fu rther research  on how  headteachers in Sw aziland

plan their w o rk  in an endeavour to  effectively m anage tim e. In  th e  n ex t tw o  paragraphs, I

will discuss team -’m ilding strategies used  by headteachers in th e  schools identified as

operating  effectively.

4.2.1.9 E n c o u ra g in g  T e a m w o rk  a m o n g  S ta f f  a n d  S tu d e n ts

F rom  th e  responses o f  the  headteachers, it w as observed tha t team w ork  w as a value that 

w as inculcated a t the ir schools. F o r  exam ple, the head teacher o f  school C  said tha t a t his 

school, team w ork  is dem onstrated  by w ork ing  in  concert; w ork ing  as a g roup  tow ards the 

attainm ent o f  the se t goals and everybody is m ade to  feel that he/she is im portant, needed 

and is m aking a  positive contribu tion  tow ards th e  w ell-being o f  the learners at the school. 

H e fu rther m aintained tha t team w ork  is essential fo r school success because  it engenders a 

sense o f  com m itm ent o n  th e  part o f  the s ta ff and this is ultim ately transm itted  to  th e  

students. H e  also no ted  th a t in case a teacher failed to  perform  according to  the expected 

standards o f  th e  school, he/she feels th a t she/he is letting  the  team  dow n.

F o r  exam ple, at school C, th e  headteacher asserted  th a t th e  teachers se t tes ts  and 

exam inations and m arked  together. In  school A, th e  headteacher said tha t teachers did 

w hat is called team -teaching. In  this case, teachers w ho  taugh t the  sam e subject taugh t 

different top ics in the sam e class. T he o th er teacher could also sit in th a t teach er’s class to



assist w herever possible. H e  m aintained th a t they  did tha t because they w ere  concerned 

about th e  final p roduct in th e  end. S ince they  had a  shared  vision and purpose, teachers at 

his school usually planned toge ther and shared ideas as to  how  best they  could enhance 

their effectiveness in the teaching o f  their subjects. H ow ever, it w as no t possible fo r one 

to  establish during observation  w hether o r  no t th e  discussions in th e  staffroom  centred  

around professional m atters o r ab o u t life in general as all the classes had started  w riting  

their exam inations. A s such, all teachers w ere  busy m arking exam ination scripts. 

N evertheless, the relationship betw een the teachers appeared  very healthy  (see A ppendix  

A). In  th e  event th a t there  w ere  tensions am ong the staff, th e  study show ed th a t 

headteachers w ould  openly d iscourage such as it w ou ld  defeat th e  pu rpose o f  team 

building (see pp. 95).

4 .2 .2 ,10 R e w a rd  S ystem  as a  M o tiv a tio n  V ehicle

F urtherm ore, tying up w ith the notion  o f  team -building is th e  rew ard  system  w hich w as 

practiced in som e schools. T he headteacher o f  school A  pointed o u t tha t his ro le  in 

m otivating th e  teaching s ta ff w as to  negotia te  w ith  th e  school com m ittee and paren ts to  

use  the rew ard  system  a t th e  school. In  this case, those  teachers w ho  achieved a  hundred 

percent pass ra te  in the ir subjects w ere  aw arded th ree  hundred rands (R 300.00) in  cash. 

In addition to  that, if  th e  school achieved an overall pass ra te  o f  one hundred percen t a t 

J.C. and O Level, th e  parents resolved to  slaughter a  cow  fo r them  to  celebrate th e ir 

achievem ent.

This gesture , according to  th e  head teacher has fo rg ed  relationships betw een the  s ta ff  and 

parents in th a t during th e  party , th e  paren ts also jo in ed  them  in th e  celebration. T hey
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actually cam e to g e th e r as a  family w herein  they  also shared ideas betw een  them selves in a

relaxed and friendly atm osphere. T he head teacher also noted  th a t ever since th is w as

introduced, teachers w orked  w ith  g rea ter com m itm ent and they  shared  know ledge and

expertise am ong them selves in spite o f  the adverse conditions in w hich the school

operated. T he head teacher described th e  w hole scenario  as follow s:

"This action creates a  sense o f  oneness and the fee ling  that we have been forged  into one 
large family. I t  makes us all have a fee ling  o f  being loved and needed. It is a great 
thing to get a  pet on (he shoulder i f  you have done a good job  ” (Male Headteacher, A).

In  actuality, the spirit o f  com m unalism  th a t is dem onstrated  in the  foregoing discussion is

inherent w ithin the A frican cu ltu re  in general and the Swazi cultu re  in particular, and it

predates capitalism .

M uch as one appreciates th e  v irtues o f  the kind o f  rew ard system  described above, 

particularly th e  one in th e  form  o f  money, attention  m ust be  g iven to  th e  fac t th a t it is 

likely th a t it creates g rea t com petition am ong the s ta f f  w hich m ight m ilitate against the 

spirit o f  team -bu ild ing .. T his is because those  teachers w ho  m ay repeatedly  fail to  achieve 

a  one hundred percen t pass ra te  in their disciplines m ay begin to  have resentm ent fo r th e  

m ore successful ones in th is regard . T his m ight defeat the pu rpose  o f  team w ork  as som e 

o f these teachers may be discouraged.

A s regards the  head teacher’s effort in ensuring tha t team w ork  w as established, the

headteacher o f  school B  said tha t she d iscouraged inform al g roups a t all cost. She

counteracted  it in the follow ing w ay:

" I f  I  observe that there is an informal group that has been formed, 1 go to the s ta ff  and  
openly discourage it in the presence o f  all the teachers. I  do this because the intention o f  
the informal group may be to make other people fe e l  isolated.... We also h y  to form



95

some sm all learns where teachers would work together to accomplish team goals which 
are in- keeping with the broader school goals " (Female headeacher, B ).

She further asserted  th a t in case there  w ere  teachers w ho  did no t g e t along w ith  each

other, they  m ade them  w o rk  to g e th e r to  accord  them  an opportun ity  to  iron ou t the ir

differences. She also said th a t it is crucial th a t as headteacher, one should n o t have

favourites bu t tre a t all teachers equally.

Furtherm ore, the  headteacher o f  school C  asserted  th a t his role as a  leader w as to  facilitate 

and occasionally  direct th e  team  so  th a t it w ent in th e  right direction, depending on the 

situation they  found them selves in. H e insisted tha t the re  w as a need fo r the operations o f  

the team  to  be  evaluated tim e and again to  see if  it w as still m oving in the  desired 

direction.

H e  also po in ted  ou t th a t as an instructional leader as well, it w as im portant th a t he also

taught a t least a  few  periods. H e  sta ted  th a t he taugh t geography, bu t due to

im provem ents in staffing; he  only taugh t six periods a  w eek . H e  fu rther rem arked:

“Teaching helps me in the sense that I  am not looked upon as an office person. I f  
I  say to the teachers, you  have go t to work, I  must be demonstrating that /  am also 
working so that when the results are analysed I  also get quality results in my subject so 
that the teachers m ay see that I  am also able to do it"  (Male Headteacher, C).

T he above assertion indicates th a t this headteacher w as leading by exam ple. H e  w as able

to  influence th e  o ther m em bers o f  s ta ff by his actions although this can  be  problem atic.

Still on th e  sam e point, the  headteacher o f  school D no ted  th a t he had to  show  by th e  w ay 

he acted  th a t th e  decisions taken w ere  no t his decisions bu t the s ta f f s  decisions. H e  

em phasised on the significance o f  ow ning th e  decisions as a group  because th a t helped a 

lo t in their im plem entation. T he head teacher o f  school A  also poin ted  ou t th a t w ork ing  as
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a  team  is very  crucial fo r  school effectiveness to  be achieved because i f  you do no t, it 

w ould  be difficult to  achieve th e  se t goals o f  th e  school.

H e  further highlighted how  team w ork  w as actually built a t his school. H e  said th a t he 

started  o ff  b y  "nculcating th is sp irit in th e  heads o f  departm ents. T hese departm ental heads 

th en  engendered the sam e feeling am ong o th e r m em bers o f  th e  departm ents. The heads o f  

departm ents w ould  com e to g e th e r and shared ideas abou t how  they could  w ork  to ge ther 

as s ta ff in o rder to  achieve th e  school goals. This show s th a t team w ork  is one value o f  th e  

school cultu re  th a t has to  be  nurtured.

Similarly, th e  head teacher o f  school B pointed  ou t tha t they  started  the process o f  team 

building by  com ing toge ther as a  s ta ff and resolved th a t in o rder for th e  students to  m ake 

grea t achievem ents, the change m ust start w ith them  and then  m ove to  the  students as a 

unified force. T hey should first learn to  w ork  co-operatively  as a staff. She said th a t this 

idea cam e from  her as a  school leader.

T he research  also revealed th e  fac t th a t team -builing w as no t only th e  business o f  the 

headteacher. B u t, th e  s ta ff also had a b ig  ro le to  play in this venture. F o r  example, the 

headteacher o f  school B  further asserted  th a t a t her school, th e  s ta ff organised s ta ff parties 

a t th e  end o f  each year. They bough t presen ts fo r each other. In doing so, each teacher 

random ly picked the nam e o f  any teacher fo r w hom  to  buy a  p resen t w hich w as n o t below  

a  certain fixed am ount. They th en  had an  outing, v isiting  som e p laces in S ou th  Africa, 

such as St. L ucia  w here they  had a party , presented the  g ifts  to  each o th e r and they had a 

lot o f  fun.
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Furtherm ore, it w as very  interesting to  observe that these  headteachers considered 

them selves as equal to  th e  o ther teachers. In  school D , th e  head teacher even asserted  th a t 

he  often  saw  him self as less than  their equal because even though  he did teach  and 

interacted w ith  students, he w as unlike the  teachers w ho constantly  in teracted  w ith  them . 

T he headteacher o f  school B  stressed th a t she had since learned th a t i f  a  leader looks at 

him /herself as m ore im portan t than  th e  teachers he/she w orks w ith, he/she will n o t succeed 

in his/her endeavours to  im prove the school. She p roceeded  to  stress th a t if  a leader has 

th a t kind o f  m entality and is isolating him /herself, th e  s ta ff will be scared to  com e to  him 

even if  they  have problem s. T hat m ight m ilitate against team -building. Suffice it to  po in t 

o u t that her w ay  o f  doing things depicted a  fem ale w orld  o f  adm inistration and education  

w ith  the focus on relationships w ith  o thers, on teaching and learning and com m unity 

building as observed by A dler e t al. (1993:117). I t is also very  im portan t to  observe th a t 

all the  headteachers researched noted  tha t it is no t a t all easy to  build team w ork  a t th e  

school.

I t  m ust be  poin ted  ou t th a t despite  th e  head teachers’ view ing them selves as equal to  th e  

o ther m em bers o f  staff, th e  fac t rem ains th a t they  a re  n o t because they even receive higher 

salaries th an  those  o f  th e  o ther teachers. E ven those  w ho seem ed to  be using a  collegial 

approach did no t use  abso lu te  collegiality bu t contrived collegiality.

All in all, the head teacher o f  school C  observed tha t team w ork  is vital fo r school 

effectiveness because it encourages teachers to  increasingly im prove on  their perform ance. 

This is due to  th e  fac t that teachers are  able to  assist one ano ther technically and in all th e
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areas o f  th e  school life. F u rtherm ore, he no ted  tha t they  learn m ore  and m ore to  w o rk  

w ith  one ano ther harm oniously. I f  th ere  is no co -operation  am ong the  staff, th a t kind o f  

attitude w ould  be  passed on to  the pupils.

4.2.2.11 Effective M anagem ent o f  Change.

T he study also revealed th a t th e  headteachers interview ed had th e  ability fo r effective 

m anagem ent o f  change w hich  is in-keeping w ith  creating  a  positive cultu re  th a t w ould  be 

conducive to  school effectiveness. T he changes tha t w ere  in troduced  and m anaged 

included curriculum , p o w er relations, and structural changes. Som e o f  th e  changes w ere  

intended to  im prove th e  living and w ork ing  conditions o f  th e  s ta ff  so th a t they  could feel 

th a t their needs w ere satisfied. T hese include im provem ent o f  th e  w a te r system  and 

provision o f  s ta ff  accom m odation. O thers w ere  ,\imed at enhancing teach ing  and learning.

T he research  also indicated tha t m ost o f  the changes w ere  initiated by th e  headteachers in

consultation w ith  th e  s ta ff  w hile o thers w e re  initiated by th e  s ta ff and students

respectively. N evertheless, the changes in troduced w ere  successfully m anaged.

A ccording to  th e  headteacher o f  school A, there  w ere  tim es w hen  he had to  stand firm,

like w hen th e re  w as som e form  o f  resistance from  people  w ho had no in terests fo r school

developm ent and im provem ent. D escrib ing such a scenario, he m ade these  rem arks:

"When we wanted to improve our water system, we had to get permission 
in order to lay p ipes across the land belonging to him. But those people 
who are very close to him started making a lot o f  noise. However I  have 
been able to overcome them as some o f  these things need to be resisted"
(Headteacher, A)

Furtherm ore, in school B  th e  head teacher volunteered  to  supervise w eek-end  studies fo r 

form s tw o  up  to  five. N o  sooner had she started  supervising th e  studies than  m ost
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teachers jo ined  her to  actually  teach so as to  cover as m uch concepts as possib le in th e  

syllabus to  allow  them selves tim e fo r rev s io n . T his change w as apparently  in troduced  in a 

very  subtle m anner.

A nother significant change w as in controlling the teachers’ m ovem ent in -and-out o f  

school. She no ted  th a t initially, she could hardly allow  teachers to  go to  to w n  to  do their 

private business during school hours. A fte r realising how  it im pinged upon her w ork ing  

relations w ith th e  staff, she decided to  change her perspective. She asserted  th a t she had 

since believed tha t if  she allow ed th e  teachers to  go  aw ay w hen there  w as a  need  to  do so, 

it w ould becom e difficult fo r th e  teachers to  keep com ing back  fo r the  sam e th ing  unless 

th ere  w as a real need to  do  so. In  controlling th e  teachers’ m ovem ent, she cam e up  w ith  

th e  idea o f  a  s ta ff pass-ou t b o o k  w herein  a teacher w ro te  the tim e he/she w ent o u t and th e  

tim e he/she cam e back, th e  destination  and purpose o f  visit. A lbeit, they  had to  seek  

perm ission from  her first.

In  school C, a  curriculum  change in troduced w as initiated by ex-students. H e  said th a t 

initially, additional M athem atics w as offered only to  very  capable pupils ou tside th e  

norm al tim e-table ju s t to  m ake them  have a feel o f  the harder M athem atics. A fter 

discussing it  w ith  the staff, they cam e to  a  conclusion th a t they should in troduce it as a 

com ponent. H e  em phasised th a t open  discussion w ith  the s ta ff on  im portan t issues is 

significant because it is th e  s ta ff w ho have to  see the need fo r change. A ccording to  him, 

this is how  th e  change w as in troduced:

"...some o f  (he students came backfrom  the university and suggested that we introduce 
additional M athematics as a  fu l l  time subject which we d id  as p e r  their suggestion. The 
problem  we were fa ced  with was that there, was no slot in the time-table fo r  additional 
Mathematics. A fter talking to the M inistry o f  Education, we were able to redeploy one o f
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the teachers and reduced the leaching load so that we could cope with the change. We 
then introduced additional Mathematics as a component into O Level" (Male 
headleacher, school C).

T h e  m anner in w hich th is particular headteacher hand;, J th is issue show s th a t he 

w elcom ed ideas from  o ther m em bers o f  th e  school com m unity. As in th is case, th e  idea 

cam e from  ex-students and w as actioned properly, I t  w as also observed by the researcher 

th a t this head teacher w as indeed a  transform ative leader. In  this case, th e  leader

encourages involvem ent o f  all participants w ithin the organisation  so tha t th e  leader and

fo llow ers m ay raise one ano ther to  h igher levels o f  m otivation  and m orality  (A ngus, 

1989).

In  school D , the researcher found tha t th ere  w as an envisaged change in term s o f  financing 

and m anaging the  school. This change w as initiated by the  com pany. In  an a ttem pt to  

m anage th is change, the school decided to  increase the schoo l's  roll so th a t the re  could  be 

sufficient funds to  run the school. F o r  exam ple, tw o  standard  six classes w ere  introduced 

in 1998. T his is really indicative o f  proactiv ity  on the part o f  the leadership o f  the school. 

In  fact, th e  effective m anagem ent o f  change a t school level involves th e  headteacher 

creating  a  fc rum fo r teachers to  m ake decisions about the envisaged o r p roposed change. 

In  o th er w ords, if  a  school has created  a  cultu re  o f  collaboration and collegiality, teachers 

are  be tter able to  cope w ith  and to  m anage change. A ccording to  C ovey (1992), teachers 

w ho are  proactive  are characterised by flexibility and willingness to  m ake things happen in

their school ra th e r than  heap ing  the blam e elsewhere.
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4.3 THE SUSTENANCE OF THE CULTURE OF THE SCHOOL

4.3.1 Staff M aturity and Presence of Responsible Senior Teachers

T he headteachers o f  schools B , C and D  w ith  the exception o f  school D  w here  th ere  w as a

high academ ic s ta ff tu rn -over (because o f  th e  adverse living conditions like th e  shortage o f

w ater) explicitly poin ted  o u t th a t s ta ff stability played a  m ajor role in th e  sustenance o f  a

developed positive w ork  ethic and school culture. F o r  exam ple, the head teacher o f  school

C stated tha t th o se  teachers w ho had been a t the schoo l fo r a  long tim e w ere  very

instrum ental in th is regard. I t  is these teachers w ho give o ff  trem endous energy in trying

to  engender a  spirit o f  team w ork  am ong the  staff. T hey actually induct new  teachers into

th e  school system  in tha t they  tell them how  things are done at the school and how  things

have changed over th e  years. This is because they are now  custodians o f  th e  values th a t

the school has developed over the years and they know  all the aspects o f  th e  school life.

H e  further explained:

"...I am privileged Jo be at this school because when I  was appointed to this position, I  
did not have any training. I  was j'ust like the other teachers. I  learned on the job. In the 
process, the teachers have helped me learn as well. I  have learned to treat them as 
colleagues, and not ju s t as subordinates. Even so, the fa c t remains that I  am the 
headteacher" (Male headteacher, school C).

O n this note, th e  fem ale head teacher B  also highlighted th a t th e  perform ance o f  the school

and its general life had caused som e teachers to  tu rn  dow n offers in th e  private sector.

She em phasised tha t i f  there is a very low  tu rnou t o f  teachers a t the school, things tend  to

becom e easy in term s o f  enhancing th e  cultu re  o f  collegiality and collaboration. T he sam e

w ords w ere  re iterated  by th e  mate head teacher D , w here  even the teachers sta ted  in no

uncertain term s tha t they w ould no t leave the schoo l fo r any reason. W hat also

!
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perpetuates the developed cu ltu re  o f  the school is the  rituals practiced  a t th e  school w hich 

will be discussed below .

4.3.2 The School’s Rituals

T he study also revealed th a t th e  rituals practiced  a t th e  schools w ere  instrum ental in 

sustaining the cu ltu re  tha t w as created  over the years. Som e o f  these rituals include open 

days; speech and prize-giving days; parents, teachers and students playing gam es toge ther 

and o ther occasions w here they  cam e toge ther as a family like in celebrating parties. 

These values w ere  transm itted  from  one group  o f  teachers and students to  another 

through policies, statem ents o f  principles, statem ents o f  intent, teachers/E  handbooks and 

rules and regulations. T he im pressive results o f  these schools also contributed  a g rea t deal 

tow ards the sustenance o f  th e  schools’ cultures.

4.3.3 Pupils’ Rctciitioi; Throughout the Schooling System.

In  schools B , C and D  the researcher observed that to  facilitate sustenance o f  the school 

culture, only a  few students from  o ther schools w ere  adm itted into entry points such as 

form s one and four. F o r example, in all the schools researched, it w as established that all 

their form  th ree studen ts passed the external exam inations in the previous years. As such, 

by the tim e these studen ts w ere  in fo rm  four, they had assim ilated all the  values o f  the 

school cu ltu re  and they w ere  better able to  help transm it them  to the new  ones.

4.3.4 Students’ Selection

Pertain ing to  the question  w hether o r  no t the school had adm issions policies, schools B , C 

and D  responded  positively. A s a  m atte r o f  fact, all these schools w ere  very  selective in

l
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their adm ission o f  students. M uch as the headteachers seem ed to  be quite effective 

leaders, the good  results w ere  also influenced by th e  rigorous selection o f  studen ts plus 

the established culture and ethos o f  the schools. I t w as only school A  w hich adm itted  

pupils w ith  different abilities.

A ccording to  school B ’s headteacher, students w ere  adm itted on condition  they  m et their 

requirem ents regardless o f  race, co lou r o r religious affiliation. T heir requirem ents 

included studen ts w ho had potential to  produce quality  grade. H e  sta ted  so categorically  

that candidates w ith a  C  g rade  are denied entrance. I t  is only those candidates w ith  first o r 

very  good  second class passes that w ere  accepted. H e  said that th is applies even to  their 

ow n pupils, H e  stressed this po in t and  said: “W e are w ork ing  here! w e don’t w an t people  

w ho will pull us dow n” . W hen asked w hether o r no t this w as agreed  upon  by th e  parents, 

his response  w as th a t it w as the teachers’ decision and th e  parents w ere  m ade to  sign 

declaration  form s to  com m it them selves. H e said th a t parents had always taken  up arm s 

against them  bu t they w ere  able to  contain the situation.

In  school C. th e  headteacher also said that all applicants w en t th rough  a  w ritten  interview  

and w ere  adm itted on  the basis o f  the interview  results. T he exam ination is taken  in 

subjects like M athem athics, Science and English. T he head teacher o f  school D  also said 

tha t h e  w as doing th e  sam e thing, bu t also as a selection too l, they also adm inister a  

read ing  test.

T he headteacher o f  school A, poin ted  ou t tha t he adm itted pupils according to  th e  

adm issions p rocedure prescribed by the M inistry o f  E ducation . H e  also sta ted  th a t since
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they  had five feeder schools, they  had a lo t o f  pressure to  adm it pupils w ith  a w ide  range 

o f  abilities. As such, they  to o k  pupils w ith first, second and third class passes. S ince this 

school w as n o t selective in adm itting students, one could safely conclude th a t it w as quite 

effective in  term s o f  th e  exam ination results.

4 .3 .5  T e a c h e rs ’ Selec tion

T he study also revealed th a t the fo u r schools that w ere  researched did no t have a  w ritten  

dow n policy fo r selecting teachers. H ow ever, they did select new  teachers in  th a t they 

recruited teachers w ho had  a  good  reputation  in term s o f  teaching, conduct and hum an 

relations. O therw ise, teachers in schools A, B, and C w ere  posted  to  the  schools by th e  

Teaching Service C om m ission (TSC ). O f th e  four schools, it w as only in school D  w here 

the head teacher reckoned that new  teachers w ent th rough  an in terview  conducted  by 

him self and the  school council.

H e  asserted th a t w hat he expected from  them  w as a considerable am ount o f  experience 

and he inquired about their a ttitude to  w o rk  and their achievem ents from  their form er 

headteachers before appointing  them . H e  further explained tha t th e  reason  fo r doing th a t 

w as tha t th e  pupils should have confidence in the teachers regarding their delivery in class.

4.3.6 H o w  In e ffec tiv e  T c a c h e rs  w e re  d e a lt w ith

W ith regard  to  handling cases o f  ineffective teachers, the headteachers o f  schools A, B  and 

C  noted th a t they did have instances w here  teachers becam e ineffective. T his is indeed one 

o f  the m any areas th a t m ake in-service essential a t school level. In  school C, th e  

headteacher recounted th a t w hen he received com plaints from  the studen ts about a certain
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teacher, he referred th e  m atter to  the  class teacher to  handle it as a  colleague. I f  the class

teacher failed, he/she referred  it to  the head o f  departm ent. The m anner in w hich this

headteacher handled cases indicated tha t he w as strictly  bureaucratic and hierarchical in his

approach. T here w as, how ever, a  reasonable am ount o f  dem ocracy and tru st because the

staff had capacity  to  influence decisions. T hat is, he gave  th e  class teacher the  opportunity

to  resolve problem s. This w as dem onstrated  by his assertion  tha t usually, problem s g o t

sorted  o u t before com ing to  him  as headteacher. N evertheless, he reckoned:

“I  have had a case where I  personally had  lo get involved. This time, there was a feeling  
among the s ta ff  that a certain member o fs ta f f  ti'm- not co-operative. To begin with, I  
talked to the teacher concerned and  monitored closely whether or not he was giving the 
students work and have it  marked. This, J  did by literally checking the students' exercise 
books as that is my responsibility as a  leader. I  also made sure that he was going to 
class a t all times,... J f  it comes to the worst, J start communicating with the offending 
teacher in writing. But J  have fo u n d  that once you start writing to him/her, he/she 
changes because no one likes to have bad information about him /herself filed" (Male 
headteacher, school C).

In  school B , the headteacher said tha t she once had a  teacher w ho w as very  ineffective. 

A fter receiving com plaints about her, and had verified the allegations, she ordered this 

particular teacher to  stop teaching 0  L evel and w ent to  J.C . even though  she w as head o f  

departm ent. She asked a  very effective teacher a t this level to  w ork  w ith h e r all the tim e 

so th a t she could im prove. D uring the second year, she becam e annoyed o f  being 

m onito red  and asked tha t she be given tim e to  p rove herself. F rom  th a t year onw ards, her 

results greatly  im proved.

T he  above sentim ents expressed by  the fem ale head teacher o f  school B is a  clear 

indication tha t this particu lar head teacher m ade decisions w ithout consulting w ith th e  s ta ff 

som etimes. A s in this case, she only used her p o w er as a  leader in putting  righ t th e  

w rongs a t the  school w hich had im pinged upon the schoo l’s academ ic perform ance.

i
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The researcher also observed tha t the headteachers o f  schools A, B  and C concurred  th a t

they fo llow ed the sam e procedure  in dealing w ith a  non-effective teacher. T he headteacher

in school A  com m ented:

" I do go to the teacher ’.v class and actually obseive how he/she delivers his/her lessons 
and I  do some kind o f  appraisal. I  do have a teacher whom we do not allow to go up to 
fo rm  three because o f  her ineffective leaching despite our repealed attempts to motivate 
her" (Male Headteacher, A).

I t  w as very  interesting to  observe tha t a t school D , the head teacher said th a t he  w as

fortunate  th a t he had never had a  teacher w ho w as ineffective. This could be fo r the

reason th a t this w as a very  small school w ith the roll o f  about 140 studen ts and a  s ta ff  o f

16 teachers. As such, the problem s experienced by this school cannot be  com pared w ith

those faced by the o th er schools because o f  their b igger sizes. In  addition, the teacher

selection p rocess helped a  g rea t deal at this particular school. All th e  teachers w ere aw are

o f  the fac t th a t should they  relax, they  might lose the ir posts  as this w as a private school

which believed in maximum productiv ity  on th e  part o f  the teacher.

4.3.7 The Supervision of Teachers’ and Students’ Work.

The study also revealed tha t ano ther con tribu tory  fac to r to the schoo ls’ good  O  Level 

Cam bridge exam ination results w as the  supervision o f  teachers’ and studen ts’ w ork. This 

w as despite  th e  fac t th a t som e headteachers denied conducting  supervisory  duties a t their 

schools on  the* Vasis o f  the confidence they had in the teachers. F rom  the responses o f  the  

heads, it w as indeed clear that th e  m ajority did supervise teachers’ w ork , a lthough that 

w as done a t a  minimal level.
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T he  headteachers o f  schools A  and B  bo th  agreed th a t they  w ere  supervising teachers 

w hen  doing their w ork. B o th  heads said th a t heads o f  departm ents w ere  involved in this 

exercise as they  w orked  closely w ith  th e  teachers. T he male head teacher o f  school C, 

explained:

"I look a t the record books o f  individual teachers to see i f  they properly do their work.
I f  need be, I  discuss with the teacher concerned how he/she can improve on his/her 
performance. In  addition, I  move around the school to ensure that teachers are surely 
doing their work and students are attending classes

H e  fu rther sta ted  that as an instructional leader, he m ade sure th a t he g o t a  very high pass

ra te  in his subject in th e  external exam inations. H e  said tha t it w as im portan t to  supervise

teachers w hen  doing their w ork  because as a leader he needed to  know  w hether o r no t the

teachers w ere  m oving in the right direction. H e added th a t if  you ju s t let it go, it w ould  be

difficult to  know  w hat is actually happening in class.

T he headteacher o f  school B  also poin ted  ou t th a t as far as supervision w as concerned,

she delegated  those  duties to  the heads o f  departm ents w ho had to  check teachers’

preparation  books, pupils’ c lassw ork exercise books and so forth . She po in ted  o u t tha t

som etim es they  actually w en t to  class to  observe teachers in their departm ents teaching.

B u t the la tte r did no t happen very  often. She stressed  th a t it w as vital because th ere  w ere

teachers w ho  ju s t w ould  no t go to  class to  tell sto ries and never even give classw ork  o r

hom ew ork. She also m entioned the fact tha t once in a  w hile she checked the s tuden ts’

classw ork and tesi exercise books to  ensure that the w ork  given w as m arked and w as up

to  the expected  standard. She fu rther rem arked:

"I actually go through the whole p ile  per class. I  don ’l only check the good and bad  
scripts. I  have a week where I  perform  this task" (Female Headteacher, B).
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O n this point, the  headteachers o f  schools C and D  sta ted  th a t they did no t have to

supervise the ir teachers w hen  doing their w ork. T he head teacher o f  school D  com m ented:

”1 do not supervise teachers nor do any o f  my members o f  the hierarchy observe another 
teacher's lessons. I  believe that i f  sve have appointed people trained and qualified, it is 
their ethical and  professional duly to see to it that they do their Job properly. B ut i f  
pupils complain about a teacher not being in class in time and  not doing his or her work 
well, that is a danger signal and I  obviously have to confront teachers on that score. But 
as a  general rule, my philosophy is that i f  we are professional people, we have got to 
behave in a professional w ay" (Male headteacher, DJ.

H e felt th a t things needed to  be done  th a t w ay because in th e  field o f  medicine, a  d o c to r

certainly does no t need ano ther do c to r in his consulting room  to  ensure th a t he diagnoses

a  p a tien t’s sickness properly. L ikew ise, he expressed a b e lie f th a t as professional people,

it w as the ir duty as teachers to  do their w o rk  properly  w ithou t em barrassing ano ther

teacher’s professionalism  by sitting in his/her class. I f  tha t happened, the  children w ere

likely to  infer tha t the headteacher o r  head o f  departm ent had a  problem  w ith  tha t teacher,

he reasoned. H ow ever, the researcher felt th a t this particu lar head teacher m ight have

expressed such sentim ents because his school w as small and had a  sm all num ber o f

teachers w ho perhaps did no t need  m uch supervision. In  addition, in a private school like

this one, th e  norma! practice is tha t non-perform ing teachers a re  fired as it operates on  an

inpu t-ou tpu t model.

In  so  fa r  as his supervisory duties w ere  concerned, the head teacher o f  school C m ade a

very  in teresting  sta tem ent and said:

"J hardly have to supervise, now, because I  have a team o f  dedicated, loyal and  
hardworking people who are always on task. In case there are problems, we prefer 
having an open and fra n k  discussion. I f  information reaches this office (hat certain 
things are not a ll right, we do not wait until the situation gets out o f  hand. This is 
because we believe that i f  a teacher is not perform ing to the expected standard and  
students are disgruntled, the discipline structures we have pu t in place may collapse as 
students may resort to other means o f  making themselves heard" (Male Headteacher, C).
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M uch as this headteacher claim ed no t to  be supervising teachers, th e  study, th rough  

further probing also revealed th a t he som etim es w en t to  th e  staffroom  to  actually  check  if  

all the teachers w ere  punctual to  class. H e  said tha t i f  he found a  teach er killing tim e 

there, he o rdered  him to go  to  class im m ediately. H e  even m ade an exam ple o f  a 

M athem atics teacher, w ho instead o f  seeking help from  his colleagues decided n o t to  

attend to  his classes regularly. This w en t on until th e  students could no t contain  

them selves any longer. T hey lodged the ir com plaints to  the head teacher w ho then  tried  to  

establish from  th e  teacher concerned w hat the prob lem  w as and to ld  him  to  rectify the 

anomaly. Subsequently, th e  problem atic teacher op ted  ou t o f  th e  school as he felt he 

w ould n o t fit any longer.

4.4.0 The Dialectic Relationship Between the School and the Community

4.4.1 Environincntal Awnrcncss

The research  also revealed th a t all th e  fo u r schools w ere  m aking a significant contribution  

in term s o f  socio-econom ic developm ent o f  the com m unities w here they  are  located. F o r  

example, D av ido ff and L azarus (1997:xvi) argue tha t schools are  a  part o f  th e  society, and 

are affected by their im m ediate and b roader social, political and econom ic contexts. 

Similarly, schools can  and m ust im pact on their con tex ts and play a  ro le  in contributing 

tow ards the  developm ent o f  humanity. U nder the leadership o f  th e  headteachers, the 

schools created  environm ental aw areness to  the pupils by getting  them  involved in 

com m unity activities.

First, as the headteacher o f  school B  pu t it, th e  participation o f  her school in such 

com m unity activities helped the pupils because it taught them  social responsibility.
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Secondly, it enabled them  to  identify w ith  the needy people  o f  their com m unities and 

.a v o w e d  to  help them  ou t. M o s t im portantly, it m ade them  realise th a t they  form ed an 

integral p art o f  the society w hose  developm ent and betterm ent lay w ith  their contribution. 

This w as a  g rea t streng th  o n  the p art o f  th e  headteachers providing leadership. This seem s 

to  be consisten t w ith  A ngus’ (1989) belief in A ustralia tha t effective leadership m ust take  

into cognisance the socio-econom ic fac to rs am ong o ther things.

F o r exam ple, although school B  is situated in an urban area, it w as qu ite  involved in 

com m unity activities. This school conducted  clean-up cam paigns and also participated  in 

H IV /A ids aw areness cam paigns as th e  school also had an A nti-A ids club. B esides, they 

also to o k  p art in fund-raising drives m ounted by charity organisations such as the 

Sw aziland R ed  C ross Society, T he Save The Children Fund and so on. Furtherm ore, they 

w ere  also w ork ing  hand-in-hand w ith o ther neighbouring schools w henever they  m ounted 

fund-raising drives w hich is indicative o f  a  collaborative cu ltu re  betw een schools . T he 

school’s drum  m ajorettes team  participated  greatly  in such activities.

School C w as also located  in an urban area and w as involved in clean-up cam paigns and

they partic ipated  in com m unity functions w here they offered item s like U m m iso (i.e.

m aiden’s  traditional dance), S ibhaca D ance  (m en’s traditional dance) and football gam es.

A ccording to  the headteacher, it w as essential for th e  school to  involve the com m unity in

its affairs because schools are  in the com m unities and they o w e their ex istence to  the

com m unities. H e  em phasised that:

"There is no way in which you can say that the community has no influence on the 
school. The students that we have, come from  the community. They come with certain 
practices that m ay not be in concert with what we are trying to achieve. B ut i f  we 
involve the community, we shall he better able to know why they behave the way they do.
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That kind o f  background information will help us know how we can solve problems 
caused by students. That is, the school fro n t should meet with (he community fro n t tc 
solve problems together so that we do not clash " (Male Headteacher, C).

H aving discussed the issue o f  school environm ental aw areness and its benefits, i t  is

w orthw hile to  turn  to  th e  question  o f  how  the com m unity contributed  to  the  developm ent

and im provem ent o f  th e  schools.

4.4.2 Community Contribution Towards School Development

I t  is also w orth  pointing o u t th a t due  to  school A ’s academ ic excellence desp ite  the 

adverse conditions it opera tes under, it w as able to  a ttrac t assistance even from  the 

business com m unity. F o r  exam ple, according to  th e  headteacher, one organisation  

donated th irty  thousand rands (R 30,000) w orth  o f  books w hile ano ther business 

en trepreneur donated thirty  desks.

In  addition, in school B the evidence o f  reciprocal action betw een  the school and 

com m unity w as the advice m em bers o f  the com m unity w ere  giving th e  school o n  how  the 

school could  be im proved in term s o f  student discipline and resources. She g ave  an 

exam ple o f  a  schooi hi.!! and s ta ff  bedsitters w hose construction  w as financed by  the 

parent comm unity.

Furtherm ore, som e m em bers o f  the com m unity cam e forw ard to  offer assistance to  needy 

pupils in one w ay o r  the other. T hese people financed the studen ts’ education  and th e  

students paid that back by staying w ith and w ork ing  around the sponsor/E s hom e. In 

trying to  help the needy pupils, th e  student body raised funds by w ilting  le tters to  

organisations, com panies and individuals asking fo r help fo r th e  purposes o f  helping their

i
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fellow  needy pupils. Som e o f  these non-governm ental organisations include R o tary  Clubs, 

St. V incent D epot, T he  Save T he Children Fund, Fundzis’um ntfw ana and Tibiyo 

TakaN gw ane.

4.4.3 Inculcation o f Cultural Values

A s seen above, som e o f  th e  schools studied  to o k  cognisance o f  the cultural con tex ts o f  the 

com m unities from  w hich th e  pupils cam e. T hey w ere  found to  be  m aking an effort to  

transm it th e  cultural values o f  the society  so that they  v -'d fit well in to  the  society 

during and after the schooling process. T hat is, they w ere m ade aw are o f  th e  fact tha t 

they  belonged to  their com m unities and they needed to  p lough back  to  them  w h a t they had 

learned. In  o ther w ords, they  had to  identify th e  needy and help them  in w hatever w ay  

possible. T his will be  discussed in detail below , looking a t how  each o f  th e  schools 

studied perform ed these social responsibilities.

Since school A  w as located  on the k ing’s farm  and next to  th e  k ing’s residence, th e  school 

paid tr ibu te  to  the Icing by w eeding his m aize fields. T he researcher learned th a t this 

activity did n o t im pinge upon school tim e as it took  place w hen th e  students had finished 

w riting the ir end-of-year exam inations, ju s t before closing. T his com m unal task  w as 

undertaken  by the students and w hen  they  had finished w eeding, the  king presen ted  them  

w ith a  beast w hich they slaughtered a t the school and enjoyed the  meat. T he  exercise o f  

paying tr ibu te  to  the king is indeed consistent w ith  th e  education  policy o f  the  country  in 

th a t it tau g h t the  students conform ity to  th e  existing orders o f  th e  society and loyalty to  

and respect fo r authorities. Actually, w eeding th e  k ing’s fields, know n as “k u h le h la "  (i.e. 

paying tribu te  to  the king), is the responsibility o f  every Sw azi citizen.
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4.4.4 How tlic Socio-Econom ic Im b a la n c e s  oF the Students were Addressed

I t  was also revealed by this study th a t the schools helped students from  p o o r socio

econom ic backgrounds in different ways. This w as actually  a  concerted  effort by teachers 

and pupils. In  all th e  schools researched, it w as th e  career gu idance and councelling 

teachers w ho  identified th e  real needy students. They did this by digging deeper into the 

lives o f  th e  students they  suspected  to  be  needy. Som etim es even th e  students could 

identify their needy fellow  students.

In  schools B , C  and D , pupils w ere  actively involved in assisting needy students. T o  start 

o f f  with, in school B  students w ere  requested  by th e  headteacher to  m ake contributions in 

the form o f  pieces o f  school uniform  like shirts, je rseys, shoes and so on. L a te r on, the 

students on  the ir ow n h 'tia tive started  a  charity club w hich w ould  specifically look  into 

the affairs o f  the needy pupils. T hey started  conducting  fund-raising drives w hose 

proceeds w ould  go  tow ards th e  charity fund.

A s regards th e  sustenance o f  the school culture, the  head teacher o f  this school sta ted  that 

after establishing a rapport w ith  these organisations, they  ensured th a t they  periodically, 

like at the end o f  each term , sent them  reports about the sponsee/E s perform ance. H e 

stressed th a t i f  there w as feedback from  the school, the sponsors are  encouraged to  

continue to  offer their help.

In  school D , even though  the  school w as being perceived as an elitist school by m em bers 

o f  the com m unity around the school because  o f  its facilities, th e  head teacher said th a t they

i
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had no t lost sight o f  th e  fac t that the school is em bedded in th e  com m unity context. A s a

m atter o f  fact, they had to  identify w ith  th e  com m unity in one w ay o r  the other. This

feeling is reflected  in th e  follow ing assertion:

"It has been our philosophy that we are part o f  the community and need to be part o f  the 
community because many o f  our pupils come from  there. Although many o f  our pupils 
come from  advantaged homes, it does not mean that we are no t mindful o f  the needs o f  
those from  disadvantaged homes ".

A s such, this school had a  com m unity service group  w ho assisted children from

surrounding prim ary schools w ith  English com m unication skills. T he research revealed

tha t many o f  English-second language pupils a t this school partic ipated  in this exercise so

th a t they could  be used as ro le m odels. In addition, they  helped children from  the

surrounding com m unity w ith  swim ming and w ater safety skills. B esides all th a t, they

raised funds every year tow ards a  charity  club run to  assist deserving individuals, n o t in

th e  w ider kingdom  o f  Sw aziland, bu t in the local com m unity. T he school w as also

assisting in th e  feeding schem e at a  squatter cam p on a regular basis. On the po in t o f

helping th e  com m unity’s needy, the head teacher asserted:

"We have also bought a wheel chair fo r  a physically handicapped child who was not 
able to move around. We have also contributed another wheel chair to another child  
who was dragging h im self along the ground to school everyday. We have also assisted  
Swaziland Hospice at home where there was a child who had to have a heart valve 
replaced. So we contributed towards the heart valve replacement” (Male headtecher, 
school D).

Furtherm ore, the pupils a t this school had also painted th e  children’s w ard  at the local 

hospital. In  addition to  that, they m ade som e toys w hich they hung  above the courts o f  

th e  hospitalised children. T he pupils raised all these funds th rough  sponsored  w alks. F o r 

example, in  a  fund raising drive m ounted  in 1997, in w hich all s tudents at the school 

participated, they  collected seven thousand  rands (R 7 ,000.00). O n th e  basis o f  all these
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activities, it becom es vividly clear th a t this school w as very effective in term s o f  

considering th e  socio-econom ic contex ts o f  the students and the com m unity w here the 

school is im m ersed.

H ow ever, th e  com m unity, according to  th e  head teacher never contributed  anything 

tow ards school developm ent fo r the reason  th a t th e  com pany had all along been  the sole 

financier and provider o f  all th ings a t th e  school w hich generated  a  very  dependent 

mentality.

4.4.6 Students’ Perceptions o f Decision-M aking Processes

I t  w as a  startling  revelation  th a t in all th e  schools studied, studen ts’ involvem ent in m ajor 

decision-m aking p rocesses w as ra th er limited. All th e  pupils in th e  public schools w ho 

participated  in this study expressed g rea t discontentm ent in th is regard . They asserted  th a t 

their involvem ent w as ju s t  lim ited to  discipline m aintenance, school cleanliness, enforcing 

spoken English, and studen t entertainm ent activities, to  nam e a  few . I t  w as very 

interesting to  observe th a t the activities o f  the Sw aziland A ssociation  o f  S tudents (SA S) 

had trem endous influence on  the th o u g h t patterns o f  the studen ts in th e  public schools. 

This w as because SAS jo in ed  forces w ith  th e  political g roup ings in th e ir cry fo r th e  

dem ocratisation  o f  th e  country  and th e  in troduction  o f  SR C s (S tudent R ep iesw .ta tive  

Councils) in  th e  schools so tha t th e  in terests o f  th e  studen ts m ight be served. As such, 

students in the  u rban schools (i.e. B  and C) expressed a desire, fo r g rea te r and deeper 

involvem ent in decision-m aking processes.
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A s a m atte r o f  fact, m ost students interview ed in th e  public schools expressed g reat 

resentm ent tow ards th e  use  o f  corporal punishm ent in their schools w hich according to  

them  did m ore  havoc than  good . Again, on  this note, one fem ale studen t w ho claim ed to  

be  a  hum an rights activist view ed corpora l punishm ent a s  som ething th a t plants a  seed o f  

anger and rebellion in th e  victim . S he observed th a t as a sign o f  rebellion, such a  studen t 

may defy the school’s se t rules and regulations. Such sentim ents tally w ith  M ahlase’s 

(1997:154) observation  in  L ebow a Secondary  schools th a t tightening discipline is likely to  

antagonise students. A gain, it  m ust be  stressed th a t although the students expressed 

dislike o f  th e  stringent rules and the m anner in w hich the schools ensured th a t they  w ere  

observed, they  all appreciated  the strong  and firm leadership a t th e ir schools. They 

observed th a t it yielded positive results in term s o f  th e  perform ance o f  th e  school.

On the  po in t o f  studen t involvem ent especially on m atters th a t affected them  like in th e  

choosing o f  prefects, they fe lt th a t they  should be given a  right to  choose  their ow n leaders 

through a dem ocratic .process o th er than them  being im posed  on th e  studen ts by th e  

teachers. They said th a t on th e  basis o f  the  fac t th a t they w ere  th e  ones w ho knew  each 

other a t th e  school as th ey  also knew  how  each one o f  them  conducted  h im /herself in and 

ou t o f  school. T he study also revealed th a t the students did no t know  m uch about S R C ’s. 

As such, they  preferred  the prefect system  w hereby the p refects w ou ld  be dem ocratically  

chosen by them  so th a t they  w ould  serve their in terests ra th er than those  o f  the teachers 

and adm inistration.

O n th e  contrary , pupils from  th e  private  school w ere  con ten t w ith  the sta tus quo in  so fa r 

as the running  o f  the school w as concerned. They described the com m unication channels
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as veiy  free  and open. T hey asserted  th a t even though  the) w ere  n o t directly involved in 

decision-m aking processes, th e  head teacher alw ays solicited their v iew s on 

certain im portan t issues th a t w ould  affect their lives a t the school. C onversely, the 

students them selves w ould  approach  the headteacher and teachers i f  they had som e 

concerns.

They also poin ted  o u t that th e  school operated  on  th e  principle o f  a  family, th a t all peop le

are equal. T hey stressed th a t even am ong the studen ts there  w as no feeling th a t som e

w ere  superior to  others as is the case in schools w here there  are  p refects. I t  w as learned

as well th a t th e  school even had no class m onitors. R ather, the teachers w ere  inculcating

in th e  students a sense o f  responsibility th a t everyone is a  m aster o f  his/her ow n destiny.

This w as indeed a very fascinating scenario. A t th is school, accord ing  to  th e  students,

teachers displayed a  very positive attitude  and d isposition tow ards th e  students and they

gave individual attention . Such values w ere  clearly laid dow n in th e  sta tem ent o f

principles and statem ent o f  intent. T hey also described th e  head teacher’s leadership as

very good  and their relationship w ith  th e  s ta ff as healthy. They actually ascribed all th e

successes o f  the school to  the healthy  relationships that existed betw een th e  staff,

headteacher and students. T he studen ts really prided over their school and this is reflected

in the fo llow ing statem ent:

"Students are involved in marketing the school in that wherever we are and whatever we 
do, we represent our school. We are ambassadors o f  our school. The way we leave 
and  behave outside o f  the school reflects on the school. We therefore, try by all means 
not to misrepresent our school" Students o f  school D).

All in all, th e  general feeling  o f  th e  students w as tha t they  w anted  a  school leader w ho  is

strict b u t understanding, one w ho understands change and m oves w ith  th e  time.
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A ccording to  students in  school C, they did no t w an t som ebody w ho  tre a ts  studen ts in th e  

la te  nineties (90s) like pupils o f  th e  seventies (70s). They said th a t on  th e  basis o f  th e  fac t 

th a t even th e ir  though t pa tterns w ere  n o t the  sam e. In all th e  schools, th o se  students w ho 

participated  in th e  study expressed  similar sentim ents th a t th e  school resu lts w ere  so good  

because o f  th e  com bination o f  teachers coupled  w ith  their dedication  and com m itm ent to  

their w ork . A no ther striking fea tu re  w as th a t th e  pupils in  all th e  schools described their 

teachers as free  and open  to  them . A s such, they  w ere  no t afraid to  com e to  them  

w henever they  had problem s.
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C H A P T E R  5

5.0 Conclusions and Recommendations

5.1 Conclusions

T he main focus o f  this study w as to  investigate th e  strategies headteachers in “effective” 

schools em ployed in creating  school cultures th a t enhanced school effectiveness. T hat is, 

the  study  w as no t on exploring school effectiveness per se. I t  w as ra th e r concerned w ith  

th e  effectiveness o f  th e  headteachers as leaders and m anagers in the ir schools in the 

m anner in w hich they prepared  and aligned both  physical and hum an resources to  facilitate 

achievem ent o f  the schoo ls’ se t and b roader educational goals and objectives. T he 

researcher intended to  establish how  th e  schools operated  and crea ted  capacity  fo r all 

acto rs to  participate in  decision-m aking processes under th e  rigid, au thoritarian  and 

bureaucratic  structures w hich are  also in p lace in th e  b roader society. A s reflected in th e  

sta tem ent o f  the problem , it w as in  th e  in terest o f  th is study to  also investigate th e  m anner 

in w hich th e  headteachers. in th e  “effective” schools ensured tha t th e  goals and purposes o f  

th e  schools w ere  pursued  and achieved.

The resu lts o f  the study revealed th a t th e  headteachers o f  the “effective” schools exercised 

firm  leadership and they  placed emplvv j on stu d en t and school discipline w ithou t w hich 

learning and teach ing  could hardly ta l > place. I t  also indicated th a t th e  m ajority  o f  those  

headteachers had a grasp  o f  the co r  ;ep t o f  change as som e changes had  been initiated and 

m anaged w ith in  th e  schools. T hey also had a  clear p icture  o f  how  th e  m anagem ent o f  

change im pinges upon  th e  effectiveness o f  th e  school. T he changes th a t w ere  evident at 

the schools ranged from  curriculum , structural change in term s o f  pow er relations, and
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change in ow nership and m anagem ent o f  school in th e  case o f  school D . T he headteachers 

really played a  m ajor ro le in  creating a cu ltu re  th a t p rom oted  effectiveness at the ir schools. 

T hey w ere  ab le  to  do th a t despite th e  authoritarian  and  bureaucratic  nature  o f  p o w er 

structures w ith in  w hich their schools operated . T hey  endeavoured to  ensure th a t pow er 

w as shared betw een  them  and  the  academ ic s ta ff under the ir leadership. T he s ta ff  also had  

som e au tonom y w ith  regard  to  curriculum  developm ent. H ow ever, the headteachers did 

n o t totally  exonera te  them selves from  curriculum  m atters, bu t they  ensured th a t w h a t the 

s ta ff w ere  doing w as inkeeping w ith  the schools’ goals and purposes.

These “effective” schools w ere  also characterised by  a  free flow  o f  inform ation from  all 

directions. T he teachers’ feeling w as th a t their participation, respect and recognition  o f  

their ideas w e re  a source  o f  inspiration and m otivation  fo r th em  and th a t con tribu ted  

immensely to  the ir professional and personal g row th . As a  m a tte r o f  fact, none o f  the 

teachers w ho  partic ipated  in the study  w anted  to  leave their schools on the g rounds o f  

dissatisfaction w ith th e  headteachers’ leadership sty les except fo r  only tw o in  school A  

w ho expressed a feeling th a t their head teacher’s leadership style w as som ew hat dictatorial.

On the basis o f  these  findings, th e  researcher concluded th a t th e  m ajority  o f  th e  

headteachers w ho  partic ipated  in th is study w ere  really m aking an effort to  shift from  an 

authoritarian  and d ictatorial approach  to  leadership, to  a participative and collaborative 

one and th is accounts fo r th e  healthy headteachei teac h e rs’ relationships observed a t the 

schools. This is indeed indicative o f  the ta c t that headteachcrs have an incredible potential 

to  m ake a  w orld  o f  difference in m anaging and leading their schools effectively, despite  th e  

rigid au thoritarian  and bu reaucratic  struc tu res w ith in  w hich schools w ere  operating.
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N evertheless, the study indicated th a t th e  head teachers w ere  experiencing tensions in their 

a ttem pt to  run th e  schools along dem ocratic principles. This w as indeed in sync w ith 

H arber and D av ies’ (1997) assertion th a t it is difficult fo r head teachers to  achieve 

effectiveness under authorita tive and bureaucratic  structures. T he researcher observed 

th a t although th e  headteachers w ere  som ew hat dem ocratic in the ir leadership styles, they 

k ep t a w atch fu l eye to  ensure th a t th e  s ta ff  w ere  progressing  tow ards th e  achievem ent o f  

the schools’ goals and purposes.

H ow ever, th ey  seem ed very  happy w ith  th e ir s ta ff  and th e ir positive contribution tow ards 

the developm ent and im provem ent o f  th e  schools. T hey w ere  ra th e r concerned w ith  th e  

w elfare o f  all tho se  involved w ith  th e  school. I t  is very  in teresting  to  n o te  th a t a t th e  

private school (school D ), characteristics o f  collegiality w ere  evident. F o r  example, pow er 

relations w ere  rather horizontal in th a t all ac to rs com m unicated directly w ith  th e  

headteacher, teachers w ere  w ork ing  in team s and there  w as no studen t represen tative 

structure o f  any form  n o r w ere there class m onitors, a  scenario  w hich dem onstrated  

equality am ong ac tors w ith in  th e  school context.

I t  w as also very  fascinating to  learn th a t there  was a  m arked d ifference betw een the  style 

o f  leadership o f  th e  fem ale head teacher from  those  o f  m ale headteachers. T he fem ale 

headteacher o f  school B avoided confron tation  and w as m ore  concerned w ith  healthy 

relationships am ong th e  staff. She w as so  concerned w ith go o d  relationships am ong th e  

s ta ff th a t she could dare  to  diffuse w hatever inform al g ro u p s th a t began to  form . 

Furtherm ore, th e  relationship w ith  th e  studen ts w as a  m other-child  relationship and this 

w as confirm ed by the students them selves during  th e  interview  (see studen ts’ perceptions)
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w ho  described her as “m otherly” . H ow ever, research  is needed  in th is a rea  to  ascertain  i f  

indeed, a  distinct fem ale style o f  leadership does exist o r  not.

B o th  th e  studen ts and teachers expressed very  strong  sentim ents th a t they  w ould  n o t like 

to  have a  head teacher w ho is th e  w eak  and undisciplined kind o f  leader. They felt th a t 

they  w ould prefer a  firm  b u t reasonable and understanding  head teacher w ho  w ou ld  ensure 

tha t the schools’ goals are achieved. This, therefore , suggests th a t irresponsible 

dem ocracy a t the school, on the p a rt o f  the head teacher w ou ld  m ost likely p roduce 

negative results.

A lthough th e  study revealed th a t there  w as a  paradigm  shift tow ards participation  and 

collaboration in decision-m aking processes, w herein teachers w ere  included, th e  

involvem ent and participation  o f  paren ts in th a t regard  w as n o t evident. H ow ever, parents 

w ere  encouraged  to  com e to  th e  schools to  discuss issues pertaining to  th e  academ ic 

progress o f  the ir children. All the headteachers researched concurred  th a t even i f  paren ts 

ju s t cam e to  the school without, any p rio r appointm ent, they  attended to  them . This 

clearly indicates how  head teachers’ day-to -day’s plans and activities becom e in terrupted  

by unplanned fo r events.

S tudents on  the o th er hand, w ere  also no t involved in m ajor decision-m aking processes. 

A ccording to the research, only headteachers and their s ta ff  d rew  up school policies and 

mission Tatenients. T he paren ts’ visibility a t th e  schools w as only evident w hen  it cam e to  

decisions regarding finances excep t in th e  private school w here  m ost o f  the things w ere  

provided by th e  com pany. F o r  exam ple, th e  headteachers in public schools asserted  tha t
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classroom s, school halls, s ta ff  houses, photocopiers, duplicating m achines to  nam e a  few , 

w ere  bough t by parents.

F urtherm ore, th e  schools researched  w e re  actively involved in com m unity activities w hich 

m ade students recognise and appreciate  th e  fac t th a t they  belonged to  their com m unities 

and tha t com m unities are indeed a  part o f  the school. On  th e  o th e r hand, th e  com m unities 

realised th a t th e  schools w e re  a  p art o f  them  in as fa r  as p ro tec ting  them  from  vandalism  

and m aking sure  they a re  w ell m aintained. Such reciprocity  is extrem ely crucial in th a t the 

pupils w ere  likely to  get th e  m assage th a t they  should contribu te  tow ards th e  developm ent 

o f  their com m unities and th e  b roader society. This also inculcates a  sense o f  responsibility 

on  th e  p a rt o f  the pupils. F o r  exam ple, environm ental aw areness done th ro u g h  cleaning 

cam paigns taugh t them  th a t they  should p reserve and keep the ir environm ent clean. 

H elping o u t the needy people  both  a t the schools and the com m unities surrounding  the 

schools show s tha t they  w ere  socially responsible to  the disadvantaged and w ere  

com m itted to  th e  developm ent and im provem ent o f  their lives.

5.2 Recom m endations

Since th ere  w as a  gap in th e  data  o f  th is study caused by th e  exclusion o f  paren ts from  this 

study, I  w ou ld  like to  recom m end extension o f  this w o rk  w ith  a  focus on  m acro  and m icro 

levels to  investigate the perceptions o f  parents, teachers, headteachers and  pupils 

regarding th e  head teachers’ leadership p ractices a t th e ir  schools and h o w  they  actually  feel 

and intend th e ir schools to  be organised and run. Such inform ation will help  inform  

education policy m aking in Swaziland.



O n  th e  basis o f  the results o f  the  study th a t parents and studen ts w ere  no t participants in 

m ajo r decision-m aking processes a t the schools, the policy m akers need to  revisit th e  

relevance o f  th e  present school com m ittee struc tu re  and consider in troducing P aren t- 

T eacher-S tuden t A ssociations (P T S A ’s) in high schools and govern ing  bodies w ho w ould  

be  dem ocratically elected w herein  all im portant stakeho lders’ in terests could be  

represented . These govern ing  bodies, am ong o ther things, need  to  be em pow ered to  hire 

and  fire teachers w ho do no t live up to  th e  expectations o f  th e  school. T his is essential 

because, to  m ake educational change realised and effective in a  Sw aziland in  transition , a 

forum  fo r all stakeholders in education  to  share pow er and partic ipate  in decision-m aking 

processes in a  m ost m eaningful w ay  should be  created.

In  o ther w ords, the au thoritarian  structures should be replaced by participative and 

collaborative ones so th a t schools are  organised along dem ocratic  principles. I t  is crucial 

to  provide train ing program m es in dem ocratic leadrship fo r headteachers, depu ty  

head teachers, heads o f  departm ents and teachers in dem ocratic  leadership characterised  by 

responsibility, accountability  and transparency. Such training pi .rammes need to  

incorporate dem ocratic values w hich w ould  also have to  be perpetuate^, vt th e  schools as 

organisations. T hat is, they  should be tailored in such a  w ay  th a t they address bo th  th e  

social and functional outcom es o f  schooling so as to  illum inate the contextual issues. T his 

is necessary because rigid authorita tive and bureaucratic organisations have a  tendency  to  

stifle the professional and personal g row th  o f  the teachers as w ell as th e  g ro w th  and 

developm ent o f  the pupils.



Finally, th o se  involved in te ac h e r education  have a m am m oth task  to  rev iew  their teacher 

education  courses and also  restructu re  leadership and m anagem ent courses talcing into 

account th e  con tex ts in w hich schools a re  operating.
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A P P E N D IX  A

F ie ld  N o tes

O bservation in the schools researched w as conducted  on  different days fo r different tim e 

periods as w ill be  seen below . A s m entioned in the m ethodology  section, this w as a  non

participant observation.

School A

O bservation a t this school w as conducted  betw een 8 am. and 12 noon  fo r tw o  consecutive 

days. A lthough  the  school w as n o t operating  norm ally, th e  researcher observed th a t m uch 

as there w as  an  active in teraction  betw een the head teacher and th e  teachers, there  seem ed 

to  be an elem ent o f  fea r on  the p art o f  the teachers in the m anner in w hich they  related  to  

him. W hen he w as in  th e  staffroom , som e o f  the teachers w ere  quiet, bu t w hen  h e  left, 

they becam e free. I t  w as ra ther difficult to  establish the kind o f  a tm osphere tha t existed a t 

the school as it had ju s t reopened  after th e  teachers’ strike  and abou t 40%  o f  th e  studen ts 

had no t returned.

T he researcher also found  o u t th a t th e  headteacher o f  this school w as very approachable. 

H ow ever, m ost o f  the th ings a t the school w ere done by him. This w as presum ably fo r the 

reason th a t a t the tim e there  w as no deputy  at th e  school. I t w as very  difficult to  establish 

w hether o r  n o t th e  school w as disciplined since it w as no t fully operational.

The researcher also no ted  that the headteacher had to  be in terrup ted  tim e and again  by 

o ther cases w hich needed his attention. F o r exam ple, as I  w as interview ing him  in th e  

staffroom  kitchen, th e  invigilator b rough t th e  case o f  a. form  th ree  boy  w ho w as an h o u r
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late fo r the  m orning S isw ati paper because his father fo rced  him to  herd cattle  to  the  

dipping ta n k  although he (father) knew  th a t it w as exam inations time. I t  w as a very 

interesting fea tu re  to  observe how  the  invigilator, head teacher and th e  boy’s classteacher 

displayed understanding o f  th e  culture o f  the com m unity surrounding th e  school. Instead  

o f  disqualifying the boy from  w riting th e  paper, they  allow ed him to  w rite. Shortly, a fter 

the boy had gone to  th e  exam ination hall, his c lassteacher darted  into th e  staftroom  

kitchen w ere  and explained to  th e  headteacher th e  difficulties th e  boy w as facing a t hom e 

regarding the m anner in w hich his fa ther ill-treated him.

A lthough th e  school w as located in a rural area, it had  th e  basic facilities and resources 

such as electricity, duplicating m achines, typew riters, a  pho tocop ier to  facilitate teaching 

and learning. T he m ain problem  th e  school w as faced w ith w as a  p o o r w a te r system  

w hich in 1996 caused th e  teachers to  go on strike to  tiy  to  alert th e  M inistry  o f  E ducation  

about th e  seriousness o f  th e  problem  and h ow  it affected the  teaching/learning processes, 

particularly th e  teaching o f  A griculture and Science.

School B

O bservation  a t this school occurred  betw een 8 a.m. and 2 p.m. fo r tw o days. T he school 

w as operating  norm ally. T he atm osphere projected  w as a  very  busy one as all th e  s ta ff 

w ere  m arking th e  pupils’ scrip ts an. I som e o f  them  had hid them selves in th e  classroom s 

w here th ey  did the ir m arking. L ife seem ed very  interesting in tha t it w as characterised  by 

respect and a very in tim ate and active in teraction  betw een  s ta ff and the headteacher. T he 

life displayed w as th a t o f  a  small com m unity w herein w ords such as “ sisi” (sister) w hen 

addressing the  head teacher and o ther fem ale teachers, and “bhuti” (b ro ther) w hen she



128

(headteacher) addressed m ale teachers; w o rd s used in fam ily relations. F o r  exam ple, one 

fem ale teach er w ho w anted  to  see the headteacher retorted:

“Yesisij Ngubani lendvodza lekuvalele la 'hhovisi? N alst siyakitfuna bol (SisterJ who is
this m m  who has p inned you down in the office? We also want lo see you ").

I t w as indeed a  terrific and pleasant experience to  observe this happening in the school 

context, particularly during stressful tim es o f  exam inations. T he researcher concluded th a t 

this particu lar style o f  leadership w as exclusively unique to  w om en  leaders. In  addition, 

the m anner in w hich the  teachers com m unicated w ith  the  head teacher w as free, open and 

honest. F or example, during th e  interview  w ith  the  headteacher, a  certain  teacher w ho had 

sneaked o u t o f  school into his house rang  th e  head teacher to  apologise tha t he w en t to  Ms 

house during school tim e, stating  th e  reason  th a t he w anted  to  w atch  W innie M adikizela- 

M andela’s testim ony befo re  th e  T ru th  and R econcilia tion  C onm iiaec  (T R C ).

On th e  o th e r hand, this kind o f  action  indicated th a t th e  head teacher w as ra th er firm  w hen 

it cam e to  discipline and it synchronised w ith  her assertion th a t to  contro l th e  m ovem ent o f  

teachers, she cam e up  w ith  a policy barring  them  from  staying in their houses w hen the 

school w as in progress. As regards studen t contro l and discipline, the head teacher 

im posed som e stringent ru les on studen ts restricting  them  from  leaving th e  school bounds 

even a t b reak  and lunch tim es. Indeed, no t even one pupil left th e  school prem ises even a t 

lunch tim e. They w ere  buying food  from  the  schoo l’s tack  shop. O n th is note , she 

actually displayed m asculinity in  her leadership style, w hich is characteristic  o f  m ale 

hcadteachers. This w as  also seen w hen she  requested  one o f  th e  teachers to  o rder som e 

students w ho  w ere  m aking a  lo t o f  noise behind classroom s w here  exam inations w ere  in 

progress, to  stop  it o r  else they w ould  m eet her w rath. I t  w as also in teresting  to  n o te  th a t

i
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all the pupils w ere  w earing  full school uniform  th ro u g h o u t the day as a  poin ter to  stric t 

school discipline.

Furtherm ore, th e  head teacher really  perform ed h e r supervisory  duties. She w as very 

visible a t th e  school in that she could  m ove around  the school to  ensure tha t all things 

w ere in o rd e r during th e  exam inations time.

Finally, th e  school w as n o t very  w ell resourced  although it w as located  in an u rban  area. 

H ow ever, th e re  w ere  basic and essential resou rces such as typew riters, a  duplicating 

machine, and a  photocopier. T he head teacher's  office w as stocked  w ith teach ing  and 

learning m aterials, like duplicating and photocopying paper, chalk, teaching aids and so 

on.

School C

T he observation  at this school w as carried o u t betw een  7.45 a,m  and 12.15 p.m . T his w as 

another school w here it w as quite fascinating to  observe its life pattern . This school w as 

operating as norm al as ever as the teachers cam e back  to  teach  shortly, after th e  Sw aziland 

N ational A ssociation  o f  T eachers (SN A T ) had  em barked on th e  strike.

There w as a  very  positive a tm osphere a t this school w hich w as indeed conducive to  

learning and teaching. T h e  teachers displayed respect fo r each other. T hey also held the 

headteacher in high esteem  and in tu rn  he respected  them . B o th  teachers and pupils 

com m unicated freely and  openly w ith th e  head teacher w ho w as also  very recep tive  and 

approachable. A no ther strik ing feature  w as observing the fact tha t respect fo r adu lts w as 

also inculcated in the  pupils. This w as postu lated  by th e  pupils’ behaviour and a ttitude
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tow ards th e  researcher, w ho  w arm ly gree ted  him w herever they  found  him around  the 

school.

T he head teacher w as quite visible. H e could m ove around  the school to  ensure th a t all 

things w ere  in the ir p ro p e r places. This observation  w as indeed in-keeping w ith  w hat the 

headteacher h im self asserted  during th e  interview: “I f  you  are  a headteacher, you  need to  

be visible, som etim es m ove around th e  school, m eet v isitors and so fo rth” . D u e  to  the 

head teacher’s behaviour, la te  com ing a t the school w as n o t a t all a  problem

Pupils w ere  also found to  be  displaying a  sense o f  responsibility in th a t they  w ere  quick to  

detec t th ings going aw ry a t the school, w hich things w ould  tem per w ith  th e  sm ooth  

running o f  th e  school. F o r  example, th e  depu ty  headboy cam e in to  the head teacher’s 

office w hile I  w as there  to  rep o rt ab o u t a problem  that had developed in th e  schoo l’s 

w ate r system . I t  w as also in teresting  to  see h ow  the head teacher handled problem s that 

ju s t cropped  up. W e stopped  the interview  and he attended  to  the pupil.

A lthough th e  school buildings w ere  relatively old, they w ere  very clean and well- 

maintained. T he head teacher’s office w as w ell organised and school records w ere  neatly 

kep t in th e  filing cabinets. T he office w as also stocked w ith  teaching m aterials such as 

chalk, tex t books, teaching aids, risograph, duplicating and photocopying  paper and so 

forth.
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Schoo l D

A t this school, observation w as conducted  betw een 7 a.m. and 1 p.m . O n arrival a t th e  

school on  th e  first day, th e  researcher w as served w ith  coffee, w hich w as presum ably a  sign 

o f  w elcom e. T here w ere  lo ts o f  trophies and shields displayed in  th e  head teacher’s office 

w hich w ere  w on  during th e  sports com petitions. T he school to o k  p a rt in cricket and 

swim ming mainly. The school environm ent w as really inviting and w elcom ing. A t 

reception  there  w ere  som e beautiful p o t plants and som e m agazines on a  coffee tab le  fo r 

v is ito rs to  read  Security w as very  tigh t as this w as a com pany school, situated  inside the 

com pany prem ises. All m em bers o f  s ta ff  w ho  found the researcher in th e  head teacher’s 

office g ree ted  him warm ly. T he atm osphere w as highly conducive to  learning and 

teaching and teaching, characterised  by o rder in all aspects o f  th e  school life. T he pupils 

seem ed quite disciplined and w ere  alw ays in full school uniform . F urtherm ore, th e  spirit 

th a t prevailed am ong teachers w as the task-on-tim e kind o f  scenario. T he head teacher- 

teacher, teacher-teaclier and teacher-pupil relationship w ere  ju s t superb.

T he  head teacher w as a very  accessible person. A s such, his office w as alw ays open to  th e  

s ta ff  even w h en  he w as n o t in. T he s ta ff  w ould  com e in to  th e  office a t any tim e to  talk  to  

th e  headteacher o r to  co llect teaching m aterial. T here w as a  free  flow  o f  com m unication 

betw een th e  headteacher and s ta ff w hich w as also characterised  by a  relationship o f  tru st. 

I t  w as unfo rtunate  th a t during th e  study, no t even a single paren t cam e to  th e  school to  

see  the head teacher on  school m atters so tha t one w ould see how  he w ould  handle th e  

case.

i
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I t  w as a  very in teresting  observation  to  see th e  visibility o f  th e  heatiteacher a t this school 

as w ell. H e  w as constantly  m oving around th e  school although he denied th a t he  ever 

supervised teachers w hen  doing th e ir w ork . Furtherm ore, he  w as seen to  be  in teracting  

w ith  the pupils in a  friendly m anner. B ecause  o f  the  small size (140 pupils) o f  th e  school, 

th e  head teacher claim ed to  know  all the  pupils by  name. H e  even pointed ou t to  th e  

researcher th a t it is im portant and  w as also provided fo r in their school policy th a t 

teachers should call pupils by  the ir nam es as th a t tended to  b o o st th e ir self- esteem . H e  

fu rther m aintained th a t even th e  researcher should call th e  pupils by nam e during the 

interview . As such, he  gave him a  class list w ith the  nam es o f  the pupils to  be  interview ed 

ticked so  th a t he could also call them  by name.

Finally, th is w as the  m o s t resourced school am ong th e  schools researched. I t  w as no t 

lacking in  any o f  the  resources tha t a  w ell functioning school w ould  need and w e re  all w ell 

aligned. T he available resources ranged  from  com puters fo r bo th  pupils and teachers, a  

large photocopier, overhead pro jec to rs in all th e  classroom s and m any o th er 

teaching/learning m aterials. D uring observation, th e  pupils w ere  seen  rushing to  the 

com puter room  a t th e ir ow n  spare  time. T he researcher overhead them  requesting  a 

cleaner w ho  w as a t th e  tim e still cleaning the ro o m  saying; “ ow e w o u ld  like to  u se  th e  

in ternet” . In  th e  classroom s, I  observed that th e  desks w ere  n o t arranged in th e  trad itional 

way. T hey  w ere ra ther arranged in a horse-shoe fashion so th a t th e  teacher could  c 'early  

see and com m unicate w ith  all th e  pupils in his class. E ach  c lass  had betw een 12 and  25 

pupils and there  w ere  16 teachers in all.
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Dear Sir/Madam,

I am a masters student in Educational Management in the 
University of the Witwatcrsrand in Johannesburg.
For my research, I am examining the role of J eadership in 
creating a culture that enhances school effectiveness. This is, 
as it were, a case study on effective school leadership in 
Swaziland. The findings of the research will be used in making 
recommendations to the Ministry of Education on how school 
effectiveness in Swaziland can be achieved through effective 
school leadership.
A questionnaire is, therefore, one of the most reliable 
instruments for eliciting your perceptions in this regard. 
Without your honest and sincere response to the questions asked, 
the data will not be valid and reliable. Please, as you complete 
the questionnaire bear the following in mind:
1. All the information will be kept confidential. As such, you 

are requested not' to write your name ; n the questionnaire.
2. As mentioned above, be as hones I: and sincere as possible. 

Your first spontaneous response is the most valid.
3. Please answer all questions. Most of the questions require 

you to respond by circling the code I:hah best describes 
opinion.

I. After completing the questionnaire, -seal it up and return it 
Lo the person from whom you received it.

Thank you very much for your help in this study.

Sincerely,

George Si pho D1 aminT^yW^Sb ̂
STUDENT
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APPENDIX C 

Interview Schedule for Headteacliers

Nam e o f school:________________________________________________________________
Location: 1. Rural 2. Semi-Urban 2. Urban
Type of school: 1. Govt 2. Govt Aided 3. Com m unity 4. Private
A ge Group: 20-30 years  30-40 years  40-50 years  A bove 50 years.....
Please, tick one.
H ighest Academ ic qualification:__________________
Num ber o f years in Teaching:____________________ Years.
Experience in leadership: 0-4 years  5-10 years...., 10-15 years 15-20 years

above 20 years  Please, tick  one.
Gender: M ale , Fem ale______

A. Teacher Em powerment and Decision-M aking

1. W hat is yo u r understanding o f  leadership?________________________________________

2. In  y o u r opinion, w ho  should be involved in leadership?

3. What, do yo u  understand  by teacher em pow erm ent?

4 . A s a leader, how  do you  em pow er y o u r teachers?

5. W ho m akes im portant decisions a t y o u r school? P lease, explain w hy?_______

6. In  w hich  areas o f  th e  school life do you  involve teachers in decision-m aking?

7. W hy are  teachers excluded in o ther areas o f  decision-m ating? P lease, nam e som e o f  
those  areas.

8. D oes shared decision-m aking p roduce  b e tte r decisions a t you r school? P lease, 
explain._______________________________________________________________________

9. W hat ro le  is played by students in decis ion -m ating  a t y o u r school?______________

10. W ho are  involved in the  form ulation o f  the  school policy and m ission statem ent? 
please, explain._________________________________________

11. W hat a re  yo u r school’s goals, vision, and mission?_____________________________

12. H o w  have you  developed the variables m entioned in  question  11?



B. Communication
1. In  your opinion, w hy  is free  flow  o f  inform ation an essential variable fo r the  effective 

running o f  your school?___________________________________________________________

2. C ould you  p lease describe how  you com m unicate w ith  th e  s ta ff and parents?

3, In  you r opinion, w hy is it necessary to  give feedback  to  th e  staff!

C. Team-Building
1. W hat do you  understand  by team w ork?

2. W hat is you r role as a  leader in creating  team  spirit?

3. W hat is th e  contribu tion  o f  th e  s ta ff  tow ards team -building?

4. D o  you  see you rse lf as equal to  y o u r teachers? I f  yes o r no, please explain.

5. C ould you  please give exam ples o f  actions th a t show  team w ork  at y o u r school.

6. In  yo u r opinion, w hy is team w ork  essential to  school effectiveness?

7. C ould you  please re late  how  team w ork  w as built a t y o u r school?

D. Pupils’Adm issions/Teacher Selection
I. D o you  have a  schoo l’s adm issions’ policy? I f  yes, h o w  are n ew  pupils adm itted  to  

th e  school?______________________________________________________________________

2. In  the past five years w hat has been the schoo l’s enrollm ent?

3. H as th e  school experienced any increase in studen t num bers during th is period? I f  yes, 
what, do you th ink  has been the  cause?_____________________________________________

4. In  th e  pas t five years, w hat has been  th e  schoo l’s pass ra tes in form s th ree  and five?

5. W h a t d o  you th ink has been the  cause o f  such perform ance?

6. D oes the school have  any T eacher Selection  Criteria? I f  yes, explain h ow  it has helped 
the school?  __________________________________________________________________

7. H o w  do you  deal w ith  non-effective teachers?_______________________________________



E . T e a c h e r  S u p e rv is io n

1. W hat do  you  understand by supervision?

136

2 , H ow  do you  perform  superv isory  duties a t you r school?

3, W hy do  you  consider it necessary  to  supervise teachers while do ing  their w ork?

4, T o w hat ex ten t are teachers au tonom ous in decision-m aking o n  instructional m atters? 
P lease, explain?________________________________________i___________________________

F . S ta f f  D ev e lo p m e n t
1. H ow  often  do  you conduct in-service training fo r th e  s ta ff  a t yo u r school?

2. W ho conducts the in-service training sessions?

3. Is  th e  s ta ff  in-service training school-based o r ou t-of-site? In  either case, explain 
why?_____________________________________________________________________________

3. W hy do you  th ink  it is essential to  have school-based teacher developm ent 
p rog ram m es?______________________________________________________________________

4. Is the s ta ff  in-service training school-based o r out-of-site? In  either case, explain w hy?

G. C o m n iu n itv /P a re n ts /S tiid e n ts  In v o lv em en t
1. W hat com m unity activities is y o u r school involved in?

2. W hat contribution  is m ade by the com m unity tow ards school im provem ent?

3. C ould you  explain w hy  it is necessary to  involve the com m unity in school affairs?

4. H o w  d o  you help needy studen ts w ho  com e from  p o o r socio-econom ic background?_

5. H o w  have you  sustained the healthy relations w ith the schoo l’s external environm ent? .

6, W hat if  paren ts ju s t pop  in  w ith o u t any appointm ent w h en  they  w an t to  see you  on 
school m atters?_________________________________________________________________

II . S ch o o l-B ased  C h a n g e
1. W hat changes have been in troduced  a t you r school in th e  past five years? I f  yes, w hat
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kind o f  changes w ere  in troduced?_________________________________________
2. W ho initiated them ? I f  initiated by you, w hat ro le  did the o ther stakeholders 
play?_______________________________________________________________________

3. H ow  did you  ensure th a t th e  in tended change w as effectively im plem ented?

4. W hat strategies w ere  se t up  to  help sustain th e  change?___________________

5. W hat challenges have you  been confronted w ith  in yo u r endeavour to  im prove the  
school?_____________________________________________________________________ _

6. I f  any, h o w  have you  addressed them ?

I. Sustaining Hie School Culture

1. D oes y o u r school only m eet w ith  parents du ring  parents m eetings? I f  no, w hich o th er 
events bring  parents, teachers and students to g e th er?__________________________________
2. C ould yo u  explain h ow  th a t has im pacted upon  th e  school?__________________________

3. C ould y o u  also explain h ow  you  have sustained th e  system  o f  values, norm s and 
shared purposes you  have developed over th e  y e a r s . __________________________

I
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APPENDIX D

Q u e s tio n n a ire  fo r T e a c h e rs

Nam e of Schoc':__________________________________________________________________
Type o f School: 1. G ovt 2. Govt. M aintained 3. Com m unity 4. Private
Age Group: (a) 20-30yrs (b) 30-40 yrs (c) 40-50 yrs (d) 50 yrs and above. Please tick
one.
Highest Academ ic Q ualification__________________________________________________
Position held at the school________________________________________________________
No. o f years in teaching: (a) 1-5 yrs (b) 5-10 yrs (c) 10-15 yrs (d) 15-20 yrs (e) 20 yrs 
and above, please tick one.
Gender: 1. M ale 2. Female___

G iven below  are teachers perceptions o f  headteachers’ leadership. P lease circle the one 
choice fo r each item  th a t best represen ts you r opinion. T he follow ing are  th e  descriptions 
o f  response.
SA  -  S trongly A gree 
A  =  A gree 
N  =  N eu tra l 
D  =  D isagree 
SD =  S trongly D isagree

1. A t o u r school w e  have shared m eaning and decision-m aking
w hich results in b e tte r decisions. SA  A  N  D  SD

2. T he head teacher consu lts th e  s ta ff  w hen  decisions are to  be m ade S A  A  N  D  SD

3. Teachers w ere  involved in th e  developm ent o f  th e  schoo l’s 
goals, m ission sta tem en t and school policy

4. M em bers o f  s ta ff a re  n o t involved in m ajor decision-m aking.

5. T he headteacher decides w ho should teach  w hat at ou r school

6. E ach  subject departm ent uijder the leadership o f  the departm ental 
head decides w ho handles w hat subject.

7. T he style o f  leadership a t o u r school is such th a t o u r view s are  
respected  and acted  upon  if  need be.

8. T he headteacher fo llow s th rough  to  ensure th a t all decisions are 
im plem ented.

S A  A  N  D  SD 

S A  A  N  D  SD 

S A  A  N  D  SD

SA  A  N  D  SD 

SA  A  N  D  SD 

SA  A  N  D  SD
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9. Som etim es th e  head teacher brings issues to  the s ta ff  and are
resolved over a  cup o f  tea. SA  A  N  D  SD

10. S tudents participate in decisions pertain ing to  curriculum ,
discipline etc. SA  A N  D  SD

11. School-based student leadership training is scheduled once a
year a t o u r school. SA A  N  D  SD

12. M y school schedules one in-service day  per year to  help parents
learn to  w o rk  w ith  teachers as partners. S A  A  N  D  SD

13. M em bers o f  s ta ff  o ften  m eet w ith  th e  paren ts to  discuss possible
strategies w e  can adop t to  enhance school effectiveness . S A  A  N  D  SD

14. W e have open days w here w e discuss th e  pupils’ school
p rogress w ith  th e  parents. S A  A  N  D  SD

15. The head teacher o ften  w alks around w hen  the  school is in 
progress to  ensure th a t teaching is taking place and tha t there  is 

o rder a t th e  school.

16. T he head teacher is a  very  accessible person.

17. T he headteacher w elcom es and trea ts  everyone equally

18. The headteacher show s love and concern  tow ards teachers to
crea te  a  relationship o f  tru s t am ong all school actors. SA  A  14 D  SD

19. T he head teacher shares pow er and inform ation w ith  th e  teachers SA  A  N  D  SD

20. T he head teacher gives feedback th rough  sound and open
channels o f  com m unication SA  A  N  D  SD

21. T he head teacher assesses th e  teachers’ w o rk  by having talks w ith
them  abou t their w o rk  and about pupil perform ance. SA  A  N  D  SD

22. Y our school exam ination results a re  go o d  because teachers 
m axim ise their teach ing  tim e by teach ing  after school, during
school holidays . S A  A  N  D  SD

23. W e m axim ise teaching tim e on volun tary  basis S A  A  N  D  SD

SA A N  D SD

SA A N  D SD

S A A N  D SD
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SA  A  N  D  SD

S A  A  N  D  SD

SA  A  N  D  SD

SA  A  N  D  SD 

school.________________

29. C ould you  p lease describe th e  channels o f  com m unication a t you r school.____________

30. In  yo u r opinion, w hat changes in school leadership w ould  you  like to  see effected? 
P lease, explain why?___________________________________________________________________

31. H o w  do  you th ink  these  changes could could be m ade?____________________________

24. S ta ff in-service training is conducted  a t least once a year

25. T he school results a re  go o d  because th e  school leadership 
m otivates us th rough  th e  rew ard  system.

26. T eaching a t ou r school is no t individualistic, ra ther team w ork  
is encouraged.

27. T he go o d  school resu lts a re  a ttribu ted  to  th e  team w ork  th a t 
exists am ong th e  teachers.

28. C ould you  explain w hether o r no t you w ould  like to  leave this
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APPENDIX E

Interview Schedule for students

Name of S c h o o l:______________________________________________________
Age Group: (a) 12-15 yrs (b) 15-18 yrs (c) 18-21 yrs (d) 22 yrs and above. 
Please tick  one.
Form done_____________________________________________________________
Number of years in the school__________________________________________
Gender: 1. M ale________F e m a le __________

1. W ho m akes im portan t decisions a t y o u r school?____________________________________
2. D o  yo u  have a S tudent R epresen tative C ouncil a t you r school?______________________

I f  no, w h a t student leadership s truc tu re  is in place?_________________________________
3. A re studen ts involved in decision-m aking a t y o u r school? I f  yes, explain w hy  student 

involvem ent is necessary?

4. W hat ro le is played by th e  students in the running o f  th e  school?

5. W ere  students involved in form ulating th e  school policy ( i.e, rules and reg u la tio n s) ?

6. D o  you  have student leadership train ing  a t  yo u r school ? I f  yes, how  has it helped 
the studen t le a d e rsh ip ? ____________________________________________________________

7. W ould you ascribe the  good  exam, results o f  th e  school to  school leadership? I f  yes o r  
no, please e x p l a i n ? _______________________________________________________________

8. W hat is it that you like the  m ost about the school leadership? P lease explain why you 
like it?__________________________ ;_________________________________________________

9. G iven a  choice, w hat changes in school leadership w ould  you suggest? please, 
explain w hy?______________________________________________________________________

10. C ould you  please describe how  you w ould  like th e  changes to  occur?________________

11. W hat kind o f  school leadership w ould  you  like your school to  have?
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O B S E R V A T IO N  S C H E D U L E
1 4 2

NAME OE SCHOOL:_____________________________________________________
TYPE OF SCHOOL : 1. Government-Aided [ ] 2. Government-Maintained [ ] 3. Private [ ] 
LOCATION OF SCHOOL: 1. Urban [ ] 2. Semi-Urban [ ] 3. Rural [ ]

FEA TU RES EXA M IN ED C O M M EN TS

1. LEA D ER SH IP

(a) H o w  does th e  head teacher interact with 
the staff and the students?

(b) What type o f  atmosphere exists at the 
school?

(c) How are decisions made?
(d) Is the deputy involved in decision-making?
(c) Is the headteacher approachable?

2. D ISC IPL IN E  A T T H E  SC H O O L

(a) When docs the headteacher arrive a t the 
arrive and leave?

(b) How is the behaviour o f  students in and 
outside o f  school?

(c) How is late coming among students dealt 
with?

(d) How are other forms o f  student discipline 
problems handled? , '

3. USE AND M A NA GEM EN T O F O T H E R  
SC H O O L FA C IL IT IE S

(a) How is the alignment o f  resources?
(b) How arc they managed and who manages 

them?
(c) Docs the community utilise school facilities?

4. SC H O O L ’S PH YSICA L A PPEA RAN CE

(a) W hat is the condition o f  school buildings?
(b) Is the school fenced?
(c) Are classroom windows in tact?
(d) Arc there any flowers around the school?
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