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Abstract

MANAGING HUMAN
RESOURCES IN EDUCATION

APPLYING ORGANISATIONAL
COMMUNICATION IN EDUCATIONAL
MANAGEMENT
By Aneel Ramcharan
Human Resource Management has become one of the most discussed
approaches to the practice and analysis of employment relationship in our
modern society. In this thesis I present my recommendations that organisations
will function more effectively and efficienty if the people who work 1n them are
encouraged to develop professionally and to use that approach to undertake
organisational tasks. Increasingly human resource management is being
recognised as crucial, not only to the individual but also to the promotion of
effectve and efficient organisations. In this thesis 1 will focus on educational
management 1n two ways — from the perspectve of the individual and from the

perspective of the organisation.

Educational management 1s a diverse and complex range of activides
calling on the exercise of considerable knowledge, skill and judgement by
mdividuals, but its practice i1s dependent on the culture of partcular
orgarusational settings. I focus on this constant interplay between individual
capability and orgamisational requirements, which make human resource
management for educational managers both challenging and exciting. In this

thesis T will examine how the concepts, skills and insights gained through



professional development can be applied by educatonal managers to specific
organisati;)nal tasks and systems. At best this thesis encourages school managers
to ask questions about their own organisadons and to develop their own
solutions approptiate to their orgamisadons. My research involves a mixture of
theory and practical examples, which it 1s envisaged will spur students of learmng

and educational managers to apply and refine in the future.

In the final phase of my research I reveal how the concepts, skills and
insights gained through professional development can be applied by educanonal
managers to specific orgamisational tasks and systems in the effective use of

human resources.



Writing conventions

I wish to draw the attention of the reader to the following conventions that

I am following in this study:

» 1 am using the abbreviated Harvard style of referencing, for

example Hilliard 1999: 52, meaning Hilliard 1999, page 52.

» 1 have made a conscaious effort to limit the use of footnotes as far
as possible in order to facilitate the uninterrupted reading of the

thesis.

» Ilustrative graphics, tables and graphs are all given as Figures 1-90

n their chronological sequence of appearance.

» For commonly used terms full terms are used in headings.

Acronyms are used in paragraphs.

» In consultation with my promoter I consciously tracked down
relevant informanon relating to verbal and nonverbal small group
communication, and included the relevant material in my thess,
accompanied by the website address (URL) of the websites where I

found the material. An example of a typical website address is:

hetp:/ /www. howardec.edu/profdey /resources/learning/groupsi.hm

#» It should however be kept in mind that the Worldwide Web
(WWW) is ephemeral and ever changing. It may well be that

websites from which I gamered informaton will go offline or alter



their contents over the course of rime. While it is inevitable that
some of the servers will shed documents, the periodic updating of
files on most websites ensures the renewal of knowledge that does

not happen as readily in the print media.

In instances where authorship could be established for website
contents, or for an electronic document downloaded from

websites, the author is given, followed by the website address as in:

Bell 1998:

www. howardcc.edu r/resources/learning /oroups1.him

I give the URL in place of page numbers because Website contents

are not paginated.

In the bibliography I have separated the references in authored and
non-authored references, and authored homepages that relate o0
the communication process. The non-authored references include

websites.
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Chaprer 1

ORIENTATION

Introduction

In this chapter I shall briefly present a preview of what the reader will
encounter in each chapter of my thesis. My research focuses on managing human
resoutces in education. In this thesis I make a concerted effort to reveal how the
applicaton of organisational communication is particularly relevant to
educational management. This chapter may be seen as a navigational guide to the

reader of what to expect within this thesis.

The organisation of my thesis

In chapter 1, I provide a bref outline of the structure of this thesis. It

provides the reader with insights into the rattonale for the structure of this thests.

Chapter 2 focused on the statement of problems and the research
methodology that I used to resolve the problems that I identified. In Chapter 3 1
expliined the key concepts that informed this study and followed this with a

Iiterature survey in Chapter 4.

In chapter 4, [ discuss communication in organisations In accordance to
the vatous theoretical approaches. | also give a demailed account of the
importance of communication along a hierarchical structure in organisations. The
duties and responsibilities of the educattonal manager are also explored in this

chapter.
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In chapter 5, 1 trace the historical development of human resource
management. [ look at the theoretical approaches to human resource
management in otganisagons. The vadous principles underpinning the Ubunta

management approach are also discussed.

In chapter 6, I look at current research on communication as well as the
vatious forms of communication. Nonverbal 23 well as intercultural
communication are also given attention in this chapter. Lines of communication,
which, do not form part of the formal hierarchy (grapevine), are also explored.
For this informal type of communication to be successful, there must be a cordial
relationship amongst the employees. This congenial atmosphere is not too easy to
achieve if the managerial style is autocratic and the morale of the employees 1s
low. In this chapter I impress upon the need for consmant efforts to be made to
ensure that communication between employer and employee are regular and lucid

at all imes.

In chapter 7, 1 looked at the individual and professional development. The
theoties X and Y and the multidimensional intelligence within an individual are
also discussed. This chapter also brings to the fore the need for motivation within
organisations. Stress management, which has both physiological and
psychological components are also discussed with particular reference to the role
of management. Disaster/ crisis management is also looked at and a possible plan

of action that could be implemented n the event of a fire 1s also discussed.

In chapter 8, I looked at the individual and ptofessional development. Four
important aspects of human resource management are discussed namely, human
resource planning, appraisal, staff selecion and professional development

portfolios. Aspects of particular reference to school development are also
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discussed 1n an attempt to mmpress on school managers the need for compliance

to the process of whole school evaluation.

Chapter 9 provides the reader with theories on leadership. These theories
have important implications for the organisation as a whole. I also discuss the
need for leaders to be flexible and dynamic in their approach in dealing with
human resources. The concepts of the integrated quality management system and
performance improvement are also explored. Vartous methods of enhancing

employee performance are also discussed.

In chapter 10, I discussed staff development and treamwork. I impress upon .
educational managers to encourage team building and group formation at schools
so that duties may be shared and explored by groups and teams rather than by

individuals. I also highlight the need for good human relations in organisations.

In chapter 11, I discussed the concepr of chaﬁge management together
with the forms and steps involved in the change process. [ also looked at
organisational change from a schools perspective. The changing school climate is
highlighted together with the need for educational managers to embrace the
change process positively in order to ensure a smooth transiion in the
implementation and adoption of the various changes that are being promulgated

in the educational setung.

In chapter 12, T discussed the concepts of information and knowledge
management. The chapter begins with a discussion of the digital convergence
that currently surrounds education and the impact of such a convergence in

terms of modern technology. Record keepi.ng and maintenance are also given due
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attenton as we move away from a paperless work environment 0 a more

rechnologically, digitally inclined working environment.

In chapter 13, I discuss industrial relatons and the important role that
labour unions play in our current work environments. Disciplinary and grievance

procedures are given due attention in this chapter.

In chapter 14, 1 discussed a possible model for the application of
organisational communication to human resource management. 1 make a
concerted attempt in impressing upon educational managers to be fair and

consistent in dealing with employees.

In chapter 15, I discuss the fieldwork that was undertaken and how it was
encoded onto the SPSS 11.5 statistical programme. Empincal research has
uncovered a number of general rules and relationships, which 1 address in

chapter 16.

In chapter 16, I provided the results of the survey conducted with an

analysis compnsing of graphs and tables.

In chapter 17, I presented the conclusions of my research and make a

number of recommendations.
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CHAPTER 2

STATEMENT OF PROBLEM & RESEARCH PROCEDURE

Introduction

In thts thesis I applied the prnciples of organisational communication to
the management of human resources in edncation. There are three phases in this

study:

» In the first phase 1 analysed the principles of organisatonal
communication as set out i1 Mersham and Skinner’s New Insights

into Business & Otganisational Communication (2001).

» In the second phase 1 evaluated the views of educators towards

management members, via a survey of selected schools in the

¢Thekwini Region.

» In the third phase I developed an effective method of improving

staff /management relations.

Statement of problems

The greatest resource or impediment of any organisaton is its human
resource. The assumption is made that organisations will function more
efficiently if the people who work m them are encouraged to develop
professionally and to use that approach to undertake organisational tasks. One of
the crucial tasks for educational managers is to apply the principle of professional
development not only to themselves but also to the people and tasks that they

manage.
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A major change brought about by Outcomes-Based Educaton (OBE) is
the fact that it requires a co-operative environment where all stakeholders are
synchronised in effectively being able to respect the ndividualism of learners and

fellow colleagues.

The most general complaint from educators relate to the bureaucratic
structures in education, which have left them disillusioned and demotivated. In
this thesis I, apply the principles of organisattional communication to highlight
the many tasks of the modem school manager and develop an efficient method
in which managers are able to create constant awareness of management

activities.

The requirements of such a procedure ate that:

» School Managers have set role functions

» Educators must use the proper channels of communication to liase

effectively with management

» A consultative approach allows democracy in the decision-making

processes which impacts positively on educators.

Increasingly human resource management 1s being recognised as crucial,
not only to the individual but also to the promotion of effective and efficient
organisations. In this thesis I, focus on educational management in two ways —
from the perspective of the individual and from the perspective of the
otganisation. Education management is a diverse and complex range of acrivities
calling on the exercise of considerable knowledge, skill and judgement by

individuals, but its practice i1s dependent on the culture of particular
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organisational settings. It is a recognised fact however that it is this constant
interplay between individual capability and organisational requirements, which
make human resource management for educational managers both challenging
and exciting. In this thesis I examined how the concepts, skills and insights
gained through professional development can be applied by educational

managers to specific organisational tasks and systems.

In otrder to evaluate current human resource management skills adopted, a
survey of methods being used was carried out at 50 randomly selected schools
the Lower Tugela circuit, which falls within the eThekwini region. The Lower
Tugela circuit will be targeted because it constitutes rural and semi-rural
educational settings whete problems of implementanon are more acute than at
schools in urban settings. By focusing on delivery in rural and semi-rural settings,

a robust procedure of educational resource management can be developed.

In the final phase of my research I will create a2 model of how the concepts,
skills and insights gained through professional development can be applied by
educational mangers to specific organisational tasks and systems in the effective

use of human resources.

Hypothesis to be tested

The following two hypotheses will be tested in this study:

» Facilitators at public schools in the Lower Tugela circuit have a
clear understanding of organisational communication and their role

functions.
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Public schools in the Lower Tugela circuit follow sound
educational management techniques in the management of human

TESOUICES.

Aims

. To determine by means of a literature survey what sound principles
of human resource management are;

. To determine by means of an analysis of documentation from the
Department of Education, what role functions of educational
managers are being prescribed;

. To determine by means of an attitude survey whether educators are
aware of organisational communication principles that can be
applied to human resource management.

To determine by the same survey what forms of human resource
management, educational managers at systematically selected
schools in the Lower Tugela circuit are currently practicing.

. To determine whether the resource management skills currently
being used are effective in sustaining educator motivation.

Research Methodology

This research consists of a literature survey, followed by survey research
conducted among randomly selected public primary and secondary schools in the

Lower Tugela circuit of the eThekwini region.
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Quantitative research methodology was used to analyse the responses from
the various public schools. The quanttative research was conducted in the

following phases:
» An appropriate questionnaire was constructed.

» Permission was sought and obtained from the relevant educational
authorities in the eThekwini region of the KwaZulu-Natal
Department of Education & Culture for a voluntary, anonymous
survey to be conducted among intermediate phase educators in its

Stanger citcuit.

» Permission of Principals in the Lower Tugela circuit was sought
and obtained for the survey to be conducted among educators in

their schools.

»  Questionnaires were disseminated and retrieved with the assistance
of school principals and their management teams at each school

selected for the survey.

» The responses on the questionnaires were encoded and analysed in

the statistical program SPSS 11.5

Envisaged value of research

The wvalue of this research will be in the documentation of the various
forms of communication being used in schools at present, as well as the
coordinated application of organisational communication principles to human

tesource management in educational management.
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CHAPTER 3

KEY CONCEPTS

Introducton

In this chapter I will define the key concepts relating to my research
regarding organisational cominunication and educational management. The
purpose of this chapter is to introduce the main concepts that 1 will be working

with, and which I will analyse in greater detail in subsequent chapters.

Communication
Williams 1992: 13 views communication as interactive and transactional.
The most effective interpersonal conversations are highly transactional. Thar is,
both individuals participate equally in the exchange. The transacnonal quality of
communication also extends to situations that do not necessarily involve two or
more mdividuals, for example, a reader of a newspaper can write a letter to the
editor, a viewer can call a TV station to complain about a program, or a listener

can participate by telephone in a call-in radio show.
According to Mersham & Skinner 1999:2, “to commuanicate,” means:
#» To exchange thoughts, feelings and information
» To make known
» To make common |

» To present something that somebody else understands.
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Balliram 2003: 21-22 states that, communication involves the exchange of
meaningful symbols (messages) among sources and receivers via a medium. Most
of our communication is transactional, that is, it can be seen as a dynamic process

by which we exchange messages to satisfy our needs.

Myers and Myers 1985: 18-19, describe communication as a shanng of
meaning. To communicate 1s to process stimuli from raw data into meanmgful
information. This creative act of generating meaning performs the functon of
reducing uncertainty. The cues you select out of your internal, physical, and social
environment all serve the purpose of clarifying what an encountered situation is

all about so that you can adapt to it.

Smit and Cronje 1995: 354, define communication as “a process involving

the acquisition and the use of information for planning, organising, leading and

controlling.”

Communication Science
The major references do not define Communication Science as a discipline.
Mertsham and Skinner 1999, 2001a and 2001b for instance use the term without
defining it. Communication Science can be analysed as a systematic study of the
codes, the modes, means and the objectives of the different forms of human

communtcation,

Oxganisational communication
Mersham and Skinner, 2001: 4 define an organisation as having two
elements, namely people working together towards a common purpose or goal.
These authors further indicate that organisational communication is the necessary

communication that takes place in an organisation to achieve a common goal or
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purpose. An orgamisation is a stable system of people who work through a
hierarchy of rapnks and division of labour. Organisational Communication
includes varted activities such as giving direction, counselling workers,
mterviewing new employees, evaluating staff, motivanng people, analysing
problems, resolving conflicts as well as establishing and monitoring work

petrformance.

Group communication
Balliram 2003: 42 swates that group communication is communication
within groups of people and by groups of people to others. Two divisions
become apparent in this category, namely small group and large group

communicaton,

Small groups behave differently from pairs. Their interaction is face to face.
Examples of small group interaction include a family or a group of frends going

out for the evening. A committee meeting at work also constitutes a small group.

Large groups behave differently from small groups. Large groups often
come together for purposes that differ from that of small groups. Examples of

large groups mnclude an audience at a concert or a business organisagon.

Mass communication
Balliram 2003: 29 refers to mass communication as communication
received by or used by a large number of people. Example of mass
communication includes an open-air concert for a thousand people. Mass
communication involves a number of people, which ordinarily would not
constitute a group. Mass communication includes tele-communication as well as

mass media.
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Public communication

Steinberg 1999b: 53, states that public communication refers to a scenario
where a communicator, example a teacher does most of the talking while several
people do the listening. Groups of people being addressed in the public speaking
context are much larger than i the small group context. The result 1s that
interaction between the members is severely limited or even impossible. Rugheer
Y 2002: 20 states that, the relatively face-to-face nature of public communication
allows recipients actively to participate in the communication process through
their occasional responses to what the communicator says. This allows the

communicator io make on-the-spot adjustments to the message.

Verbal communication
Steinberg 1998: 483 states that communication in relationships follows a
pattern of social penetration, in which the breath of topics and the depth of
discussions tend to mcrease during the course of the rclaﬁoﬁship. At ﬁrst we tend
to talk about fairly superficial things. Gradually, we increase the depth and breath
of what we are willing to talk about. Gender differences also exist in
communication pattetns, content and styles. These differences can interfere with

effective communicatior:.

Nonverbal communication

According to  Givens 2000: gonverbal?@aol.com  nonverbal

communication is the process of sending and receiving wordless messages by
means of facial expressions, gaze, gestures, postures, and tone of voice. Also
included are grooming habits, body positioning in space, and consumer product
design (e.g., clothing cues, food i)roducts, artificial colours and tastes, engineered

aromas, media mmages and computer-graphic displays). Nonverbal cues are
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produced and received below the level of conscious awareness. They include all
expressive signs and cues (audio, visual, tactile, and chemical) used to send
messages apart from manual sign language and speech. Nonverbal

communication is an integral part of small group communication.

Brainstorming

Bramstorming provides a non-judgemental environment for members to
share ideas and find the best solutions. Before the session begins every member
must understand the problem at hand. Learners must be encouraged to generate
ideas individually. The recorder writes down all the ideas presented dunng the
session. Learners must be encouraged to voice their ideas. Others may need time
to build of others’ ideas. Learners can make the most of particular ideas if others
do not claim ownership to them. The solution must only be decided on when all
members have had an opportunity to share their ideas. When the feasibility of the
solution 1s being looked at, leamers should be as honest as possible. The final

decision must be informed and well thought-out.

Staff development

Staff development relates to the development of an individual educator as a
member of a staff in a particular school, or to the development in some way of
the whole staff. A school development committee and an elected staff
development team will usually formally manage effective staff development.
Emphasis 1s placed on good communication and the active dissemination of
information. Staff development programmes in schools are ideally built on a
number of first principles. They should be seen as forming a continuing process

rather than disjointed stop-start provisions.
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Management
Management has become an important activity within education, as with all
other public services. This concept remains unpopular as many regard this
concept as the source of all problems. Some educators have claimed that it has
generated a set of values hostile to the intetests of leamers and the work of
educators and lecturers. However unpopular the concept may be, critics do

realise the need for management in a diverse way.
» The management of funds (financial management),
» management of staff (human resource management),
» conflict management,
» information and knowledge management
> as well as safety and secutity management.

Dealing with all of these areas is essentially a management task in
organisations. Bennett 1999: 62 contends that management is a prnciple; a
rar_iopal activity in that 1t is concerned with finding the most effecdive and
efficient ways possible of deploying resources best suited to achieve the purposes

of the organisation.

Human Resource Management
Human Resource Management deals with people in therr work

environment and how they are managed.

Beach 1985: 109 defines human resource management as
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[13

.. @ process for defermining and assuring that the organisation will have an
adequate number of qualified persons, avatlable at the proper times, performing jobs that
meet the needs of the enterprise and which provide satisfaction for the individuals

mmlred.”

Human resources management embraces all the core functions of general

management including:
» Planning — aims to be achieved,
»  Ofrganising — by analysing the activities to be carried out,
» Commanding -- through leading,
» Communicating — through various structures,
» Co-otdinating - activities so that targets are achieved,
> Evaluating — effectiveness of managerial activities.

Human resource management also nvolves operative functions, which

include:
» Communication and negotiation,
» Recruitment and selection,
» Leadership and motivation,
> Appraisal and Staff Development

It must be noted that the very essence of human resource management is

people management, which requires communication at various levels. These
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levels and there implications are dealt with in sufficient detail throughout the

different chapters.

Conclusion

In this chapter I defined the key concepts relating to my research regarding
human resource management from an organisational perspective. The key
elements of the communication process in direct small group communication as
well as in public communication are given due attendon. I focused on what

management entails and its implication to the educational manager.

In subsequent chapters, I will discuss how each of these concepts forms
an important part of Organisational Communication with particular reference to

the management of human resources in educattional management.
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CHAPTER 4

THE NATURE OF ORGANISATIONAL COMMUNICATION

Introduction

In the previous chapter I outlined the key concepts that form the backdrop
to my research. In this chapter I will present the results of a more extensive
hiterature survey of some of these concepts that play a central role in this study. 1

begin by exploring the importance of organisational communication.

The importance of Organisational Communication

Virtually everyone belongs to some form of organisation, for the majority
such organisation represents their place of employment. The relationship
between imndividuals and organisations is one of interdependence. Organisations
amount to nothing without individuals and humans have no employment without
them. Work in an educational setting 1s divided horzontally into pésts or jobs,
which are then grouped together to from a hierarchy or pyramid. This hierarchy
consists from bottom to top of subsections, subdivisions, divisions, branches,
and ultimately departments. It is clear that work assigned to each level should
form a logical entity, that is similar work should be grouped together so that it
can best be accomplished as a coherent whole. This is an essential prerequisite to
maintaining efficiency and avoiding the overlappmg of functions. Bovee e a/
1993: 285 states that grouping activities also ensures that like activides are
performed in close proximity to each other, thereby greatly reducing the
excessive movement of people. Part of the horzontal division of work also
encompasses the linking and coordination of tasks so that work is completed in

accordance to imeframes.
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We live in an organisational society. Much of one’s daily life is spent in an
organisation. Such organisation could include factories, mumicipal offices,
libraries, schools, technikons, universities, hospitals, churches, social clubs, banks,
supermarkets, and so on. It is the communication process that gives life to an
organisational structure. Mersham and Skinner 2001: 6 illustrate that Katz and

Kahn emphasise that communication is “the very essence of a social system or an

organisaton”.

The specified role function of an individual largely dictates his/her
behaviour within an organisation. Human resource management is that part of
management, which is focused on the people in an organisation. In the school
situation, the educators request learners to conform to school rules and the code
of conduct, which are usually negotiated with the school governing body. The
learners are obliged to comply with the code of conduct. Failure on the part of
learners to comply with the code of conduct could resﬁlt n suspension and
expulsion. Similarly m a factory, workers are obliged to comply with factory
policies. One such example could be the wearing of helmets or protective gear
when entening certain areas of a factory. Such rules and policies serve a regulaave
function. Of all the resources at the disposal of a person or organtsation it is only
people who can grow and develop and be motivated to achieve cettain desired
ends. Organisations are never completely static. They are in continuous

interaction with external forces as may be seen in the figure below.
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The Pastor in a church,
prncpal  at  a  school, chief
executive officers in businesses are

leaders with specific duties to

perform. Each has a role function

Eusiness Homses

to perform and their behaviour in
FIGURE 1 EXTERNAL FORCES .

the otganisation has to comply
accordingly. A varnety of factors as depicted in the figure above are bound to
influence and affect the leadet’s role function in his work environment. The
above-mentioned leadership characteristics will determine how democratic or
auntocratic the relationship between members of the group is, and how
cooperative and confrontational the forms of communication within the group
ate. The Department of Fducation and Culture is a firm adherent to the
government’s policy of “Batho Pele,” which means ¢ people first.” This deals

with “service delivery” in all schools. One of the most significant skills that we

need In customer service is the ability to communicate properly.

The nature of Organisational Communication

Organisauons are imporrant in modemn dav soclety. Any successful
organisation requires a set of objectives that are appropriate for its survival. It 1s
essential that corporate planning be instituted for quality producton at any given
time. The social and political changes within the country have created a greater
need for effective organisational communication than ever before. The teacher
unions and the Department of Education emphasise a need for transparency in

the actvities of the school and especially from the directives from management.
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Mechanisms need to be in place to ensure the smooth operation and transition of
society at large. Foune 1985: 43 states that a lack of effective organtsational
structures may lead to a lack of cootdination chananels and result in decision
making having to pass through too many channels to execute decisions
effectively. An inefficient organisational structure could result in insufficient co-
ordination, which could result in decisions being made at the wrong levels. Allen
1993: 103 outlines the purpose of an organisational structure as being 2
mechanism that prevents the duplication of work. He further contends that
people are utilized according to their abilities in the execution of set tasks. This
implies that the work given to people should be within thetr capabilities, training
and scope of interest. Management competence is an essential element in
orgamsations. Three essential elements have been idennified that consdtute

capability (Wilkinson 1992: 43):

»  Knowledge — relevant information relating to the schoaol's context,
functions and processes which the manager needs to possess or

have ready access to.

»  Skills — techniques that can be acquired through training and that

can be improved through practice.

»  Higher order capacities — genetic cognitive abilides, which determine

appropriate action.

It needs to be noted that while knowledge and skills are prerequisite tools
in the process of managing a given situation, it is the higher order capacities,
which are the vital elements in the process of using knowledge and skills in

effective action. It is essential that the school manager have the professional
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knowledge of prnciples and practces, knowledge of theores and models of

management and knowledge of the social, political and legal contexts.

Equally important are the discrete skills of persuading, bargaining,
explaining, listeming, reporting, informing, counselling, appratsing, chairing,
interviewing and team building. Skills have been enumerated in key areas like
curriculum, orgamisadon and resource management and development
programmes are often predicated on the assumptions that these can be effecavely
managed through the acquisiion of skills that are teachable, learnable and
transferable. The following higher otder capacities have been identified from a
distillation of complex interrelated concepts: reading the situation, balanced

judgement, intuition and political acumen.

The principal of the school has a multiple role function both in and outside
the school. Activities outside the school may involve his/ her family, religious
affiliation, community responsibilities and involvement in sporting and culrural
bodies. In the school context he/she will also play various roles in dealing with
the officials from the department, educators, the school goverming body, parents,
learners, revenue office and other interested parties that have dealings with the
school. The prncipal needs to manage zll these roles effecavely and efficiently.
There is a need for the principal to proritise. Planning is an important aspect for
ranking entities in order of priority. Ranking entities in order of priority is an
essential form of communication in organisational communication, which must
be practised and managed effectively. This will aid the principal in executing each
role without sacoificing the other. Effective ime management also needs to be

given attention so that the volume of work can be effectively managed.
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Theoretical approaches to Organisational Communication

The Classical Approach
Hoy and Miskel 1978: 3 identify Frederick Taylor as the father of this
school of thought. Taylor’s work as an engineer gave him the idea that workers
can be “programmed” like machines to carry out tasks. This approach hence
propagates that the smooth running of the organisation is more important than
the needs and feelings of the people who wotk in the organisation. The key
element of the classical approach 1s production. Scientific management efforts are

constantly applied to increase worker performance.

Hence the classical approach is mainly concerned with production and
administrative matters. A great deal of emphasis s placed on how the
otganisation can be made more effictent to increase production. Mersham and
Skinner 2001: 18 refer to the classical approach as the scientific management
approach. In present day society this approach is constantly under attack as it
emphasises productivity over the needs of workers. This approach views

commurtication in a one-way direction ~command and control through vertical,

formal channels.

Human Relations Approach
Critics to this approach hi-light the similarity to the classical approach, but
further emphasise that management tend to manipulate employees by pretending
to be concerned about them. Manipulation is enforced 1n a “subtle” way without
the employers being aware of it. Critics indicate that worker output are still the
main concetn, it is only the motive that is well hidden. The human relations

approach strives particulatly to recognise people and provide them with their
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rightful place in management and the otganisation. In education, dynamic

mteraction between people 1s the main concern.

Human Resources Approach
The human resources approach emphasises the concept of participation.
This approach advocates participation of employees in decision making rather
than the imposing of rules and regulations on employees by management.
Theorist, like Rensis Likert and Douglas McGregor have tried to change
management’s concepton of employees. They advocate a “participatory
management” approach, which serves as an incentive and motivanng factor for

higher production.

The human resources approach allows the employees a degree of
democracy in the actual decision making processes, which is much needed in all
otganisations. Mersham and Skinner 2001: 20, state that this approach allows for
worker .satisfaction. The principle of a “happy worker is a productive worker” is
emphasised. The Scanion plan is hi-lighted by Mersham and Skinner 2001: 22,
who point out the relevancy in terms of the South African context. The emphasis

of the Scanion plan lies in two basic elements:

» All members are given the opportunity of making suggestions, with

the idea of improving productivity.

» All members are rewarded equitably for improved productivity

(Frost et al 1974: 5)

Crtics of this approach argue, that the concepts of “conflict and
competition” are not given due consideration. It is indicative that these concepts

have a ditect influence on productivity in present day society at large.
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The Systems Approach

The systems approach advocates the principle of links in an organisation.
The individual in an organisation are not seen as isolated persons. All members
of an organisation are linked as interdependent parts of the whole organisational
structure. Mersham and Skinner 2001: 24 state that the systems approach reveals
the inter-relatedness of components and stresses the arrangements of these parts
as the key to maximising performance. This approach has applicability to a wide
range of organisations, namely schools, prisons, hospitals, and many kinds of
business firms. Mersham and Skinner 2001: 24 contend thar the systems
approach is grounded in a theoretical perspective called the “general systems

theory”.

The essential element of communication in the system is emphasised by
most theonsts. Communication setves to link the interdependent parts or
subsystems. In the systems approach the organmisation is viewed as an open
system — open to new ideas, responsive to the environment, and dynamic in
nature. Mersham and Skinner 2001: 32 define a structure as the arrangement of
the components within an organisation. Structure also refers to the relationships

that exist In an organisation as regards power status and other variables.

According to Blan and Meyer 1971: 80 organisational structure refers to the
propetties of an organisation, not to any individual aspect of its members. An
otrganisation requires members to conform to and follow instructions of certain
delegated individuals according to the hierarchy of the organisation. Marx 1981:
243 states that an organisational structure is a specific framework of established
posts in which people carry out certain actions, and are so grouped that they can

pursue a common goal. Communication is the metaphorical thread that holds the



varous interdependent parts of an organisation together. According to Marx
1981: 243 an orgamisational structure is a specific framework of established posts
m which people carry out certain actions, and are grouped accordingly in order to

pursue a common goal.

In the educational scenario work is also divided verncally in order of
intricacy or difficulty and according to the seniority of the posts. This largely
takes the form of a pyramidal structure. This derermines the mutual relations
between the vatous levels of authorty and also fixes the responsibility and
reporting systems, whereby the flow of information is facilitared. The verfical
division of work cannot operate effectively without adequate delegation of
authonty. If work were to be delegated and decentralised at least to some extent,
it would mean that only a few persons are forced to handle all the governmental
and administrative functions. This is of course an 1mpossible feat. Delegation 1s
therefore an essential part of the organising process and gées hand in hand with
the vertical division of work. Work is divided vertically to expedite the executon
of the functions and to give employees an opportunity of sharpening and

expanding their own skills and expertise.

Figure 2 below, helps us get a clearer picture on the main processes of
managing and leading effective schools in South Africa. The departmental
manual, entitled “Managing and Leading Schools”, 2002 discusses aspects of
communication that are required for effective schools. School Management
teams (SMT’s) are encouraged to create “the right school culture.” Some of the

features that define this are:

» Management support: the degree to which managers provide

clear communicaton, assistance and support to their staff.

45



» Control: the number of rules and regulations, and the amount of
direct supervision that is used to oversee and control staff and

learner behavicur.

» Conflict tolerance: the degree to which school community

members can talk openly abour conflicts and criticisms.

» Communication pattern: the degree to which communicaton in

the school is restricted to the formal hierarchy of authonty.

These are just a few examples showing the departmenr’s interest 1n the

relevant forms of communication for effective school management.

The following organogram (Figure 3) by Majoz1 2003: 50 serves to illustrate

the formal organisational structures of a secondary school.

| Principal B
—
L | i
|  FistDeputy Princpal | {  (Second Deputy Principaly | | Secretary
| — r 1
Level 2 Educators Supervisor
Heads of Departments (Level 2 Educator)
(Four! five academic streams)
L Level 1 Educators Cleaners
(According to academic stream) {Report to supervisor)

Security Staft
{At least two)

FIGURE 2 ORGANOGRAM OF EDUCATIONAL FUNCTIONAL HIERARCHY :
Marx 1981: 252 states that in a functional organisanion, efforts are made to

obmin and draw expert advice, not only by means of counselling and

recommendation but also by enforceable authonty.

From the above organogram it becomes evident that there 1s a hierarchical
structure in educaton, which is bureaucratic in nature. The leamner is dependent

on the educator for advice and guidance; the educator in turn seeks assistance



and guidance from the head of department, who in tumn seeks guidance from the

principal.

In terms of the protocol structures that are existent, the principal 1s the link
to the Supenntendent. The principal informs the supenintendent of activities and
any problems that are being experienced. It then becomes the responsibility of
the superintendent to investigate such areas of concemn and to advise the

pnncipal accordingly.

All policies that are promulgated by the state departinent have to be strictly
adhered to. Durnng the course of a year various circulars are submitted to schools
to ensure that schools are made aware of the latest policies and regulations that
goverm various aspects of education. According to Marx 1981: 259 the following

are charactetistics of the functional organisation structure:

. » Expett advice is easier to obtain.

» There is delegation of authority.

» Various people may give instructions.

» There is uniformity in the organisation.

» Varous people within the structure are allowed to make

contnbutions as regards decision-making, as well as enforce them.

Departmental manual enttled “Schoo/ management  teams  Instractional
I eadership” provides a derailed duty schedule of the duties of the SMT as well as

other employees. In this next section | brefly summarise the dutes and
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responsibilities of the school principal as the educatonal manager responsible for

the effective functioning of the school.

Duties and responsibilities of principals in public schools
The main aim of the job:

» To ensure that the school is managed satisfactory and in
compliance with applicable legislation, regulations and personnel

administrative measures as prescribed.

> To ensure that the education of the leamers is promoted in a

proper manner and mn accordance with approved policies.
Core duties and responsibilities of the job:

> General/Administrative

o To be responsible for the professioﬁal management of a

public school.

o To give proper instructions and guidelines for timetabling,

admission and placement of learners.

¢ To have various kinds of school accounts and records
propetly kept and to make the best use of funds for the
benefit of the leamers in consultation with the appropnate

structures.

o To ensute a School Joumal contamning a record of all-

mmportant events connected with the school 1s kept.
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o0 To make regular inspections of the schools to ensure that
the school premises and equipment are being used properly

and that good discipline 1s being maintamed.

o To be responsible for the hostel and all related activides
including the staff and learners, if one 1s attached to the

school.

o To ensure that Departmental circulars and other
information received, which affect members of the staff, are
brought to their notice as soon as possible and are stored in

an accessible manner.

o 'To handle all cortespondence recetved at the school.

» Teaching

o To engage in class teaching as per workload of the relevant

post level and the needs of the school.

o0 To be a class zeacher if required.

0 'To assess and record the attainment of learners taught.

» Personnel

© Provide professional leadership within the school.

o To guide and supervise the work and performance of all

staff in the school and, if necessary, to discuss and write or
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countersign reports on teaching, support, non-teaching and

other staff.

0 To observe class teaching and offer professional advice to

educators where necessary.

o To ensure that workloads are equitably distributed among

the staff.

o To be responsible for the development of staff teaching
programmes, both school-based, school-focused and
externally directed, and to assist educators, particularly new
and inexperienced educators, in developing and achieving
educational objectives in accordance with the needs of the

school.

o To participate in agreed school/educator appraisal
processes in order to regularly review their professional

practice with the aim of improving teaching, learning and

management.

o To ensure that all cvalvation/forms of assessment

conducted in the school are propetly and effectvely

organised.

> Interaction with stakeholders

o To serve on the governing body of the school and render

all necessary assistance to the goveming body in the
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performance of their functions 1n terms of the S.A. Schools

Act (No.84 of 1996).

o To participate in community activities in connection with

educatonal matters and community buillding.

» Extra- and co-curricular

o To setve on recruitment, promotion, advisory and other

committecs as required.

¢ To play an active role in promoting extra- and co-curricular
activities in the school and to plan major school funcnons
and to encourage learners’ voluntary participation in sports,
educational and cultural activities organised by community

bodies.

» Communication

o To cooperate with members of the school staff and the
School Governing Body in maintaining an efficient and

smooth-running school.

o ‘To liase with the Circuit/Regional Office, Supplies Secton,
Personnel Section, Finance Section, and so on concerning
administration, staffing, accounting, purchase of equipment,
research and updating of statistics in respect of educators

and learners.
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To liase with relevant structures regarding school curricula

and curriculum development.
To meet parents conceming learners’ progress and conduct.

To cooperate with the School Governing Body with regard
to all aspects as specified in the S.A. Schools Act No. 84 of

1996.

To liase with other relevant government departments, for
example departments of health and welfare, public work,

and so on, as required.

To cooperate with universities, colleges and other agencies
in relation to learners’ records and performance as well as

INSET and management development programmes.

To participate i1 Departmental and professional
committees, seminars and courses in order to contribute ©

and/or update professional views/standards.

To maintain contacts with sports, social, cultural and

community organisations.

A school 15 a complex organisation, and the multi-faceted nature of a

school cannot be limited to a certain logical conceptual process, which follow one

another mechanically. The emphasis on the systems approach is the orderly

functioning of the system. As such it is the leader’s role 1o plan according and

delegate tasks appropriately to the relevant personnel to ensure the smooth and

orderly functioning of the organisation.

52



Communication between equals and between unequals

In an organisation such as a school there is communication downward
from the chief administrative officer, through subordinate posittons, and to
persons holding positions at all levels in the organisational structure. Whether in
small group, public or organisational communication some communicators will
have equal status and some will have unequal status. Myers and Myers 1985: 22-
23 state that you can relate to people either as equals or as non-equals. Non-equal
relationships include two different positons. One communicator is in the
supetior, one-up position while the other occupies the one-down or inferior
position. Wotk is often divided vertically in order of intricacy or difficulty and
according to the seniority of the posts. This determines the mutual relatonships
between the various levels of authority and also fixes the responsibility and
reporting systems, that is, the flow of information ts facilitated. A superintendent

may addtess 2 letter or speak only to the ptincipals with regard to certain matters.

Non-equal relationships are often set by social or cultural factors as in the
case of doctor-patient, leamner-educator, and parent-child relationships. The one-
up person usually defines the pature of the relationship, while the one-down

person accepts and goes along with the decision.

In equal relationships, communicators exchange the same kind of
behaviour. Mutual respect and a feeling of partnership exist. Friends, peers, and
colleagues are usual examples of relationships among equals. Communication
becomes truly a two-way process only when there 1s an upward as well as

downwatd flow of information, ideas, and atdrudes.

Mersham and Skinner 2001: 40-44 hi-light the following effects of structure

on communication.
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Downward Communication
According to Mersham and Skinner 2001: 40 downward communication

refers to messages sent from the higher levels of the hierarchy to the lower levels.
The vertical division of work cannot operate effectively without adequate
delegation of authonty. If work is not delegated and decentralized at least to
some extent, 1t would mean that only a few persons are forced to handle all the
administrative functions. Downward communication flows are more frequent in
an organisatdon than upwards flows. When there is contact between individuals
of status, communication from the superior to the subordinate takes place more
casily than communication from the subordinate to the superior. Work is divided
vertically to expedite the execution of the functions of government and to give
educators the opportunity of sharpening and expanding their own skills and
expertise. Instructons and orders are the most common forms of downward
commumication. Along with these order-giving messages are the accompanying
explanations of procedures, goals and the like. Managers are also responsible for
giving appraisals of workers and for motivating them, all in the name of
productivity and for the good of the organisation as a2 whole.
Lateral or horizontal communication

Mersham and Skinner 2001: 42 state that lateral communicaton oceurs
between equals, manager to manager, worker to worker, in other words with
people at the same level in the hierarchy. Horizontal communication flows in an
organisation are more frequent than vertical flows. This is because individuals
communicate more openly with their equals than with superiors. Honzontal
exchanges between organisational equals are usually also less subject to distortion,
because peers share a common frame of reference, and are more likely to be

informal than formal.
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Lateral communication helps the sharing of insights, methods and
problems. At its best it co-ordinates the varous activites of the organisation
enabling the various divisions to pool insights and expertise. It is also a means of
eghancing and promoting teambuilding. Lateral communication also facilitates
the easy flow of information between equals. Figure 3 below, illustrates lateral or

hotzontal communication in the school setting.

LATERAL COMMUNICATION

. HEAD OF
" DEPARTMENT

'EDUCATOR [@ EDUCATOR [« EDUCATOR [#% EDUCATOR

FIGURE 3 LATERAL OR HORIZONTAL COMMUNICATION

Upward communication
Mersham and Skinner 2001: 43-44 state that upward communication refers

to messages sent from the lower levels of the hierarchy to the upper levels. This
type of information is usually concerned with job related activities, example, what
needs to be done, solving problems, making suggestions, measuring success and
improving morale. There is often relatively less upward communication in an
organisation compared to downward communication. Top executives tend to
initiate a high proportion of messages, but receive a lower proportion. Upward
communication provides management with the necessary feedback on worker
motale and possible sources of dissatisfaction. At the same time it tends to give
subordinates a sense of belonging to the orgamisation. It also serves to provide
management with the opportunity to acquire new ideas from those actually

working on the production lhine.
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Communication on the group level

According to Williams 1992: 169 you have already spent many hours of
your life in face-to-face communication that mvolves more than two persons, a
situation that can propetly be called group communication. This may be mn
informal groups as when chatting with friends, or it may be a more formal group
that is part of a business or organisaton. Although many of the generalisations
made about individual communication apply to communication in groups, we
humans do have varous strategies for adapting to the presence of more
individuals entering into the interactions. We tend to communicate a bit
differently when more than one person is listening to us; sometimes we may be
addressing multiple persons in the group. And, of course, not only may we atrend
to what a person In a group 1s saying to us; we may simuitaneously monitor the
group reacton. Also, as in the study of interpersonal communication, we will see
a manifestation in group behaviours of communication and the development of

social structures among people.

Conclusion

In this chapter I examined what an organisation is and the theones of
organisational communication. [ also reveal the structured nature of
commumication in organisations. The importance of communication at the
various levels is also given attention. 1 systematically reveal the important role
that school management teams play in communicating effectively with personnel

at the various levels.
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CHAPTER 3

HISTORICAL DEVELOPMENT OF HUMAN RESOURCE MANAGEMENT

Introduction

The key element in any functional organisation is its human resources.
Human tesources have become increasingly acknowledged as umportant because
of the greater emphasis being placed on the assumption that organisations cannot
function effectively without communication mechanisms in place. In studying
the historical development of Human Resource Management it is important to
examine theodes, developed ar any given time, which centre on people as
workers. Examining and understanding the progressive development of theores
and approaches helps to place current theories in perspective. People study the
past in order to reach a better understanding of Human Resource Management in
its present form. The different approaches from the West are briefly discussed. In

the last section of the chapter we will review the basic modern trends and ideas.

Different approaches to Human Resource Management

Mechanistic approach
This approach views employees as mechanically controllable in facilitatng
production. People were viewed in the same light as machines. The principles

applicable to machines were simply apphed to humans.

During the Industrial Revolution in Europe the emphasis fell on increased
output of production. Machines were designed and production processes
organised to achieve mass production through machines specialisation. The
principle of “cheap but efficient” machinery was also applied to labour. Whatever

was demanded of a machine was also demanded of the labourer. In attempting to
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lower input costs, even children, who could do the work more cheaply, were
employed. Workers” anxieties and needs were not considered a factor, which

affected production.

It was taken for granted that workers were completely controllable,
predictable and interchangeable. The latter refers to the view that all workers
have the same ability. Their unique personalities, human needs and aspirations
were ignored. It was assumed that as long as workers were not suffering pain and

recetved remuneration, they would be content.

As far as the performance of tasks was concerned, job specialisation was
the order of the day. The founder of this school of thought used techniques such
as time and motion studies, incentive wages and specialised supervision to
achieve maximum production output. Work was split up ianto small tasks, which
required no spedial skills and were of a routine nature. A great deal of emphasis
was placed on productivity while the human element in workers was neglected.
Management teams, which followed this approach, were wholly * task onented”
and not in the least “people oriented. Motlatla 1992: 110 endorses the concept
that every person i1s a complex being with experiences and his or her own
personality; the mechanistic approach led to major personnel problems. The

most important of these were the following:

»  Technological zmmp]@r})zem': To a large extent, machines replaced
labour. Wotkers were often dismissed on the spot and left desttute.
Society started objecting to the employers® conduct to the extent
that the reputation of some organisations was severely damaged.
This resistance eventually led to the formaton of trade unions and

to the mtroduction of unemployment insurance.
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»  Security: The fear of dismissal posed a threat to the worker’s security
needs. Membership of the trade union helped to counteract the
threat and to satisfy these needs. When large numbers of
unemployed people started appealing to government bodies for
assistance, government was compelled to act. Legislation was
passed which, in certain cases, made membership of the

unemployment and pension funds compulsory.

»  Organised Labour- Exploitation by employers led to large numbers of
workers joming trade unions. The majonty of employers did not
realise that it was in fact their conduct that stimulated the growth of
the trade unions. Employers attempted to undermine the unions,
for example they refused to employ people who were members of
trade umnions. Such action aggravated the conflict between
employers and untons, and this in turn conttibuted to tbe vigorous

growth of the unions.

»  Pride in work: Jobs were so segmented that tasks became extremely
ssimple and routine. Employees had to petform a small task
allocated to them. They were not given the opportunity to show
mitiative or to work place their personal stamp on their work.
Employees did not see the finished product, which contained their
share of their work. This led to labourers no longer taking pride in

their work, which resulted in a loss of motvation.
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Patemalism

The mechanistic approach continued untl about 1920 after which
management, fearing the power of the unions, was compelled to adopt a different
approach to personnel. In an attempt ro neutralise the unions, management
decided that they themselves would provide the services for which the unions
had been fighting. It would appear that the new, more humanitarian approach
was not based on employees’ needs and aspirations. Instead, it was intended to
counteract the trade unions. The new approach resulted in employees adopting a
more paternal attitude to their staff. Despite these benefits, trade unions
continued to receive stropg support, for two main reasons. Firstly, workers
perceived management’s gestures as a2 means to demand stll higher productivity
in exchange for better physical working conditions. Secondly, solely management
made the decisions about these bepefits. Employees had no say in matters,

which concerned them.

The social-system approach
Trade unions continued to flourish and conflict with management were
very common. The workers were still dissatisfied and management controlled
production with an iron fist. Management did not understand the dissatsfaction,

since they were providing the workers with many benefits.

It was at this time that probably the first scientific research was conducted
into workers in the workplace. In about 1924 the so-called Hawthome studies
were undertaken in the USA. The results were so significant that this research
was the genesis of the fields of study in the Industrial Psychology and Personnel
Management. (Human Resources Management) The contributions made by dus

research were identified quite “ by chance”. Elton Mayo’s purpose in conducting
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the research was to establish the effect of factors such as lighting and rest periods

on productivity. Briefly, the experiment was conducted as follows:

The productivity of six women who were assembling relays was measured.
After that they were taken to a special room similar to their wotkplace, in which
the intensity of the lighting was increased progressively. The workers knew they
were ‘guinea pigs” in the experiment. Duting the experitment, they wete under the
direct supervision of their supervisor. Every time the intensity of light was
increased, they were asked their reaction to the change in lighting. Throughout

the experiment, the productivity of the workers increased.

On completion of the experiment, the workers returned to their normal
workplace, where their productivity was measured again. The research workers
expected to confirm that productivity would now decline to a normal level
However to the astonmishment of all concerned the productivity of the six workers
steadily i.ﬁcreased. In order to explain this confusing outcome, further research
was undertaken. This time other factors, such a rest periods, different wage
systems and other results were similar to the initial observation. Regardless of the
changes in any of the variable, productvity increased. Therefore thete was no

direct relationship between any one vanable and productvity.

Research was not undertaken to identify the factor or factors responsible
for raising productivity. In the course of this investigation, it became clear that
the “human processes” had not been taken into account during previous
experiments. The workers were proud to have played a patt in the research. They
frequently had the opportunity of expressing their views to tmanagement and

research workers. Group morale and group cohesion had increased. The absence
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of strict control and supervision had enhanced their self-esteem. Therefore, the

factors, which had resulted in highet productivity, had been socio-psychological.

One of the most important contributions of the Hawthorne study as cited
by Motlatla 1992: 111 was the proof that improved output results from
meaningful and real participation by the workers in decisions affecting their work
environment. Management realised that their mere provisions of facilities
according to the paternalistic approach was not sufficient. Since thete were no
mstant answers to questions about the utilisation of Human Resources, a new
approach emerged, the social-system approach. According to this approach an
organisation should be viewed as a complex environment. It is complex because
the system consists of 2 multitude of parts. These parts are mutually dependent
and affect one another continuously. In a broad sense, cultural, social and
economic conditions affect the organisation. In a narrow sense, sharcholders,
trade unions, management styles, the personality traits of eﬁployees .md group
processes all affect activities inside the orgapisation. This approach unlike the
others does not contain a “recipe” for dealing with workers. Fssentally, it
emphasises the complexity of the social system within which both the
organisation and the employees find themselves. Management, therefore are

aware of and sensitive to each worker as a complex and sensitive entity.

Arising from this approach and the era in which 1t was developed,
organisations were compelled to accept social responsibilities. They had to heed
demands for a more equitable distribution of profits between shareholders and
workers. They had to answer charges of utlising scarce resources wastefully and
of causing pollution. Organisations required increasing numbers of skilled

labourers, particularly because of the development of technology. The high cost
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of training and the shomage of skilled Iabour compelled organisations to become
mnvolved in social matters in order not to lose trained staff. Workers no longer
regarded leave, sick leave, bonuses, medical aid and other benefits as prvileges,

but as aghts.

Approaches in the late nineties
From the thirties onwards, research into the management of Human
Resources gathered considerable momentum. A large number of research

wotkers published new approaches.

In the fifties two models of motivation were published. Maslow’ Hierarchy
of Needs was to have a considerable nfluence on subsequent approaches.
Similarly, Herzberg’s Hygiene Factors and Motivation influenced later thinking. It
is important to note that in both models the point of departure is the needs of

the individual worker.

In 1960, McGregor announced his Theory X and Theory Y m which he
discussed how workers had been treated in the past and how they should be
treated in future. According to Theory X, wotkers have an inborn aversion to
work, prefer not to accept responsibility, have no ambition and want to be
supervised closely. McGregor’s Theory Y, on the other hand, proposed that
workers are creative, reliable and will co-operate voluntarily. McGregor said that
to access the advantages of Theory Y, management should take certain steps,
such as ensuring that employees have a greater share in decision-making, that a

supportive work climate is created and that workers enjoy greater freedom.
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Human Resource Management in South Africa

Until the end of the first half of the nineteenth cenmry, virtually all-
economic activities wete confined to the agricultural sector. Farming methods
were relatively pamitive and to 2 large extent, farming was conducted at a
subststence level. Farm labourers and their families moved to live on the farms.
Owing to the long distances between farms and the lack of transport, farm
labourers were largely restricted to one geographic area. Working on the farms
was virtually a tradittion and labour turnover was extremely low. Farmers supplied

the material needs of the labourers, such as their clothes and food.

The “management style” was highly autocratic and reminiscent of the
mechanistic approach. The fact that the farmer looked after the material needs of
the labourers and their families also reflected a paternalistic approach. The

farmers’ children worked on the farm.

With the discovery of diamond and gold in the second half of the
nineteenth century, labourers flocked to the mines. Large numbers of skilled
immigrants, particularly from Brtain, arfived in the country. Many of these
technically skilled workers took up management and supervisory posts because of
their experience and training. The management styles to which they had been
exposed in Europe were consciously or madvertently applied here too. Maximum
production and maximum profits were stressed and the workers were seen as
mere factors of production. A highly mechanistic attitude prevailed on all the

muines. Severe discipline and strict supervision wete exercised over the workers.

The workers were regarded as lazy and unrelable. At that ame,

management did not regard personnel work as a specific and separate task of



managerment as is regarded today. If they did perform personnel work, they did
so accidentally. The expansion of capital, raw materials and the number of

workers were seen as the means to achieve higher profits.

As was the case in Europe, workers realised that if they joined together,
they would be in a position of strength when dealing with management. In
response to united action by the workers, management started showing a motre
paternalistic attitude towards their employees. On the mines, meals and housing
were provided for the workers. At about this titne, South African workers started
showing resentment towards the large number of immigrants who were scen to

be a threat to their livelihood.

Up to and including the Second World War, no orgamsed and purposeful
personnel work was carried out. Suddenly, during the war there was an increased
need for competent pilots. The advantage of testing and selectng candidates
soon became apparent. The success achieved in the use of aptitude tests in this
area probably contributed to the establishment of the National Bureau of

Personnel research, later known as the National Institute for Personnel Research

(NIPR).

The work conducted by the Bureau was probably the single most
important simulus for the growth of a more saentific approach to Human-
Resources Management in South Africa. Initially, and for many vears
subsequently, great emphasis was placed on the selection of employees. It was
believed that if the right person were appointed to the nght positon, he or she
would be totally productive and satisfied. However in practice it did not turn out
this way. As in countries overseas a renewed search began in South Africa for

methods that would ensure the opumum employment and utilisaton of staff.
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Vadous factors contributed to the gradual establishment of Human
Resources Management as a separate field of study. Improved means of
communications made overseas literature more readily available in South Africa.
The universities started presenting courses in specialised aspects of the social
sctences. The Human Science Research Councl (HSRC) was established to
mprove overall co-ordination. Valuable research mto Human Resources
Management was done at the NIPR and the HSRC. Postgraduate students at
universities also contributed to a more scientific approach to Human Resources
Management. Today, Human Resource Management meets all the requirements

necessary for being considered a science and a fully recognised profession.

Modern trends
Modem organisations are increasing their use of the supportive, collegial
models. Herzberg’s mamntenance factors apply mostly to the autocratic and

custodial models. The figure below illustrates a trend towards a more open

human organisation.

AUTOCRATIC | CUSTCDIAL SUPPORTIVE COLLEGIAL
Basis of power Economic resources | leadership Partnership
model
Managerial authority money support Teamwork
orientation
Employee obedience Security and Job performance Responsibility
orientation benefits
Employee Dependence on | Dependence on participation Commitment
psychological | boss organisation and self-
result discipline
Employee subsistence security Status and Self-
needs met recognition actualisation
Performance | minimum Passive co-operation | Awakened drives enthusiasm
result

FIGURE 4 MODERN TRENDS FROM NEWSTROM & Davis (1993:31)

Newstrom & Davis 1993: 38 appropriately suammanse the above as follows:
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“There is generally a movement fowards a wider distribution of power, more
inirinsic molivation, a more posifive alfifude towards peopl, and a better balance of
concern for both employee and organisational needs. Discipline hay become more a matter
of self-discipline instead of being imposed from the outside. The managerial role has
advanced from one of sirict authority to leadership and team support. Much progress has

been made during the last few years. We are building a better guality of work life.”

The Ubuntu management approach
Ubuntu is the main pillar of traditional African values, which bond people
together. The Ubuntu principle centres on love, gentleness, sharing and caring
for each other. The spirit of pattotism is an important part of Ubuntu. In a
manner of speaking it is a managemesnt style, which recognises the need to listen,
accommodate and respect individuals. Ubuntu i1s based on the democratic
principles of inclusivity, consultation and participative decision-making. This in
tum implies a need for empowerment of others and the decentralisation of
authority. The Ubuntu principles also call for an integrated and' collective
approach to development. Mbigi 1995: 84 states that South Africa needs to adapt
western concepts to address our management challenges. Mbigi further contends
that there are four cardinal factors, namely morality, interdependence, spirit of
man and totality, which are central to the Ubuntu principle. He also states that,
“All people are entitled to unconditional respect and dignity”. |
The principle of morality
Tt is believed that no institution can attain its highest potenual without 2
sound moral base. The purty of both motives and behaviour 1s critical to
effective strategic implementation. A code of trust and ethics expresses the mode
of morality existent in an institution. Any institution, which is corrupt, loses its

credibility.
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The principle of interdependence
Within this principle underlies the need for collective co-operaton of all

stakeholders within an organisation. Unity within an organisation leads to greater
co-operation and quality of work, which raises the reputation, and credibility of
the orgamisaton. All organisations need to develop towards this principle.
The principle of spirit of man
The basis of funcdonality of any organisation should revolve around the
need for people to receive unconditional respect and dignity from within the
organisation. Harmony at work is a key factor to quality producton.
The principle of totality
There is a constant need for individuals within an organisation to review
and assess their functionality in the organisation. There is a need for every
individual to conuibute to the improvement of the organisation. Organisations
need to further encompass a developmental attitude based on sound
transformative lines, which are embodied in the organisations constitution.
Social, political, economic and business development factors also need to be
addressed to ensure that conflict and differences are remedied at the earliest
stage. Managers need to democratise their insttutions by developing inclusive
and collaborative managerial practices. It is imperative that managers create a
value system throughout their organisation that constantly serves to motvate

human resources to maintain a high standard in their daily work.

Conclusion

‘This chapter traced the development of human resources management
over a period of time to its present day implementation. Various management
styles and prnciples have been examined. It is important that the modern day

resource manager be aware of all the possibilities existent in the management of
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human resources. The next chapter focuses on the research that has been
conducted in communication with particular reference to the educational
scenatio. The various forms of communication are also looked at in an attempt to
create a better understanding of the communication process, which is essential tn

any working environment.
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CHAPTER &

CURRENT RESEARCH ON COMMUNICATION IN EDUCATION

Introduction

The school leader devotes virtually all of his time to dealing with people as
mdividuals or in groups. Hence communication with others consumes virtually
most of the school leader’s ime. Van Miller 1965: 475 recognises this fact when
he said: ‘Admuinistration 1s first and foremost communication’. The major hurdles
to effective comtmunication are problems of perception, language, organisational
structures, networks and channels, which form the setting for communication.
Farr 1987, states that such barriers give nise to many misunderstandings and the
Human Resources Manager needs to be able to diagnose these and to develop
strategies for countering them. Effective communication takes place in a
multitude of contexts including interviewing, leading and motivating and in

negotation.

What is communication?

Communication is information in transit. It occurs between people in
organisations. People need to receive and transmit information to coordinate
their activities and execute their tasks. Rugbeer Y 2002: 44 states that humans
communicate by the use of verbal as well as nonverbal skills in the
communication process. Conversation 1s the prototype for human
communication. When two humans communicate, they focus attention on an

entity. A personal process of knowledge construction thus begins.

Rasberry and Lemomne 1986: 23 define communication as a process of

‘sorting, selecting, forming and transmitting symbols between people to create
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meaning’. For communication to take place there has to be a source, transmission
through channels and a receiver. The illustration below, figure 5 serves to

illustrate the communication process in its simplest form.

Communication models
In the section that follows I highlight the role of the different
communication models as postulated by theonsts and their role in the
communication process.

The general communication model

This 1s made up of three elements: the source, message and receiver. (As

pet figure 5 below)

Signs, Messages, - :; )
Channel L _gn;ymbols Channel Receiver |

4 >

FIGURE 5 COMMUNICATION IS A TWO WAY PROCESS
The source may be an object, example a picture or a person; the message

may take many forms such as a question, an appeal, or even a smile. During the
communication process messages are sent by the communicator and received by
the recipient (recerver). The message usually has a content, which could be factual
information, thoughts, ideas or feelings expressed by the participants. According
to Mersham and Skinner 2001: 10 the message initiates a behavioural reaction in
the recipient. The recetver of the message thus responds accordingly whether
verbally or non-verbally. The charactenistics of the receiver will influence the way
he/she perceives the message and interprets it. In the communication process the
three elements can take many forms. The message may have wider implications

than we intend because we communicate more than the spoken word. Generally,
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most theonsts who have a technical view of communication view communication
as a linear or one-way sequence of events from person one to person two. This
simple model makes a fundamental conceptualisation, even if it is not
sophisticated enough to understand the intricacies of most communication in

organisations.

The general model of communication includes the following variable:

> Information source (sender)

» The message (filtered by the sender - encoded in words or

gestures)

» Channel (can be blocked by distracters)

» The receiver {decoded for meaning)

‘The communication destination is reached when there is a shared
understanding between the sender and the receiver. Lopez (1965) states that the

feedback by the recetver indicates that the message has been interpreted correctly.

Rasberry and Lemoine (1986) have introduced other varable into the
communication process which adds to it complexity. Significant new variable that

have been included are:

Meaning (verbal and non-verbal): which affects the way messages are
encoded and decoded. According to Steinberg, 1994: 15, encoding is the process
of transforming verbal and nonverbal signs into messages, whereas decoding is
the transformation of verbal and nonverbal signs into messages. Mersham and

Skinner 2001: 10 indicate that encoding is a form of expression from the source
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of an already conceived idez into a message appropriate for transmission. To
encode is therefore to change a meaning into a seres of signs and symbols, such
as language. Encoding is the activity required to transform ideas into observable
sensory signs. The tdea 1s in your mind but you have to put it into sensory signs
that must be observable to the person with whom you are communicating. The
definiton of encoding is therefore the transmission of inner thoughts, beliefs and
feelings 1nto external, matenal signs. Mersham and Skinner 1999: 18 state that
decoding is the reverse process that occurs in the mind of the recipient. It is the
activity required to interpret the sensory data into meaningful information. If the
message 1s encoded in spoken word, the recipient receives the sound waves
through the auditory sense. The brain will recognise these sounds as speech to

which meaning will be attached. The message is now decoded.

Channels (methods and paths of communication). They can be both
formal and informal. Mersham and Skinner, 2001: 10 state that the channel is the
means by which a message travels from a source to a recipient. It is the route by
which the messages travel. In organisational communication a number of
channels may be identified. These are related to a formal hierarchical chain of
command and are usually connected with official acavines like meetings, memos,
reports and discussions. Informal channels operate unofficially through the
‘grapevine’, which can often be a speedy way of helping the official channels
convey a message or correct the misinformation of a previous message through a
formal channel. The ‘grapevine’ can be a vehicle for unwarranted gossip, scandal
or rumour. Mass media channels include newspapers, magazines, films, radio and
television. Interpersonal channels involve the face-to-face exchange between a

soutce and a recipient.
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Decoding (understanding meaning) Decoding is defined as the transfer
of raw sensoty data into meaningful information. Mersham and Skinner 2001a:
10 explain that decoding is the translation of received stimuli into an interpreted

meaning. Recipients therefore decode messages by changing the symbols and
signs INto meantng.

Feedback: Completes the cycle of communication. According to
Steinberg, 1994: 16 feedback is the response of the participant to each other,
which may take on different forms. Examples of feedback include a smile, a
request for more information, or applause to a speaker at 2 meeting. Feedback is
the means by which we are able to negotiate ideas and exchange meaning.
Steinberg, 1994: 16, states that feedback allows for the mutual exchange of
opinions so that mutually satisfactory conclusions can be reached. Mersham and
Skinner, 2001:13 state that feedback may be thought of as a dynamic two-way
process. It also setves as a measure of effectiveness of the communication
process. Feedback 1s thus a reciprocal, sharing component in the communication

process.

Noise: (conceptual noise) Noise or distortion can operate at each stage of
the communication process, to which the sender or receiver are especially
vulnerable to. Steinberg 1994: 16 states that noise i1s a2 stmulus that interferes
with the transmisston and reception of messages. Noise thus interferes with the
success of the communication by distorting the message so that the message
received is different from what was actually intended. The outcome of personal

encounters will depend on:
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Semantic noise: Words and symbols mean different things ro different people.
We interpret messages m terms of our own backgrounds, needs and purposes
and 1n relationship to particular contexts or situations. Interferences due to the
meaning of words, example when spoken to in a language that you cannot
understand or when a doctor uses terms which you do not understand you are
uncertain of what the problem is. In South Africa, English is the main language
of managerial organisational communication. Mersham and Skinoer 2001:13
further emphasise that multilingualism policies should be encouraged within

organisations to further re-enforce the African Renaissance.

External noise, namely stimuli in the environment that distract atrention,
example, a bad odour, a cold room or an uncomfortable chair. Physical barriers
such as fatgue, discomfort and excessive comfort interfere with the

communication process.

Internal noise, namely the feelings and thoughts of the ndividual that may
interfere with communication, example, moods and personal prejudices, lack of
confidence, emotions, beliefs and prejudices. This affects the way in which
messages are represented and interpreted and can be a fundamental barrier to

education particularly in the sphere of interpersonal relations.

Riches 1991: 166 contends that communication involves the meeting of
minds through the ebb and flow c;f actions, reactions, questions and answers.
Windzhl et al 1992: 221 have defined communication as ‘the exchange and
sharing of information, attitudes, 1deas and emotions’. This emphasises that
communication is not confined to the written and oral exchange of simple
messages. Communication thus embraces the collective activity of sharing an

experence at a variety of verbal and non-verbal levels.
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How do we communicate?

We use symbols, signs and gestures to communicate. The way we stand, sit
or walk, our facial expressions, our choice of clothes, suburb, house ot car, all
communicate some message about the way we think about others and ourselves.
Because 1t is difficult to transfer thoughts or meanings from one mind to another,
man developed symbols or signs to convey these meanings to each other. In
other words, we are constantly communicating, either consciously or

subconsciously.

With whom do we communicate?

Communication is essential for survival in society today. Just as eatly
humanity needed to communicate in order to survive, we need to communicate
effectively to function in a complex human society. We live and interact with
other human beings in a social system, starting with the family, then friends, a
latger group of acqﬁaintances, then a particular community (chur;h, school,
college, workplace). These systems overlap and interconnect and we move

between them over varying lengths of time.

To communicate effectively in soclety we must be aware of soctety as
consisting of systems, and we must know something about its social and cultural
standards. When we know something about the people around us, we are able to
communicate it 2 way that is acceptable, understandable and effective. To do this
we must find a way of communicating which uses the appropriate words,
behaviour, time and place, and expresses the rght feelings for a particular

situation.
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When and where do we communicate?

When we communicate, we observe unwrtten rules, which tell us what
wording or behaviour 1s appropriate in a given situation. We absorb these ‘rules’
naturally as we grow up and socialise. We will only greet some people, while we
may ask others how they are and expect a brief response. We may have a bref
conversation with some, whereas we can exchange endlessly with friends and
family. If someone you normally only greet tells you his/her marital woes, or a
total stranger in a lift makes a personal remark, the rules have been broken. The

time, place and message are inapproptiate.

Riches 1991: 166 state that it useful to classify the communication activities

mnto different spheres. These he propagates as follows:

Basic mechanical aspects of communication: These include mechanical/electronic
devices to transmit (encode) and receive (decode) messages. The systems theory
has also been used to make sense of how communication inputs are transformed
through management funcrions like planning, organising and leading into

outputs.

Interpersonal communication: This concerns the behaviour of people when
transferring information etc. from one to another, and involves verbal, non-

verbal and listening skills. Teeaching has its roots in such communication.

Organisational communicatior: 'This recognises the fact that within an
organisation all the members are sending and receiving signals simultaneously in a
dynamic interaction with one another. There is a network of communicadon
experiences and all within that network influence the process. Analyses of these

processes are important in schools and colleges.
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Communication takes place for a variety of reasons and through a varety
of methods. Reasons for communicating might be to inform, explain, persuade,
reprimand, encourage, thank, appraise, propose, consult, apologise or praise.
Smithson and Whitehead (1990} state that people utilise many methods of

communicaion.

According to Mersham and Skinner 1999: 18 messages are composed of
stgns and symbols, which have (for the source and the recipient) a certain
meaning. Communication i1s both verbal and nonverbal, both work together 1o

convey the message.
These might include:

» Written form of letters, memoranda, repotts, minutes, articles,
brochures, pamphlets, newspapers, periodicals, telex, tele-messages,

or

»  Oral form, through conversations, interviews, group discussions,
meetings, conferences, public address, telephone, teleconferences,

or

» Visual form in the shape of diagrams, charts, models, photographs,
graphs, illustrations, pictures, slides, films, video tapes, television,

regalia and insignia on an academic robe

or

» Body language including facial expressions, listening skills, body

gestures, appearance and behaviour.
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'The need for the adoption of an explicit communications policy in education

Communication is an everyday activity, which is quite complex. Without

communication, all that we think of, as human experience would cease to exist

for it is a vital component of all spheres of life. Riches 199%: 165 states that

management cannot take place without communication, and organisations cannot

exist without it Mistakes are often made because communication is not seen as a

two-way exchange, but as a directive from above, without consideration for those

for whom the commumication is intended. Negotiation in comnunication is

often vital if the message is to be fully received accepted by the parties concerned

and acted upon. Because of the many changes that are taking place in educational

mstitutions, effective communication s more than ever crifical for

effectiveness. Riches 1999: 165 cites the following changes in education:

» An increased complexity, both structurally and technologically

» The market forces operating within education highlight the need

for effective communication between organisations and people.

» Govemnment education and general legislation, e.g. with regard to

employment law — careful communication is required if community

misunderstandings ate to be avoided.

# Increased complexity in organisations such as schools and colleges

highlighting the increased importance of two-way communication

along a co-ordinated chain of vadous hierarchical levels in

education management.
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» An increasing need for concentration, efficiency and effectiveness,
which points to the need for communicaton with clarty and

sensifvity.

What becomes apparent therefore is the need to have in place an explicit
communication policy that lucidly spells out the communication structures that
can be used by personnel Bendix 2000: 334 recommends that the following

guidelines be used tn drawing up an effective communication policy:

» 'The policy should ensure that informaton is given and that
consultation takes place between the parties concerned before

management takes decisions on mattets of major interest.

» The method of communication should in no way derogate from the
freedom of association; they should in no way cause prejudice to

the freely chosen workers representatives.

> Steps should be taken to train those concemned in the use of
communication methods and to make them as far as possible

conversant with all the subjects in respect of which communication

takes place.

» Workers’ representatves should be afforded the means to
communicate information rapidly and completely to the workers

concerned.

» A communication system should be designed to ensure genuine
two-way communication between representatives of management

and the workers.
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» The communication policy should be adapted to the nature of the
undertaking concerned, account being taken of its size and of the

composition and interests of the workforce.

» The medium of communication and its timing will depend on the
circumstances of each particular situation, account being taken of

national practice.

Looking at some of the guidelines above one may deduce that having such
a policy will allow for speedy interaction between parties without unnecessary
delays. It must however be noted that such a policy needs to be reviewed from

time to time to ensure that it obliges to the legality of higher structured policies,

The semiotics of communication
Icons, indices and symbols
Lcans: refer to real ttems m the real world. Famoué personalities like

Mahathma Gandi, Nelson Mandela, Hitler and Mother Teresa are often referred
to as icons within our society. Icons can portray positive as well as negative
images. Hitler is often viewed as a negative icon, largely because of his rgid
military rule and dictatorship. Society at large view Nelson Mandela as a positive
icon, latgely because of his long struggle in prison together with his humanitarian 7
views on democracy. Mother Teresa is also viewed as a positive icon because of

her motherly, sympathetic and canng nature towards people at larpe.

Indices: refer to concepts within categoties. Indices are used to indicate
items in the real world. This could include examples like, ‘Dark clouds are an

indication of rain’. Indices tend to form a semiotic web of knowledge, which is 2
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result of the integration of thinking and knowledge. Meaning tends to be inferred

from past happenings and expenence.

Symbols: also forms a semiotic relationship of integraton. We cannot
identify words if we do not know the letters of the alphabet, we cannot read if we
are not able to identify words. In the same way we are not able to follow
instructions 1f we do not know what they mean. Symbols are also imprinted 1n
our minds. Examples of this could include: Modes of transport, types of food,
types of plants, and birds in our environment. Symbols are also used in abstract
applicatons. Examples could include a + b = ¢, were a, b and ¢ each have
specific values. Hence there is a semiotic relationship between the given symbols,

which actually represent number values.

Effective communication is learnt through training and experience. We
learn to communicate more effectively by having the appropnate techniques or
sklls, M\ﬁlg the opportunity to practice them and having our performance
reviewed by experienced commentators in a non-threatening environment. A
clear flow of communication within an organisation can greatly enhance its

effectiveness.

Communication Networks Model
A more sophisticated perspective on communication flows from the study
of the relative effectiveness of various communication networks. (Figure G,

below)
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FIGURE 6 PATTERNS OF NETWORKING (FISHER 1982; GAMBLE & GAMBLE 1987: TUBBS AND
M0ss1991)
Mersham and Skinner 2001a: 48 state that as a result of the complexities of

modern day business, organisations have evolved a number of communication
networks. Networks simply represent the structure of channels throﬁgh which
messages pass from one person to another in groups. These networks may be
viewed from two perspectives — either as small groups left to their own resources
or as formalised structures established by an organisation for communication

within the company.

Networks represent general types of group communication patterns and
can be found in most groups and organisations. Groups are faced with real
problems and decisions. Beginning in the 1950s, many research studies have been
conducted to test the importance of vanous networks on the effectveness of
communication {(Guetzkow and Simon 1960; Fisher 1981; Gamble and Gamble

1987; Trenholm 1991; Tubbs and Moss 1991). Figure 6 illustrates a number of
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networks that might exist in a five-member group. The wheel, chain and Y are
centralised networks. In the wheel, A — who occupies the central position, is able
to communicate with the other four, but they are only able to communicate with
him. In the network, A, B and E can communicate with only one other person,
and in the chain the same is true for A and E. In the centralised network the
person with the most channels of communication tends to become the group
leader. The wheel arrangement corresponds to a manager at the hub with
subordinates on the pedphery. The circle and the ail channel patterns are
decentralised and sometimes leadetless. In the circle, each member is able to
commumicate with two othets, and in the all-channel netwotk, each member is

able to communicate with all the others.

Steinberg 1994: 103 states that two early sociologist, Bavelas (1950) and
Leavitt (1951) conducted research on small groups to measure the problem-
solving abiliies of different networks. They studied foﬁr communication
patterns: the chain, the wheel, the circle and the Y network. Leavitt manipulated
the freedom with which information could be transmitted from one subject to
another in each network and then compared the results. The wheel, which is the
most centralised of the four networks proved to be the fastest and the most
accurate in solving problems. The circle network proved to be the slowest, usingr
the most amounts of messages and was the least accurate. The circle groups
showed the highest morale and more readily corrected their errors than the

others.

Steinberg 1994: 103 goes on to explain that later experiments modified
these eatlier results by showing that problem solving efficiency depends on the

type of task. While they confirmed the greater speed and accuracy of centralised
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networks for solving simple problems, they showed that decentralised networks
arc faster and more accurate in solving more complex problems (Shaw 19981).
The reasons for this is that decentralised networks are able to develop better
plans for performing complex tasks because members can communicate their
ideas directly to each other, without having to go through a central person. Larer
experiments also reveal that both group morale and individual satsfaction with
the operation of the group are higher when people are aot cut off from each
other. The general consensus among researchers is that the all-channel network
seems to be the most desirable. While it initially tends to be more inefficient, the
oppottunities for free discussion and feedback ultimately result In greater

accuracy and satisfaction.

Lewis (1975) elaborates on the above findings as follows:

CHARACTERISTIC CIRCLE CHAIN WHEEL ALL-CHANNEL
SPEED Slow Fast Very Fast Slow/Fast
ACCURACY Poor Good Good Poor/Excellent
MORAL Fiigh Low Very Low Very High
LEADERSHIP None Marked Very Pronounced None
ORGANISATION Unstable Emerging Very Stable Unstable

stability
FLEXIBILITY High Low Low High

FIGURE 7 COMMUNICATION AND QRGANISATION STRUCTURE (LEWIS 1975: 86, QUOTED IN RASBERRY AND

LEMOINE 1986: 108)

Riches C 1999: 172 contends that one should approach the above findings
with a degree of caution because there ts evidence that other factors influence the
communication process, such as the powerful mfluence of the task structure
within the group of performance. Once the structure has been set up the task is
more readily achieved irrespective of the basic network set up. He further states
that there 1s undoubtedly enough evidence to say that communication networks
influence the communication process in a significant way. Open channels need to
be created to allow discussions among members. This provides an opportunity

for ideas that are proposed to be accepted or rejected, or modified in response to
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group feedback. The leader of the group therefore has to have an understanding
of communication networks in eliciting contributions from all members and

encouraging open communication.

Nonverbal Communication

Nonverbal communication is an integral part of small group
communication. According to Givens 2000: nonverbal?@aol.com nonverbal
communication is the process of sending and receiving wordless messages by
means of facial expressions, gaze, gestutes, postures, and tone of voice. Also
included are grooming habits, body positioning in space, and consumer product
design (e.g., clothing cues, food products, artificial colours and tastes, engineered
aromas, media images and computer-graphic displays). Nonverbal cues are
produced and received below the level of conscious awareness. They include all
expressive signs and cues (audio, visual, tactile, and chemical) used to send

messages apart from manual sign language and speech.
Body-language signals may be:
» Learned
» innate or
»  mixed

Eyewink, thumbs-up and military-salute gestures are clearly leamed. Eye-
blink, throat-clear and facial-flushing cues on the other hand are clearly inborn or
mnate. Laughing, crying, shoulder-shrugging and most other body-language
signals are “mixed”, because they onginate as innate actions, but cultural rules

later shape their timing, energy and use.
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Functions of Nonverbal Communication
Steinberg 1999: 53 identifies the following as the main functons of

Nonverbal Communication:

> To reinforce the verbal message

» To complement the verbal message

» To contradict the verbal message

» To regulate the verbal flow

Categories and features
Nonverbal communication can be divided into four broad categones:
Physical: This personal type of communication includes facial expressions,

tone of voice, sense of touch, sense of smell, and body motions

Aesthetze: This includes the type of communication that takes place through
creative expressions like playing mstrumental music, dancing, modelling, painting

and sculpturing

Signs: Examples of the mechanical type of communication include the use

of signal flags, the sounding of hors, and the wailing of sirens.

Symbolic: This type of communication includes the use of religion, status, or

ego building symbols as well as regalia and insignua.

Nonverbal communication and the brain
Givens 2000: nonverbal2(@aol.com, explains that the nonverbal brain

includes those circuits, centres and modules of the central nervous system
mvolved in sending, receiving and processing speechless signs. In night-handed

mndividuals, modules of the right-brain cerebral hemisphere are considered to be
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more nonverbal, holistic, visuo-spatial and intuitive than the verbal, analydc,

sequential and rational left-brain hemisphere.

Just as the brain’s speech centres hike the Broca’s area control language
communication, ateas of the nonverbal brain control communication apart from

words.

The importance of emotions during communication
In this next section I examine the important role of emotions in the

coOmMMmMuRICation process.

The amygdala
Givens 2000: nonverbal?2(@aol.com describes the amygdala as an almond-

shaped neuro-structure involved in producing and responding to nonverbal signs
of anger, avoidance, defensiveness and fear. Many gestures reflect the amygdala’s
turmoil. In a tense, heated meeting, e.g., we may unconsciously flex our arms,
lean away or angle away from colleagues who upset us. The lip, neck and
shoulder muscles may tense as the amygdala activates brain stem circuits designed
to produce protective facial muscles. The amygdala also prompts releases of
adrenaline and other hormones into the blood stream, thereby stepping-up an
avoider’s response and disrupting the control of rational thought.
Bodily cucs

Bull 1984: 76 states that bodily cues are related 1o speech n terms of its

syatactic, semantic and phonemic clause structure. Bull identifies three main

types of speech-related bodily cues. Their social functions include:

Emblems: These refer to those nonverbal acts, which have a direct verbal

translation, — their function 1s communicative and explicidy recognised as such.
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Emblems substitute words. They have specific meaning to subconscious
regulative functions. Some commonly used gestures include those that are used
to mdicate: hello, goodbye, come here, crazy, quiet, peace, I don’t know, good
huck, think, and shame on you, not to mention the ever popular middle finger
gesture used by motonists. These gestures have meanings attached to them, which

evoke a reaction between the parties involved in the communication process.

Hlustrators: These are movements, which are directly tied to speech, — there
is some evidence to show that they facilitate the comprehension of discourse —
suggesting that they too function as a form of communication. They have been
related to the emotions and attitudes of the speaker and to the process of speech
encoding. Mlustrator’s emphasis or repeat what is being said. Several studies
indicate that the use of ilustrators increases a speaker’s persuasiveness. (Maslow,

Yoselson & London 1971)

Regulators: 'These are movements, which guide and control the flow of
conversation. Bodily cues play a role in initiating and terminating interactions,
and in taking turns, thus suggesting that they too function as a form of

communication.

Bodily cues communicate information about emotion, language, individual
differences, affiliatton and dominance, and information about interpersonal

relationships to observers of the relationships.

To communicate, an experience, which has to be translated into some
symbolic code. What goes on in a person’s brain does not get transmitted to

another person’s brain directly without the mediation of a symbolic system.
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According to Myers and Myers 1985: 216-217 the study of nonverbal
communication is relatively recent. For a long time people felt that unless words
wete involved, communication did not take place. This atttude was, and still is,
reinforced by the fact that our culture places a strong emphasis on the virtues of
speech. In groups, silent members are more often than not perceived as the least
influential members of the group. This common attimde about silence, or the
absence of verbalised noise, is rooted in a misconception about the nature of

communication.

Williams 1992: 15, states that one cannot not communicate. Silences and
other nonverbal aspects of communication are no more random than words.
They too, are systematic expressions of meanings, which you use, often quite

unconsciously in your interpersonal interaction with people.

Myers and Myers 1985: 218-219 state that silences are an integral part of
interpersonal communication. They occur more often than you think. Silence in
many cases Is perceived as embarrassing. You somehow feel they should not
happen; and when they occur, you try desperately to fill the gaps they create.
Silences, howevet, are not to be equated with the absence of communicaton.

Silences are a natural and fundamental aspect of communication.

As most learners of social interaction are aware, lapses in conversation are
so potentially embarrassing that participants will often resott to notsy “masking”
behaviours to fill in the silence — coughing, cleating the throat, sighing,
whistling, yawning, drumming the fingertips; or they may utter meaningless
“socto-centric sequences” such as “but ah,” “so,” and “anyway” in the hope of

nudging a partner into taking a turn.



Most studies of lapses (or “latencies,” as they are sometimes called) in
speaking exchanges have concluded that the person who cannot handle such gaps
easily 1s considered 2 less competent communicator. The person who manages
better the periodic silences, which normally occur in much of our

communication, is thought to be more effectve.

Effective communication between people depends heavily on silences
because people take turns at talking and at being silent when listening. Unless one
is silent, one cannot fully listen. Unless you know that silences are a part of
commumnication, you will continue to be afraid of them and avoid them instead of

making full use of them.

Myers and Myers 1985: 220-221 explain that silence can be a challenge, like
the silence of the pouting child or the stubborn and angry friend, or the silence in
a classroom towards the very last minutes of a period when the educator asks,
“Do you have any questions?” and learners almost dare each other to say one
word which might trigget the educator to continue talking after the bell.

Facial Expressions

Givens 2000: nonverbal?(@aol.com explains that better than any body
patts, our faces reveal emotions, opinions and moods. While we learn to
manipulate some expressions (e.g, our smile) many unconscious facial
expressions (e.g. lip-pout, tense-mouth and tongue-show) reflect our true feelings

and hidden attitudes. Many facial expressions are universal, though most may be

shaped by cultural usages and rules.

Pease 1999: 9 found that emotion 1s so closely tied to facial expression that

it is hard to imagine one without the other. Studies have shown that facial
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expressions of happiness, sadness, anger, fear, surprise, disgust and interest are

universal across cultures.

According to Underwood 2000:

hap:/ /www.cultsock.ndirect.co.uk/MUHome/ cshtml/index.html the exercise

below is based on research by Fkman and others (1972) into the importance of
facial expressions for displaying emotton. It seems that there are seven prncipal
facial expressions, which we are generally quite good at recognising and which
appeat to be so universal that even learners who have been blind and deaf from

birth display them: anger, disgust/contempt, fear, happiness, interest, saduness and

surprise

According to Underwood 2000:

www._cultsock ndirect.co.uk/MUHome /cshtml/index. homl

, these appear
to involve configurations of the whole face, though the eyebrows and mouth
carry rnuch information. The importance of the area around the eyes and mouth
is shown by obsetvations which demonstrate that when we examine a
photograph of a person's face, we scan the whole face, but concentrate primarily

on the eyes and mouth.

He adds that facial expressions are essential to the establishment of
relationships with others as was demonstrated by an infamous experiment in

which the facial muscles of a newly born monkey was severed, as a result of

which it failed to establish a relationship with its mother.

This simple experiment has been carried out across a wide range of
different cultures and strongly suggests that, although of course there are

differences in the extent to which different cultures permit the display of varnious
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emotons and the different ways they act on those emotions, the emotons
themselves are common to all members of our species.
Haputcs

Williams 1992: 59 states that the use of touch to communicate — as in
shaking hands, holding hands, patting someone on the back, putting your arm
around a person’s shoulder, and the like — is known as haptics. Touch may
convey emphasis, affection, or greetings, and it varies greatly across cultures. For
example, two men walking arm-in-arm in western culture may draw attention,

whereas in the Arab world this behaviour is merely a common sign of friendship.

Barker 1982: 103 hi-lights that instrumental or functional touches occur
frequently pardcularly in classes where psychomotor skills are being taught,
incIuding shop courses, athletics, dance, art and even when learning such skills as
handwriting. While the primary purpose of instrumental touch is purely task
related, this form of tactile communication probably conveys Iimmediac'y as well.
Educators should be aware that touch is not reinforcing or pleasurable to some
leamers. Educators who are themselves touch avoiders must find other ways of
communicating immediacy and may wish to avoid teaching elementary grades,
where touch is common if not inevitable.

Paralanguage

Williams 1992: 58 states that paralanguage is a kind of complementary
language. Researchers have found that the tone, pitch, quality of voice, and rate
of speaking convey emotions that can be accurately judged regardless of the
content of the message. The important thing to gain from this is that the voice is
important, not just as the conveyor of the message, but also as a complement to

the message. As a communicator you should be sensitive to the influence of tone,
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pitch, and quality of your voice on the mnterpreration of your message by the
receiver. On a more complex level, these properties are interpreted by listeners,
as mndicating emotionality, emphasis, nonchalance, certainty, or fear, to name a

few.

Posture
Givens 2000: nonverbal2@aol.com states that posture is the degree of

orlentation between a speaker’s torso and that of a listener (e.g., facing or angled
away), as measured in the coronal plane (which divides the body into front and
back). We show agreement, liking, and loyalty by aligning the upper body with
that, e.g., of our boss. It is often possible to identify the most powerful (ie.,
highest status) person seated at a conference table by the relatve number of
torsos aitmed in her/his direction. While the less influential may glance freely
about, and turn their heads towards colleagues as they speak, their torsos remain

loyally otiented to the individual they most respect.

Givens 2000: ponverbal2(g@iacl.com states further that angular distance

reveals how we relate to (Le. feel about) people sitting, standing, or waiting
nearby. Our upper body unwittingly squares-up, addresses and ‘aims’ at those we
like, admire and agree with, but angles away from disliked persons and people
with whom we disagree. In a friendly conversation, formal interview or staff
meeting, e.g., 4 greater angular distance (Le. turning away) substitutes for greater
linear distance. Angular distance may range from 0 degrees (directly facing) to
180 degrees (turning one’s back). Our body’s innate ability to show a superior,
confident or haughty attitade through posture, assuming a higher or lower stance
upon the earthly phin evolved from paleo-circuits of the amphibian brain.

Antigravity extensor muscles of the neck, trunk, arms and legs contract when
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signals are recetved from cerebellar and vesdbular centres responding o the
pontne reticular nuclei. The latter brain-stem circuits may be exited by emotional
stimuli from the limbic system.
Kinesics
Williams 1992: 59 states that our facial expressions, eye movements and
bodily postures also convey meamings. The study of such expressions and

gestures is called kinesics.

Kinesics examines most of the normal gestures that humans are known to
exhibit in different emotonal states unless their culture has taught them to
disguise their feclings. These basic emotions include pleasantness, arousal, fear,
surprise, rage and affection. Hand and bodily gestures do not have as much
cross-cultural generality, but the meanings that they signify do, as mn exphat

gestures denoting the shape of 2 circle or a focus on a certain object.

Most gestures, however, are culturally specfic. You know ‘their full
meaning only if you are a member of the culture that uses them or have learned
them from a member of that culture. Sexes and generations differ in their uses of

gEStUICS.

Like kinesics, posture communicates a great deal of information about a
person. A relaxed posture expresses confidence in the person who we are talking
to. Slouching or sitting with your head in your hands often indicate that you are
feeling low, whereas sitting with your feet on the desk may be interpreted by
others as a sign of your feeling of superiority. It must be noted that posture may

be influence by the mental state of the individual.
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Proxemics
Givens 2000: nonverbal?@aol.com explains that like facial expressions,

gestures, and postures, space ‘speaks’. The prime directive of proxemic space is
that we may not come and go everywhere as we please. There are cultural rules
and biological boundaries explicit as well as implicit and subtle links to observe

everywhere.

According to Barker 1982: 101 proxemics is the use of interpersonal space
and distance. Whenever anyone communicates, their distance and angle from the
receiver communicate powerful messages, including varying degrees of warmth
or immediacy. At least two proxemic cues that are thought to signal immediacy
during communication are physical distance and the angle or ortentation of the
commuiicators.

Gestures

According to Pease 1999: 11-19 most of the basic communication gestures
are the same all over the world. When people are happy they snule; when they are
sad or angry they frown or scowl. Nodding the head s almost universally used to
indicate ‘yes’ or affirmation. It appears to be z form of head lowering and is

probably an inborn gesture as deaf and blind people also use it.

Shaking the head from side to side to indicate ‘no’ or negation is also
universal and may be a gesture that is learned in infancy. The shoulder shrug is a
good example of a universal gesture that is used to show that a person does not
know or understand what you are talking about. It is a multiple gesture that has

three main parts: exposed palms, hunched shoulders and raised brow.

Oge of the most frequently observed, but least understood, cues is 2 hand

movement. Most people use hand movements regularly when talking. While
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some gestures (e.g., a clenched fist) have universal meanings, most of the others

are individually learned and idiosyncratic.

Pease states that one of the most sedous mistakes a2 novice in body
language can make is to interpret a solitary gesture in isolation of other gestures
or other circumstances. For example, scratching the head can mean a number of
things — dandruff, fleas, sweating, uncertainty, forgetfulness or lying, depending
on the other gestures that occur at the same tme, so we must always look at

gesture clusters for a correct reading.

Like any other language, body language consists of words, sentences and
punctuation. Each gesture is like a single word and a word may have several
different meanings. It is only when you put the word into a sentence with other
words that you can fully understand its meaning. Gestures come 10 ‘sentences’
and invariably tell the truth about a persons feelings or attitudes. The perceptive
person is one who can read the nonverbal sentences and accurately match them
against the person’s verbal sentences.

Gaze communication

According to Mersham and Skinner 1999: 20 a major feature of social
communication is eye contact. It can convey emotion; signal when to talk or
finish, or aversion. The frequency of contact may suggest either interest or

boredom.

Both static features and dynamic features transmit important information
from the sender to the receiver. Eye contact is a direct and powerful form of
nonverbal communication. The supenior in the organisation generally maintains

eye contact longer than the subordmnate. The direct stare of the sender of the
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message conveys candour and openness. It elicits a feeling of trust. Downward
glances are generally associated with modesty. Eyes rolled upward are associated
with fatigue.
Tactile Communication

According to Mersham and Skinner 1999: 20 tactile codes have to do with
the sense of touch. Communication through touch is obviously non-verbal. Used
propetly it can create a more direct message than dozens of words; used
improperly it can build barners and cause mistrust. You can easily invade
someone's space through this type of communication. If it is used reciprocally, it
indicates solidarity; if not used reciprocally, it tends to indicate differences n
status. Touch not only facilitates the sending of the message, but the emotional

mmpact of the message as well.

According to King 1997: htip://www?2.pstec.ce.tnus/~dking /nvcom.htm

Mechrabian points out that only 7% of our impact comes ﬁoﬁ the wor@s that we
speak (the verbal component), whereas 38% comes from our vocal qualities
(vocal component) and 55% comes from how we look to others (the visual
component). So on this nonverbal aspect of our communication — voice and

body - make up 2 decisive 93% of our communication impact.

Interpersonal communication
Mersham & Skinner (1999:148) def:ne interpersonal communication as,

“wood relationships between managers and subordinates and among peers as essential for success.”

This in actual fact could mean good relationships between the principal,
school management team and staff as a whole. Sound interpersonal relations are

crucial for the smooth running of the school. It must go as far as pupils and their

98



parents. Interpersonal communication occurs between two people. In a school
sttuation a large amount of communication takes place on an interpersonal level.
Majozi 2003: 41 stresses the fact that interpersonal communication calls for good
control of language, good listening, sensitvity to non-verbal communication and
tolerance. It involves a range of spoken and written messages; it is the vehicle

through which human relationships are developed or destroyed

A common characteristic on interpersonal communication is the noticeable
fact that communication flows from the observations of more than one person.
It gives the opportunity to communicate directly with another person/others.
Feedback 1s almost immediate. People find out more about one another and are
able to accept messages more willingly than in any other arena. Interpersonal
communication is effective for establishing meaningful relationships. There must
be an exchange of messages. Verbal and non-verbal codes are used. Non-verbal
cues such as facial expressions, posture, gestures, tone of voicé, touching, spacing
and the systemnatic use of time all impact in the communication process. The
verbal communication process may be divided into three disciplines, namely the
syntactic, semantic and the pragmatic. Syatactic is the relationship berween
words; semantics is the relationship between a word and the actual object it
represents. Pragmatic is the relationship between words and behaviour of the
individual in the communication process. It must be noted that as
communicators we manage messages through verbal and non-verbal

communication to create meaning to a given context.

Intrapersonal Communication
Module 2. Effective Communication 2000: 88 issued by the Department of

education defines intrapersonal communication as:
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“This jorm of communication refers fo the way in which we communicate with
ourselves. The messages we give ourselves belp us fo form opinions about ourselves. This is

known as a self-image, which we build up as we interact with other people.”

All messages are accepted and modified by the individual. This aids one to
make proper and wise decisions with regards to things that could take place in
your environment. This process also occurs simultaneously while you could be
engaging in mterpersonal communication. Therefore Mersham & Skinner (1999:

89-90) concludes,

“Inirapersonal communication is the basis of communtcation in all other contexts

and so occurs in all communication ats.”’

They further state “ intrapersonal communication is a prerequisite for all
communication and that it has also a far reaching influence upon the individual,

shaping our behaviour and attitudes.”

The principal can either develop a positive or negative self-image, which
can affect her/his role as an effective manager. In the process of mntrapersonal
communication the principal should take into account the individuality of each
person that he comes into contact with. People look at things very differently and
this may differ from the perspective of the manager. Therefore as a manager, the
principal must bear in mind that differences will occur and he/she needs to be
able to amicably and objeciively resolve these differences in the best interest of
the organisation as a whole. His/her values, attitudes, likings, opinions, beliefs
may differ from what the staff believes. The principal must be able to recogmse

the individuality of each member on staff and respect such individuality.
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Small Group Communication
Most researchers define a small group as having at least three and no more

than twelve or fifteen members. Borchers 1999: htp://www.abacon, com/

commstudies/groups/definiion heml states that with three members coalitions
can be formed and some kind of organisation is present. A group’s members
must be able to communicate freely and openly with all of the other members of
the group. A group must have a common purpose or goal and they must work
together to achteve that goal. The goal brings the group together and holds it
together through conflict and tension. Every member of a group plays a certain
role within that group. Some roles relate to the task aspect of that group, while
others  promote  social  interaction.” (htrp://www.  abacon.
Com/commstudies/groups/leader.html. 2003/01/11). The roles in a group can
also be identified. They are “ ‘task leader’- the person who has emerged as the
best person to lead the group. ‘Lieutenant’- the person plays the social emotional
leader and handles the interpersonal problems. ¢ Central negatve’- the person
who plays the ‘devil’s advocate.” “Tension releaser’- the person who can make the
group laugh at just the right time. ¢ Informaton provider- the person who

provides concise and accurate data to help the group solve problems.”

(bttp:/ /people.bu.edu/kacki/cm380/lecturel14.htm.)

In organisational communication the aspects of working together as groups
is stressed. These groups could be problem-solving groups that are formed to
accomplish the tasks that lie ahead of them in the school. Hersey & Blanchard
(1993: 346) mentions that the leader in this case the principal must play the “role
of providing proactive influence and receiving feedback from the groups” Hersey

states that Peter Drucker summarnises this point in his book, The New Realities:
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“ Management is about human beings. Its task is to make peaple capable of joint

performance, to make their strengths effective and their weaknesses irvelevant.”

The prancipal also needs to keep in mind that groups have personalites.
One cannot imagine how this would change the perceived view that many
educators have of their management. This type of view would greaty enhance
management as effective and efficient. Hersey & Blanchard (1993: 351) menuons
that, “ in the Interpersonal Problem-Solving Mode, a high relatonship, low task
approach 1s appropnate. For example, if after a group 1is given a problem, cliques
develop that serve to disrupt the group, relationship behaviour needs to be used

to increase interaction of all group members.”

Folded arms, a frown, cold tone of voice, pacing up and down the room,
leaming backwards will certainly create more tension and the ability to resolve any
conflict will not be successful. An atmosphere where trust and openness resides
will be more conducive for conversation to take place effectively. Some
examples of how individuals would rate your leadership is by means of some of
these actions such as a strong handshake, facial expression and tone of voice,

which creates the first impression.

Decision making skills refer “to the basic abilities to perform the
components of the rational decision making process, including situational analysis
and objective setting as well as the generation, evaluation, and selection of
alternatives.” (Gordon, 1996: 228). This shows that a principal must be adept
with the skills that involve interpersonal communicadon so that by her/his way
of utilising the skills in interpersonal communication, the decisions that she or he

makes will influence the acceptance of the decision by the other individual.

162



It is also important to be aware of the intercultural communication
whereby individuals are bound by the same beliefs, attitudes and values. One
should avoid labelling people of different cultural background as having certain
negative characteristics because people from different cultures have to

communicate with each other.

Therefore it is quite clear that in small group communication such as
conversation, consultation, socialising with the staff, socialising with the school
governing body, demonstrating a process to a small group will encompass all the

attitudes, values, qualities that are reflected in interpersonal communication.

Intra-organisational communication

Formal and informal channels are used for the exchange of informaton
between organisatons. The official forms of communication may include written
messages that occur in the form of reports, memoranda, letters, e-mail, and
newsletters, instructions. Skinner & Von Essen (1999: 121) mentions, “ A
distinction can be drawn between occasional publications and regular
periodicals.” In the school situation this could include newsletters not only to
learners but sports, house joumnals and financial reports to members of staff.
Skinner & Von Essen (1999: 121) mentions three characteristics of staff
publications. They are “informanve,” “educational” and “entertaining”. -
The house journal mentioned above is a means of communication between
management, its staff and outside organisations. The internal journal may contain
information related to activities by the staff. It may be called 2 “management-staff
publication” where “it explains the organisation to its members, seeks to improve
intemnal employee relationships with management and generally to strengthen the

company spirit through shared information and achievements.” (Skinner & Von
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Essen, 1999: 122) The more frequent the journal the better it is for the principal.
Annual reports can also be given to staff because it serves as 2 means “ through
which senior management can communicate in an educative and reflective way
with all the employees about the financial and operating performance and the
future outlook of the organisation.” (Skinner & Von Essen, 1999: 122} Bulletin
boards also serve a useful purpose 1n schools. This 1s one of the * most effective
mediums of group instruction with employees. Propetly read and supervised,
bulletin boards command employee attention, are read by more people than
would listen to public address broadcasts, and are given several viewing by
individual employees.” (Skinner & Von Essen, 1999: 122) Mersham & Skinner
(1999: 149) also mndicate “ the informal channels include personal conversations,
heatsay and gossip.” They also show that this mformal channel is known as “the
grapevine” which could affect the prncipal’s managing of the school either in a
positive or negative way. “ The grapevine, however is most often the main source
of informaﬁon about personal and even strategic matters.” Mersham & Skinner,
1999: 151). The manoual Effective Communtcation, module two, (2000: 12) quotes the

(%3

definition from Webster’s Dictionary as “ a secret means of spreading or
receiving information.” On the same page, it also quotes Deal and Kennedy who
clatms, “This is 2 primary means of communication as it unites all parts of the
organisation irrespective of status or position.” Members of staff would use this
form of informal communication to get more clarity on information that could
be given by management. Sometimes the informer may misinterpret the
information relayed although at times the message given carres a ring of truth in
it. Mersham & Skinner (1999: 46) offers some useful suggestions in dealing with

the grapevine. They state that even though 1t may be a source of irritation to the

manager, she/he should recognize that a “great deal of social communications”
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takes place, which unites the workers in the organisation. Sometimes information
may be distorted, therefore the manager should “treat it with caution.”
Sometimes it is good “to tap into it, listen to what is being spoken about and feed
information into it when appropnate.” Therefore the principal as manager has
the task of coming to grips with this form of communication that may start in the

staff room.

The formal communication in the school may occur in a highly structured
context. In an organogram (Figure 2 on page of 46} the channels of command
may be seen as the prncipal, the deputy pnncipal/s, and the heads of
departments, educators and learners. The flow of communication can take place
in various ways and the principal should be fully aware of this. Messages are also

carried out by means of channels such as:

Downward channels are too often a one-way channel and do not foster
feedback from the staff members. According to Alberts et al (1993: 52) one of
the barriers to effective and legitimate business practices was “lack of
communication and information. A culmre of top-down management and
secrecy results in poor or no communication and a lack of wnformation. This is
not conducive to employees taking responsibility for the company.” Forms of
communication such as giving instructions, filing of reports, wrung notices,
completing a written assessment, wnting different types of reports (appraisals),
adjudicating can be grouped as downward communication. When giving
instructions the principal must remember that “there should be open
communmnication at all times, active two way communication, politeness and clear
messages. Remember the better the instruction, the greater the possibility of

excellent job performance.” (Krtzinger, 2000: 10)
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Upward channels provide feedback on how well staff members
understood the messages that were received. It also encourages staff to voice
their opintons and give valuable suggestions on improvements in certain areas
that the principal may never have thought of. Hersey & Blanchard (1993: 7)
show a function of management is controlling. Mersham and Skinner (1999: 43)
state that this type of communication is “ usually concerned with job-related
activities - what needs to be done, solving problems, making suggestions,
measuring  success and improving morale” The staff accepts upward
commurtication i a positive manner than downward communication. This 1s so
because the management also receives reports from those in the staff. “ This
involves feedback of results and follow-up to compare accomplishments with
plans and to make approprate adjustments where outcomes have deviated from

expectations.”

Lateral or hotizontal channels where communication takes place
between staff members and the commuamication flows are more frequent &mn any
of the other types mentioned here. According to Mersham and Skinner (1999: 42)
“ this is because individuals communicate more openly and effectvely with their
equals than with superiors. Lateral communication helps the shanng of insights,
methods and problems. It can go a long way to bulding morale and worker

satisfaction.”

Inter-organisational Communication
According to Mersham and Skinner (1999: 188) “ through the digital
convergence revolunion, the PC and the Intemet are combining with older,
traditional mass media and interpersonal media like the telephone to create a new

communication environment.” This form of communication is fast becoming the
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means through which many organisations are communicaang with each other.
This also holds true for the school as an organisation. Even Davies & Ellison
(1997: 231) show the value of computers in schools today. They state,
“Developments in communication and information technology are becoming not
only to provide new management tools but also to have a profound impact on
how schools operate and the nature and the arena of learning.” They also caution
the school management about the use of computers by stating, “organisations
that implement computerised management information systems without making
appropnate changes to their otganisational structure and management style are
likely to have a poor retumn on their mnvestment.” Although many schools may
not be equipped with a computer, leave alone the Internet; it will become a
necessity in this technologically advancing world. Most organisations mainly

correspond by means of e-mail.

“ The convergence of computer and communication lechnologies is fransformiing
that famitliar instrument, the telephone. Telephones and computers have begun to merge
into one another and the distinction between them is becomsing blurred.” (Mersham &

Skinner, 1999: 198}

In its external communication with the outside world the presentations or
consultation that occurs “ convey a particular image of the organisation to the -
outside world.” (Krtzinger, 2000: 8). Therefore it is imperative for the principal
to make certain that this form of communication requires careful thought before
she/he or any representative of the school engages in such a form of
communication. The principal must also make a conscious effort 1o keep the
public informed by means of newsletters and create goodwill by means of

excellent service to outsiders doing business with the school. According to
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Kntzinger (2000: 9) the principal who engages in face to face conversation,
speaking on the telephone or interviewing will “ listen carefully, plan vour
message in advance, think before you speak, speak clearly.” In the business letter,

fax message, press release, the principal will also

“...plan the message in advance, write clearly and concisely, keep if simple, proofread your

docament carefully (7 should create a neat, professional tmpression).”

Her/his polite telephone calls and professional correspondence will do

much to enhance the reputation of the school as an effecuve organisation.

Intercultural communication

This is a special type of communication in which people from different
cultures have to communicate with another. These people from different cultures
may have different ways of seeing the world. This type of communicaton can
make people very anxious and tense. They find it very difficult to understand
other people’s ways of thinking. Inter-cultural communication involves a high
nsk. This is because we may have to give up strongly held ideas. We may also
have to change attitudes, which we regard as very important. Majozi 2003: 31
states that people mvolved in mter-cultural communication use different verbal
and non-verbal codes. Even if codes are common, they may attach different
meanings to them. People will therefore have to negotiate meamngs much more
carefully. The results of any communication are less predictable. People could
also find it much more difficult to plan accurately for other people’s response.

People tend to trust those with whom they share same values.

Tomasellio (1987; 54-55) director of the Co-temporal Cultural Studies Unit

at University of Natal as cited in Lowe defined culture as the following, inter alia:
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“Culture is the ensemble, or “bundle’ of meaningful practises through which self-
defimed groups within or across soctal classes express themselves in unigue ways, or locate

themselves within an identifiable web of stgnifications.”

Further on, he points out thar cultures are distinguished in terms of

differing responses to the same social, economic and environmental conditions.

Groenewald (1986:50-57) as cited mn Lowe stresses the importance of
communication rles, not only in any interpersonal mteraction, but also
particularly where such mteraction is intercultural. Observance of the rules, which
relates to content and procedure of transaction, will contribute greatly to the

outcome of the communication.

Knowledge of the rules of a specific culture also implies some knowledge
of that particular culture and this is a very necessary component of effective
intercultural communication. The atea in which knowledge of the other culture is

particulatly important includes:

» Beliefs, value and attitude systems (Ethnocentrism).

» Social organisation, such as family, school, and commumnication

networks.

» Wotldview; religion and myth.

# Patterns of thought.

» Verbal language.

» Nonverbal language.
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We constantly interact with and relate to others and the world around us.
We therefore live in a world whete we are constantly communicating, whether we
are aware of it or not. Not only does communication take place all the time,
everywhere all around us, but its importance in the workplace has also increased.
The present working environment calls for group and teamwork, group
participation in decision-making and in running the business, all requiring greater
skills in communication. Research has shown that people in business need sklls
to absorb and apply knowledge from a wide variety of subjects. They need to
know how to handle mterpersonal relanonships and to communicate effectively
with colleagues. Oral communication 1s emphasised more strongly at present, but
written communicaton should not be ignored. Writien communicaton is more

bureaucrartic in natre.

Cross-cultural communication

As culture and Communication are so closely bound together, and roles
and rules differ from culture to culture, it is a field of special interest to people
who have to communicate with other nationalities. Not only do we usually have
several cultures within one country, but also business has become increasingly
global. Cross-cultural communication 1s a field of study linked to social and
cultural anthropology. It compares the object of study with perspectives from
other cultures. Norms, values, roles and rules are usually studied. We learn that,

what is acceptable in one culture may be unacceptable in another.

Majozi 2003: 34 uses Tsungu, radio personality and roving speaker as an
example to illustrate cultural differences between white South Africans and black
caltures. He contends that when white South Africans call on a business

associate, they knock on the door, wait to be invited in and expect an invitanon
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to be seated. A black or African man on the contrary, when visiting an important
person, quickly enters his presence and sits down as unobtrusively as possible. He
waits for the important man to notice him when he feels inclined to. In this way
the caller feels he is not disturbing the man, and is only attended to when the

man 1s ready to give him attention.

People who have to communicate cross-culturally need to learn more
about this aspect to avoid misunderstandings and distortions of messages. This
type of communication can make people very anxious and tense. They find it
very difficult to understand other people’s way of thinking. Cross-cultural
communication involves a high nisk. This is because we may have to give up
strongly held ideas. We may also have to change attimades, which we regard as

very important.

Barriers to effective intercultural communication
“Barriers’ ’refer to the ways in which commumnication is stopped or made
difficalt. Majozi: 2003: 36 highlights a few major barrers to effective cross-

cultural communication. These include:

# Cultural stereotyping,

» FEthnocentrism,

» Defensiveness (People are not open to new possibilines). In a
society that offers the potential for change on a daily basis, people
often show resistance to the new because they are so accustomed
to the old. They are reluctant to listen to new ideas. They refuse to

change from past attitudes and styles.
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Different languages. Different ways of using and interpreting the
non-verbal code. Different ways of interacting (some cultures place
high value on being direct and getdng to the point. Other cultures

may value a less direct approach.)

Different values and beliefs (People do not see the world 1n the

satne way)

Prejudices (People may, for example, have strong negative beliefs
about another culture. They will, however, have no proof to

support their prejudices.)

Assumptions (People assume that certain things are true even

though they may not be.)

Different ways of thinking. People from different cultures may
think differently. One culture may, for example, value facts as
proof. Another may value Intuition as a way of arriving at a

solution.

Unequal power (People, from different cultures have different
levels of power in an organisation, they may not communicate very
well). A manager from one culture may perceive herself/himself as

superior to workers from another.

Failure to allow for individual differences within a culture (People
from one cultural group may view all people from another cultural
group as the same). They do not accept that people are different.

This artitude is the same as stereotyping.
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Wortld view

A worldview 1s central in any culture. The rerm refers to culwre’s
philosophical view of God, man, nature and the universe. His worldview is taken
for granted in any culture. It runs through all aspects of cultural life. The African,
Asman and European worldviews are examples, if good cross-cultural
communication is to be achieved, and then the worldview of each culture needs

to be acknowledged and accepted.

The African worldview may, for example, value the concept Ubuntu. This
concept refers to the achievement of personhood through participation in the
community. This view stresses that an individual has no value unless s/he has
strong connections with other people sharing the same culture. The Western
worldview, on the other hand may value individual enterprise. People are

expected to take inigative and make their own way in life.

Acculturation

This term refers to a person’s ability to adapt to another culture. In a
business organisation, acculturation means adapting to the corporate culture. The

same principle holds for schools since they are public organisations.

What can organisations do to improve intercultural communication?

In a multi-culrural country like South Africa schools as organisations
should have explicit policies and strategies to foster mntercultural communication.
The enrolment of leamers of a mixed culture, with different home languages
requires educators and other role players to adjust accordingly so that the

teaching and learning is meaningful. Meaningful learning creates a better
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understanding and generates confidence so that all are able to fully understand

one another in the communication process. Such strategies include:

> Organisations should encourage staff to treat communication as a

creaton of meaning, or a negotiation.

» Organisations should strive to create an atmosphere of trust.
Helping all cultural groups to understand each other’s worldview

and specific hopes and fears could create trust.

» Otganisations should help people to accept differences between
cultures in an open and honest way. They should stress that this
acceptance will improve reladonships and therefore improve the

success of the organisation.

» Organisations should encourage staff to work at the individual,
ote-to-one level. People should be considered as individuals, rather

than as members of a group.

»  Organisatons should help people to learn about other cultures

through the personal expenience of individual relationships.

» Otganisadons should help people to understand other people’s
values. People should become aware of the difficuldes, hopes and

fears that other people have.

» Organisations need to stress that there is a great deal of varation
within different cultural groups. People should be made aware of

the dangers of making generalisations about other cultures.
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# Organisations should, if possible, ensure that there are enough
members of cultural groups present. In this way, people will begin

to understand that there are individual differences within the group.

» Otgaanisations should strive to overcome ecthnocentrism. People
should be helped to face the challenge of communicating with

other cultures. People should be encouraged to interact with other

groups.

» Organisations should strive to have a fair language policy. If
possible, staff should be encouraged to learn other people’s
languages. In practice this is not always possible because of the

wide variety of languages spoken.

The rainbow nation of South Africa requires academics to look carefully at
the dynamics involved in communication. It requires carefully thought out policy
that is all embracing of the people of Africa and the rest of the world to
understand. There is a dire need for miscommunication and differences to be
resolved at a local level as well at a national and global level. It is thus up to the
relevant authorities to mobilise resources in the field of communication to recufy
and annul stereotyped thinking and replace these with visionary thought that
inspires and evokes a sense of well being, understanding and tolerance among the
nations of the world so that peaceful coexistence ts a reality in this diverse

cultural village we live in.

Miscommunication
Miscommunication is a very general label that covers a number of facets of

unsuccessful communication, including terms such as misrepresentation,
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misunderstanding, inaccuracy, distortion, misreporting, problematic talk, and

communication breakdown.

In broad terms, miscommunication occurs when other than the intended
message 1s understood, in other words, when there is a mismatch between the
spezaker’s intention and the hearer’s interpretation (Milroy, 1984, 8) as cited in

‘Nikolas, Howard and John M. 1991.
Miscommunication is divided into two subcategones:
» Mis-understanding and incomplete understanding.

o Misunderstanding is the commonest gloss on the concept
of miscommunication. It involves “simple disparity
between the speaker’s and hearer’s semantc analysis of a

given utterances.

o0 Incomplete understanding (akin to the communication
breakdown) wherein “ome or more participants perceive

that something has gone wrong.”

Miscommunication has usually been applied, very loosely, to any sort of
problem that might arise internationally and typically to local processes of
misunderstanding. A key reason why we have traditionally failed to embrace the
concept of miscommunication, its implications, can be called the “Pollyanna”
perspective that language and communication research has intended to adopt.
Researchers have looked for the “good” and ignored the “bad,” communication

problems treated as aberrant behaviour, which should be eliminated.

116



A variety of problems in organisations have been attributed to the “quality”
of communication or “communication breakdown” among individuals and
groups. Miscommunication is in some cases applied as a moral judgement on the
uses and abuses of language and communication. In others, it designates
primarily communication mishaps, or mismatches of mental states, deviations
from communicative norms, or the consequences of low levels of communicative
competence in specific domains. Others demonstrate that miscommunication,
alternatively, is a status quo of interaction, and even the means by which some

desirable ends are communicatively reached.

Cultural beliefs about the functons of talk and sience can be a major

source of communication difficulties between groups.

Conclusion
This chapter covered a wide range of concepts, theoretical positions and
strategies lnvolved 1n the communication process. It must be noted that c;_ffective
management has to start from a full understanding of the details of how the
communication process impacts on every management activity and the need to
be as concise as possible in accordance with communication theory which can be

translated into effective practice.

All schools and institutes of learning would find value in examining the
stages, content and processes of communication in relatton to their own internal
and external patterns of communication. School managers would benefit from an
audit of formal and informal procedures, and any barriers they engendered. They
should establish a positive communication policy, based on sound theory, making

sure that this policy is communicated. Effectve communication in schools and
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mstitutes of learning should be viewed as a necessity, not a luxury. In chapter 7,
I focus on mdividual and professional development. Various theories are

cxamined to create a better understanding of the individual in the work

environment.
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CHAPTER 7
THE INDIVIDUAL AND PROFESSIONAL DEVELOPMENT

Inuroduction

The key contributing factors to an enhanced view of human potential has
been the emergence of humanistic psychology with greater concemn for the fully
functoning person. Abraham Maslow was the pioneer in this area and by asking
about the psychology of the healthy and happy person sought to go beyond a
preoccupation with personality dysfunction and the many limitations imposed by
attending to behaviour, to discover a more comprehensive understanding of the
human condition. Maslow (1970) set out his theory of the hierarchy of needs, the
concept of self-actualisadon and the important insights into the nature of
happiness, love and learning. The exemplary work done by Maslow laid the
foundation for further research and developments, which have found practical
expression in counselling, psychotherapy, self-help groups and the assertive

alternative in interpersonal relationships.

Carl Rogers led the way in translating Maslow’s idea into pracucalities. He
took Maslow’s concept of self-actualisation as the pinnacle of the needs hierarchy
and placed it into a broader context. One of the most exciting developments in
management theory and practice is the way that the notion of the self-
actualisation is now being recognised in organisation and there is 2 new emphasis
on the processes necessary to enhance human potential and capability- in other
wotds to create the right condittons to release the acrualising tendency in all
individuals, whether it be in families, schools, business organisatons or in society

as a whole.
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Theories Xand Y

Douglas McGregor in The Human Side of Enterprise (1960) provides a useful
contribution towards the understanding of organisadons. He highlights the
powertul effects thar assumptions about personhood can have on work and
motivation. McGregor provides two contrasting sets of assumptions about

people in organisation, referred to as Theory X and Theory Y.

Theory X
This theory propagates the assumption that people dislike work and wry to
avoid it. Further contentions are that people have to be bribed, coerced and
controlled and even threatened with punishment to perform adequately. Most
people lack ambition, prefer to be led and wish to avoid responsibility. By nature

people are resistant to change.

Theory Y
This theory propagates the assumptions that people like work and do not
have to be forced or threatened. Further contentions are that if allowed people
will pursue objectives to which they are committed to and work harder towards

accepting further responsibilities.

According to Whitaker 1997: 12, managers and leaders proceeding from a
Theoty X position will tend to build management structures and systems

designed to:
» Direct the efforts of staff
» Control their acnions

» Modify their behaviour to fit organisational needs
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They will also adopt interpersonal behaviour towards staff that is

characterized by persuasion, reward or punishment, instruction and command.

Whitaker further contends that managers and leaders proceeding from a
Theory Y position will tend to build management structures and systems

designed to:
» Make it possible for people to develop,
» Seck responsibility,
#» Take risks,
» Set ambitious targets and challenges.

An important element in the development of managers and leaders is a
capacity to develop an awareness of the way that theory X experiences have
affected us and formed our behavioural tendencies as managers. For many, the
greatest challenge i1s balancing an intellectual commitment to Theory Y with the

experiences that has conditioned us in the dynamics of Theory X.
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Schein 1980: 34 offers a less polarised view of people and work. schan
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It is important to recognise the power of assumptions when a new job is
taken on. New colleagues, particularly those in junior positions we work with are
likely to assume that any procedures or behaviours vou adopt are motivated by
the same assumptions and reasons as your predecessor. If vou follow a Theorv X
manager and wish to inculcate a Theory Y culture you may be disappointed and
frustrated to find that new colleagues greet your suggestions with some degree of
scepticism and mistrust. They could very easily contend that it is a devise to
control and contain them. To gain and maintain support it is necessary to
overcome this powerful inheritance factor first by ouilining and explaining your
beliefs, concerns, assumptions and expectatons and then making your

interpersonal style as consistent as possible with these.

Multiple intelligence in humans

Charles Handy 1990: 129 states that one of the major obsessions of the
past education system was intelligence, and the debate about inheritance and the
environment continues. An enhanced perception of human potental requires
that we develop a more holistic view of intelligence and its contributions to
human achievements and personal effecuveness. Whitaker 1999: 15 states that
the tradidonal view of intelligence emphasises “cleverness”, mental agility and
intellectual strength. Recent studies have revealed a more balanced view on
human intelligence. Denis Postle (I’he Mind Gymnasinm 1989) describes four types

of mtelligence:
» Emotional mtelligence

Individuals with a well-balanced sense of emotional intelligence display a

keen sense of radiating warmth, awareness of ones own feelings, sensitivity to the
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feelings of others, willing to creating harmony and goodwil, deal with emotional

issues openly and empathise with the experience of others.

» Intuitive intelligence

Individuals with 2 well-balanced sense of inminve intelligence display ‘gut’
feelings, hunches, speculate about the future, are imaginative, willing to take risks

and possess an innate capacity for change.

» Physical Intelligence

Individuals with a well-balanced sense of physical intelligence display 2 high
degree of concern for fitness and health, physical activities, manual skills and
dexterity. They often follow a sensible and balanced diet. They love the outdoors

and are good at household tasks.

» Intellectual Intelligence

Individuals with a well-balanced sense of intellectual intelligence display
sound reasoning, problem solving, analysis, calculation, information handling and

abstract skills.

Personnel effectiveness draws on all four of these mtelligence types and it
is important not to over-value intellectual capacities at the expense of the others.
Increasing evidence suggests that people perceive managers as effective when
they behave sensitively in interpersonal situations, have the capacity to handle
emotional situations well and are seen to be able to relax and enjoy a full and

satisfying life outside the workplace.
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An alternate view considers intelligence in the context of leadership and
change in educational institutions. Management and leadership capability can be
considered in relation to three distinct interrelated areas of inrelligence:
Professional intelligence, personal intelligence and managerial intelligence.

Professional intelligence

This type if intelligence is largely acquired and developed through
professional training and experience. It generates qualities, skills and knowledge
of a specialist and technical nature, specific to particular occupations and
professions. Engineers, nurses and lawyers all have a different sort of
occupational intelligence. This type of intelligence is often the key focus in job
related traming within organisations.

Personal intelligence

This type of intelligence is largely developed through the process of
socialisation. It generates personal qualities, skills, and knowledge that enable u.s
to develop and sustain relationships. It determines the capacity to get on well
with other people in both professional and social settings. Undl fairly recently,
personal intelligence rarely featured in the formal educational process although it
was constantly referred to by adults in the socialisation of young adulrs. Although
it is essentially important it has rarely been the subject of training and
development. It is often our relationships with others that cause our most
difficult and emotionally painful moments. Hence, success in the management
role requires us not only to be aware of this but also to improve our own
qualities, skills and knowledge 1n order to manage our relaunonships effectively

and sensitvely.
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Managerial intelligence

Whitaker 1999: 16 contends that managenal 1ntelligence 1s intelhgence

needed to work with and through other people. He highlights the following

classification of managerial abilities that serve as a useful starting point for

consideration:

» Creating

O

Q

Having good ideas
Finding origmal solutions to common problems

Anticipating the consequences of decisions and actions

Employ lateral thinking

Using imagination and intuition

» Planning

o

o

O

o

Relating the present to future needs
Recognising what is important and what merely urgent
Anticipating future trends

Analysing

» Organising

Q

O

Making fair demands

Making rapid decisions

Being in front when it counts

Staying calm when the going 1s difficuit

Recognising when the job s done

» Communicating

o}

Understanding people
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o Listening

o Explaining

o Wnrtten communication

0 Getting others to talk

o Tact

o Tolerance of others’ mistakes

o Guwing thanks and encouragement
o Keep everyone informed

¢ Using information technology

» Motivating

o Inspinng others

o Providing realistic challenges

o Helping others to set goals and targets

o Helping others to value their own contributions and
achievements

» Evaluating

o Comparng outcomes with intentions

0 Self-evaluaton

o0 Evaluating the work of others

o Taking corrective action where necessary

Looking at the above characteristics it must be noted that it is essential that

the manager possess sound interpersonal and intrapersonal communication skills
if he/she is to manage an organisation in 2 sound coherent, co-ordinated manner.
It is suggested that one of the ways of creating an enhanced view of human

potential in the management of change is to proceed on the basis of a wider view
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of personal aptitude and capability. Research has shown that an integrated,
holistic and systematic view of intelligence helps to change the concepts of
management from one channelling limited capability to one of reabsing and
empowering unlimited potential. Humans have for a long peniod underestimated
the power of the brain and the capacity to achieve. If the brain 1s stmulated, 1t

will continue to increase its capacity.

Motivation

Motivational factors are an important starting point for the selection of
appropriate management styles. This aspect requires the sensitive understanding
of staff needs and aspirations. These are likely to be complex and somewhat
difficult to define explicitly. Individuals in a team or group are likely to have
different patterns of needs and aspirations. Some common needs likely to be

present in almost any team or group are the need to be:

» Supported

» heard

» noticed

» encouraged

» trusted

» appreciated and valued

» informed

» ‘helped to clarify ideas
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» helped to develop skills and abilities

» challenged and extended

It has been noted thar when the culture of an organisation tends to satisfy
these need people tend to work harder, with greater commitment and with a

more purposeful sense of direction.

Leadership can be said to be effective when staff consistently experience
these motivational factors. Service delivery improves when the organisation
creates the culture of satisfying employer needs. Frederck Herzberg 1966

observed the following of highly motivated workers in organisations.

» The wotk is intrinsically motivating, satisfying and challenging

» Workers ate actively involved in decision making and are involved

in the co-management of the organisation

» Successful work leads to recognittion and the possibility of career

advancement

Handy 1976 emphasises the importance of acknowledging individual
choice and decision-making in motivation. The ‘E’ factors shown in the figure 9
below represent the amount of energy, effort, enthusiasm, excitement and

expenditure an individual decides to invest in any activity. The monvational

calculus is the mechanism by which we deade how much ‘E’ to invest.
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The model to the left (Figure 9)
NEEDS AND ASPIRATIONS

*Affiliation ighlights a number of key elements that
= Achievement hig ’

«Influence 5

*Ownership ' need to feature in the management of

behaviour at the interpersonal level and in

*Effort
*Enthusiasm
*Excitement

*Expenditure of human potental, endeavour and
*Ener,

the development of a culture supportive

achievement. Coercive and controlling

PURPOSES AND END RESULTS
*Clarity about
*Competence for styles of leadership and management do
*Commitment to Recognition of ’
= Feedback about . 3
little to create commitment or to release
FIGURE 9 THE MOTIVATIONAL CALCULUS locked up skills and abilides. Humanist

psychologists such as Abraham Maslow and Carl Rogers have argued that
individuals have within themselves vast resources of potential which needs to be
rekindled. Hence the need for a leadership style that unleashes human growth

and development with the emphasis on releasing and empowering, rather than on
controlling and supervising.
Communication and the Maslow’s hierarchy of needs
Maslow, a well-known psychologist, (1954 - 1968) stated that all humans

have five basic needs and these can be seen in figure 10. The pyramid shows the

hierarchy of human needs.

Maslow Boon
According to Maslow

man has an inherent

capacity for constructive

growth, as well as the

capability to  exercise

Survival/physiological

qualities such as love,

FIGURE 10 MASLOW'S HIERARCHY OF HUMAN NEEDS
MERSHAM & SKINNER, 1999: 69

130



kindness, generosity and honesty. As has already been mendoned, the hierarchy
of needs consists of physiological, safety, love, belonging, self-esteem and self-
actualising needs. Beyond these there are other important needs such as
cognitive, aesthetic and transcendental needs. Maslow stated that if a lower order
need becomes threatened, then a higher one would be sacrficed to ensure the
lower order one remains intact and when a lower need is satsfied, the next level
would become the motivator.
Physiological needs

Physiological needs are fundamental to human survival. If the organism
lacks food, safety, love and esteem, the need for food will be the most dominant.
However, once the physiological needs have been sausfied, new and higher order
needs will emerge. Hence the rationale for asserting that needs are hierarchically
organized. Some of the physiological needs are food, water, sex, rest and oxygen.
A workplace example might be pay.

Psychological needs

Some of the factors, which threaten the safery of individuals, include
quarrelling, physical assault; separarion and divorce, while a death 1n a family may
be particularly terrifying. Similarly, a parent’s or teacher’s outburst of rage or
threats of punishment directed at a child, calling him names, speaking to him
harshly, shaking him, handling him roughly or actual physical punishment are

likely to elicit panic and terror in the child.

In the event that his basic needs are met, a person will pursue safety needs,
which include an environment that is stable, predicrable, and free from chaos and
threatening characteristics. In the case of a young child, he needs to know thar he

is accepted and protected from bullying, sickness or discord between his parents.



An adulr secks safety by securing a stable, well-paid job accompanied by benefits,
a healthy bank account, or enough productive land on which o grow sufficient
food from one growing season to the next.
The belongingness and love needs
Every normal individual wants to know that someone cares for him or her
and that he/she has someone to care for. Most people want friends, a partner or
spouse, and, ultimarely, children. Love means being tender, affecnonate and
caring, and receiving similar treatment in return. It must be a two-way affair to
‘prevent it from being unstable or resulung in alienation, rejection and divorce. A
wotkplace example of belongingness might be understanding and sympathenc
colleagues.
Self-esteem needs
Most people have a strong desire for a stable and firmly based high
evaluation of themselves, for self-respect or self-esteem, and for the esteem of
others. Esteemn needs include the desire for strength, achievement, knowledge,
confidence in the face of the world, independence and freedom, recognition,
attention, importance or appreciaton, reputation and status. Satisfacnion of these
needs results mn self-confidence, worth, strength, capability and feelings of
adequacy and of  ©being wuseful and necessary i the world
Failure to achieve esteem needs result in feelings of inferionty, weakness and
helplessness, which in turn may lead to basic discouragement or compensatory or
neurotic tendencies.
Self-actualisation
When all his other needs are fulfilled a person will not be sansfied if he

does not achieve what he is capable of achieving. This rendency 1s know as se/f-
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actualisation, which means becoming more and more what one is and evervthing

that one 1s capable of becoming.

According to Maslow, this is the culmination or highest level of human
growth, and consists of bringing one’s potentials and capacities to fruition. For
example, some people have the potential and capacity to be excellent leaders,
teachers, doctors, nurses, mechanics, carpenters, technicians, politicians,
musicians, lawyers, etc. They must discover this for themselves and do all they
can to achieve what they are best fitted for, so that ultimately they atrain self-
fulfilment, sansfaction and happiness.

Cognitive needs

Man has an wsherent capacity for exploring and gerung to know and
understand himself, those he comes 1into contact with as well as his environment
as 2 whole. This partly explains the tremendous quanuty of learning to which
man 1s exposed both formally and mformally throughout his hfenme. Failure to
acquire such knowledge and understanding leaves man to the dommaton of

ignorance and fear of the unknown and less in control of his destiny.

Aesthetic needs

Man has a special appreciation and enjoyment of beauty as reflected in
nature in the form of plants, amimals, human beings, works of art, symmetry,
order, and magnificent natural scenes of water, mountains, valleys and skv. An
exposure to all or some of these goes a long wav towards satisfying man’s
aesthetic needs.

Transcendence
As the term indicates, man needs to move bevond his physiological and

psvchological needs to a situaton where he finds himself one with nature,
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cosmos and the umverse as whole. He enters a period when he assumes a

spintual state of being, not necessarily in the religious sense, but in so far as he is

indistunguishable from serenity, tranquillity and peace of mind in their highest

form. He 1s one with himself, his fellow men, nature, his creator, ancestors and

the universe and transcends both space and tume.

Charactenstics of a self-actualising person

Attaining Maslow’s highest level of personality is of vital importance not

only for pupils, but also for their leaders as teachers and individuals. Maslow’s

theory has proposed a number of characreristics of a self-actualising person,

which are listed below:

»

A4

They are capable of making objecove and fairly accurate

judgements of people, events, ideas and future trends.

They know and understand themselves and theur teelings, motives,

strengths, weaknesses, etc.

They pursue their goals with determinarion and zeal and achieve

excellence in such goals.

They are not too concerned with what others think of them as long
as they are sure that what theyv are doing i1s nght-they are motivared

mtrinsically rather than extrinsically.

Whatever they achieve, be it a good marnage, promonon at work, a
child, a new plot or home, or a plantaton of coffee, bananas, etc, 1s
loocked upon as a blessing with constant admiradon and

appreciation, thereby conmbuntng meaning to their existence.
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Y/

v/

‘They experience moments of peak expenence nvolving ecstasv,
perfecton, wonder and awe resulting from love, sex, art, music,

creanvity, discovery or splendid performance in a given rask.

They are interested in people and assist them when necessary. They

delight in others’ achievement and success.

They can make friends with all tvpes of people, irrespective of their
tribe, natonality, sex, race or station in life. Discriminaton s not
part of their lifestyle. As a corollary, they rake a strong stand against

injustice, cruelty, mequality and the explonation of others.

They have definite concepts of wrong and fight and are prepared to
accept responsibility for their mistakes. They do not explain away

their errors or blame others for them.

It is important that managers motivate their staff accordingly if they are to
achieve quality work among the workforce. From a management perspective it 1s
important that managers take time to assess what mouvates their subordinates.

This can be used to manoeuvre the objectives of the organisation in the correct
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Theories relaied to needs

Maslow Hierarchy of needs

Herzherg Job enrichment

MeGregor Styles

McClelland Power._ affiliation and achievement
Taylor Scientific management

Alderfer ERG theory

Theories t itive pr

Vroom Expectancy, performance

goal achievement

FLocke Goal setting
Adams Equity theory
Skinner Communication, feedback

FIGURET1 MOTIVATIONAL THEORIES

The hgure 11, alongside
outhines the vanous moovatoenal
theories that have been explored
by researches over the vears. It
1s 1mportant that the modem
school leader swdy  these
theories carefully to ensure that
the relevant theory or

combmaton of theories can be

applied to motivate human resources in an organisatonal setring.

Empowerment

Research (Hopson and Scally 1981) has shown that when people accept

responsibility for themselves and their own behaviour and recognise their own

power to affect and influence the way that circumstances develop, they will be

likely to work more creauvely and cooperanvely o the benefit of both themselves

and the organisation as a whole. Within the school setting there is a clear need to

identify and cultivate internal dynamics both within the classrooms and within

the management culture uself. The concept of empowerment places emphasis

on the individual for creating his/her own condivons for growth, for defining

challenges and for setung goals and rargets.

Hopson and Scally 1981 identify the following as charactensuc of

organisations that operate in a self-empowered way:

7 An acceptance that change and development are the natural order

of things and that change is to be welcomed rather than shunned

and avoided.
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A7

Having skills to ininare and embrace change and the capacity to

learn new skills and ideas.

A7

‘Taking personal responsibility for acgons and behaviour.

# Making clear goals for themselves and developing action

programmes to meet them.

A%

Being acton biased.

» Frequenty reviewing, assessing and evaluating their own progress

and secking feedback from others.

In an effective organisation staff will be operating in self-empowered ways.
It 1s essential that management act as effective agents of change in the process of
promoting and supporting professional change. Some understanding of the
developmental psychology is useful in making connections between the personal
and the professional in the change process. Knowing how best to help sorﬁeone
in the professional domain requires an appreciation that individual and personal
factors will also contribute to the stance that individuals assume. It 1s a fact that
change 1s a common and constant feature of our personal lives. The process of
growth, development and aging is common to all humans. Morgan 1989: 4 writes
about the importance of ‘empowering human resources’ in an environment
where the information technology revolution has shifted sources of wealth from
those of natural resources from the surfaces, sky and depths of this globe to the
resources of human intelligence which needs to be released, empowered to

perform, and given competence to meet the changes taking place around us.
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Finance

It is frequently contended that money is not really a moavaror. However, it
1s virrually impossible to satisfy one’s needs without finance, therefore emplovees
could work harder for the express purpose of increasing their earning capacity,
thereby satistying their basic necessities. According to Beach 1985: 309, the value
of money 1s usually determined by what people have leamt to associate with it.

Job Security

Some people would do just about anything to retain their jobs, partcularly
1 an economic recession when jobs are scarce. Where job securiny could become
a threat to employees, they could develop a low morale. There 1s little doubt that
morale and producuvity go hand in hand. Another aspect which forms an
essental part of an individuals idenaty and status 1s his or her career plan or
career path. Career planning 1s cardinal because it helps the individual emplovee
to develop a positive attitude towards the work, the emplover and socierv n
general. It involves a lifelong sequencing of a person’s ideals, giving purpose and

direction in life. (Beach 185: 232)

Stress management

Any speculation about your furure as an educaoonal leader would be
incomplete without realising that stress 1s something you are sure to encountet
along the way. All managers have to deal with stress. Some handle 1t well, while
others handle it pootly. Work relared stress is a condition experienced by a large
number of employees across virtually all categones of jobs. It manifests itself in
many forms — some so mild that they require no medical attentgon, but some so

serious that they result in hospitalisanon.
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What is stress?

Stress can be defined as a negative emononal experence or threat (inrermal
or external) to which people will react 1n a certain manner. Because the stress
expenience 1s emotional and negatve, 1t can be expected that the behaviour
reaction, which follows this negative emotonal stress expenience will be irrational
and negative. Kynacou and Sutchffe 1978: 4 define teacher stress as the
expentence by a teacher of unpleasant emotions, such as tension, frustradon,
anxiety, anger and depression resulting from aspects of his work. Schermerhom
et al 1994: 647 define stress as follows: “Stress 1s a state of tension experienced by
individuals facing extraordinary demands, constraints or opportunities.”

Stressors
Kyracou and Sutcliffe 1978: 4 further state that stress relates to the

teachers perception that:

» Demands were being made upon him/her,

» He/she was unable to or had difficulty in meeting these demands,

» Failure to do so threatened his mental and/or physical well-being.

Stressful situations may be organic, psychological or cultural. At the organic
level, injury and other physical stresses result in an increase in the blood level of
pituitary and adrenal hormones. Stress situations of a psychological nature also
raise the level of these hormones in the blood. Similarly, social pressures which
have a psychological impact on a person are reflected in one or another form of

disturbance or behaviour.

In addition to the minor stress simatons faced each dav, most people

occasionally are faced with much more serious situations. A severe illness of a
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member of the family, a dangerous surgical operanon, bereavement, a poor
record on an important job, bills that exceed one’s income, a physical handicap,
marital discord and other such situations are threats which cannot be ignored or
shrugged off. Such stress situations are capable of bdnging about behaviour and

personality disturbance, which may last for prolonged periods of ume.

Whether or not a situation is a stressful one depends ulomately on one’s
behaviour. Some people are able to handle the most threatening situations
without too much difficulty. Others break down under relatively little stress. A
stress situation for one person may not be a stress situation for another. There
are wide individual differences in the ability to handle threatening samuli. Seress

could very well be self imposed, depending on ones’ perception.

In stress situations, the psychological and physiological reacnons to stress
are temporary. The effects disappear when the stress is reduced or eliminated.

However, the effects of unresolved stress can be long lasting and severely
damaging.

According to Feldman 1992: 542 the critical factor to these stressors is the
degree of control people have over unpleasant sumuli in the environment. When
people can control the situation, stress reactions are reduced considerably.
Interpersonal and inter-team conflicts are also sources of occupanonal stress.
Bratton and Gold 1994: 98 state that when emplovees with different social
experience, personalities, needs and points of view interact with co-workers

disagreements may cause stress.
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Factors thar can mediate stress

It is noted that the following factors can mediate in the occurrences of

stress.

»  Predictability - If you know what to expect, you prepare vourself and

therefore don’t experience as much stress.

» Degree of comtro/ - 1If you know you can escape or change the

situation, even with partial control, you will experience less stress.

»  Moeaning - Exposure to the same stress may draw different reacrions

from different people.

» Feelings of competence -These are associated with degree of control. 1f
you know how to deal with a problem, vou will experience less

SEress.

»  Sodal suppoert - This is extremely important to everyone. lt is easter
to deal with life’s stressors when parents, family and friends can
give their support.

Stress and performance
There are two forms of stress: construcuve and destructive stress.
Constructive stress acts in a positive way for emplovees and the
organisation in, which they work. You may know such stress as the tension that

causes you to study hard before an examination. The same positive results of

stress can be found in the workplace.

Destructive stress is dysfuncnional for the individual and the organisation.

While low to moderate levels of stress can enhance work performance,
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excessively high levels of stress can break down a person’s physical and mental
system. Performance can suffer as people experence illness brought on by very
mtense stress. Common reaction to high stress are absenteeism, high stafi
turnover, errors and accidents in work, dissaustacton, reduced performance and
sometimes even unethical behaviour.
Work Harassment

Sexual and racial harassment at work 1s another source of stress. Sexual
harassment can range from unwanted propositons and sexual innuendos to
attempted physical contact or rape. Men who occupy positions of power often
aim sexual harassment at women. It 1s, as one writer put it: ‘a new, formal atle for
an age-old predicament, the boss-man with anything from a lascivious line of
chat, to wandertng hands, to explicit demands for sex as reward for giving vou,

the women, wotk’.

Sexual harassment i1s both stressful, as well as unlawful. Human resource
managers have to take appropriate action to prevent sexual harassment and to
infotm employees of the consequences. Racial harassment in the wotkplace can
also cause stress. It can range from racist jokes or verbal abuse to racist graffin in
the workplace or physical attacks on employees. No matter how subtle it is, racial
harassment is extremely stressful, it can damage an employee’s health and present
a major challenge for managers.

Work stress

Work stress is the stress, which arises from factors within the work
environment, which affects a vulnerable emplovee. The nature of work stress and
its effects are similar to everyday stress. The international concern with teacher

stress stems from:



» The mounring evidence that prolonged occupadonal stress can lead

to both mental and physical ill-health,

# A general concern to improve the quality of teachers’ wotking lives

and

\ 74

A concern that stress may significantly impair the working
relationship a teacher has with his/her learners and the quality of

teaching and commitment he/she is able to display.

There has also been a recent increase m the number of teachers claiming

early retirement pensions on the ground of ill-health precipitated by stress.
Causes of work stress

The high demands placed on individuals together with the many changes
that are being effected in education has resulted in high levels of stress among
educators. The dynamics of the educational scenario within the muldcultural
schooling situation, together with changes within the status of state schools have
led to high degrees of uncertainty and anxiety among many an educator. The

following are some of the main causes of stress within the work environment.

> Srressors in the work environment can arise from various sources.

» Poor interpersonal relationships, such as conflict with one’s

supervisors or colleagues, also create potennal stressors.

» 'The nature of specific types of careers, more likely to give nse to
stressors. Soldiers and policemen are constantly in dangerous
situations. Psvchologists, doctors and social workers work with

people who are ill and sometimes poorly adjusted to sociery. In



\4
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these jobs people need to try not o become very emotonally

involved.

An unpleasant working environment, which can imnclude long
working hours, loud notse, pollution and having to strain your body

in your daily job.

Role ambiguities are situations in which people do not know what
they are expected to do or how ther work performance will be

evaluated.

Interpersonal conflicts are situations 1n which people expenence
upsetting relationships with others or must work with others who

are experencing such problems.

Catreer development problems occur in situations in which progress
comes too fast and people feel they cannot perform to expectation,
or it comes too slowly and workers feel that their careers are

blocked.

Other stressors include time pressures, poor quality of supervision,
insecure poliical chimate, inadequate authorty to match
responsibilities, differences between company and employvee values,

change of the type and general frustranon.

Role-conflict occurs in situations in which people feel thev are
unable to satisfy many potennally conflicing performance

expectations.
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» Unrealisuc task demands create sttuations in which people are
asked to do too much in the available gdme. Sometmes these
demands are greater than their abilines. At other times, employees

are asked to do too little and are left without sufficient challenge.

» Dangerous working conditions, which includes dangers of fire,

heights and electricity.

> Intrapersonal conflict occurs when an employee experiences

conflict within him or herself.

» The quality and quantity of the workload can be too high or wo
low. A person who has too much work can become psychologically
and physically exhausted. Hard work also affects one’s feeling of
secunty. This is the stressor, which contributes most towards work
stress. However too little work or work that ts too easy causes
boredom and frustration since it interferes with the need for job
satisfaction.

The effects of work stress
Stress can affect a person’s health - Symptoms such as palpimatons,
dizziness, headaches and stomach cramps are the way in which the body
expericnces stress. These symptoms act as a warning signal and force the person
to escape from the stressor, which has been present for some tme. Employees
are sometimes abseat from work because thev need to get medical weatment for

stress symptoms or avoid contact with the stressors.
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Stress is not necessanly always negative — What one person mayv perceive as

stressful, another may see as a challenge. It all depends on the persons

mechanisms and ability to cope and his/her condition of health. Human reaction

to stress always takes the form of acuvity. A work problem can therefore also be

considered a stressor. The activity in reaction to this stressor can result in the

problem being solved. Stress in the right quantty and of a specific nature can

lead to higher producuvity. It can in fact be considered to be healthy stress

{constructive).

- Wordoverioad
.. Time pressures

- Clanpe of work
" Comflict at work

WORK —RELATED FACTORS ..

INDIVIDUAL FACTORS

Financial Worries
Marital problems
Pregnancy
Problems with children
Death of spotse
Dual roles

N\

FIGURE 12 SOME MAJOR CAUSES OF STRESS

Unhealthy  stress
occurs when the load of
the stressor and the
emplovee’s vulnerability
are very high. Then the
activity, which follows,
solve the

does not

problem, but enables

one to escape from it. Escapism can take the form of absenteeism. Workers

producuvity decreases with each hour of absenteeism as he or she sall receives

remuneration, but does not produce any work. This is destructive stress. In

extreme cases, work stress can lead to termination of service.

Work stress can affect productivity

Work stress can affect productivity even when emplovees do not show

symptoms of illness or do not leave the job. Employees can neglect or fail o

perform those funcuons, which are sources of stress. In an effort to escape these

stressors employvees may desert the workstation or even commit sabotage in
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order to neutralise the stressor. They may even indulge in fantasies so as to be
less vulnerable to the specific stressors. Not only is constructive work ume lost,
but other workers may also be neganvely influenced. To escape, the worker could
also indulge in using alcohol and drugs. As a result, performance deteriorates and
the employee cannot cope any longer, becoming unable to make decisions. If
stress increases to a breaking point, performance drops to zero, the emplovee has
a breakdown, becomes too ill to work and quits, refuses to come to work or is
fired.
Coping with stress

Everyone responds differently to stress. Each personality tvpe acts in a

particular way when the workplace becomes stressful. Understanding this will

help a leader avoid problems.

Knowledge: Management should have a thorough knowledge of stress and
be constantly on the alert for signs of stress amongst emplovees. People who are
constantly taking sick leave should be approached so that possible stressors may

be pinpointed.

Communication: Vigorous efforts should be made to prevent unhealthy,
stressors from developing and to decrease workers” vulnerability. Clear and useful
channels of communication are vital. Surveys of workers’ satisfacuon and the

development programmes are methods of establishing two-way communication.

Organisation development programme: Dunng these development
programmes workers can learn that stress 1s a normal part of human existence.
They can be taught methods of confronung and resolving stressors and thus

decreasing their vulnerability. Organisations can seek to improve managerial
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communicatton skills, empower employees through parucipation, redesign jobs

to be more fulfilling or implement organisation development programmes.

Social Suppore: Social support is the network of activites, interactions and
relationships that help an employee to satisfy important needs. The support can

come from supervisors, co-workers, friends and family.

Meditation: Meditation involves quiet, concentrated inner thought and
helps to rest the body, physically and emotionally. It helps remove people
temporarily from their stress and reduces their symptoms of stress. Meditation 1s
so highly regarded thar some organisatons have set aside meditation rooms for

employees.

Biofeedback: People can leam to reduce symptoms of stress such as
increased heart rate or severe headaches. There is evidence that people can

exercise some control over these symptoms and reduce the effects of stress.

Personal well-being: Health care specialist can recommend ways in which
people can improve their well-bemng, (such as breathing regulaton, muscle

relaxation, positive imagery, nutrition management and exercise).

Professional help: In extreme cases, where workers have already
developed conditions of illness as a result of stress, they may receive professional

medical help.

Employee assistance programme: The employee assistance programme,
which includes counselling, can be used to mprove employee mental health.
Gomez-Mejia 1995: 585 emphasises the following ten ways managers can help

overwotked employees to reduce stress:
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Allow employees to talk freely with one another: This not onlv reduces

stress, but also improves producuvity and helps workers to solve problems.

Reduce personal conflicts on the job: To minimise conflict, managers
can work together with employees to resolve conflict, by communicating and
negotiating. Management should also show respect to employees by treatng them

fairly and clearly defining their job expectations.

Give employees adequate control over their work: Workers are more
productive and better able to deal with stress if they have some control over how

they perform their work.

Ensure that the number of staff is sufficient: Heavier workloads can
mcrease illness, labour turnover, cause accidents and decrease productivity.
Therefore, a new project may not be worth taking on if staffing and funding are

not sufficient,

Talk openly with employees. Keep employees informed about bad news

as well as good news. Give them opportunities to express their concerns.

Support employees’ efforts: Workers are better able to cope with heavy
workloads if managers are sympathetic, understanding and encouraging. Listening

to employees and addressing issues they raise 1s also helpful.

Provide competitive personal leave and vacation leave: Workers who
have time to relax and recharge after working hard are less likely to develop

stress-related illnesses.
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Maintain levels of employee bencfits: Workers™ stress levels increase

when their benefits are reduced. Employers must carefully weigh up the savings

of reducing benefits with the high costs of employee burnout.

Mental health

People in good mental health:

» Feel comfortable about themselves

\ 74

Y

Are not overwhelmed by their emotions, their fears, anger, love,

jealousy, guilt, or worties

Can cope with hfe’s disappointments

Have a tolerant, easygoing attitude towards themselves and others

and can laugh at themselves

Do not underestimate or overestimate their abilities

Can accept their own shortcomings

Respect themselves

Feel able to deal with most situations that come their way and get

satisfaction from simple, everyday pleasure

Feel good about other people

Are able to give love and consider the interests of others

Have personal relationships that are sansfving and lasting
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Expect to like and rrust others and expect that others will like and

trust them

Respect the many difference they find in people

Do not push people around and do not allow them to be pushed

around

Can feel they are part of a group and feel a sense of responsibility

to their neighbours and others.

Are able to meet the demands of life

Do something about their problems as they arise

Accept their responsibilities

Shape their environment when possible and adjust to it when

necessary

Plan ahead and do not fear the future

Welcome new experiences and 1deas

Make use of their natural talents

Set realistic goals for themselves

Are able to think for themselves and make their own decisions

Give their best efforts when they do something and ger satisfacion

out of it.



The strains and stresses of the modern working class are manyv. Ir is
important that a balance be found between work and relaxation. The above are
some of the characteristics, which we should strive to achieve in our daily lives,
which should eventually lead one to sound human relations. It must be noted
that the pathway of people management is a dynamic one and it is up to us as
managers to ensure that individuals are treated in a fair and transparent manner.

Disasters and emetgencies

In order to protect hives and property, every school should establish
internal mechanisms that will enable it to act swiftly during an emergency.
Emergency measures are usually devised by the principal in consultanon with
mterested parties, such as employees and the school governing body, to achieve a

general state of preparedness.

A disaster is any unforeseen, uncontrolled incident with the potenual to
cause loss or damage of a severe nature and considerable extent. It 1s essential to
assess the institution m terms of its vulnerability that is the nsk to people,
property and productivity, and to determine what procedures could be adopted
to deal with specific dangers, if and when they occur. There must always be
proper planning to anticipate natural and man-made disasters, this may
necessitate seeking advise from experts as the ire brigade civil defence units.
Provision should also be made for alternative or contingency plans, should a
disaster stnke the institution.

Types of disasters and emergencies

There are various types of natural disasters over which man usually has no

control and which require quick action and sometimes even emergency

procedures. These are for example floods, tornadoes and earthquakes. There are



also man-made or man-initdated disasters for which man is usually direcdy
responsible. These are fires, chemical accidents, civil disturbances and rots, and

saborage.

Coping with emergencies

During an emergency situation all available personnel and other resources
are needed to cope with the emergency and to keep essenual public services
running smoothly.

Handling selected emetgency situations
Koft Annan, UN Secretary General as cited in “United Nadons

Documents Related ro Disaster Reduction” 2002: 413 Volume 2 confirms that,

“Communities will always face natural hasards, but today’s bazards are oflen
generated by, or af least exacerbated by human activities. At the most dramatic level,
human activities are changing the natural balance of the earth, interfering as never before
with the atmosphere, the oceans, the polar ice caps, the forest cover and the natural pillars
that make our world a liveable howse. But we are alse putting ourselves in harm’s way in
less visible ways. At no time in human bistory bave so many people lived in cfies
clustered around seismically active areas. Destitute and demographic pressures have led
more pegple than ever before fo live in flood plains or in areas prone fo landsiides. Poor
land-use planning; environmental mismanagement; and a lack of regulatory mechanisms

both increase the risk and exacerbate the effects of natural disasters”

There is indeed a need to intensify efforts to reduce the number and effects
of natural and man-made disasters. Some emergency situations, which could be
encountered within or 1n close proximity to the workplace, are breflv discussed

below.
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Floods: 1f the building is in a low-lving area, first assist the elderly to
higher ground or onto a roof as quickly as possible. Try to divert the warter flow

with sandbags or other objects at strategic points.

Tomadoes: Staff should stay indoors dunng a tornado or hurricane, taking

cover under a table or other sturdy covenng, if available.

Earthquake: All power and gas supplies must be disconnected at once and
the bulding evacuated as quickly as possible. Persons who are trapped m building
should take shelter under a table or other sturdy covering to protect themselves

against falling objects such as bricks, glass and debtis.

Fire: People can cause fires and people can also control and extinguish
fires. Therefore it is essennal that all employees are familiar with at least the basic
procedures to be followed in the event of a fire. Fire prevention is usually a
matter of vigilance and the ability to 1dennfy and elimmate potental fire hazards.

It should become the task of all employees to spot potential fire hazards.

Some of the main causes of fire are faulty electricity and the overloading of
wall sockets, sparks, open flames, unguarded heated surfaces, matches and
cigarettes, chemical reactions and careless handling of flammable liquids, static

electricity, fricion, arson and hightning.

The three elements, which must be present 1n any fire, are oxygen, heat and
fuel. Remove any one of these elements and the fire will be exanguished. Fire
extinguishers should be placed close to places of likely fire hazards, but not so
close that they can be damaged of suddenly cut off by a fire. Exunguishers

should be very conspicuous so that they cannot be missed during an evenrualiry.
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An acdon plan, providing the necessary steps for classroom evacuation 1s
discussed a litde later in this chapter.
Improving institutional safety and preventing accidents
Preventing injuries on duty is 2 funcoon of every employer as mjunes cause
financial and other losses to an instiation. Workplaces should be designed so as
to prevent or minimise accidents. Personnel practiioners should devise and
implement specific programmes and/or measures for the prevention of injuries
on duty. The goals of a safety programme should be clearly stated and
management and employees should guard against work related mjunes. If the top
echelon is ignorant about measures to prevent injunies on duty, the programmes
are bound to fail and money could be wasted. Such measures therefore need to
be enforced.
Employee health
Keeping employees fit and healthy is clearly a funcrion and goal of good
management. Employers should realise that absenteeism due to sickness and
possible subsequent employee turnover raise the costs of operation far in excess
of any cost of maintaining the health of the workforce. Some of the health
aspects of the employee and vatious measures to keep the workforce fit, healthy
and productve are discussed below:
Health care: Total loss control programme
Since illnesses and injuries could cause the interruption or distupdon of
educational services and the workflow, these should be prevented wherever
posstble. Health and safety msks should be eliminated as far as possible and
should form part of a total loss-control strategy. The overall performance of any

institution will decline if the workforce 1s not kept safe and fit for dury.
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To create and maintain a productive workforce, the health and safety of the
employees are paramount. Regular courses/talks by the health services to
personnel on matters of hygiene, sanitation, diet and nurrition as well as diseases
should form part of the staff developmental programmes. The workplace must
promote occupational health. Health programmes should be introduced to

reduce health and safety nisks to the absolute minimum.

Combating health hazards
Substances in the workplace, which could harm the physical, and possibly

the mental health of employees should be combated or reduced by wearing the
approptate protective clothing and or equipment. Employees must be diligent i
wearing the approprate protective clothing and equipment. This is of particular
references to trade schools and schools of industry.
AIDS in the workplace

AIDS (Acquired Immune Deficiency Syndrome) 1s a disease caused by a
latent slow-actng virus, the Human Immunodeficiency Virus (HIV), This virus
destroys part of the body’s immune system, leaving it unable to defend itself
against infectious viruses and certain cancers. AIDS as a disease has senous
socio-economic implicatons for any country but is partcularly worrving in
African countries. The condinon could lead to a shortage of skilled and unskilled
labour, disruptions of work and absenteeism, an unhealthy and de-motivated
workforce, abnormally high medical aid, insurance and pension claims, and a
decrease in consumer spending because the economically active populauon is
bound to decline. Moreover, increased injuries and fatalities could occur because
employees are 100 weak to perform their jobs properly. A sick nation cannot be a
productive naton. In the case of AIDS, preventon 1s better than no cure

Employee’s performance and morale can be plummeted by if AIDS affects a
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majority of the workforce. Research has revealed that the problem of AIDS has
to be managed and addressed in the workplace. Workplace awareness 1s an
important proactve strategy in educating the natton about the issues surrounding
the AIDS pandemic. It must be noted that as attitudes and legal consideranons
change, AIDS has important implications for the human resource management

policy and practices in organisations.

Alcohol and drug abuse

In recent years, having to deal with alcoholism and drug abuse has become
a prominent part of the emplover’s responsibility in coping with the effects of
excesses in the workplace. These problems tend to command special attention in
operations where large numbers of persons are employed 1n doing rounne tasks.
Effective treatment of alcoholic and drug addicts includes seeking support of the

family as part of a total treatment programme.

First aid

Provision should be made for first-aid treatment on-site and emplovers and
employees ought to receive traming in basics first-aid procedures. Facilities and
equipment for first aid must be available at appropiately and conveniently

located spots.

Building a health-promoting school

The WHO (1993: 1) outlines a health-promoting school as:

The health-promoting school aims at achieving healthy lifestyles jor the total school
population by developing supportive environments conducive fo the promolion of bealth. It
offers apportunities for, and requires commitments to, the provision of a safe and health-

enbancing social and physical environment.
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In the above definition, the concept, "health” is conceived of as a phvsical,
psychological, social and spiritual well-being rather than the absence of discase
(Ottawa Carter, 1996) The emphasis of health promotion is on the development
of the well-being and the quality of life for the people, and not only those who
are 1ll or who have ailments. It is a “solution” or an approach, which focuses on
development rather than on only identfying and addressing problems through
curative or preventative programmes. This means that the challenge is to focus
on what should be and then attempting to develop people and environments that

achieve this.

When looking at the development of a health-promoting school, a
comprehenstve approach needs to be pursued, including all aspects stressed by
the Ottawa Charter. By using this Charter as a basis, Donald et al. 1997: 84
outlines the challenges relating to building a health-promotng school
Developing a healthy school policy
This implies that a policy needs to be in place that incorporates a health-
promoting vision coupled with all the underlying principles deahng wirh health.
This could be an all-embracing policy that promotes equity at all levels m terms
of race, gender and ability, as well as more specific policies such as no smoking in
public areas.
Developing a supporting environment
This aspect according to Donald 1997:84 would include the physical and
the psychosocial environment of the school. Buildings and grounds need to be
safe, including learners with particular disabilities e.g. Wheelchair access. Basic

health regulations need to be met. A style of management, which encourages
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empowerment of all sectors in the school, would be developed, including
teamwork and constructive conflict management at all levels.
Strengthening community action and participation
School need to develop stronger links with the local communitv. This
would include greater community participation in the life of the school, as well as
the school contmbuting to the life of the community. A healthy interaction
between the community and the school, as well as support services is
recommended.
Developing personnel skills
This would need to include programmes of staff development, parent
development, as well as life-skills education for learners. Mock or simulated
sesstons in terms of crsis management need to be implemented so that any
emergency is handle with the least amount of panic and anxierty.
Re-orientating education support services
The reorentation of these services would require them to be coordinated
and accessible to all who need them. They would also need to provide
comprehensive programmes, including curative, preventive and health-promotve

aspects to support learning structures at school level.
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DESIGN
safe and healthy systems of work
EXHIBIT
sirong management commitment
INSPECT
workplace for health and safety problems
ESTABLISH

procedures and controls for dealing with healith
and safety

DEVELOP
training programmes
SET UP
health and safety committees
MONITOR
safety policies
DRAW UP

action plan and checklists

FIGURE 13 STRATEGIES TO IMPROVE HEALTH AND
SAFETY

The above needs to be
seriously constdered and
implemented in schools, so that
learners are able to visuahise and
practice safety habits and so

improve the culture of survival,

and life long learning,

Figure 13 alongside
provides a sequental guide that
could be followed to draw up
sequenual gumde to address and

unprove health and safety issues

at the work place.

The role of school management teams (SMTs)

Perhaps more than any other Human Resource activity, health and safety

offers the HR manager an opportunity to be more proactve than reactive. This,

if effective action were followed through, would increase the HRM department’s

contribution to improving the health and safety of the organisations employees.

Figure 13 above, highlights the strategies that could be used by organisations to

ensure 2 healthy and safe workplace and ensure comphance with legal

requirements. These nclude:

Design safer systems of work

The most direct approach to ensuring a safe and healthy workplace 1s to

design systems of work that are safe and without nisk to health. This can often be

done satisfactorily at the design, planning or purchasing stage. It is far more
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difficult to modify existing machinery or systems of work, to eliminate or reduce
hazards, than it is at the investment stage. There is thus a need for management
to take cognisance of long-term organisational changes to control hazards.
Exhibit commitment
The school manager carries the ulamate responsibility for ensuring a safe
and healthy workplace. Health and safety should be an integral part of every
manager’s responsibility, from the chief executive officer to the lowest level
supervisor. Anything less than total support from the top management raises
questions about the sincenity of the organisations commitment in the eyes of
employees, government agencies and the public at large. Large organisatons have
appointed specialists in the area, including heaith and safery officers, safery
engineers and medical technictans. If the safety officer 1s to be effectuve s/he
must be given adequate authonty in the managemenr hierarchy to make changes
and implement changes.
Inspect the workplace
A proactive approach to the management of health and safety 1s regular
formal inspections of the workplace: regular monitoring of the work
environment and regular physical examinaton of employees. A ‘health’ survey of
employees can help identify hazardous and unhealthy processes. Thorough
preparation, including designing a comprehensive set of checklists covering all
aspects of the workplace, 1s essential if mangers are to discover physical hazards.
Establish procedures and controls
A health and safety programme is hikely to fail unless there are effectve
procedures and controls established. The procedures for handling health and

safety problems need to meet some basic requirements:
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A7)

Allow employees and union representatives to talk directy to the

managers who can make decisions;

» Operate without undue delay;

A4

Be able to handle emergency problems; and permut discussion

about long-term decisions affecung health and safery.

Clearly, these recommendations have important implicanons for HRM
policy and action. It is essential that any discussion on health and safety include
all stakeholders. Such discussion forums can be a vehicle for strategic planning of
health and safer working environments.

Develop training programmes

One way to obtain compliance with health and safety regulations 1s through
enhancing employees’ knowledge, understanding and commitment, which can be
achieved through health and safety programmes. The purpose of safety training 1s
generally the same as that of any other training programme: to improve job
knowledge and skills and to ensure optimum employees complance and
petformance. Regular refresher courses are recommended to constantly create
awareness to safety comphance.

Set up health and safety committees

All organisation need to put in place a health and safery committee. Such
committees need to be empowered to draft safery measures pertinent to the
organisation it represents. It is essential that safery measures be adopted in hne

with that prescribed by the law.
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Monitor policy
Safety specialists argue that the safety policy should reflect the emplover’s

commitment to develop a safe system to work, and to pursue a healthy work
environment. The safety policy needs to outline the safery responsibilities of all
levels of management within the hierarchy. This part of the safetv policy is
particularly important for identifying which member of the management
hierarchy should be involved when a health and safety problem arises in the
workplace. A proactive approach involving a regular check to ensure that safety
policy, management procedures and arrangements are regularly adapted to suit
new developments in the workplace.
Draw up an action plan

HRM can be more proactive by putting in place an actton plan i the area
of health and safety. The action plan should provide adequate detail to handle any
emergency situation that may anse in the work place. The acton plan needs ro
clearly articulate the line function of all personnel and management role funcuons
during an emergency. It should include a list of emergency contact numbers to
speed up and enhance the recovery process.

Disaster and crisis management

Dasaster and crisis management will now be discussed in the absence of a
formal policy by the Department of Education. Disasters and crisis are a reality,
which can occur on any day at possibly any time. These disasters may be natural
or man-made. Natural disasters mnclude floods, hurricanes, rormadoes

?

earthquakes and volcanoes.

Man made disasters may range from 2 small injury of a learner falling and

bruising himself/herself or to a horse and trailer overtuming onto the school
building.
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Are we m a position to sit back and say these things never happen to us or

do we try to avoid mishaps? But yes, what do we do when it does happen to us.

Majozi 2003: 90 discussing disaster and crisis management asks the following

questions of schoolteachers and management staff.

v

Does your school have a plan for when a child gets seriously hurt in

front of the school or on the school grounds?

Does your school have a plan for when a child gets shot in front of

the school or on the school grounds?

Does your school have a plan for when a child or teacher collapses

and dies mn front of the school or on the school grounds?

Does your school have a plan for when a child or teacher has been
bitten on the school grounds by a dog that may carry rabies, or a

spider/ snake that could be very venomous?

Does your school have a plan for when a child or teacher is raken

hostage on the school grounds?

Does your school have a plan for when a group of children or
teachers complamn of nausea and suffer from headaches or

diarrhoea on the school grounds?

Does your school have a plan for when a group of children or

teachers lapse into unconsciousness on the school grounds?
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# Does your school have a plan for when tanker filled with hazardous
(flammable or poisonous) gas or hquid crashes near vour school

grounds?

» Does vour school have a plan for when 1 helicopter or an aeroplane

crashes into your school building, causing serious casualties?

Sound familiar, yes, but how prepared are we when such occurrences
confront us. Do we add to the pandemonium by lapsing into a state of shock and
hysteria or are we in a situation to decisively take control of the crisis and manage
it and bring it to closure with a minimum of injury and casualdes. It 1s with this in
mind that I re-enforce the need for educatonal managers and staff to be
prepared for mstances of crisis and disaster.

Disaster and crisis management plan

Many researchers contend that a disaster management plan is a proactive
plan for crisis and disaster communication that has been designed, implemented
and tested before a crisis happens so that one knows that it can be used to help
solve or alleviate the crisis. Mersham and Skinner 2003: 23 define cnsis
management as a process of strategic planming for a crisis or a negative turning
point, a process that removes some of the nisks and uncertainty from the negatve
occurrences and thereby allows the organisaton to be in greater control of 1ts

own destiny.

It 15 important for the school to set up a cnsts and disaster management

committee. The key functions of this committee would be to:
» Idenufy
» Confirm
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> Investgate

»  Develop strategies for management of a cfisis and

» Develop strategies for recovernng from crisis incidents.

Possible action plan for a crisis - fire
1. Control Point: Principal’s / Secretary’s office

2. Alarm:

2.1. The teacher who is on the spot where the emergency occurs
must send a messenger to inform the principal of:
2.1.1. The area of danger.
2.1.2. What the danger is. e.g. fire, accident,...

2.2.  The pnoncipal gives the alarm depending on the nature of
the crisis, if he 1s not available, then the deputy principal;

head of department or school secretary sounds the alarm.
3. Emergency / Crisis signals:

3.1. Continuous ringing of bell/siren will indicate that learners need
to evacuate the building. (fires, chemical spillage, bomb
threat...)
3.2. Intermirtent blowing of whistle will indicate that learners need to
take cover in the class room. This is for minor crisis simanons.
4. Electricity:

For safety reasons it may be necessary for the electricity mains to be

switched off. This will be done by the school cletk/secretary.

5. Pre-emergency preparation:

5.1. Leamners names with home contact details must be drawn up by
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the form teachers and pinned in a convenient position in the
classroom.

5.2. These lists need to be updated (delete name of learners excluded
and add names of learners admitted).

5.3. Make provision for at least eight columns on the sheet to tick
each ime an emergency evacuation 1s held.

5.4. Monitors must be assigned to carry the class list on evacuation

from the classroom.

6. Evacuatdon of classrooms:

6.1. Classroom evacuation is the responsibility of the teacher in charge
of the classroom at the time of the crisis/emergency.

6.2. When a emergency signal is given, work must be stopped
immediately.

6.3. The teacher signals learners to speedily form two lines, and to leave
the class and assemble at the point designated for emergency
assembly.

6.4. The teacher must stand outside to ensure that leamners do not run
ot push each other and that no learner is left behind. Be varv of
learners who may be disabled.

6.5. Learners must follow the agreed upon route to the designated area
for emergency assembly as indicated on an evacuation route plan,

6.6. Learners who may be outside or in specalist classes also need to
follow the route to the emergency assembly area.

7. Emergency assembly area:

7.1. The emergency assembly area should be a point of safety,
relatively away from the school buildings, which must be agreed

to and famihar to leamners and teachers.
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7.2. Once learners have assembled at the point of assembly it is
important that the teacher take a physical count of all leamers in a
class. Learners missing need to be accounted for or reported to
the persons in charge.

7.3. Casualties (if any) must be moved to a point of safety and be
reported to the controiling officer/principal.

7.4. All learners are to remain at the emergency assembly area unal
further notice. Discipline needs to be maintained.

7.5. The controliing officer/ deputy principal may address leamers giving
them a bref outline of the cnsis, but at the same time indicating the
need for all to be calm and patent while all situations are brought
under control. It is important to reassure learners at times of crisis to
prevent chaos of learners wanting to find out What 1s happening for
themselves.

8. First aid:

Each school needs to have teachers trained in the administering of first
aid. A well stock first aid kit needs to be maintained at schools at all
times. Personnel appointed with the task of rendering first aid must

ensure that any individual that may have been injured are treated

accordingly.
9. Comtnunication:
9.1. The secretary will answer any queries if parents telephone the
school.

9.2. The secretary will telephone the relevant emergency services
without delay. The following telephone numbers need to be always
on hand.: Fire Brigade, Hospital ambulance services, Municipal
water/ electricity departinents, South African Police, Local

doctors, traffic department.
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9.3. A member of management should monitor and provide regular
updates on the situation to other personnel or to the media if
present without creating further anxdety. Sav what should be said in
a diplomatic and ractful manaer.

10. Information:
10.1. Parents may rush to school. The informaton officer/head of
department will:

> Orgamse traffic.

> Keep entrances clear for doctors, ambulance, police and the

fire brigade.

> Monitor movement to control points reassuring concemed

parties.

» Provide updated information to the relevant people seeking

mformation.

» Do an assessment of damage and report accordingly.

11. General:

11.1. Teachers must endeavour to maintam strict discipline throughout
the emergency session.

11.2. Care must be taken not to create a panic situaton. I necessary,
stern measures need to be implemented to cope with cases of
disobedience or hystena.

11.3. It is very important that the route map to the point of assembly

be clearly explained to learners.
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Aims of the above emergency plan
According to Mersham and Skinner 2003: 52 the purpose of

establishing a crisis and disaster response programme is to help ensure that a
company 15 prepared to deal effectively with unexpected evenrs - and thus
minimise adverse consequences. The goals of emergency response planning are

fo:

» Prevent fatalities and injuries to employees and members of the

public

» Provide guidelines for decision making

» Identfy and clarify responsibilities

#» Ensure that valuable time is not lost in implementng or

coordinating response efforts

» Minimise production downtime and disruption of business

An effective way of testng the plan is with mock disaster dnlls. A
simulated cnsis exercise can be conducted to ensure that all learners and
personnel are familiar with procedures, rules and regulavons that control
emergency crisis interventions. It is important that educational managers be well
prepared to handle any cosis situation that may arise in the school situation, so as
to avoid unnecessary anxiety and pandemonium when a situanon anses.

Disaster reduction and sustainable development

UN Secretaty General, Kofi Annan wrtng on disaster reducton in

“United Nations Documents Related to Disaster Reduction” Volume 2 2002: 416

confirms that disaster reduction polictes and measures need 1o be implemented to
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build disaster resilient societies and communirties, with 2 two fold aim; to reduce
the level of nsk 1 societies, while ensuring on the other hand that development
efforts do not increase the vulnerability ro hazards but instead consciously reduce
such venerability. Disaster and nisk management is therefore emerging as an
important requisite for sustainable development. Natons need to be better
prepared for narural and incorporate disaster risk management. The recent
tsunamis have left Asian countres devastated with large losses recorded in the
human population. Survivors battle to pick up the pieces and to restore normality
despite many foreign countries pledging financial and medical assistance. Many
families have lost their life belonging. Despite the future looking bleak for such
survivors, there are many lessons to be learnt by the experiences of these people.
Foremost in many a geoscientist’s mind 1s the need for greater investigation mto
natural disasters such as earthquakes and tsunamus. There 1s also a need for
disaster reductions strategies with the aim of enabling societies at nsk to become
engaged in the conscious management of risk and the reduction of vulnerability.
Strategies for risk reduction

Four overriding objectives have been identified as the guiding principles of

International Strategy for Disaster Reduction (United Nations Documents

Relared to Disaster Reduction Volume 2 2002: 424)

These include:

» Obtaining political commitment from public authorities: This
objective need to be addressed through increased inter-sectoral
coordinadon at all levels, the adopuon of nsk management
strategies and the allocaton of appropnate resources, mcluding the

development of new funding mechanisms. Disaster reducuon
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should be dealt with as primary policy issue for which public
authorities should assume responsibility and should be pursued as
a cross cutong issue aimed at ensuring policy integraton among

various sectors and across topics such as agriculmure, food security,

health and educaton.

Increasing public awareness: Increasing public awareness and
participation to reduce vulnerability to hazards. This involves
programmes related to formal and non-formal educanon and
should be addressed through public information, education and
mulndisciplinary professional training. The media, schools and
higher education systems, as well as the Red Cross and NGOs

around the world have a crucial role to play.

Fostering better understanding and knowledge of the cause
of disasters: Better understanding and transfer of experiences by
providing greater access to relevant data and information needs to
be encouraged. The promouon of relevant scientific research,
which takes into account both indigenous or tradinional knowledge
and the development and transfer of new knowledge and
technologies are essential elements in modern day forecasting.
Efforts to link natural resource management with disaster

reduction should be encouraged.

Stimulating interdisciplinary and inter-sectoral partnerships:
The expanston of risk reduction networking amongst governments

at national and local level, and greater involvement of the privare
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sector, academic mnstitutions and NGOs and CBOs (communiry
based organisations) must be encouraged. This will require
effective coordination mechantsms, such as appropriate
institutional arrangements for disaster management, preparedness,
emergency response and early warning, as well as the incorporanon

of cisaster reducnon concerns in national planning processes.

Global, regional, national and local early warning systems and
preparedness schemes need to be strengthened and made more effecuve.
Improving communication flows is imperative. The objectve of early warning is
to provide individuals and communides exposed to disaster risk with accurate
information about an impending hazard as early as possible, allowing them to act
in a tmely and approprate manner to reduces the probabilicy of suffening,
personal injury, death and property losses. Increased sophisticanon in predicoon
technology, trained professionals and adequate finance are not effective if there
remains poot communication amongst authorities and disaster managers. In the
face of disaster this can lead to conflict, contradictions and confusion with bad
decisions being taken. Early warning must be more than a technological
instrument to detect, monitor and submit warning and alerts. It should also
include identification of hazards, risk assessments and combined efforts required
by all sectors to plan zhead and build people’s capacity to respond rapidly and
appropdately at the local level, and more specifically to idennfy increasing
vulnerabilities in their communities. Early warning needs to become part of a
management information system for decision-making in the context of national
institutional frameworks for disaster management and as part of a nagonal and

local strategies and programmes for disaster nisk reducnon.
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Conclusion

'This chapter has looked at motivaton as a driving force to bring about
improvements in organisations. Stress, employvee health and safery are other
important aspects of HRM which are given due attention in this chapter. All
organisations need to provide a safe and healthy workplace for their human
resources. This chapter has examined the tole of health and safery in
organisations and the development of legislaton. Job stress, ailcoholism, and
AIDS are health problems discussed in this chapter. IDisaster and cnsis
management are also discussed with a possible plan of action to minimise
casualties and injuries. In the next chapter 1 look at the organisavon and

professional development.
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CHAPTER &

THE ORGANISATION AND PROFESSIONAL DEVELOPMENT

Introduction

This chapter considers teaching as a profession and the wavs in which
educarors consider themselves 1o be professional educanonal managers. From the
perspective of educatonal managers, professionalism is important since
managing professionals within educational institutions raises complex issues such
as those associated with professional autonomy and practices, which are not
always easily resolved. This chapter explores the ways in which notions of
educator professionalism are changing and the factors, particularly an increasing
emphasis on management, which are contributing to these changes.
Professionalism 1s an important concept for teachers since it shapes how we do
our jobs; it also raises certain expectattons on the part of the commumty and
society in general about how we will behave and whar kind of standards we are

expected to meet.

Developments in recent years have led to changes in the manner in which
educators do their jobs and the relatonships that the profession has both within
educational insttutions and with the wider community. It further needs to be
noted that the external conditons and pressures for change are having a
considerable and continuing impact on the way an organisation managers its

Iesources.

Human Resource Planning

Human resource planning (HRP) can be seen as an important aspect of

human resource management. Guest 1989: 48 refers to HRP as an “ approach to
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the management of people in organmisations”. HRP involves the use of manpower
modelling, simulations and staastical techniques in ensuring that an orgamsation

is able to function in 2 harmonious, simulated manner.

- and pmk:tice
Needs and priorities v v
Researchers Heman Resource Plan
>
contend  that needs g
Analysis and Diagnosis
idenafication and
o ; ative
prioritisation  are  the ‘ ﬁ:ﬁmﬁ;g through
i and quantitative
1 techniques
foundation stones of an Aw: ess of HR
problems and
effective staff 1Ssucs

development FIGURE 14 A MODEL OF A HUMAN RESOURCE PLAN

programme. Needs identification i1s a process that should be handled sensitvely
and efficiently. It should be democratic and not mposed. [t has to take into
account the needs of individuals, groups, the whole school as well as those ansing
from national policies. Hargreaves et al 1989 contends that there is a need for
schools to draw up a school development plan where prnonites will require acave

support for teachers in the form of in-service training and professional

development.

Principles for effective needs identification

It is mmportant not to lose sight of the mntimate link between staff
development and school improvement. School improvement depends on a staff-
development policy and programme that balances the needs of individual
teachers and the management of the school. It is essential that the enure staff

component be involved in the needs identification process. The more active the
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participation and contributions of the staff, the more relevant the development in
improving the overall strategy for professional and instttutional reform. Needs
identificaion must be followed by needs analysis from which emerge decisions
about priorities for action. It is important that staff be made aware of an action
plan to address aspects hi-lighted in the hst of priorities.
Roles and responsibilities

Identifying needs is a shared task between those responsible for managing
staft development in the school and those who will benefit from the sraff —
development programme that results. Once 1dentfied, needs and competencies
cant be used as a user-friendly starting point for the assessment and development
of people in an organisation. The challenge for the person responsible for
identifying needs n the school is to help individuals sort out where they currentdy
are mn relation to specified knowledge and skills and where they would like to be.

The illustration below is a useful tool in identifying the needs of an individual.

B o oo
B - What [ ketow 1
..... KNOW What [ know I know/ Don’t know/
ST Can do .
Lo Can’tdo
- :DON’T . .| ‘What1don't know What | don’t know
o W 1 know/ That I don™t know/
KNO Can do Can’t do

FIGURE 15 USING THE JOHARI WINDOW TO IDENTIFY NEEDS
‘The responsibilities of the staff development manager is to draw rogether

the informagon from the needs survey and structure this information into an
overall profile for the school The figure 16 below is useful in showing the
different stages that need to be coordinated in order to arrive at a staff
development programme that properly recognises the muloplicity of needs at all

levels.
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INDIVIDUAL NEEDS| | NATIONAL PRIORITIES | | INSTITUTIONAL AND
o s | GROUP NEEDS
~* Personal * Cariculum * Cummiculum
~* Professional * Continuous assessment * Organisational
~* Career * Funding * Management
[ NEEDSTDENTIFICATION |
(DATA GATHERING)

|- NEEDS ANALYSIS |

- (DATA INTERPRETATION)

| PRIORITY SETTING

!

INSET PLANNING AND IMPLEMENTATION ]

FIGURE 16 IDENTIFYING NEEDS -THE MANAGERS ROLE
To be effective, the process needs to be systematc, without losing its

responsiveness to the context and the individuals that it 15 designed to serve. The
coordinator’s responsibility 1s to arrive at a balance berween these competng
claims.
Identifying individual needs
A starung point for helping educators identity their individual needs 1s
some kind of self-rating form to aid in reflection. This self rating form could rake
the format below with a few basic questions, which need to be answered

honestly:

The self-rating form could be used in a formal or informal follow-up
discussion with colleagues. The follow-up discussion can focus on the ways in

which the needs identfied might most appropriately be met.
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Another valuable tool that could assists in needs identificaton is the
appraisal process. In this instance appraisal needs to follow a development

model. Developmental targets will need to be agreed 1n the context of the

A self-rating checklist school’s  development

—

. List in order the key activities you perform in the school.

2. Which aspect of your work gives you the most difficulty?

. What development and training activities would help you
deal with these difficulties?

4. Qutline a specific proposal to meet your development

needs, indicating your objectives, preferred methods of

learning and resources required.

FIGURE 17 SELF RATING FORM

plan and organisational

e

goals, as well as in the
lighr  of  available

resources.

The dissemination of an appropriately prepared questionnaire can also
assist  in the needs identfication process. Individual educators fill in their

priority needs, the results will be collated and a development plan put in place.

Identitying group or team needs

Schools contain 2 variety of committees/groups or teams in which a more
detailed review of needs as well as in service training activiges can be conducted.

These teams could include:

» Senior staff team,

» Management team,

» Faculty/Department team,

7 Interdisciplinary team and

New staff inductoon team

\7d

At its simplest form, a group needs identification process can be a

structured group discussion based on the following questions:
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%/

Whar are our strengths?

# What are current weaknesses?

7 What prorities arise from these needs?

» What type of programme can we implement to address these

needs?

» How would we implement and evaluate such activities?

Other ways of structuning this kind of group discussion might be the use of
“quality circles” or branstorming sessions. In the “quality circle” approach a
group of educators sharing common knowledge meet to work out a groups
needs. Williams and England (1986) state that the “quality circle” approach has

three essential prerequisites for its success:

# An established group of educators talking openly to one another

about their teaching difficulties and problems,

» An expenenced and sympathetic facilitator who 1s sensiove to
educational changes and who is in a positon to identfy those
educators who would be most likely to benefit from membership of

a “quality circle”.

» A hnk person who can contact potential service providers to assist

educators in meeting their needs.

Brainstorming is yet another useful and effecove method of idennfying the
needs of groups. A flipchart can be used for this purpose. Members of the group

suggest as many needs as they can and this 1s recorded on the flipchart. Members
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review the list and where possible needs may be grouped. Some of the listed
items may be eliminated through discussion or possible overlap. The group could
then go through the list to rate the needs as important or unimportant. Each
member of the group must be allowed to vote accordingly for the listed needs.
The needs with the highest votes then become the basis for planning.
Idennfying whole schoof needs
There is a need for the matching of needs of individual educators with that
of the school to ensure professional development. In service training
programmes can then be implemented fairly among staff over ame and skills and
knowledge acquired disseminated throughout the school. This will ensure that all
parties are actively invoived in the knowledge construction process.
Analysing needs and establishing priorities
Once the needs have been identified the mformation collected has to be
analysed so that development prorities can be planned. A quantitative or
qualitative method could be used. There is a range of sources from which criteria

for analysing and prioritising needs can be denived. These include the following:

# School staff development policy

» School curticulum development plan

# School organisation development plan

7 School budget plan

# School resource plan.

It is important that the critenia for analysing and establishing priorities have

been agreed and made public to the school governing body so that staff feel thar
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the resulting development programme is a fair reflecdon of their expressed needs.
It 1s at this stage that development managers are faced with a real challenge in
achieving a balance between group and insdtutonal priorities. Such decisions
need to be transparent with consultation between staff and governing body on

how allocated money should be spent.

APPRAISAL

Appraisal is the technique being emploved at schools in an effort to
enhance the quality of teaching and leamning. Recent developments in the
education sector now see developmental appraisal linked to pay progression as
well as grade progression. Further arguments in this regard are dealr with at a

later stage within the chapter.

Staff appraisal

Staff appraisal is the term used for the process by which an emplovee and
his/her subordinates meet to discuss the work performance of an employee. The
introduction of the appratsal systems in schools has been subject to controversy
between staff and unions as well as the education department. There has been
much concem raised as regards the time-consuming nature of appratsal. Critics
view appraisal as adding to the bureaucratic structure in schools. Any appraisal
system that is considered to be successful should help to motivate the ndividual
because it highlights the importance of that individual. This should be seen as a
means by which the employee is encouraged to evaluate his/her own
performance, considering strengths and weaknesses, and be able to look at

ptiorites for the future with self-development in mind.
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New measures introduced after lengthy consultaton and debate has led to
a refined appraisal system for South African schools, which are to be viewed as a
developmental process aimed at looking forwards and not backwards. The
appraisal system 1s a way of identfying opportumties for professional
development and of giving feedback to staff so that they are aware of strengths
and weaknesses in facilitating their role functon. It is a two-way process, which
mvolves an obligation from both the manager and the managed. School leaders
should not be reluctant to introduce appraisal and should be prepared to tackle
the reasons why teachers are opposed to it and to persuade them that it is in their

mterests to mtroduce and be part of the appratsal process.

Appraisal systems have been found to work well where the primary
purpose is to improve future performance through opportunities for staff
development. Appraisal can result in increased trust and improved relatons
between the managers and the managed. It can open up opportunities to staff,
which will improve career prospects, and when used positvely it can ensure

better future performance.

The nature of appraisal

In designing a particular

= A pay review e An appraisal system

appratsal system it 1s important to

S ||
be quite clear about the extent to B |

:
which 1t i1s intended to be 500

. . ?5‘ : A staff devel
evaluative and the extent to which g e
.
it ShOlJl d le 4 d to in dividual [nereasimg {iﬂ:elopmt:nlal concem ’
FIGURE 18 DISPLAY OF EVALUATIVE AND DEVELOPMENTAL

development. It may be useful CONTRIBUTIONS OF APPRAISAL
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conceptually to try to mark the position of a particular system on a display, which

has evaluation and development as axes as depicted in the figure 18 above.

An appraisal system could be placed anywhere between the axes depending

on its particular balance between evaluation and development.

Appraisal 15 one of a number of techmques designed o promote the
mtegration of the individual into the orgamsation. Each individual come into the
organisation with a unique set of needs and objectives, preferences for ways of

performing and expectations of a wide range of personal satisfactions.

Organisational climate and appraisal
Otganisational climate is a concept that refers ro the different culnures or
qualities possessed by organisadons regardless of whether the structure is
hierarchical and bureaucratc or informal and dynamic, or whether risk-taking and
the use of individual initatve 1s encouraged or look at with distaste. Beare et

1989 states that every school has

“..a partiular culture, determined by the individual valwes and experiences
which each person brings lo i, the ways in which people act and inleract and the

Jootprints they leave behind them”.

It must be noted that appraisal needs to benefit the individual as well as the
organisaton as a whole. Development programmes must be organisation specific

in that it needs to cater for the development of the individual as well as the

organisaton.
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The potentialities of appraisal

Of all the actvities in the human resoutce cvcle, performance appraisal 1s
arguably the most contentous and least popular among those who are involved.
Barlow 1989: 499 contends that despite the poor record of appraisal within
otganisations, it is an accepted part of management orthodoxy that there should
be some means by which performance can be measured, monitored and
controlled. Appraisal thus acts as an mformation-processing system by which
progress towards objectives can be monitored and errors spotted, including the
identification of underachievers whose weaknesses can be corrected efficiently
and ravonally. For some nme appraisal systems have served to prove that the
performance of employees s under the conrrol of the emplover, with the task

being delegated to the management team.

There are a vadety of declared purposes for appraisal and the most usual
tationalisation and justificanon for appraisal s to improve mndividual
performance. Long 1986: 170 highlights the following as reasons for appraisal

being conducted:
» To assess training and development needs,
» T'o help improve current performance,
» To review past performance,
» To assess future promotability/ potential,

» To assist in career planning,

A\

To set performance objectives,

185



» To assess increases or new levels in salaries and

» To update personnel records.

Riches ef a/ 1999: 153 states that a well run appraisal system will benefic

individual members of staff by:

#» Giving them a greater sense of purpose through the provision of

clear objectves,

» Encouraging self-development and personnel initiative,

» Enhancing their self-esteem and self confidence,

» Reducing alienation and resentment, by providing the opportunity

for free discussion,

» Providing opportunity for the dissemination of career advice.

Riches ef a/ 1999: 153 states that appraisal benefits the organisaton in the

following ways:

» Appraisal enhances the communication of organisational aims to all

staff and facilitates the coordmation of effort,

» It allows for the channelling of individual effort into organisational

goals,

» It effectively provides an opportunity to inidate problem-solving

and counselling interviews,
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» Appraisal gives managers greater control through the seting of

objectives within a school development plan.

Ouchi 1979: 843 states that the performance of a work task can be
presented as a relationship between means and ends. The means takes the form
of the attabutes, skills, knowledge and attitudes of an individual emplovee, which
are applied to a rask in a specific situadon. The ends are the outcomes, taking the
form of results achieved, which may be measurable quanttadvely, and

qualitatively agamst an explicit or implhicit standard or target.

Models of staff appraisal
‘There are four ideal types of apprassal interviews. It is however unlikely
that any appraisal process would wholeheartedly and exclusively have the
charactenstics shown for any single type. The figure 19 below reveals the four
ideal types of appraisal interviews. It must be noted that all four have clear

strengths and weaknesses.

Figure 19, to

the left shows the

active salient features of

DEVELOPMENTAL MANAGERIAL the four appraisal

Individual Organisational | DETVIeW systems.
. goals goals

Despite the many

LAISSEZ - FAIRE JUDGEMENTAL

crtical viewpoints
passive
[ possive | on the appraisal

FIGURE 18 TYPES OF APPRAISAL INTERVIEWS systemn 1t must be

noted that many educators have accepted appraisal as a staff development tool,

recognising that any increase in personal skills and self-understanding leads to the
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improvement of the effectiveness of the institution as a place of learning. It must
also be noted that appraisal has now been attached to the pay progression
process that is currently being emploved by the Deparment of Education and

Culture.

Figure 20 below provides the main aims and characteristcs of each of the

four types of appraisal interviews.

DEVELOPMENTAL

Assumes professional, collegial and collective
authority to lie within the profession

Has as s main concermn tmath, accuracy, the
maintenance of moral, cthical and professional
values

Works through peer appraisal of colleagues

Has a bipartite approach towards enabling self-
improvement

Seeks to produce agreed Programme with shared
responsibility for the achievement of cbjectives

Is concerned with the longer term, professiomal
development

MANAGERIAL

Assemes right to manage: hierarchical position
confirms authority

Is concermed with doing and achieving, with
efficiency and effectiveness

Appraises through line management

Makes siroag use of incentives and praise and
reproach from superior

Sets 1argets to maximize organizational ebjectives

Is concerned with shorter-term assessment of
performance

LAISSEZ-FAIRE

Recognizes the importance of seif development

Allows managerial
responsibiiity

abdication from

Encourages subordinates to raise issues

Demonstrates a lack of focus, direction and
purpose
Has a belief in the importance of self-motivation

Allows appraisee to decide on the need for
follow up

JUDGEMENTAL

Uses appraisal to maintain social control

Assumes managerial authortty to make
judgements
Cotlects data for the assessment of the

subordinate
Rates individuals agamst one another
Assumes the necessity of extrinsic motivation

Uses system for merit rating and performance
related pay

FIGURE 20 KEY FEATURES OF THE FOUR BASIC APPRAISAL INTERVIEW TYPES
Staff selection

Education departments have recently played a key role in brnging
organisation practices relating to staff selectton and recruitment mn line with the
provisions of the law. If human resource management is concerned with the
development of an integrated package of policies towards the management of
people the potendal of those people, recruitment and selection represent vital
stages in the determination of which employees will benefit from such policies.

Watson 1989: 125 refers to recruitment and selection as,
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“...the process by which organisations solzt, conlact and engender inferest in
potential new appoinices to vacant positions in the organisation, and then in some way

establish their suttability for appoiniment”.

There is need for a nigorous and propetly conducted staff selecton and
promotion schedule to be created in order to ensure transparency and faimess in
the employment process. The major criteria, however, is to recruit and retain the
best quality staff possible. To be realistic, it has to be accepted that for social and
economic reasons, some schools will find it difficult to attract the best qualified
staff but this should not inhibit the school leader from making every effort to

recruit the best persons.

Educator selection and promotion needs to be carried out in a
sophisticated and painstaking way 1f staff quahity is to be maintained. One factor,
which has to be taken into account of in selection, is the way in which jobs are
changing in terms of the competence required. Much concern has been expressed
at all levels 1n education as regards the number of grievances and disputes that are
constantly recorded during the selection of personnel. Disputes have on occasion
gone on for months without having being amicably resolved only to have the

posts re-advertised.

Another factor that must be considered in selection/promotion is that staff
will be mobile -— moving on to other jobs that demand different competence. An
obvious example i1s the class teacher moving into a management post —
something that makes some methods of assessing management potential
desirable before a change 1s made. It is for changing job demands such as this
that sophisticated selection techniques need to be evolved and insdruted. In

serting up processes for selection, the school leader will need to take into account
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the increased power and new constmtion of governing bodies. Most school
governing bodies have a sub-committee or interview committee to deal with the
selection and recruitment of staff. The school leader has the task of orchestrating
the diverse elements and agreeing with them on a clear system for the selection
and promoton of staff. Above all the school leader must ensure that the system
incorporates a thorough technical assessment, which ensures that those

appointed to posts are of the highest possible qualiry.

Often personnel are placed in ‘acting” positions when vacancies do arnse.
There i1s a huge outcty by such individuals when such posts are advertised and
filled by outside personuel or even by other individuals from the same instituton.
Such ‘acting’ positions create false hope within the individual. It must be noted
that being placed in an ‘acting’ position does in no way mean that an individual
‘acting’ in such a post has a right to the post once advertised. The truth of the
matter is that having ‘acted’ in a post does not entitled the ‘acting’ person to even
be short-listed when the post is advertised. ‘Acting’ positions often means being
at the right place at the right time. Personnel at school level need to understand
that ‘acting’ positions, are very often, filled by personnel within the organisation,
which is limired in its scope. Once vacancies are declared and advertised all
employees become eligible to apply provided the minimum criteria as laid down
by the department are mer. Advertusing vacancy posts add a degree of
transparency to the process, which gives all possible candidates an ‘equal
opportunity to compete for the post avatlable. As much as the task of emploving
personnel at school level lies in the hands of an elected School Governing Body,
provision is made for umion representation to ensure that wransparency and

fairness exist and that no mdividual 1s prejudiced. It 1s thus necessary to ensure
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that all vacant positons are filled speedily bv emploving sound criteria that

ensures the best person for the job 1s employed.

Rewarding quality performance
Reward or compensation management 1s a key element in any discussion of
the concept of human resource management. Bratton 1994 192 refers to
rewards as all forms of financial reurns and tangible services and benefits
employees recewve as part of an employment reladionship. The current economic
situation prevalent in South Africa, together with inflation and rising consumer
costs have resulted in more and more employees competing for rewards in a

fiscal sense.

The arguments for and against rewarding quality performers in schools are
intensifying. Would it be helpful to a school leader to be able to step ouwside the
traditional incremental approach to teacher’s pay and to reward them on
performance? Should school leaders be rewarded on performance? Differenual
pay 1s a reality in many countries — the United Kingdom, Amerca... The
question of whar motivates employees to perform effectively is a difficult one to
answer. Among practising principles is a widespread conviction that salaries
motivate workers. Psychological theory and research suggest thar the link

between individual behaviour and performance 1s a more complex process.

One of the most widely accepied explanations of mouvaton 1s Vioom’s
(1964) expectancy theory. This approach to wotker motvation argues that
managers must have understanding of their subordinates’ goals and the linkage
between effort and performance, between performance and rewards and between

the rewards and the individual goal sansfacton.
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Education in South Africa has a broad banding system with varving salary
scales for educators, and other management staff. Salaries are not related to
qualifications, hence an indifferent attitude and a general sense of apathy by many
educators to pursue further educaton swudies. The only reward received by
educators on improvement of their qualifications is 2 minimal once off payvment.
Many educators content that they are not prepared to, spend large amounts of
money as fees to tertiary nstitutes, spend long hours studying, which brings no
enhancement to their basic salaries. Educators have often contended thar ‘what
1s the use of further study when an educator with an M+4 qualification earns the
same as an educator with an M+6 qualificadon’. Many educators that I
mterviewed have also indicated that the ‘once of payments’ that are made on
completion of a diploma or degree is so minimal thar it does not even cover the

costs involved in registration for such courses.

Educators further contend that there 1s no mouvation and incentive to
study further when you mmvest money in education and there are no financial
rewards after completion of study courses. The poor salary conditions of
educators in the South African context is only one of the factors which has
contributed to the mass exodus of highly qualified educators leaving the
profession and emigrating to overseas countries where the financial benefits are
much more enticing. Awareness of pay discrepancies between colleagues on the
same level has led to dissatisfaction and bitterness among emplovees. Provincial
and national government need to look at this area objectively in order to reduce
the number of public servants leaving the profession. It is often argued by
educators that individuals with a single diploma/degtee in the private sector earn

more than an educator with double and trple diploma/degrees. Such
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discrepancies if not addressed soon could result in the crippling of the education
work force as more and more educators opt to join private companies were the

incentives and potential of earning larger salaries is forthcoming,

The proposed pay progression increases thar have been introduced in the
South African context have also met with mixed reactions. Pay differential
between different employees represents a major potendal source of contention in
the workplace. The pay progression system is linked to performance (integrated
quality management systems) and apprasal. The arguments for paying for
petformance are that the pay progression system is unfair in that poor performers
are frequently in the same pay band as outstanding performers and that an
incentive system 1s essenfial if quality is to be engendered, rather than mediocrity.
Kanter 1989: 232 says that there is a strong belief that performance reward not
only 1s fairer, but also encourages higher levels of producntvity, as people learn
that they will get back more if they put more in. 'The proposed reward system
based on contributions can result in staff lower down the system earning more
than some of the managers. It would be detnmental however if appraisal systems
were to be commanded for use in performance-related pay schemes rather than
remain with their primary development function. Poorly designed payv structures
give tise to underpayment, overpayment and a perceived degree of mnequality in
the wortkplace. It is important that the employer ensure that employees are paid

for services 1n a fair and consistent manner.

There is a need for a more objective method of rewarding educators and
the most tangible evidence of such, is development of educator knowledge via
further study, education and training. Improved educauonal qualificatons need to

be related to salary scales. If this were the scenario educators would willingly



mvest in educaton as they would recognise the fact that their efforts would be
compensated for on completion of courses and invanably further knowledge
would only mean a better quality of educator in the classroom, hence an
mmproved education system. National government needs to recognise the need
for a mote objective means of rewarding educators, if it is to prevent educators
leaving the profession and the country. An evaluation of an educator’s
qualification sets a degree of objectivity in place and there is growing need for
this aspect to be recognised in the South African educatonal setting. fob ranking
(priicipal, deputy ptincipal...) and grading (level 1, level 2...) are also objective
areas that can be explored to ensure that employees are compensated fairly. The
salaries of educators need to be drastically improved if it is to attract highly
qualified personnel to the profession and discourage the mass exodus of

educators to foreign countries.

Pay and performance

Many educationists have questoned whether reward systems can be
designed to affect performance. Many of the answers to this question come from
theories .of motivation and empirical research evaluating strategies to mouvate
employees. The “needs” theories of motivation emphasise what motvates
people, rather than how people are motivated. The two most well known needs
theones include Maslow (1954) and Herzberg (1966). Maslow argues that higher-
order needs become progressively more important as lower-order needs are
satisfied. Herberg demonstrated that pay takes on significance as a source of
satisfaction when it is perceived as a form of recognition or reward. Monetary

variables are a key component in the more recent “process” theories of
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motivation. It needs to be noted that Vroom’s (1964) expectancy theory grants a

prominent role to rewards.

Empirical evidence testifies that job evaluadon contains subjectve
elements. It is with this in mind that government fiscal and monetary policies
need to embed the concept of rewards on an objective line so that quality
education and increased productivity is the order of the day. The Department of
Education has introduced the concept of an Integrated Quality Management
System in the form of 2 Collective Agreement number 8 of 2003. This system
integrates the Developmental Appratsal System, the Performance Management
System and Whole School Evaluation. This system is envisaged to bring abour a
degree of transparency in the evaluation process and to avoid duplication and
repetition of work. The underlying value of the integrated quality management

system is developmental and the system is meant for implementation without

bias and subjecuvity.

Professional development portfolios

Hali 1999: 171 defines a professional development portfolio as a collection
of matetial; made by a professional, that records, and reflects on, key events and
processes in that professional’s career. The main charactenstic of a professional
development portfolio that distnguishes itself from a professional diary or record
of achievement is the stress it places on reflectton. Reflective writing can make it
possible for a portfolio to attract accreditation. The following are some of the

main reason reasons for the assembly of a professional development portfolio:
» To assemble a career record,

» To assist in the applicadon for promotion or new job,
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» To reflect on the past,

» To be challenged academically,

#» To formalise key experiences,

» To celebrate achievements,

» T'o help in future planning,

» To assist in the acquisition of new skills,

» To gain recognition,

# To be able to judge value and effectiveness and

» To be able to use the experience to help and encourage others.

A well-organised portfolio system can put both educators and their
employer i a position where each has a realistic, wellinformed view of the
relationship between the individual and their mstitution. Educators will remain
when they are supported and a portfolio system can be a very effective way of
making educators feel supported. The portfolio could also become a rational way
of appraisal. It could also pave the way for a more rattonal system for selection,

promotion and staff development.

Conclusion
This has been a wide-ranging chapter stressing the importance of quality in
education. Quality Management techniques need to be implemented to ensute a
continuous improvement through an obsession for with quality and a

measurement of quality through performance indicators. | also examined aspects
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of appraisal, which forms a vital link between performance and the processes of
rewards and development. Appratsal can be viewed as a process to bridge the gap
between an organisation and individuals, which allows a flow of informadon
between managers and employees. The flow of informanon has to be two-way. If
an organisation fails to use apprasal to wdentify the aspirations and potential of
employees, it may occur that such individuals may seek fulfilment elsewhere. It is
incumbent that educational managers create a learning and developing culture if
employees are to accept appraisal as a means of tying sarisfacuon of their needs
and their development to the objectives of the organisation. In the next chapter 1
examine how human resources can be managed with particular reference to

management and leadership styles.
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CHAPTER 9

MANAGING HUMAN RESOURCES

Introduction

Major reforms in all levels of education are now taking place in South
Africa, as in most of the Western industriaised countries. Studies of leadership
are myriad but it has been stated frequently that leadership remains the most
studied and least understood topic in the field of management. It 15 contended
that traditional views of leadership having nothing more to offer in terms of
insights and understandings of leadership (Watkins 1989). One of the major
crticisms of existing theores is that they are in the funcuonalist mode and
assume automatically the power of the leader and top down control of the leader
over subordinates. These approaches ‘take for granted’ the one directional flow
from the leader to the led and do not sertously question the morality of power

and the relagouships mvolved between subordinates and leaders (Watkins 1989).

The need for leaders
Soctety needs leaders mn all walks of life who are prepared to take decisions
on behalf of others. There has been renewed and vigorous interest in leaders and
the centrality of the leader to the success of organisations, which have been the
theme of recent studies. Research has shown that ailing companies that needed
turning around were rescued by effective leaders who brought about change by

transforming the chmate, vision and the direction of the company. (Grinver et al

1988)

Peters and Austin (1985) equivocally agree that the single most important

factor in the success of a school lies in the quality of leadership. It is however one
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thing to accept the cenrrality of the influence of the leader burt ir is quire another

to accept the leader as all-powerful and all knowing. The reason for concentratng

on the people ar the top of schools is 10 siress the reordentation required in these

posts 10 meet new challenges.
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Chansma is defined in

..dwvinely conferred power or alent, capacity

to nspire followers with devoton and enthusiasm’. Research by Frederick Tavior

and Henn Fayol reveal the following as the most common leadership traits in

successful leaders:

# Initatve,

# Intelligence,

N

# The ability to be decisive,

# Self-assurance and convicrion,

Daave zad determinanon,
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# The ability ro articulate / otal comrmunication skills,



>

»

»

Insight and perception,

The ability to co-operate with others / social skills,

The ability ro get tungs done.

THEQRIES ON LEADERSHIP

Leading human resources 1s not merely a matter of conscious choice.

Leaders in the educational setting are subject to many condifions, which may

kmit choice and optons. These conditons include inter alia:

T,
”

The environment and the community,

Poliacal matters,

The institutes vision and mission,

Attitude and values of the parent community,

Changing policies and demands,

Normal managerial constraints

Under these circumstances leadership in educational insttutions require the

capacity to adapt easily to rapidly changing situations, teamwork, temporary

deployment structures, personnel mobility and participative decision-making.

Systemic national and educadon policy documents, such as the Natonal

Constitution 108 of 1996, the South Africans Schools Act 84 of 1996, the

National Education Policy Act 27 of 1996, mandate schools to engage in

evaluation and restructuring programmes for Whole School Development so as

to comply with the national educational goals of enhancing the effectveness and
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efficiency of school. Implicit in these mandates 1s the transition of schools from
the traditional mechanical organtsation to organic organisation.
Transformational leadership

Transformational leadership is an attempt to explain how leaders develop
and enhance the commitment of followers. It is a fact that much of a leaders
activity are transactional in that they involve necessary activities in getting
activities and work done through people and the systems within the organisation.
For schools to operate in accordance with the quality themes of democracy,
effectiveness and efficiency, the traditional approach to school management,
which perpetuates the principles espoused by asymmetrical relations distinctive of
mechanical organisations, is to be deconstructed so that renewal in accordance

with policy mandates 1s manifested 1n schools.

According to Jenkins 1991: 18 transformational leadership builds on
people’s need for meaning and for the purpose in organisational life, and involves
leaders and followets engaging in such a way as to lift one another to higher
levels of motvation and morality. This rype of leadership elevates, energises and
inspires followers in such a way that new views of leaders are created. Whle
transactional leadership is about responsibility and loyalty and the consideration
of others, transforming leaders are engaged in a moral enterprise to raise the level
of human contact and the ethical aspirations of both the leader and the led.
Transformational leadership addresses the basic purpose of the organisation by
giving other people 1n the organisation a vision that transforms the existing
situation, and which is concerned with high-level values such as freedom and
equity. Bennis and Nanus 1985: 218 write that the leaders has the ability to reach

the soul of others in a fashion which raises ‘followers to higher degrees of
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consciousness such as liberty, freedom, injustice and self actualisation’. In this

sense leaders are culture builders, creaning the shared values and beliefs, which

develop the organisational framework within, which structures are built and

people behave. (Duignan 1988)

Anderson 1992: 51 states that the transformational leader has the following

charactenstics.

»

»

They are committed to long-term efforts and service relationships,

‘They are able to use personal and positional power to make

positive changes and influence others,

They initiate innovative ideas in dealing with matters and encourage

others to do the same,

They are committed to positive relationships with others for the
sake of their development, and the development of the organisation

as 2 whole,

They stress the effecoveness philosophy of doing the rght things

for people and the organisation,

They feely articulate philosophies, beliefs and values,

They make contact with people at all levels,

They are generally very receptive, expressive, supportive and warm,
They freely give attention and recognition to others’ strengths and

Arficulate vision, goals and plans.
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From the characteristics above, it is apparent that this type of leadership
will serve all parties well during times of turbulence in an organisation. It is
clearly a practical and hands on approach to employee motivagon and human

resource maulagement.

According to Anderson 1992: 71, the process transformational leadership

involves:

» Creating and communicating vision and purpose,

> Strategic, versatile thinking and planning,

» Faciliating peer, subordinate and team development,

» Facilitating organisational development,

» Seeking and communicating consensus among groups,

» Specifying philosophy, values and creating culture and

» Creating insight.

It is important that princpals lead by example and motivate personnel
through vision, inspiration, enthusiasm and celebration of successes. Principals
need to be the catalyst that ensure that the process of change are fully understood
and implemented in line with laid out regulations and policies, which are in
accordance with labour law.

Leaders as reflective practitioners

According to Hodgkinson 1983: 112 leaders are philosophers tn action who

have to ask, and seek answers to questions about themselves and their activities.

It 1s noted that leaders who are nigid in their thinking often reveal a high degree
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of resistance to change. They often base their reasoning on traditions, which is
often ngorous, and limiting. New leaders need to be dynamic in their approach,
which needs to show a philosophy in action with two aspects. First of all leaders
must come to terms with and be able to understand and to articulate their own
beliefs and values. When they are clear about whete they stand on key issues,
leaders can begin to engage in meaningful interaction with others. The second
aspect is that leaders must constantly be reflecting on their practice, constantly
interpreting and reinterpreting it to test their theores of action. Only by this
continming reflection on practice can ‘leaders build their theornes in action to
guide their new practice’ (Duignan 1988). Such leaders must be decisive and be
willing to take responsibility for their decisions and actions.
The dialectic view of leadership

This view of leadership focuses on the ongoing and unfolding process
between the individuals in the organisation as they attempt to resolve difficulties,
conflicts and contradictions through dialogue. The view according to Watkins |
1989: 28 incorporates the idea of human agency in which human beings are
active and knowledgeable, creating a ‘flowing dialect of transformative human
action” when ‘leaders become followers and followers become leaders in the ebb
and flow of otganisational interaction’. This perspective assumes that leadership
does not rest with one individual but results from continuous negotiatons and
interaction occurring within the organisation. From this viewpomt the leader
cannot be seen as all controlling, and all dominating, but 1s a factlitator who 1s

concerned with fostering collegial and democratic decision making within which
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“...all the members of the organisation bave the capacily and an opportunity lo be leaders,
and where there is a commion concern for empowerment and the betterment of the human condition.”

(Watkins 1989: 33).

The post-heroic leader

The concept of leader as hero has been a dominant model for some time,
but is now considered inadequate to deal with the sophistication and complexity
of modern organisations. The heroic leader is the one who knows, sees and
controls everything. Single-handed, these leaders have turned around
otganisations from failure to success and have become heroes in their lifetime.
The characteristics of the heroic leaders have been defined as knowing at all
times what is going on, having more knowledge and expertise than any
subordinate, solving any problem and being primarily responsible for how things
work (Bradford and Cohen 1984). 'The outcomes of this sort of behaviour do not
match expectations. This type of heroic leadership leads to communication
blockages, slow responsiveness to change, hierarchical dectsion-making, rigid
procedures and poor quality deasions. It undervalues and underestimates the
abilities and problem-solving of subordinates and is self defeating as more and
more 1s expected from the leader and less and less from the increasingly
disenchanted workers. This type of leader 1s the manager as developer who has in
mind the development and inspiration of subordinates, and who will go beyond
participation in sharing problems and power with teams. These leaders are
powerful but not over-dominating, centrally involved but oot central to
everything that goes on. Contemporary organisations have to be run by gaining

the commitment and consent of the staff. Handy 989: 132 contends that new
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types of organisations emerging to cope with new tasks do not work if everything
1s left to one person. ‘Everyone has to be capable or nothing happens.’
The motivating leader

Motivating teachers at any time is 2 difficult task. Motivanng them at a time
of increasing job stress and problems in morale seems a superhuman task. All the
prescriptions are it a sense totally about ideas, which can help, improve teacher
morale, and which can act as motivating influences. However, motivation to
work is a specific and continually developing area of study @d school leaders
need to pay attention both to ideas and theories about motivation and to what
appears to be successful practce mn the field, if they are going to be successful
motivators. A key part of modifying behaviour is positive reinforcement for
positive reinforcement shapes behaviour and enhances self-image. Lasting
motivation is brought about by leaders fostering conditions within the
organisation that build up intrinsic motivation, for people must feel that the task
is worth while if they are to be committed to it (Deci 1975). The key points for

school leaders to note in motivating statf can be summarnised as follows:
» People do have high order needs, which must be satisfied.

» People need constant reinforcement. They need positive feedback —

particularly praise, social recognition and visibility.
> Jobs need to be designed to be intrinsically motivating,

» Working in groups and teams can itself be motivating and an

exciting experience.
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» Motvation is usually involved with the need for staff to contribute

to the direction of the organisation and to relate to its vision.

The modern school manager needs to be highly knowledgeable about
learning theories and how pupils learn. He/She needs to enunciate a clear and
coherent rationale for the curriculum within his/her school. School leaders need
to be both effective managers and highly developed professionals. Motivaton to
work 15 enhanced by goal setting. For the achievement of an agreed upon goal by
a group of people they have to co-operate. It can be accepted that employees will
work productively if their morale and esprit de corps is high. |

Participative management

Participative management means Involving subordinates in decision-
making. It 1s the nature of educational organisations in a democratic setting to
motivate the organisation, citizens and employees towards common goals, vision
and mission. Higher quality decisions are made by actively involving empléyees in
decision-making. The level of involvement will depend on the nature of the task
being explored. Research mto participative management concludes that group
participation in decision-making improves group performance, employee
satisfaction and grbup morale. Participation also eases the acceptance of change.
Participative management enable organisations to make informed and balanced

decisions through the 1nput and considerations of a collective forum.
There are various types of participation. These include:

» Individual participation — usually takes place informally and
could include the manager obtamning information from the

subordinate about work related matters. Under conditions of
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mutual respect and trust this type of participaton is useful.

Complex issues may require specialised structured inputs.

» Committees — are quite common in the school situation.
Committee work also provides valuable training and self-

development opportunities for members.

» Quality circles — originated in Japan, this comprises groups of
volunteers working on a common problem. The group analyses the
problem in depth, devise possible sohitions and recommend

courses of action to management.

» Suggestion plans — Such systems allow for educators to submit
ideas for improvement. Submissions are usually wntten and the

practicality looked at by management.

It is important to note that other participative mechanisms may evolve out -
of those outlined above. It is essential that schools be creative in their approach
to participative management. They could explore and design theit own

participatory approach.

IMPROVING PERFORMANCE IN THE WORKPIACE
The human resource manager needs to strive towards viewing the
employee n his or her total environment and then to seek feasible ways and
means of motivating and inspiring the workforce to wortk at their peak. This
cannot be merely achieved through mechanistic techniques such as stopwatch
monitoning of employees. All aspects appertaining to the employee should be
weighed up carefully so that the optimal conditions can be created to improve the

educator performance in line with integrated quality management principles.
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Performance improvement in the education sector
Measunng producuvity in the education sector 1s not an easy task because

vartous qualitative aspects have to be considered, i addition to the output of
results achieved by learners, which are often quantified by a rating scale. These
qualitative aspects could be rather complex and even intangible, in the light of the
general welfare of a community and other relevant factor, which could affect

rating negatively.

All services provided by the schools should be aimed at improving the
general well being of all the mhabitants of a country. By contrast, the private
sector generally caters for individual and/or segmental interests and not for
collective needs of society. To monitor development and growth of schools and
educators, the Department of Education (DoE) has introduced processes such as
Whole School Evaluation and Developmental Appraisal Systems. To date the
DoE and educator unmions have jointly developed an inregrated approach ro
lesson observation of educators in practice as requited by whole school
evaluation and developmental appraisal. The introduction of the integrated
quality management system imn the form of an ELRC Collecuve Agreement
number 8 of 2003 is also a mechanism aimed at development of human
resources.

Whole school evaluation

The main aim of Whole School Evaluation (WSE) is to facilitate the
improvement of school performance through approaches characterised by
parmership, collaboranon, mentonng and gudance. It is 2 transparent system,
which provides for the evaluation of a school by internal and external supervisors
to ascertain the school’s performance in relaion to natonal goals and

expectations. The South African Schools Act 1996: 14-16 provides School
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Governing Bodies with legiimate powers to work together with education
msttutions to address the many challenges schools are confronted with. The
challenges presented to schools as outlined in the Quality Assurance Directorate:
2601: 812 are in the form of nine critical categories for whole school

development, which are:

» Basic functionality of the school: Schools are challenged to
enhance the basic conditions necessaty to function efficiently and

effectively to realise their educational and social goal.

¥ Leadership, management and communication: Schools are to
evolve effectaveness in leadership and management of the school at

various levels in the management structures.

» Govemance and relationships: Governing bodies are to develop
effictency in providing the school with clear strategic direction in
line with the South African Schools Act (1996), the National

Education Policy Act (25 of 1996) and other related legislation.

» Quality of teaching and learning and educator development:
Schools are required to establish ways of improving the quality of
teaching by designing qualitative in-service professionat

development programmes.

»  Curriculum provision and resoutces: The development of sound
curriculum programmes that match the needs of learners, which are

in Jine with national and local requirements.
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» Leamer achievements: The enhancement of learners’ knowledge,
skills, attitudes and values so to improve the overall performance in
communication skills, problem solving skills and the ability to work

in groups and to make responsible decisions.

» School safety and security and discipline: The development and
implementation of policies, which protect the rights of learners, the

creation of a secure and safe environment for all leatners, effectve

disciplinary procedures.

» School infrastructure: The repair and improvement of

infrastructure and the effective and efficient use thereof.

» Parents and the community: The development of effective links
between the school and the community and the enhancement of
programmes for mvolvement of parents in the education of the

learners.

With the above in mind it is clear that schools have a complex task of
restructuring to meet the mandated requirements of the Department of National
Education.

Developmental appraisal system

The Developmental Appraisal System (DAS) is an important aspect of
educator development. DAS outlines processes and structures that need to be in
place in order to identify the professional needs of educators to develop relevant

programmes that will enhance professional competence and growth, and hence

the quality of teaching.
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Factors cavsing a decline in education sector petformance
A number of problem areas have been identfied in respect of productivity
and performance improvement. A brief exposition is subsequendy given of
factors, which could cause a decline in performance. The integrated quality
management system 1s one mechanism that has been put in place by the
Department of Education in an effort to providing quality education at schools.
The factors noted below deserve critical review in an effort to improve the
organisational setting of educators so that quality education is the order of the
day.
Intemal organisational factors
These relate to internal government or orgarsational structures, financial
practices, policies and/or constraints, political and managerial leadership style,
the effect of unions on the employee and the employer, the increased use of

technology, and other sorts of analytical and managenal tools.

External organisation factors

These are for example intergovernmental relations, judicial systems, citizen
involvement, povate and vested interests, the media and other exogenous
elements as well as community viewpoints.

Incorrect utilisation of human resources

It is contended that personnel utilization is 2 further factor, which
influences potential quahty output. Humphry and Halse 1986: 19-20 state that
utilization entails the human resources element of productivity improvement. It is
expanded by the concept of idle and active tume, or unproductive and productive
time, which could be influenced by for instance allowing or electing the right

person for the job. A person who has little knowledge about a task will waste
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valuable time by trying to do the task by trail and error or by constantly trying to
seek advice from more skilled personnel.
Human Resources

The role of the Human Resource Manager has changed. They now have a
huge responsibility of meeting labour legislarion, employment equity and dealing
with the educator productivity. It must be noted that human resources could be
unproductive because of the employers themselves and/or an ineffective
managerial style. The time lost by employees could be due to absenteeism,
tardiness, exceeding rest periods previously agreed upon, and unnecessary work
stoppage. The time lost by managerial inefficiencies could be due to poor work
planning and “cramming”, inadequate facilities (e.g. Not unlizing equipment fully
or not allocating space properly), lack of nformation or having to search for
mformation, delays in matenal supply, poor working conditions, and unnecessary
down time. Performance and managerial style could have a positive or negative

effect on one another.
Holistic approach to performance improvement
Macro-environmental aspects
Macro-environmental constraints are usually found to have an impact on
the overall functioming of the mstotution. In other words, they do not influence
only 1solated segments of the institution but its entirety. There is thus a need for
the school managet to manage the institution effectively and efficiently.
Closed organisational model
The closed organisational model and the bureaucratic theoty are more or

less synonymous. The chief advocate of this theory was Max Weber, a German

sociologist, who stressed that bureaucracy is characterized by:
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> A hierarchy

» Professionalism and a large measure of specialization
» A career service

» Reliance on rules and regulations

» Impersonality amongst colleagues and their clientele (Henry 1975:

58)

Considerable criticism has been levelled against the closed or bureaucratc
model from scholars working m the open mode stream or organisation theory.
Cntics contend that the former model displays ngidity, formality and inflexibility,
emphasises means rather than ends, and has manipulative and ant-humanist
overtones (Henry 1975: 59) It would seem that typical bureaucratic model, which
also epitomizes most traditional public services, is usually not conducive to
productivity, innovation and creativity.

Open organisational model

The open organisational model, which in fact preceded the closed model
organisational theory, was a reactionary movement against the stultfied nature of
French administration under Napoleon Bonaparte and Louis Napoleon. Henry
1975: 63-64 states that the open model is characterized by the following

attributes:
» Non-routine tasks occur in unstable conditions,

» Ends are emphasised,

#  Formality is discarded,
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» Conflict is resolved by peer interaction,
» A holistic sense of responsibility,
» Knowledge 1s located anywhere in the organisation,

¥ Interaction of people 1s directed towards the accomplishments of

task,

» 'The style of interaction is directed towards the accomplishments of

tasks,
» Emphasis is on task achievement and excellence,

» Prestige is extemalised - personal status is determined by

professional ability and reputation.

As service excellence should be the ultimate aim of performance
improvement, the open organtsational model would appear to possess the most
approptiate otganisational culture and climate to achieve maximum productivity.
It should however be noted that a compromise between the two extremes would
also suffice. The closed orgamsational model is sometimes referred to as the
mechanistic model, while the open organisational model is referred to as the
organic model. This would indicate that the open model has the means or
potential for adapting to changes which may impinge on it, whilst the closed
model is stymied due to it rigidity and incapacity to accommodate new ideologies.

Micro-environmental aspects
Some aspects, which could be monitored to improve, overall mstitutional

perfonnance and service excellence on a micro-scale are adequate employee
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motvation, control of msttutions assets, safeguarding of the safety, health and
welfare of employees.
Motvation
Motivation plays an important part in ensuring employee progress in the
work environment. Details pertaining to motivation and relevant theories have
been given due attention in earhier chapters.
Rapid technological progress
Rapid technological changes make it almost impossible to keep abreast of
the latest developments. Employees could saffer from techno phobia and other
sorts of fears generated by newfangled gadgets and unfamiliar machinery.
Consequently, continuous training and retraining are required to keep personnel
up to date with evolving technology. Further details are discussed at length n

chapter 12

Dissatisfred stakeholders in the employment relationship

Hilliard 1994: 34 contends that the cmployment relationship in the
educational sector could be seen as being a two-way relationship between
employer and employee. The employee has a number of expectations from the

employment relationship. He or she expects to:

» Be treated justly without being victimized or unfaitly discriminated
against in terms of gender, race, religious affiliation, kinship, or any

other extraneous factors
» Be remunerated adequately

» Maintain a reasonable quality of life
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Wotk in a safe and healthy environment

Be able to present his or her side of a case, (the audi alteram partem

rule, should be practised)

Join employee associations and form collective bargaining

mechanisms if he or she cannot achieve anything singularly

Have sufficient opportunities for recreation, family life and

advancement in his or her career.

In other words the employee is entitled to a fair deal. The employer should

either consult or negotiate with the employee on some or all of the conditions of

employment to which the latter 1s subject.

In retumn for favourable conditions of service, the employer may expect

reciprocity from the employee. The employer expects:

»

Loyalty from employees whilst they are in his or her employ

Integrity and honesty from employees

A fair day’s work for a fair day’s pay

Employces to be productive, and not waste time unnecessanly

Employees not to abuse the state’s scarce resources or damage

public property

Employees to be punctual and to attend work regularly.
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It may be concluded that the employment contract consists of rghts,
obligations and expectations. In closing it should be stressed that the public
servants are obliged to serve the public interest first, despite a possible divided
loyalty between their own individual interests and the general welfare of the
population. In order to reconcile the often-opposing nghts, interests and
expectations of employees, employers and the public, the need exists for sound
labour relations practices. Labour relations will usually create difficulties where
the employees’ rights have to be reconciled with those of employers. The
solution to these dilemmas lies firstly with public servants, who should be
devoted to public service, subjugating their personal interests to the welfare of
the entire nation. Secondly, it is incambent upon the employer to treat employees
humanely and considerately so that they will have litde cause for complaints.
Although public servants should not be exploited by unfair labour practices, they
cannot use any negligent excuse to shirk their responsibility of rendering essennal

services timeously, efficiently and effectively.

METHODS OF ENHANCING PERFORMANCE
There are numerous methods that could be adopted to improve educator
performance. Some of the methods that can be implemented include:
Employee welfare
The human-centred approach to educator management is an indispensable
aid to sound labour relations. Furthermore, tolerance and mutual respect are
essential prerequisites for ensuring a content workforce. Although individuality
should be acknoﬁvledged, an individual tnay. not be allowed to disrupt the
harmonious working relationship of the group. Therefore, both group dynamics

and individuality should be accorded their rightful role.
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Creating a positive atmosphere in the work environment is essential. Praise
or credit must be given where due. It 15 essential that the supervisor must be
unbiased, consistent in his or her approach, and treat everyone faitly, justy and
humanely.

Career planning for employees

Educators tending to be de-motivated should be encouraged to view their
work as a career. Long-term objectives may assist them to look ahead and devote
themselves more arduously to their work. Beach 1985: 232 contends that every
public institution should have a cateer path mapped out for each of its
employees. Employees want to know where they are heading, how fast they can
get there, and what other long-term prospects exists for them. ‘This 1s why it is
essential for the educational institutes to compile an organisational chart on
which 1s indicated the present incumbents as well as potendal career
advancement possibilities. A person with no future, no viston and no ‘direction
will generally not be prepared to give off his /her best.

Utilising quality circles

The formation of quality circle 1s a technique used in Japanese busimess and
industry to increase overall productivity. It i1s basically a participative form of
decision-making and /or problem solving, in that employees who are wnvolved in
a specific job/grade are asked by the circle for their inputs. The circle normaily
consists of a group of not more than ten employees who meet regularly, usually
during intervals to voluntarily exchange ideas about and solutions to problems in

the work situation.

The quality circle, participative management, brainstorming and the so-

called ‘think tank’ systemn of decision-making bear close resemblances. Such
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techniques may be used gainfully in education if their imitations and benefits are
carefully weighed up.
Pracdcing pafa'c:pzdve management

Participative management — a technique almost similar to quality circles —
mvites employees to contnbute sugpestions to the management echelon about
running the institution. A close collaborative relationship, much the same as
management by objectives, s usually developed between supervisor and
subordinate. 'This managerial style creates a sense of transparency in the decision-
making and policy making processes. This ensures that decisions are not
unilaterally imposed on personnel without their prior knowledge, consultation or

even approval.

A technique, which could be used productively in conjunction with
participative management, is the so-called sensitivity training. Sensitivity training
sessions assist personnel with the improvement of interpersonal relaﬁonships,
and help to dispel any forms of prejudice ot other barriers, which may hamper
loyalty amongst colleagues. Beach 1985: 282 contends that the team spirit created
by participative techniques is usually indispensable to the success of any
mstifation. Members of a team must trust one another and breathe together so to
speak, as a task is most effectively completed when all those mvolved cooperate
fully. Du Toit 1992: 117 states that good teamwork evolves whete respect for
every patticipant is regatded as being vital to the success of the project.

Encouraging management by objectives

This managerial technique requires that both supervisors and subordinates

become joindy mvolved in the goal-setting process. Goals set in this way tend to

be remarkably realistic and therefore, usually attainable. It is incumbent upon the
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employee to reach the predetermined goals for which he/she was co-responsible.
After each goal has been achieved, new goals or further challenges may be set.
This approach assists employees in contributing to the attainment of overall
mstitutional objectives and also helps to eliminate monotony in the workplace.
Fostering bottom-up management
The managenal style of a number of public institutions may need to be
adapted to accommodate increasing pressures from employees at grass roots
wanting to have a say in the running of the institution, The old militaristic style of
top-down decision-making has largely fallen into disfavour because employees
regard it as being paternalistic, dictatorial and bureaucratic. The botrom up
system is closely akin to participative management, quality circles and other types
of collaborative management.
Keeping channels of communication open
The employer should encourage and foster the free flow of suggestions
from employees. DuToit 1992: 12 states that reliable communication is the
foundation of good human relations, an art, which nobody 1s successful at, at all
times. It is the core of mterpersonal life, an inevitable factor in the conduct of

every institution, and the primary ingredient for administering education.

Effective communication may be regarded as a means by which employees
can air their feeling, ¢xpectations and grevance. Once communication s
thwarted, the scene is set for inefficiency and ineffectiveness in the rendenng of

educational services.

Maintaining good human relations

No mstitution can be prepared for every contingency that may crop up in

the work situation. Relations between emplover and employee, as well as between
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employee and the public could turn sour. These relations not only encompass the
vanous guidelines of public administradon, but also involve and influence the

emottonal side of every employee.

Some of the emotional elements, which effect sound buman relations, are
fricnion with other persons, frustration with the work or with interpersonal
relations, conflict and clashes between fellow employees, and anger, which may
be accompanied by abusive language. It is essential that a culture of humility and
mutual tolerance be created for contentious situations to be defused

diplomaticaily without affecting the organisation as a whole.

Encouraging organisational development

Beach 1980: 404 describes organisation development as a planned process
designed to improve organisational effectiveness and health through
modifications in individual and group behaviour, culture, and systems of the
organisational units, -using approptiate knowledge and technology of the applied
behavioural sciences. Certain inadequacies can therefore be discerned in the
organisational structures and corrected by the process of organisational

development.

Beach 1980:404 further contends that organisation development is a
developing and evolving field of actvity and does not embrace fixed
methodology. Orgamsational development léans towards a supportive and
collaborative system of management and therefore supplements other managerial

techniques.
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Delegation of authority
Declegation is the assignment of authonty and responsibility to

subordinates. Delegation of authonty is an integral patt of the hierarchy and
levels of responsibility in an institution. Authority can be described as the right to
give an instruction to someone about what he or she has to do, and about how,
where and when he or she has to carry out the instruction. There is also a

distinction between power and authority.

Authority can be delegated, but not accountability that is the person doing
the .delegating —the delegator — must ultimately accept hability if something
should go awry. The recipient of the mstruction is usually not accountable. If any
public msttution is to function effectively and efficiently, authority should be
delegated to the greatest possible extent, but without jeopardizing the process of
control. The authonty, which is delegated to a subordinate, should be clearly

defined, preferably in writing, although this formality is not always possible.

If supervisors ate reluctant to delegate work, it not only shows a lack of
trast in the competence and abilities of their subordinates, but could also result m
bottlenecks in the workflow. Furthermore, subordinates will not receive the
necessary training and could remain permanently trapped in the humdrum of
routine tasks, while the supervisor may be overburdened with too much work.
Effective delegation is the key to incregsin.g and improving personnel
performance.

Range of span of control

Span of control is defined as the optimum gumber of subordinates a

supervisor can manage effectively (Boone & Kurtz 1987: 234) Span of control or

span of leadership refers to the limited mental and physical capacites possessed
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by a single individual. These are usvally indicated as a numerical factor and
should be acknowledged and recognized whenever one is engaged in organizing.
Span of control implies that each supervisor should be gtven only as many
subordinates as he or she can reasonably cope with under specific or prescribed
circumstance. If this number is exceeded, the control function could become
mneffective and ineffictent. The supervisor could also become overburdened and

unable to perform his or her work efficiently.

‘The span of control is usually directly coupled to the difficulty or nature of
the work, the training needs of subordinates and the intensity of the supervisors
requited. Where the work s of a routine nature and subordinates require less
supetvision, the supervisory span of control can be much broader. Work of a
highly technical nature that requires intense concentration and strenuous mental
effort will result in a narrower span of control and fewer subordinates. The ideal
span of control should be sought to enhance educator productivity. This ideal
can only be determined if supervisors are honest with themselves and are willing
to acknowledge their imitations.

Specialisation versus generalisation

There ate both advantages and disadvantages attached to requiring
employees to become either specialists or generalists at their jobs. Specialisation
usually reduces one’s area of work to a small portion of the entire field of work in
the education sector. On the one hand it 15 said that specialisation could lead to
job monotony and parochialism. On the other hand generalists seem to enjoy a
vatiety of jobs which keep them mote or less occupied and this tends to make
their work interesting and sumulating. Unfortunately, large private enterprises

and also public institutions do not seem to have much scope for generalists. It 1s
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a much-debated issue whether specialization does in fact enhance productivity
because the monotony of routine work often leads to lack of concentration and
to careless mistakes, which could impair the health and physical well being of the
employees. Bovee et al 1993 276 states that specalisation creates an
interdependence or link amongst vartous jobs, and one person may have to wait
for the other to finish his or her work. This may create coordination difficulties

and delay completed work.

It 1s also said that job monotony could cause psychosomatic illnesses, and
that such employees do not perform at their peak because of boredom and
frustration. There are therefore limits to the benefits derived from spectalization.
However, there are obviously exceptions to this rule: certain personality types are

indeed satisfied with repetitive, routine tasks.

Line communication — Vertical and Horizontal

All public institutions are arrangc;d in such a manner that employees have
to cooperate and communicate with one another to attain specific objectives.
Without proper channels of communication, the employees will be unable to
achieve their usually predetermined goals. Establishing and maintaining

communication channels are important steps in the organising process.

The lines of communication are usually drawn from the most senior to the
most junior employees in the hierarchy. Thus everyone must report to someone
else in the hierarchy, that is every subordinate has a supervisor to whom he or
she must report to regarding his/her work. The vertical channels of

communication are usually quite clear, and are mostly formal and rigid.
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Bovee et al 1993: 295 states that present day, communication is generally
muludirectional, especially informal communication. Therefore, there are both
formal and informal lines of communication — the latter is termed grapevine
communication or 4z jais channels of communication. These are mostly
interpersonal lines of communication and are not as a rule depicied on an
organisational chart, but they nevertheless exist side by side with the formal or
offictal channels. The former are sometimes refereed to as unofficial and

unwritten systems of communication.

Co-ordination, co-operation and collaboration

‘Teamwork in both private enterprises and public institutions 1s essential to
accomplish completed work. Where subordinates do not cooperate or are
mnsubordinate, it could lead to large-scale inefficiencies. Within the orgamsational
set-up as a whole there should be harmony between the vartous vertical and
horizontal levels. Should such harmony and coordmation not prevail, in will not
only lead to chaos, but could also result in duplication, overlapping and
fragmentation of functions. This will indeed waste time and money. Furthermore,
the bigger the public institution, the more difficult it usually becomes to
coordinate its activitics. Some of the ways of coordinatng and streamlining the
activities of large institutions are through, infer alia, regular meetings, quality
circles, management by objectives, participative management, commiitees,
written manuals and codes, and the traming and development of personnel to

enhance teamwork.

It is a truism that community goals cannot be reached successtully if there
is little coordination, cooperation and collaboraton amongst all or the vast

majority of institutions rendering essential services to the public. It is thus
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essential to practise as many cooperative managerial techmques a possible in
order to 1mprove an mstitution’s agprit de corps and ultimately to enhance the

performance of its employees.

Conclusion

‘This chapter has analysed the effect of organisational structuring and other
processes on personnel performance. It may be concluded that the formality
found 1n public institutions is usually not conducive to increased performance
and that a new or adapted approach to education sector management may be
needed. It is contended that the education sector may in the future be required to
streamline its activities to such an extent that it increasingly begins to tesemble
the functioning of a pnvate enterprise. It may be necessary to create an
organisational culture and climate which is amenable to adaptation and
innovation, and which will facilitate a change m approach to human resource
management. It is obvious that change is painful and that there are numerous
constraints in the education sector, which do not promote a culture of change.

Such constraints must be reduced and even eliminated where possible.

In the next chapter staff development and teamwork are look at in an

educational setting.
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CHAPTER 10
STAFF DEVELOPMENT AND TEAMWORK

Introduction
This chapter will focus on the three key 1ssues related to staff development.
I begin by asking what 1s statf development and what the term means? Secondly 1
consider how staff development works in practice. Thirdly T introduce the notion
of the statf development cycle and discuss the various stages in this operation. It
is worth noting that within most formulations of human resource management,
training and employee development represents the vital if not the pivotal

components in improving quality management systems.

Staff development and professional development

Our modern education system perceives educators as the facilitators of
knowledge rather than didactic founts of all knowledge. It follows that educators
themselves should adopt this philosophy of lifelong learning in their own
professional activities. This type of learning is individualistic and personal. The
distinction between personal professional development and staff development is
a real one. An educator is employed as 2 member of staff in a school. The school
has an ethos, aims and objectives, and staffs have a corporate tesponsibility to
pupils and the community as a whole. An educator as a loyal member of staff
may hold different values to the educator as an individual. That is not to say that
the mdividual’s values and requirements are any less important than those

prioritised by the staff at the school as 2 whole.

The term ‘staff development’ has been defined in 2 number of ways.
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Dillon-Peterson 1981: 28 sees staff development in terms of organisational
development and improvement. As such, it provides the basis for school
improvement, which leads to maximum personal growth and a better atmosphere

tor effective school change.

Vaughzan 1983: 40 considers staff development to be the vehicle by which
recent research into teaching effectiveness can be used to make a difference in

schools. Hence it is allied closely to a teacher as researcher concept as outlined by

Hopkins(1985).

Southworth, 1984: 78 suggests that staff development is adult education.
Therefore, he argues that it should be aimed at enriching the teacher’s
understanding of his/her ralks and activities, which go beyond simply improving

performance.

Matheson 1981: 113 defined staff development as: ‘the activity of staff
training, that is 2 conscious institutional approach intended to improve the

capability for staff to fill specified roles, patticularly in relation to teaching’.

Several aspects of staff development follow from this definition of
Matheson. First it is concerned with a range of staff traiming activides,
irrespective of whether they are voluntary or mandatory, in school or externally
based, knowledge or skill based, of personal or school interest and finally related

to cutriculum staff development schemes.

Secondly the definiion emphasises the need for a conscious school
approach to staff development. This mmplies the need for an agreed policy
statement about the aims and obligations of the individual and school towards

staff development. In order to succeed in involving staff, the schools’ first task is
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to create the right climate for school staff development. A credible, creative,
positive environment needs to be created for m-service training and staff
development. What is offered to staff must be perceived as being an acceptable

part of a coherent school plan.

Carroll er a/ 1986 suggests that the first action that every prnacipal should

take with regard to his or her school is to check that the institution has:

A clearly articulated policy on staff development

>
» A programme for implementation
#» A realistic budget

>

A senior member of the management team designated as

responsible for staff development

A4

Widely accepted procedure for job review and career development

» Integrated approaches to academic and non-academic support staff,
reflected in staff development provision

» A procedure for regular evaluation of staff development
programmes in terms of its outcomes for both staff and learners

» Agreed and efficient procedures for disseminating information
relating to staff and

» A staff development policy and programme, which positively

promotes good equal opportunities.

Thirdly the definition implies the need for:

» Regular reviews 1n the light of curriculum development plans
» The availability and opportunity for staff to participate in staff

development programmes
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» Setting up structure and procedutes for collating staff needs into a
coherent plan for staff development
» Acceptance and support from senior management and untons for
staff development.
Fourth, Matheson’s definition assumes thar staff development leads to staff
improvement. People become better at their jobs as a result of their training and
staff development programmes. Schools need to have in place mechanisms and

procedures that keep track of feedback, support, dissemination and development.

Moreland and Withington suggest that schools establish their own staff
development committees to assist and work in organising and coordinating staff
developmental programmes. This is particularly relevant in the light of each

school being faced with its own strengths and weaknesses.

Maintaining the quality of teaching is obviously essential in ensuning quality
petformance and outcomes in a school Maintaining the quality of staff in turn
depends largely on effective staff development, which offers staff an opportunity
to constantly update knowledge and skills. Hall 1986: 252 contends that managers
also need to master the knowledge and skills required to improve work
performance in the short term and their adaptability in the long term and as such
should be accorded the opportunity to assess themselves through an exploration
of attitudes towards career and personal life. Such an assessment will determine
suitability for higher positions within the organisation. It is worth noting that
progression continues towards “being truly one’s own person... to being a self-

directed, self-aware organisational leader”.
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The focus of staff development has moved to the school because of the
devolvement of some of the training budgets and also because of the belief that
staff development should be a ‘bottom-up’ process starting from the identifiable
needs of staff. These moves bring strong pressure on school leaders to be
accountable for staff development. A model can be proposed for the school
leader as a traning community in which both staff and organisadonal
development needs are identified and met (Newton 1988). This model takes into
account the changing development needs of staff in relation to the organisatnonal
needs of the changing school and reconciles the needs of the individual members
of staff to the needs of the organisation. To make the school-focused staff

development work, the following steps are taken:

» A needs analysis. This can be done by an organisational audit of
the school as a whole and by appraisal interviews for individual
staff members. If an appraisal system is not in place, then ;1
counseling interview for staff development purposes can be held.
Based on the needs assessment, a policy should be created with fuil
staff particpation.

The policy document should contain (Newton 1988):

»  Aims and Rationale

% Structure — defining responsibilities for needs analysis,
implementation and evaluation

» Programme of activities — including timing and costs for a year
ahead

» TEvaluation
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» 'The policy will be made available to all staff ‘in the form of an
easily understood, freely available document’.

» 'The policy will be implemented along the lines of the policy
document.

At the heart of a staff development policy there ought to be concern for
each member of staff as a valued person worthy of personal development and
career advancement. Unless this 1s so, staff will inevitably be uncommitted to the
substantial changes and upheavals through which schools are going. To indicate
that staff are central to their belief in quality, some school leaders are ensuring
that each members of staff has a personal profile indicating the staff development
undergone to date and any potential development required in the context of

individual needs and the individual’s career aspirations.

To ensure that staff development contributes as effectvely as possible to
the quality of staff, the staff development activities themselves must Be of highl
quality. However it is noted that the evaluation of staff development activities is
hardly ever carried out with rigour, not is there adequate feedback to staff not
involved in the training. Co-ordination of human resoutce programmes in
organisations will be more effective if the personnel mnvolved are working

towards the same objectives and understand the needs of individual employees.

Communication
Essenttal and critical to effecuve staff development are good
communicating systems. Communication is complex and in many schools
ineffective. Thus the task of any School Development Committee is two-fold.

First, to get hold of information, coming into the school. Second to disseminate
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this mformation by passing it onto colleagues. An effecave communication

system can be established in the following ways:

>

By designing and negotiating with management in the school a
system for communicatng information about staff and curriculum
development

By ensuring that the Staff Development Committee’s name is listed
with external sources. Some prncipals are teluctant for staff to
receive external information and mail directly. Direct access to all
mformation relating to staff development activities is a necessary
condition of effective management of staff development by the
Staff Development Committee.

By making sure that the school is part of any electronic mailing
system. This task may be delegated to another member of staff who

can be relied upon to download relevant information.

Ways of keeping colleagues up to date with staff development and INSET

provision include the following:

>

»

>

A suff development notice board

Close liaison with the libratian

Close liaison with the person in charge with the school’s resources.
This will help facilitate the development of good communication
systems. It would also ease the workload on the staff development
committee.
A regular ig-house staff development bulletin. The bulletin should

provide information on courses, meetings, etc. It could contain
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articles on curriculum change. It might also provide feedback from
courses and conferences, which staff have attended.

» A record of staff interest so that they can receive the relevant
information. Sub-mailing list and networks of staff wath particular
interests and/or areas of expertise will probably need to be
established.

»> A staff development feature in the schools newsletter.

» Ensuring that staff who have attended courses and conference are
given a feedback opportunity. Feedback forms should be kept
simple and easy to interpret. They can be housed in a ring binder a
as reference in the hibrary.

» Ensuring that staff development progress reports feature regularly
as an item in staff meetings.

There are several approaches to disseminating information to colleagues in
school. There are several methods. These include: printed materials in the form
of newsletters or pamphlets, advice-giving on the telephone or through
cotrespondence, organised conferences or one-day seminars, courses/events
which occur more than once with speakers/experts involved, consultancy-
providing problem-solving advice, and workshops including active learning

sessions.

Principles for school focused staff development

The following are the key principles that need due consideration:

»  Suff development should be managed: it must be coordinated,

structured, planned and publicised.
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» 1t may be coordinated by one person or by a staff development
team.
It may, depending on philosophy be managenial/training approach to
enhancement of skills and changing of attirudes, or counselling approach
focusing on individual professional development. It could further be seen as a

coptinuum along which both these aspects are met.

It should address needs: school, individual educator and learner

» It should be based on a clear needs identification process. Needs
must be identified and analysed to determine priorities.

» It should be democratic — involving ‘ownership’ of the programme
with all staff participating in the identification and analysis
processes.

¥ Needs should be school focused — related directly to pupils through
curriculum development or indirectly through staff or management '
effectiveness.

» Conflict of individual and school needs should be avorded.
Clarification of procedure is important from the outset (purpose of
the programme, levels of funding, criteria for prioritisation, etc)

» The staff development programme should be coherent. (Elements

should be connected and developmental).

It should be percetved by staff as having relevance to practice.

It should imnvolve staff as active learning partictpants.

It should recognise and utilise existing staff expertise.

Programmes should be cost effective.

Y V. Vv Vv V¥

Evaluation feedback needs to be conducted on a regular basis.
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The figure below serves to clarify the steps involved in the staff

development cycle.

Identification of training and professional development

Staff development as contiming professtonal educaton is less easy to

define. It is personal, individualistic and often unquantifiable. It fits into teaching

" Step2: Avalysis of needs -

Step 4: Run pmg:émme )
. . Swep 5; Monitor programme
._ Sté:p 6: Evaluation of programme

FIGURE 22 STEPS INVOLVED IN THE STAFF DEVELOPMENTAL PROGRAMME

as an art rather
than teaching as

labour or as 2z

craft. Staff

development
often implies
solutons to

problems rather than a reflecive approach to what is, after all, an extremely

complex interaction of personal relationships between human beings nvolving -

the teacher as facilitator of learning and the child as learner. It 1s essential that in

the development of management skills the leader maximise the contnbutions of

the other members in the team.

Moreland and Withington 1987: 56 define a training need as

“‘Comparative analysis of what s required to perform a_job well and the current

exctent to which an individual possess those necessary characleristis. This training need is

then turning into a learning need that the individual onght o satisfy in order lo becomse

better able to perform their job.”

The following are some of the questions that arise when identifying the

training needs of staff in a school.
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» Who should be involved in the training programme?

» What do staff need training in?

» How many individuals are affected by each need?

#  What kind of training is requited to meet each need?

» What are the standards/methods/procedures to be followed for

each need?

» When and how should the training be completed?

7> What will be the costs of training?

> What will be the benefits of training?

Design of programme

The following two important functions deserve consideration in compiling

and designing a programme.

» Improvements in performance in a persons present job,

»  Preparing human resources for future opportunities, responsibilities

and tasks.

Staff development programmes also need to take nto consideration the
mtrinsic requirements of teachers — the need to stand back and take a broad,

reflective look at the process of education in schools rather than the practice of

teaching.
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‘There are a variety of ways in which staff development programmes can be

organised. Courses or tramning sessions can be conducted using one or more of

the following activities:
» External short course / departmental workshops
» In school short courses
» Contracted training/consultancy programmes
» Attendance on degree/certificate/diploma or award bearing
programines
» Job entichment schemes (including expanded

>

>

responsibilities/tasks/ roles)

Job rotation

Open leaming methods or flexi study
Correspondence courses/distance learning
Case studies

Lectures and video sessions

Discussions by experts

Coaching/on the job assistance

Research reports and evaluation schemes
Problem solving and decision making exercises

Self help staff development meenngs

The above list offers a very wide range of staff development activities. For

different needs and circumstances, a mixture of methods/approaches will be

used. Good staff development programmes will utilise a vanety of approaches,

239



concepts and formulae. The methods will vary from individual organisation to
organisation. Staff development review procedures are vital, whether related to
appraisal exercise or otherwise. It is essential that the nature of evaluation and the
criteria on which it is based be discussed fully before the programmes/activities

are run.

School development in the South African setting
Many researchers have different perceptions on school development. The
most recent thrust in this area has been development within some form of
organisational development framewotrk. One such framework that has been
developed from practical experience has been that of Davidoff & Lazarus 1997:

35. Their focus 1s on the development of a school as a learning environment,

“... an organisation which is constantly and systematically reflecting on tls own
practice, and making appropriate adustments and changes as a resulf of new insights

gained through that reflection”

The focus is on professional teacher development and organisational
development (organisational change)} in order to equip the school to become

more effective in its purpose and goals.

Davidoff and Lazarus 1997: 18, identify the following elements that should

constitute a focus for development:

» Schools need to be understood in the context of local, natonal and
global dynamics. Social dynamics such as racism, sexism and other
forms of discrimination experienced in society will be reflected and

could be further perpetuated or resisted through a school.

240



» The culture of a school comptises the values, norms and overall
climate of the school This is the central element of school life,
constructing all other aspects and development through the other

aspects of school life.

» Every organisation or school has, what is known as its own
particular identity. This refers to the school’s own expression of
“who we are and where we are going”, commonly recognised as the
mission statement and vision of the school with broad atms and
tasks that are to be accomplished. A school's policy, whether

written or not, usually reflects these aspects.

» The element of strategy identified in the framework includes stated
areas of achievement or goals, as well as criteria for measuring these
achtevements (outcomes). The setting of goals is followed by an
appropriate action plan (through processes such as strategic
planning), followed by various forms of evaluation to check
whether the outcomes have been achieved. The process of
curticulam development and quality assurance is central to this

process mn a school setting.

» Another important element is that of structure and procedures.
Structures consist of lines of responsibility and authority, of units
and deparrments and how they relate to one another, how
mdividuals and teams are combined, and lines of communication
and accountability. Procedures refer to the rules and regulations

and methods that dictate how these structures relate to one
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another. Three very mmportant aspects, which need to be
considered in the school development process, are decision-making
structures and procedures, accountability processes, and
mformation flow between the different structures. In the process of
strategic plannmg, all of these aspects should be developed in the
context of the particular values and aims of the school For
example, if a school is committed to building a democratic culture,
this should be reflected in the way the school is structured and

procedures are developed.

Technical support also forms an important area in the development
process. This mcludes administration, financial and other resource
allocation and control in a school. It refers pnmarily to the various
forms of administrative and material resource available to support

the school in its attempt to reach its goals.

Human resource utilisation and development within a school is a
crucial aspect of the life of a school. Much attention needs to be
focused in the areas that include human resource development
(staff development, patent development), informal mterpersonal
relations and dynamics (including conflict management), and

conditions of employment.

Leadership and management ensure that all other aspects are co-
operatively and democratically held together and developed. These
elements involve particular aspects of leadership (style, funcaons,

qualities, and leadership development) and management (different
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approaches, functions, strategies, and mapagement training). The

dynamics of power in the school is central to this area.

It must be noted that the separatons of the different elements of the
school life as outlined above are to aid in the process of analysis and planning. In
reality these different elements interact with one another, creanng particular
circumstances and challenges for development. In the process of organisational
development, it is not always possible to focus on all aspects of school life at one
time. On occasion, one aspect may become the focus of attennon and
development. This however does not imply that other areas are not important.
Concentration and analysis on one aspect in the context of the whole helps the
school members to understand the challenges better and to ensure that a

comprehensive movement towards its goals is eventually achieved.

Values and principles need to be identified and entrenched in the mission
statement and aims of the school, and be regulated through the school policy.
Strategic planning, which includes setting particular goals, planning action, and
evaluation that focuses on this aspect should then be pursued. The values and
ptinciples embodied in the concept OBE would then be captured in the way in
which the schools structures and procedures are developed. Ensuring that the
technical support in the school is sufficient to facilitate OBE 1s a further
challenge. This includes ensusing that, where needed, resources relating to
additional suppotrt required by the school or some learners are available. Human
resources need to be then developed and managed to faalitate OBE. The role of
leadership and management in ensuring that the school does go in this direction,
and is managed or “held together” in such a way that this possible, is crucial.

Factors relating to the local, national and global context also need to be taken
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into account. These conrextual factors both mhibit and provide opportunities for

growth in this direction.

Career development
Robbins 1982: 249 defines a career as ‘@ sequence of positions occupied by a person
during the conrse of a fifetime’. Career development from an organisational standpoint

involves career patterns 2nd role functions.

According to Beach 1985: 234 career development includes career planning
and career management. Career planning involves planning ones’ work life at a
personal level. Career management on the other hand focuses on the plans and

activities of the organisation in relation to career development.

|
| !

CAREER PLANNING CAREER MANAGEMENT
‘Appraise one’s self, skills, values Irllteg:;ate with human resource
anning.
Strengths, weaknesses. P .
. Design career paths.
Identify opportunitjes within and <) Disseminate career information.
outside the organisation. Publicize vacancies.
- Assess employees.
Set goals: short term, Career counseling.
intermediate, long term. Work experiences for development.
Education and training,
*Prepare plans. New personnel policies.
* Implement plans.

FIGURE 23 CAREER DEVELOPMENT (BEACH: 1985 235)
Robbins 1982: 259-264 provides the following guidelines for more effective

organisational career development.

Challenging initial jobs. There is substantial evidence indicating that

employees to receive challenging assignments early 1n their career work better in
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later jobs. Researches contend that ininal challenges somulate improved
performance imn later years. This also emphasises the need for employees to be

prepared for tackbng new tasks in higher positions.

The systematic dissemination or career optton mformaton is needed to
dispel the mix of facts and myths that is often spread via the ‘grapevine’. The
attributes required of candidates should be clearly spelt out, ¢.g. Expenence,
qualifications, technical expertise, computer knowledge, knowledge management,
...making this information available ;:nables talented employees to measure therr
own skills and knowledge and dispels the creaton of unfounded hopes and

asplrations.

Job posting, whereby vacances are advertised with a detailed,

management plan providing details of posts and attributes required.

Career counselling workshops may be held by the department of
education in assessing an individual’s capability and an individual’s future
aspiration.

Cateer development workshops may be organised to, identfy, discuss,

and resolve issues and possible misconceptions.

Continuing education and training reduce the possibility of employees
finding themselves with obsolete skills. If well managed it should serve the career
needs of employees. Education and traming opportuniges can be extracted from

the internal and external education and training prograrnmes.

Sabbatical (extended leave of absence) for senior staff to enhance career

development through the attendance of relevant conferences, reading, accepting
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teaching assignments at approptiate insttutions. Sabbaticals are particularly useful

in alleviating middle-management stagnation.

It is mmportant to note that a combination of the above methods would
indeed assist in cateer development. Individuals need to choose the career

development methods best serving their needs.

Stegel and Myrtle 1985: 158 as quoted by Schwella 2001: 68 recommends a
‘process approach’ to career management. They contend that the process should
start with becoming aware of personal goals and career objectives. This requires
reflecion on what is important, why so and the choices relevant to ones’

occupation.

They further contend that the next step should include designing a plan of
action. As part of the planning, the individual has to decide how they can best
make themselves visible to opportunity, e.g. through professional and community
activities. Successful career development is, to a degree, dependent oﬁ

showcasing one’s talents and abilittes.

The next step would include managing and evaluating career progress in
terms of changing goals and objectives. It is important to identify diversions from

the planned developmental route and adjustments made accordingly.

Moanagement development
Beach 1985: 262 defines management development as a systematic process
of training and growth by which individuals gain and apply knowledge, skills,
msights and atutudes to manage wotk effectively. It thus follows that
organisations should assist employees to manage development along specified

career paths.
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Management in the work situation could include the following:

» Coaching or mentoring. This involves supervisors actively
developing a new manager. They give guidance through direction,
advice, constructive criticism and positive suggestions. Advantages
of coaching include opportunities for high interaction and rapid

performance feedback.

» Understudy assignments. These allow the employee the
opportunity to learn the principal’s job for short periods. E.g. when

the principal is on leave or as 2 permanent assistant to the principal.

» Job rotation. This broadens the experience of the management
team i the development process. It expands opportunities in a

wider spectrum of activities.

» Committee assignments. This allows the employees to share in
decision making, to learn by observation of others and to
investigate spedfic orgamisational issues and procedures.
Committees brainstorm problem areas, identify solutions and make
recommendations. Employees are bound to find this approach

personally developmental, interesting and rewarding,

Other methods of development, which are not part of the work situation,

include:

» Formmal training courses for employees. Training conferences,
role-playing, case studies and extensive reading assignments can be

designed to cater for individual and organisational needs.
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Transactional analysis and sensitivity traiming also need to be

developed in school managers.

» University based management developmental programmes.
These include short, managerial developmental courses. Many
South Afrcan universities offer non-degree, executive and
management programmes. Besides these short courses, specific
areas of study can also be selected. It i1s important that the
management team have the relevant quabfications to lead other

employees.

In recent imes many education departments have contracted themselves
with private consultants to offer management guidance to employees and
principals. This is a positive initiative by the department and it needs to be
actively supported by all parties concerned so that the maximum benefit may be

derived.

Team building
In a community of professional colleagues, involvement, co-operation,

patticipation, delegation and effective two-way communication are the essence of

management.

The social process in which people interact face-to-face in small groups is
called group dynamics. Group dynamics forms a part of Human Resources
Management Studies, because results show that groups influence human
behaviour generally, as well as in work situations. With this in mind it is
important for the Human Resource practitioner to be well acquainted with group

dynamics. Managers are involved with groups of many types. The survival of a
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group depends on three essential activities. All activities of 2 group must be goal-
onentated. The activiies must be directed towards the maintenance of internal
stability and the activities must aim to find methods to improve the effectiveness
of the group. To execute these three essential activities successfuily, the following

requirements must be met:

» Group goals — The team must know exactly what it wants to
achieve. Group goals must satisfy the needs of all members and
must be clearly understood by all members. The goals must
promote co-operation between group members and each must be

fully committed to pursuing them

» Communication — Group members must be able to communicate
their ideas and feelings clearly and accurately to all other members
of the group. This will create an esseptial two-way flow of
communication. So the people mn a group need to have background
knowledge of one another in order to communicate effectively and
function successfully as in a group. Team members must be able to

listen actively and to make constructive inputs.

» Participation and leadership — Each member in a group should
enjoy freedom of participation. Support and trust are essennal in
teamwotk. Good leadership is a prerequisite for orderly mnteraction
and full utilisation of each member’s contbutions. All members
must accept the group leader and grant him or her management
tasks. The leader must ensure that the knowledge and skills of ali

group members are fully utlised. Through participating, group

249



members must be given the opportunity to identify with the group.
Such opportunities offer the group scope for more successful
achievement of goals, greater sansfaction of needs and greater

cohesion of the group.

Decision-making procedures — When members are not allowed
to participate in decision-making, the group is likely to lose them
and the contribution they could make. The most suitable decision-
making process must be found in the circumstances. The leader can
make decisions about less important issues. When important
decisions are to be made the leader can institute decision-making by
consensus. This method is the most advantageous approach, as it
stimulates the participation of members, mcreases their

commitment and improves the group’s cohesion.

Power and influence — power and influence must be fairly
distbuted amongst group members according to each member’s
knowledge and skills. The member of the group with the greatest
knowledge on a subject should automatically have the most say in

related matters.

Conflict — conflict, in itself, is not necessanly evil. Constructive
differences of opinion can lead to a more cntical approach. When
information is crtically evaluated, the decision-making process is
improved. Destructive conflict, in which group members address
each other instead of the problem, can be counterproductive and

should be avoided.
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» Group cohesion — cohesion from acceptance, mutual support and
trust between group members and each member’s need to stay on
as a2 member. The cohesion of 2 group depends on how strongly
the employees stick together, rely on each other and desire 1o
remain members. Productivity among members of cohesive groups
is often fairly uniform and the labour tumover is low. When these
requitements are fulfilled, it becomes more likely that the group will

cope successfully with problems and challenges.

» Group conformity - As a member of a group, you often wish to
be accepted by the group. Because of your desire for acceptance,
you are likely to conform to the group’s norms. There is
considerable evidence that groups can place pressure on members
to change their attitudes and behaviour to conform to the group’s

standards.

» Review and evaluation - Review and evaluation should become
essential elements in a group discussion. This will assist in the
development of the team members by developing tﬁe skiils and
attributes of the individual. Weaknesses need to be addressed and

strengths capitalised upon.

» Inter-group relations — Effective groups have sound relatonships
with other groups or individuals. Inter—team relations assist the
organisation to functuon smoothly, which has a positive effect on

the organisation as a whole.
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Group formation

Groups can play a2 major role in promoting or impeding productivity in the

workplace. When the objectives of a group match those of the organisanon, high

levels of productivity can be maintained. The opposite 1s also true. It i1s therefore

logical that when groups are formed and management 1s able to guide these

groups to formulate objectives and norms, it can contribute to the achievement

of its overall organisational goals. Groups can be influenced in the following

ways:

» Identify the group leader — The group leader has the greatest

power to influence the behaviour of group members. By obtaining
the leader’s co-operation, the whole group can be involved to co-

operate with management.

Participation in decision-making — Contrary to common belief,
few people resist change. Many people however resist being
changed. Consequently, when people, especially informal group
leaders, are involved in decision-making, which affects them and
their group, their resistance to change dimminishes. People can then
participate in the process of decision-making at early stages, so they
are not simply implementing decisions. From participation comes a
sense of ownership. People who have shared in making a decision
or manufacturing a preduct are less inclined to crrcise 1t. Criticism
would imply criticism of themselves, and most people avoid public
selfcriicism. Ownership obtained by participation helps people to

agree to the decision or solution that 1s to be implemented.
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>

Participation and problem-solving — Often jumiors take their
problems to seniors and expect them to be solved. The juniors are
not mnvolved in, or part of the problem. By distancing themselves
from 1t they often do not know how complex problem solving is
and can be quick to crticise solutions. They do not take significant
preventative measures and may feel “it is not my problem, but my
sentor’s problem”. Conflict often arises from this, which does not
enhance productivity. When the formal leader becomes involved in
problem solving, he becomes a member of another group. This

group’s common goal 1s to find the best solution to the problem.

When a working atmosphere conducive to satisfaction is created, the group

member will display loyalty to this group, and when problems arise they are

committed to solving them. Their attitude can establish a norm of always striving

for positives objectives.

Problems with ineflective teams
Woodcock (Team development manual, 1979) identified a number of

problems that characterise ineffective teams. These include:

>

Poor selection and recruitment of team members

Ineffective training of team members

Poor motivation of teams

Confusing or complex organisational structure

Aims that are unclear or confused

Poor control by team leader
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» Low level of team member creativity

» Inadequate planning and development

> Inappropriate management strategies

» Unfair of mapproprate rewards

» Personal stagnation in team members or leaders

An important part of building an effective team is to know what sort of

mndividual would best suit the team objectuves. Planning and selection must be

done accordingly.

Co-operation and co-ordination within teams
A successful team needs complementary factors working within it. Co-
operation and co-ordination between individuals working m teams often means

the difference between success or fallure of the whole organisaton. It 1s

Important that

Working together
U ' dectsions and
S : ﬁ_. '}" Shari ggoals_ actions of team
. feam | members he
Lea ﬂhow o related to the
Lo o decisions and

FIGURE 24 SUCCESSFULVT.EAM.EILUILDENG (.SIBLEY 1995: 105)

actions of individual members. The team needs to functon in unison to achieve

its goals.

In the diagram 24 above, Sibley 1995: 105, re-enforces the main elements
necessary for effective team butlding. Co-operation and co-ordination of team’s

goals are important in creating togethemess among members. Members need to
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be constantly recoguised for their efforts so that they remain motvated to the
needs and goals of the institute.
Give recognition
If the positve work of a group is rewarded, they will be more likely to
tepeat it. Rewards may take may forms, such as bonuses, salary increases and a
longer lunch break. The form of the reward is not as important as the fact that all
posiftive work behaviour 1s rewarded.
Deal with the group as a group
The more a group is treated as a group, the more members will perceive
themselves as a group. For example, instead of using a person’s name, refer to
them as “a member of group Z”. Members will then be more aware that their
actions will be interpreted by outsiders as 2 result of their group membership.
They will be more careful to behave according to group norms, which in turn
create greater cohesion of the group. The cohesion is strengthened further in
cases when somebody earns recognition as a member of a particular group.
Cohesion in tumn increases mutual support and co-operation within the group,

which results in increased productivity.

Types of groups
Groups in organisations fall into two major categomes: Formal and

informal groups.

Formal groups are “official” groups, such as work umts, task forces and

committees. They are created by formal authonties to achieve specific goals.

Informal groups are “unofficial”. They emerge spontaneously. They are

not formed by an organisation to setve a specific purpose. Those groups can
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satisfy important individual needs of their members. However, depending on

how they operate, informal groups can work for or against the needs of

organisations.

Hodgetts 1990:18 distinguishes the following types of groups:

»  Functional groups are made up of individuals performing the same

tasks, such as an advertising group or a selling group.

»  Project groups are formed by individuals from many different areas,
departments or backgrounds. Their purpose 1s to reach an objective
within certain limits of time, cost and quality. After this time, the
group is disbanded and everyone goes back to their regular

department.

% Interest-friendship groups are formed on the basis of common beliefs,
cofcerns ot activities.
Informal organisations
Informal communication is called “the grapevine”. Typical causes of the
grapevine commuﬂicatlon are the following: excitement and insecurity, relations
with friends and assodiates, recent information, procedures that bring people mnto
contact, work that allows conversation, jobs that provide information desired by

others and the personality of the communicator.

Newstrom and Davis 1993: 434 report as follows:
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“Informal social systems exdst in all organisations. They arise naturally from the
interaction of peaple. Informal organisations have major bengfits, but ihey also lead to
problems that management cannot easily ignore. They are charasierised by a status system
that produces informal leaders. Informal norms also emerge, which are powerful influence

on mermber bebaviour.”

Informal communication, “the grapevine”, develops in the form of a
cluster chain. In normal situations, it is about 75% accurate, but sometimes-key
details are inaccurate, so the full story is rarely communicated along the
grapevine. The grapevine is fast an influential. Employees tend to depend on it

for information, even though they often view it negatively.

Rumour is grapevine information communicated without secure sources of
evidence. It occurs when there is ambiguity and interest in information, and it
appears in both positive and negative forms. Managers can have some influence
on the grapevine, and the objectives of managers are to integrate interests of
formal and informal systems so that they and the groups can work together

better. The following can be used as a guide to control ramours:
» Remove the cause to prevent or stop a rumour
» Deal with rumours as soon as possible
» Emphasise documented supply of facts
» Provide facts from reliable sources and

» Listen to all rumours to understand what they mean.

257



Meredith Belbin in his research in the early 1980s suggested a senes of
team types that mdividuals are likely to adopt. This research highlighted the
strengths and weaknesses individual team types, allowing the selector to
complement skills and qualities of individuals in order to from the team most
capable of achieving the set objectives. Belbin also emphasises that a single

person can play several types in one meeting.
Belbin suggested nine different team types. These include:
Co-implementor
» Conscientious, steady and disciplined
» Wotks for the group rather than self
» Realistic and practical
» Stable and balanced, trusting and co-operative with other:;
» Gets on with the job
»  Always aware of external obligations
» Often conservative and inflexible with respect to working practices
» An essential component for any successful team
Team worker

» Promotes team spirit, co-operation and high morale via diplomacy

and socal skills
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Sensttive and perceptive about people with low desires for

dominance. Rarely viewed as a threat by others.

Can effectively deal with awkward people and defuse potentally

explosive situations

(Generates harmony and brings out the best in others

A very effective team leader in certain situations

Planner

>

>

>

»

Quick and clever at picking up suggestons from others, and

building upon them

Produces ideas constantly and more than others

Good strategic thinker and at dealing with strategic 1ssues

Sometimes cleverness and innovative spirit may be wayward

Resource investigator

»

Clever, innovative and resourceful, while going out to look for

information

Mixes well, finding useful people. Use skilful questioning to get

what they want

Good at exploring, reporting on ideas and resources outside the

group

Has contacts and negouates well
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>

Becomes bored when the main challenge have been met

Monitor / evaluator

>

>

Serious, careful, critical and never quick to decide

Shrewd and at best when suggestions are many or decision making

1s complex

‘Inbuilt immunity to enthusiasm’

Makes no claimns to originality and is unlikely to inspire or enthuse

others

Completer

>

Steady, consistent, efficient user of time

Close attention to detail — perfectionist

Seen by others as calm although prone to anxiety inside

Can absorb pressure/stress

Uninterested in personal triumph but rather in getting the job done

by the group, and properly

Co-ordinator

>

Calm, patient, commanding figure who generates trust. Knows

what to look for and uses ability of other team members
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» Does not dominate proceedings but knows when to draw things

together for decision

> Thinks and talks positively, and is quick to praise. An effective

motvator

» Works with, not against talented team contributors

Shaper

# Galvanises people into action by challenging, arguing, disagreeing

and using aggression

» Opportunistic rather than conscientious — wants to be successful

> Prone to over-react but resilient and fearless

» Not confined by rules. A good over comer of blocks in

organisations

» Direct, sometimes dragging people with them although not always

in the nght direction!

Specialist

» s single minded about the pursuit of team objectives/goals

» Is dedicated to the achievement of goals above all else

» Tlustrates self-starting skills, e.g. self- motivation

An integration of the different team types will serve any organisation to its

advantage.
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Human relations

General good human relations require learning, technical knowledge of

people, development of human skills, development of a philosophy and research

mto the conditions affecting each separate situation. All these things must be

learnt by study and experience. Present day managers seek good human relations

but they do not do so often enough. Many managers do not fully use their

knowledge of human telations, while others fail to develop their ability to deal

with people. Expertence has shown that a manager can develop this ability

through training and self-development and it is extremely worthwhile.

The benefits of good human relations are:

>

>

Productivity is increased

Trouble can be prevented instead of remedied

Personnel tarnover is maximised

Good relations with other employees are developed

Supervisors can leamn to deal with staff in a balanced manner

There is direct benefit to ofganisations policy

Supervisors learn to recognise their own weaknesses and work on

them

Good human relatons help supervisors to develop a good record,
which can show managers they have strong potential and may bring

promotions

Good leadership and good relationships go hand in hand
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» Motivation depends on good relations

» Communication improves and good morale develops.

Guide for good human relations

The figure 25 below illustrates the need for groups to function effectively.

There is a need for managers to encourage good human relations among staff

members. Listed below are some of crucial areas that managers need to explore:

FIGURE 25 GROUP EFFECTIVENESS

Respect for the
individual

A good manager
tres to recognise the
individual  characteristics
of each person in their
organisation. They want

to learn about each

employee’s  background,

interests, attitudes and problems and keep them in mind when dealing with each

employee. Good managers try to place each person in the job best suited to their

abilites. A good manager tells employees how he or she is measuring up to the

job. Good managers try to help each person with his or her individual problems

as they occur. Each person is different, as are his or her problems. The manager

should take this into account and act accordingly. According to Hilliard 1994: 43

an understanding attitude and cordial human relations could go a long way in

encouraging a2 more productive workforce whereas being constantly critical and

distant, and persistently finding fault with one’s employees will have the opposite
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effect. Management charisma is important in motivating employees to perform at

their peak, and their positive ethos or culture throughout the mstrution.

Compantes rely a great deal on group effort and teamwork, as 1t takes
group effort to do complicated work. Because of this managers tend to overlook
mndividual needs and wants. They forget that a group s made up of mdividuals.
Even when employees work in a team, they do not lose their individuality.

Employees need to provide knowledge and understanding among workers

1t is important that the employer recognises a job that is well done. People
often take pride i their work if they know that their work will be recognised by
their manager. A manager should be able to afford credit openly to an individual
or group that have performed or worked diligently. Managers need to create a
desire for individuals to excel.

Managers need to set realistic goals for individuals

Research has proved that people work better when working towards set
goals. Goals are only useful when they are known, understood and accepted by
the employees involved. Goals become more readily accepted when the workers
concerned participate in setting them.

Managers need to set fair standards of evaluation

People who want to reach certain goals need to know whether they are
progressing towards it or moving away from it. This means thar standards must
be set that are known, understood and accepted as farr.

Managers also need to encourage suggestions

Because a person who does a job often knows much more about that job

than anyone else, he or she can make valuable suggestions about how to improve

that job. These suggestions need to be encouraged and rewarded.
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No matter how good a supervisor is, problems with human relations occur.
This 1s something like the law of physics: “where there 1s motion there must be
friction.” At time supervisors will need to decide whether to take disciplinary
action or not. The ways mn which a manager takes action is often as important as
the action itself. The manager should always keep in mind the concept of “fair
play”. People then need to act in the spirit of fair play, at the same time following
the letter of the law. Before managers reject this advice, they should pause to
consider that fair play 1s sometimes regarded as the greatest of all human relations
guidelines. Managers, like kings, have often fallen because they ignored fair play.
Fair play is the golden thread, which binds together any organisation. It provides
workers with the faith and confidence they need to work together in voluntary

co-operation.

Factors in society which create a need for new management pattemns
People today are less willing to accept pressure and close supervision than
they were in the past. Today there is greater emphasis on the individual, with the

trend towards giving people greater freedom, initiative and responsibility.

People are unwilling to accept direct, unexplained orders. Implicit,
unquestioning obedience can no longer be demanded. People want to participate
in decisions that will affect them. Changes have created expectations. People’s

attitudes depend upon the extent to which their expectations are realised.

There has been a great improvement in the standard of education of the
labour force. This has led to greater demands and to an increasing need for
tecognition of people as individuals, rather than as a work group. There is a new
emphasis on the development of the individual, an awareness of emotional

factors.
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Management itself has evolved and changed, as old management
techmiques were not satisfactory. In large organisations the complexity of tasks
requires workers with more refined skills. Leaders, who previously could solve
most technological problems alone, are now dependent on others for technical
help. As a result there is much greater need for co-operation, with the emphasis
on techniques of supervising groups. Leadership and other processes of the
organisations should ensure that employees experience most interactions and
reladons within the organisation as suppottive and therefore build thelr sense of

self worth and importance.

It is important that managers also recognise that complex data and skills in
the work situation can be learnt only in “low anxiety setings”. The manager must
be a critical leader without becoming a critic. There must be greater emphasis on
the communication processes and the creation of a climate in which the workers
can express themselves and their true feelings. A manager needs to bear in mind
the research - productive and the rescarch - mindedness of his organisation. Thé
enthusiasm and the underlying attitude of the manager can be more important

than his or her knowledge.

Conclusion

The process of influence and conformity in groups is one of the most
important aspects of group dynamics. It must be noted that wide differences exist
between people in their suscepubility to pressures. It is thus important that
managets foster and encourage team spitit in organisations so that organisations
benefit as 2 whole. In chapter 11, I explore the area of change management,
which 1s fast being a recognised area of study, which managers need to enforce to

ensure that organisations are geared to tackle modem day issues.
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CHAPTER 11

CHANGE MANAGEMENT

Introduction

Human beings are famihar with change, and often prove themselves quite
adaptive to it. Theron 1996: 135 states that most educatonists agree that change
and renewal are two of the most important aspects of an organisaton. It is a
noted fact that when an organisation fails to change and develop, entopy
appears. In many cases the organisation stagnates and eventually declines.
Consequently change and renewal can be regarded as essendal for the
development of any organisation. The school has to thus be seen a seen as a

dynamic entity which is prone to constant change and renewal.

Varous writers (Hanson, 1985; Owens, 1991; Bolman and Deal, 1991;
Daresh and Playko, 1995) perceive organisational change as an integrﬂ aspect Qf
the functioning of an organisation. These authors content that the organisational
development 1s onie of the means by which organisational change is achieved.
Otrganisational development pertains to systematic and planned changes in
bringing about organisational change or renewal. Organisational development is a
method of altering organisations, the goal of which should be the improvement
of the quality of working life of people involved n a school. If staff is to see
rapid change as a normal way of hfe they will need to find ‘the stability and
security not in specific organisation arrangements but in the culture and direction

of the organisation’ (Kanter 1983: 133).
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Defining change
Change represents the struggle between what 1s and what is desired. Tavlor
1987: 175 states that change is an unavoidable feature of human experience.
Change is a phenomenon that affects all aspects of a person’s life, bringing about

alterations in both personal and employment spheres.

According to Kotter and Schlesinger, 1979: 106 educational change means
that school principals are exposed to new controls and regulations, growth,
Increasing competiion, technological developments and changes in the
workforce. Beckhard and Harnis 1987: 30 further contend that changes in
legislation, the availability of resources, market demand and social priotities often
force prncipals to redesign the organisation’s structure and procedures, to

redefine prionties and to re-deploy resources.

Kimbrough and Burkett 1990: 131 state that change is a deliberate effort to
alter the status quo by influencing or modifying the functions, structure,
technology and/or the purpose of an organisation. Change needs to be seen as a
complicated process that requires thorough strategic planning in order to reach
prescribed goals. Hall and Hord 1987: 10 sees change as having a technical and
human aspect - it begins and ends with individuals acting in unison to make
schools effective. The atm of change is always improvement. According to
Glutter 1998: 157 improvement is a systematic, sustained effort aimed at altering
the process of leamning and other related matters with the sole purpose of
attaining educational goals. Change can thus be defined as a planned, systematic
process. Change takes time to come to fruiton,; it is effected by individuals, and is
a highly personal experience. Cox and Cooper 1988 note that successful chief

executives were innovators and some of them were very strong innovators. They
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were the type of people who would not be constrained in making changes by
existing organisation systems but would always be challenging existing ideas ‘thus
producing something new rather than modifications of what currently exists.
Peters and Austin 1988: 407 state that successful, innovative schools have staff
that are encouraged to contmbute to change without the fear of constant
performance judgements to prejudice future promotion prospects. Kanter 1983:
82 states that organisations that are change orientated have a ‘large number of
mntegrative mechanisms, encourage flexibility of boundaries — the free flow of

ideas and the empowerment of people to act on new information’.

Forms of change in education
Kimbrough and Burkett 1990: 131 distinguish between two kinds of
otganisational change, namely unplanned and planned change. Planned change
implies a delberate alteraton in the status quo. In some cases change is
unplanned, but according to Harnis 1985: 75 planned change 1s preferable to
unplanned change because planned change occurs according to specific goals and

objectives.

Researchers (Kimbrough and Burkett 1990: 131; Lipham and Hoeh

1974:107; Taylor 1987:178) contend that change tends to take five forms.

Technocratic change
These changes are brought abour in organisations largely due to changes in

technology, educational adaptations have to occur to accommodate these

changes.

Social change

Change of this nature are generated by a variety of aspects, namely:
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» Changes in the relatonships between parents and children and
between teachers and children

» A change in role such as the reformulation of teachers’ tasks

» Change in philosophy, such as a new perception or belief’s which

informs a prograrnme or policy.

Interactive change
This occurs when:

» A group or a school community decide on change to improve
matters.
» There are changes in the classroom, the programmes and structures
of a school, and in the educational system.
Competitive change
This kind of change is brought about by competition and the desire to be
better than other schools. A common example is the introduction- of improved

traiming and coaching techniques in spotts teams.

Forces that bring about change

Lewins 1935: 80-85 deals with the interaction between the varous forces
that bring about change. Lewins contends that changes within an organisation
should not be seen as static, but as a dynamic balance of opposing forces active
within an organisation. Any existing situation within a school is in equilibrium,
that is the results of the driving forces and resisting forces working against each
other. Lewin 1935: 86 further contends that any situation of change contains
driving forces or other factors that tend to alter existing circumstance, and forces

of resistance or factors that tend to oppose or undermine the change. These
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forces can exist in the internal or adjacent environments of the school, or in the

action of the agent of change.

School principals have an active role in initiating change and in defusing
resistance. The principal of a school who desires change has to assess the
potential for change within the school; he has to bring about a realignment of the
forces of change so that progress is made in the direction of the desired change.

(Walkerand Vogt 1987:42)

There are three ways in which the motion of the forces of change can be
altered, namely to increase these forces, to reduce the resisting forces, or to create
new forces. Lewin (Lunenburg & Ornstein 1991: 219) points out that increasing
the forces of change without reducing resistance to them will result in tension
and conflict within a school. Reducing the resisting forces will result in 2

reducton of tension and conflict.

G ‘Deslmd ci;_n_diﬁqns

Pressures of Change L Resistance to change
Government intervention Interference with needs
Society’s values e Fulfilment
Changing technology and e Fear of the unknown.
Knowledge explosion .- TR reats to power and influence.
Administration processes PR Knowledge and ski!l
and et Obsolence
Fulfilment of employees’ T Organisational Structure
needs S Limited resources
ollective bargaining agreements
Driving forces

Resisting forces

FIGURE 26 FORCES OF CHANGE {LUNENBURG AND ORNSTEIN 1991: 220)
‘The forces as depicted above (Figure 26) are forces that a school principal

has to deal with daily. Change thus occurs a soon as an imbalance exists between

these forces. As soon as the desired changes have occurred, the system returns to
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equilibrum. When the leader becomes aware of pressures to change, for instance
when there is pressure from the external environment for the school on its
internal environment, he/she should initiate the process of change. This process

occurs 1n several steps.

Steps in the change process

Lewin 1947: 363 identifies three steps in the change process. They are

unfreezing, movement and refreezing.
Unfreezing

Davis and Newstrom 1985: 245 see unfreezing as the replacement of old
ideas and practices by new ones within the school Walker and Vogt 1987: 42
describe unfreezing as recognition that existing practices in a school have to be
altered. Thus by implication, unfreezing means that the existing forces that give a
school its character have to be changed. In order to establish whether there are
deficiencies in the existing practices or system in terms of the -value S}fstem,
attitudes and dispositions, information will have to be gathered to rectify any

deficiencies.

The occurrence of crises mn a school 1s an indication that there are
problems and that unfreezing is necessary for change to take place. Examples of
such crises include a dramatic increase in failure rate, sharply dechning enrolment,
and demographic changes in the wider school community, personnel

dissatisfaction, especially among management and strikes by staff.

It might be as difficult to terminate existing systems and practices within
schools as to establish new practices. Once unfreezing has occurred, the school

bead is able to commence with the next step, which is movement.
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Movement
Movement means that within a school, a process is set in moton that

changes the established practices in favour of new procedures and behaviour.
Dunng this step or phase, the new ideas or practices that are to be implemented
are subjected to close scrutiny, developed, and then applied in practice. (Davis

and Newstrom 1985: 245)

Movement involves the development of new norms, values, attirudes and
behaviours through identification or changes in the structure. Some of these
changes may occur on a very minor scale and involve few people; an example of
this is a steep rise in tuition costs. More important than the number of people
affected by the change is the fact that the action of several forces enables
movement and change to occur. (Lunenburg and Omstetn 1991: 220) As soon as
the forces of change have had sufficient impact to bring about the desired
changes, the next step, refreezing can commence.

Refreezing

Refreezing 1s the final step in the change process. (Lewin 1947). In this step
afl that was learned during the previous steps of unfreezing and movement is
now tealised in. practice. (Davis and Newstrom 1985: 245) This means that the
changes have stabilised into a new, quasi-equilibrium. It would also mean that
new forces are in place. These forces would ensure that mew actions and

behaviours are fairly immune to further immediate changes.

The three steps identified by Lewin m 1947 have since been expanded
upon by other writers. Theses writers, namely Lippitt et al. (1985), Walker and
Vogt (1985), and Knoop (1987), choose to use the term “phase” rather than

“steps” as they maimntain that new steps can begin while the previous one is still in
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progress. In agreement are Virgilio and Virgilio (1984: 347) and Hall and Hord

(1987: 8), who view change as a process, which must be managed as such.

The management of change
Change 1s a process that needs to be managed. The school principal as the
key figure around which much of the schools activities revolve, determines to a
great extent the schools successes and failures when change is implemented (Hall
1988: 49) Herman and Herman 1994:2 expresses the view that “an educarional

leader must lead the change - not merely be subject to it”.

There are five phases that occur in change, and which must thus be
managed. Within each of these phases are strategies and techniques, which can be
observed in order to heighten the chances of successful implementation of the

various kinds of change. In addition there are certain prerequisites for effective

management of change.
Change in society

Change 1s endemic to all sectors of society. Society contains a large amount
of challenges, which could cause a great deal of stress and anxiety 1o individuals. Tt
is important that the educational manager recognises these challenges and provide
employees with the necessary advice, guidance and possible enrolment to an
employee assistance programme to help reduce levels of anxiety and uncertainty in
the work environment. If assistance is not available it is common for high
frequencies of absenteeism, employer apathy, employer de-motivation and a
possible shut down from their daily routines, requests for sick leave, employees
tend to direct energies elsewhere where there 1s a sense of gain and relief. These are

the psychodynamics facing teachers during periods of change and uncertainty. It is
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therefore important for educational managers to assist prepare employees for
change and how to deal with the personal impact of such change. The new
curmculum, redeployment strategies, copmng with illness, having to adjust to new
rules and regulations, changes in the restructuning and re-grading of schools subject
individuals with high levels of stress and anxiety. The high degree of uncertainty
that abounds, affects each individual differently. Change and restructuring have
also affected upper level management posts, which sometimes leave individuals

with not much of a choice, but to seek alternate employment.

Prerequusites for the effective management of change
According to Coetsce 1989: 49 there are a number of factors affecting the
school community, which have to be taken into consideration, as they are

prerequisites for the effective management of cha_nge These factors include:

» The degree to which the total school community will be affected by
the change, and the degree to which it is aware of and supportive of

the vision dtiving the ¢ and its intended consequence.
q

» The degree to which the changes are in line with current practices

and objectives.
» The existence of a climate of change in the school.

» ‘The previous experience that the school community has had of

change and the degree of readiness for change in the community.

According to Herman and Herman 1994: 4-5 the following questions have
to be answered to determine the readiness of change in the school and the

individual:
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» Does the school have a clear vision of what should be and what

could be 1n the future?

» Does the school have a clear picture of what 1s currently in

existence, and of what its quality 1s?

» Are internal or powerful external forces clamouring for change?

» Does the school collect data on the results of its programmes and

determine the impact of its efforis?

» Does the school view the future with a clear and positive vision;
make immediate and continuous plans to achieve this vision, and

use past and present achievement as bases for improvement?

» Do individuals in the school have a share in the vision for the

school?

» Do the individuals in the school enjoy new challenges and new

ways of doing things, and are they willing to contribute to positive

change?

» Do the individuals in the school look forward to taking part in new

working and leamning opportunities?

» Do the individuals in the school look towards the future, plan for it

mn present, and use the past and present as bases for improvement?

Authors like Knoop (1987:16), De Villiers (1989: 10), Ormnstein and

Hunkins (1988: 14-15), Walker and Vogt (1987:44) and Virgilio and Virgilio
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(1984: 348) are in agreement that no change in a school will be successful without

the positive and actve support of the teaching corps.

Even when the teaching corps gives its support for the change process,
there still have to be opportunities for staff development measures. In addition to
provision for staff development, the professional identity of the teacher will need

to be acknowledged.

Baily 1982:103 i1s of the optnion that all teachers, ifrespective of their
position on the hierarchical structure, tend to be part of “a fair-minded
professional elite”. As a result of this shared community, teachers can cooperate
in reaching decisions on change. Hughes, Ribbens and Thomas 1985: 460 note in
this respect that consensual decision-making remains one of the most effective

strategies for defusing resistance to change among teachers.

‘There are a number of identifiable reasons why change m schools does not
succeed. Reasons identified by teachers and school heads are listed below.

(Leithwood and Montgomery 1984:74)

Reasons advanced by teachers as to why change does not succeed in schools
Teachers are of the opinion that school principal’s efforts to bring about

change fail because they:

» Have madequate knowledge and information concerning the

proposed changes.
» Have not all had identical professional training.

» Have not been exposed to in-service training relevant to the

proposed changes.
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» Do not grant staff the opportunity to participate in and influence

the planning of the changes.
» Fail to recognise the autonomy of staff.

It 1s important that school principals adopt a dynamic, flexible approach in
managing change at their institutions. Change is bound to cause undue stress, but
if managed well change can and will enhance productivity. Principals need to
realise that matenal inventory at schools are static, but people are the dynamic
resources, who can embrace and lead the organisation dumnng times of
uncertainty. Leaders need to be perceptive in matching the needs of the
individual with that of the organisation. Principals need to embrace the concept
of change in a positive light and to apply the concept in accordance to the

dynamics of the mstitution.

Reasons advanced by school principals as to why change does not succeed in
schools
Reasons advanced by school principals for their own lack of success in
implementing change include the following (Leithwood and Montgomery

1984:75):

» Uncertainty - unclear expectations that have been created, and

conflict about areas of responsibility.

» Complexity — which personnel should be assigned to which tasks

affecting the change process?

» A limited or faulty notion of how the school system functions and

what the heads role is in the system.
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» A lack of administrative knowledge and inadequate leadership.

It is important that principal’s become the managers of change. A wise
leader will be able to reassess and adjust ones thinking in line with the changing
policies that are existent in education. He/she must be able to adapt strategies
within the overall framework of the organisation. New policies, regulations and
knowledge are not viewed as a threat, but rather as a means to enhance the status
of the organisation. Such visionary leadership reveals a high degree of adaptive
ness, which the modem day manager needs to possess to conform to the many
changing protocol structures that are regularly issued by the Department of

Education.

The best method solution
The next reason to be dealt with on why implementation of change fails 1s
the insistence on the “one best method soluton”. Examples of this failing are

given below (Sergiovanni 1987:278)

» Some agents of change focus only on the socal and polifical
contexts within which the school operates 1n winning support for

' their change proposals.

» Some agents of change focus only on a favourable school climate in

order to obtain interpersonal support for change.

» A third group of agents emphasise the individual and his/her
aptitude, phases of involvement in the proposed change, and

factors relanng to resistance to the changes.
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» A final group of agents focus primarly on the teacher’s work,
thereby attempting to manipulate the teacher’s behaviour and

actions in order to accomplish change.

All the above methods of implementing change are important, but none
should be seen, as the “one best method” .The milieu within which change

occurs 1s too complex for the adoption of 2 “one best method” approach.

Kahn 1982:242 regards vision as a critical component of planning change.
The school principal needs to be able to visualise the ultimate objectuve of
change, and has to convey that vision to staff. Aims and objectives can only be
determined if the mission of the school is cleatly defined. The vision of the
school principal has 1o be of such a nature that he/she is able to anticipate the
reactions and behaviour of those members of the school community who will be

affected by the changes.

The following aspects can be regarded as guidelines for managing change
successfully. (Dalin 1978:22, Kotter and Schlesinger 1979: 112, Lunenburg and
Omstemn 1991: 221, Aquila and Galovic 1988: 69, Kimbrough and Burkett

1990:147) :

» Change is a process that occurs over time. Change consists of
various steps involving and affecting individuals, organisations and
many sub-systems. If the process is to be handled correctly, the

dynamics of change need to be understood.

» Individuals, organisations, and interest groups are closely linked in

the process by formal and informal ties, which are influenced by
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external forces. The strengths of these ties decde whether the

change will be successful.

» Change is a multi-faceted phenomenon. Change in education is
based on theoties from the disciplines of economics, anthropology,
psychology, administration and education. It 1s focused on
individuals, but within the organisation the dominant political

hegemony has an influence.

» A variety of strategies and methods have to be used to bring about
the change. During change new situations requiring new strategies
appear constantly. A strategy has to anticipate the unanticipated,
because new problems may appear in practice and they will
necessitate thetr own unique solutions. Coercion rarely gives rise to

sustainable solutions to problems.

% Change must be structured and pursued through well-thought out

strategies to prevent oversight or neglect of relevant issues.
» Change must be based on 2 need to eliminate resistance.

» Change has mainly to do with people. Each school’s plan for
change will have to accommodate the relevant people and their

unique needs.

> Change 1s a gradual process. It requires the active engagement of
the agents of change until the change has been fully internalised

into the school.
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» Existing structures in a school have to be altered if it appears that

the intended changes will fail without such modifications.

» The implementation of change should rather be organic (flexible)
than bureaucratic (rigid). Instead of insisting on firm rules and
direct supervision, a flexible plan, which allows for spontaneous
modifications of the stated programme in the face of unforeseen

factors, is desirable.

» It is not desirable to have simultanecus planning and
mmplementation of change taking place. It is essential to consider all

implementation options in advance.

According to Herman and Herman 1994: 3 the following are the

prerequisites for successful management and implementation of transformational

change.

» There should be a commitment to change by the leaders and by a

crtical mass among the stakeholders.

» 'There should exist a clear and desirable vision of what the school

will be like once the change is complete.

» There should exist clear-cut strategic goals to be reached as the
organisation undergoes the change process, and milestones should

be established to guide the path of the change.
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» Detailed tactical plans should be decided upon and be available in
understandable language to all who are to participate in the change

process.

» Training should be provided for those individuals who are to
initiate and/or manage the change, if they do not possess the

requisite knowledge or skills.

» Adequate time, finances and material and human resources must be

provided to enhance the probability of successful change.

» High quality, comprehensive and frequent two-way communication

should take place throughout the entire change process.

#» Adjustments to the tactical or strategic plans should be made
during the formative period of the change process, if changes are

required during the imtiation and implementatdon stages of change.

» The leader should give recognition to all who do good work, and
he/she should attend group celebrations every time an important

milestone is reached.

Phascs in managing change
Change can be seen as having five phases, which means that there are five
phases to be managed.
Diagnosis
A need for change exists when any group of participants in the educational
process loses faith in current practices, activities, and outcomes of actions

(Knoop 1987: 15) the resulting dissatisfaction has to be unfrozen and diagnosed,
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which can happen in three ways. First the principal may become aware of a
situation that requires alteration in the school. Second, staff may become aware
of the situation that needs to be altered and report this to the prncipal. Thurd,
parents or members of the public may become aware of something that needs to
be changed, and bring their concemns to the attention of the prncipal. (Walker

and Vogt 1987: 42)

Diagnosing the problem reveals the extent and the reality of the situaton.
It 1s possible to establish whether the problem that has been raised needs to be
taken seriously and whether it actually has an influence on the person or persons
who have reported it. If it appears from the diagnosis that these persons no
longer have a problem, patticularly in the light of the heads reaction, then change
should be terminated immedsately. If there 1s no distinction between the existing
situation and the desired situation, then the principal has nothing to unfreeze. In
addition, the principal may find that others are unwilling to devote fime and
epergy to new procedures, skills, techniques and attitudes. To summarise, itr can
be stated that unfreezing should only occur when a diagnosis shows that there is

a genume need for change. Diagnosis should be the basis for planning for
change.
Planning

Planning refers to finding alternatives to problems that have been
diagnosed in a creative fashion, to analyse these alternative and finally to make a
choice between possible solutions. (Knoop, 1987:16) Each of the planned
alternative solutions should have the potential to limit dissatisfaction, activate
further forces, and to operate against forces of resistance to change. In seeking

alternate solutions, various research procedures should be instituted. Torrington
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and Weightman (1989) maintain that the following are appropriate questions that

the agents of change should pose during this phase:
5 What is the current state of affairs, and how did 1t eventuate?
» Why is the situation problematic?
» In what way could it be different?
» What factors will help, and what hinders change?
» Who will be affected by any changes that may be made?
» How will those affected teact to the proposed change?
» What will be the point of departure?

Some school principals err in their point of departure by attempting to
force change upon teachers, including insisting on adopung new valuesl and
attitudes. (Aquila and Galovic 1988: 52) This approach rarely works, as teachers
have no vested interest in the change. Lunenburg and Ornstein 1991: 222
emphasise that coercion should be the last resort in bringing about change. It is

necessary to establish a climate conducive to change first.

An appropriate climate can be created by continuously communicating
with those involved in the change, by establishing work committees to investigate
the problem, and by discussing whatever problems are encountered with the
schools’ governing body. The focus of the investiganon process shouald be to
promote cooperation between the principal (agent of change) and the school

community. (Walker and Vogt 1987:42) Knoop 1987: 16 advocates consensual
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decision-making procedures, with the reservation that the decision-making group

is kept small to obtain the best set of alternative solutions.

Implementations should begin as soon as the existing situation has been

unfrozen (diagnosed) and the alternate solutions have been planned.
Implementation

Implementation is the most difficult phase of the change process. Planning
has to serve as the blue pont dunng this phase of making practice real
Implementation means that new structures are created, rules and regulations
changed, objectives set, and training provided. Knoop 1987: 17 states that
resistance to change many also occur during this phase. According to Walker and
Vogt 1987: 43 resistance to change can onginate from the system or from the
mdividual. Some of the causes of resistance to change during this phase are the

following as outlined below:

» A failure to involve people who are affected by the changes in the
planning phase.
» The changes are not noted in writing and circulated appropriately.

7 The goals of the changes are not cleatly articulated and cleared with

people involved with the changes.
» Working group recommendations ate not accepied.

» Teachers are not kept informed of the compass of proposed

changes.

» Concerns by educators that the changes might prove disastrous are

not addressed.
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>

There is excessive pressute of work during the implementation

phase of the changes.

An effective support pressure to counter the forces of resistance will have

to be found durnng the implementation phase. Other supporting forces during

this phase are:

»>

>

Stabilisation

Effective communication by the principal
Involvement by the principal dunng implementation
A prncipal with the necessary competence

Sensible allocation of duties so that tasks are completed

conscientiously

A prncipal who is prepared to be the central facilitator during the

implementation phase

The situation should be frozen or stabilised as soon as changes

have been implemented and are up and running,

New norms come into existence during the stabilisation phase. According

to Walker and Vogt 1987:42 loyalty to these nomms are achieved by increasing

people involvement. People need to be encouraged and rewarded dunng the

stabilisation phase to ensure that support for the changes is maintamned and to

prevent regression to old ways.

Evaluation

The final phase require as an evaluaton of the change process. This

evaluation should indicate the degree of success of the change process and the
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change itself. It will enable the principal to ascermain the success of the change,
and will also serve as a point of departure for other change process that needs to

be tackled.

The role of the principal in managing change

Many researchers refer to the school principal as the change agent who has
to accept the entire responsibility for the management of change. (Dull 1981: 71;
Kimbrough & Burkett 1990: 130; Sergiovanni 1987: 286) The prncipal as the
agent of change is expected to initiate change, to facilitate it and to implement it.
Kimbrough & Burkett 1990:130 states that politicians, parents and the business
sectors all expect that schools will accept the responsibility of changing existing
practices in the interest of progress. These expectations place pressure on the
principal to manage change and to accept the following responsibilities, among

others (Dull, 1981:71).

» Determining the objectives of the proposed change

» Determining the procedures and methods for implementing change

» Scrutinising literature relevant to the proposed change

» Contacting other heads that may have already had experience of the

proposed change.

Besides having to accept these responsibilities, the school principal also has
to have the necessary skills to manage change effectvely. Staff commitment to
change is gained through building relationships through trust and openness,
through sharing perceptions and understanding, through joint responsibility and

recogmtion of effort. Staff are encouraged to speak freely and different
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perceptions of educators have to be managed ‘creatively and deftly’ in a climate

of trust and mutual respect.

Skills needed by the school principal as agent of change

Carnall 1986: 106 emphasise that the principal needs certain skills in order
to mittate and manage change successfully. He regards vision and creativity as
pre-requisites for the systematic planning for solving new problems. He further
contends that the principal has to tespond intuitively when new decisions have to
be made. Guinness 1990: 184 sees intuitive decision-making as being based on
wide expertence and knowledgeable handling sessions where contributions from
outsiders are welcomed. Huddle 1987: 86 is of the opinion that the personal
vision, involvement, dedication and visible support of the principal constitute the

crucial factors in successful implementation of change.

It is contended that the following skills, personal qualities and
characteristics in the principal as necessary to initiate and implement change

successfully.
» Good interpersonal relationships and ease of manner
» A grounding in the ethics and philosophy of change
% An understanding of how groups function
» Familiarity with adult education and running workshops

» Wide experience, a sound knowledge of educational management,

and good general knowledge of other disciplines

> Initiative and innovative ideas
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>

Skills in enhancing communication, trust, and self-confidence

The ability to generate effective posttive relationships, to give

suppott to show empathy and sensitivity

A willingness to confront people where necessary without

generanng hosnhty

A sound understanding of how to handle conflict and stress

A flexible and adaptable management style

The ability to identify his own and others’ strengths and weaknesses

Skills in planning for action and implementation

The management task of the principal as change agent

Change is managed according to its phases. Planning 1s one of the key

factors in the success rate of the implementation and acceptance of change.

Keeve 1987: 51 states that this means that the prncipal has to give special

attention to how he tntends to:

>

»

>

»>

Manage change as a process

Evaluate the effect of changes and change strategy
Persuade the school community to accept the changes

Communicate the aims of the changes to the school communiry

Vandenberghe 1988: 71 further states that the ptincipal also has to:
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» Record in writing the planning for the proposed changes for

circulation among members of the school community.

» Shate information about the transformation that the changes will
bring with the staff during staff meetings, class visits and in the

mformal discussion.
» ldentify priorities for dealing with tasks.

7 Devise time schedules for reporting results and identfy sources of

aid in reaching the desired outcomes.

Resistance to change

In this chapter I deal with a psychological crsis that have come about
through educational transformation. In a society there is a straightforward choice
to be made between security and freedom. Members of a sodety who opt for
security in effect agree to relinquish their freedom to autocratic controls. On the
other hand members who opt for freedom must be willing to accept the high levels
of personal performance that are required of them to be free and must be willing to
live with the uncertainty of operating as free agents. The South African nation has
in principle opted for freedom over security during the 1994 democratic clections
and must therefore be prepared to personally hive with the high levels of
uncertainty that accompany freedom of choice in the political, professional and

personal spheres of life.

The above statement implies that as part of education transformation,
educators engaged at all levels of the educational bureaucracy will be subjected to
high levels of uncertainty that are a consequence of educatonal change. It is

important that the dynamics of change be managed in accordance with the latest
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legislation, which has been amended from an autocracy to a democracy. This
movement from an autocracy to a democracy has resulted m major structural
changes that are being implemented. Tt must be noted that such structural changes
are not confined to specific sectors hut rather effect all organisations and all job
profiles. The mtroduction of Outcomes Based Education in South Aftrican schools
is 2 measure of change that has been met with varying degrees of inital resistance
by many an educator. The teacher 1s now 2 facilitator of complementary learning
and not a dictator of instructions. The concepts on paper initially evoked a sense of

anxiety in the hearts and minds of people, educators and educator managers.

The changed educational curticulum
Outcomes Based Education (OBE) has been through a process to reached
its current implementation status in schools. Below are some views of OBE from
its mitial stage to its current status.
Traditional Outcomes-Based Education
According to Chisholm et al 2000: 11 Spady, one of the architects of OBE
has stated that traditional OBE encompassed negative elements of education,
such as rote learning, subject divisions, content-based knowledge and summative
assessment. Traditional and transformational OBE would be depicted as opposite
ends of the continuum.
Transitional Outcomes-Based Education
Transmional OBE hes between the two extremes of tradinonal and
transformational OBE. According to Brandt 1994:
hetp:/ /showcase.netins.net/web/fwr /spawilhom, Spady’s transitional OBE
extends beyond the traditional OBE in that higher order competencies are

emphasised — ‘it centres curriculum and assessment design around higher order
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exit outcomes’. Having graduates who are broadly competent persons best

reflects its vision.

Transformational Outcomes-Based Edication
Spady and Marshall 1991:

hitp: / /showcase.netins.net/web/fwr/oubapare htm state that transfotmational
OBE has its roots in the future-scanning procedures found in well-designed
strategic planning and design models. Marsh 1997a: 41, describes
transformational OBE as being future ortented and committed to success for all
learners. It includes clearly defined and publicly derived “exit outcomes™ that
reflect changing societal conditions and a curniculum framework that detives
from the exit outcomes. It also includes a variety of methods that assures leamers
successful demonstration of all outcomes and provides mote than one chance for
learners to be successful. It incorporates a criterion-referenced and consistently

applied system of assessment, performance standards, credentialing and
reporting.
The concept of change and the Revised National Curticulum Statement

OBE was initially perceived to be problematc. Professor Kader Asmal
(2000) appointed a committee known as the Chisholm committee to revise the
initial curricalum statement. This committee has since released the Revised
National Curriculum Statement online in the form of eight electronic documents
in Adobe acrobat format. The Revised Natonal Curriculum Statement
strengthens and consolidates Curnculum 2005, which was first introduced in
1998. It does so through simphfying and streambining its main design elements
while at the same time ensuring that learning expectations are clearly spelt out at
each grade. This Revised National Curriculum Statement is made up of critical

and developmental outcomes, learning outcomes and assessment standards.
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What seemed chaotic is in actual fact dynamic. It must be noted that when
dynamic forces are m operation, inflexible structures break, particularly in
attitudes. It 1s thus important that educators keep a balanced perspectve of the
many changes in the educational setting. The Revised Nattonal Curnculum
Statement 15 one step in an ongoing process of curriculum transformaton and
development. It thus requires a firm commitment from all educators and
educational managers to cast aside old pedagogical strategies and methodologies
and to equip themselves with the latest design mechanisms that the curriculum
offers so that educators are able to nurture and facilitate active life-long learning.
The curriculum demands that educators as the facilitators of learning continue to
equip themselves with the latest methodology and technology so that leamer
expectations and demands can be fully realised. Educators need to embrace the

concept of life-long learning positively.

The Revised National Curriculum signals the consolidation of the major
curriculum gains made in South Africa since the achievement of dernocrac_\_-;. The
Revised National Curticulum upholds the nghts of all learners, parents and
educators, who together with the state accept responsibility for learning and
teaching. It is thus critical that all learners be recognised for the acquisition of
skills, knowledge and attitudes and be rewarded accordingly. Stereotyped
mindsets, tunnel vision thinking and transfixed ideologies need to be changed so
that the Revised National Curriculum can be implemented successfully. The
Revised National Cutrriculum endorses that all individuals can learn and succeed

m different ways.

According to Kimbrough and Burkett, 1990:127, change becomes more

meaningful when there is resistance to it. Dull 1981: 71 and Sergiovanmi 1987:
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280 states that there will always be resistance to change. Resistance is a general
response to proposed change, but it does not get the attention it deserves.
Conflict and resistance are usually associated with change in an organisation.
There s a growing worldwide realisanon that negotiation is one of the most
effective and democratic ways of solving peacefally, problems arsing from
change. Hence I devote the final section of this chapter to negotiation as an

instrument for assisting change, especially for managing conflict durng

organisational change.

The role of negotiation as a managernent technique in changing organisations

Pottas and Nieuwmeijer 1992:2 state that negotiation is not an invention of
this century, they contend that it 15 as old as humanity. School principals and
other educational leaders negotiate in relatively casual contexts, whereas
professional negotators operate from a well-established foundation, receive
intensive specialist training, and possess knowledge and expenence of negotiating
in highly specific areas. Principals are key figures in the school fro?n an
otganisational perspective. They are in direct contact with teachers, parents and
other educationally relevant structures. They have a decisive role in maintaining,
sound labour relations in organisational change. It is thus crucial that educational
leaders understand the negotation process and possess negotiating skills.
Mampuru and Spoelstra 1994: 13 state that the former is especially relevant in the
South African educational management context, because changes that have aken
place in South Africa since 1994 have been primanly the result of negotiations
and in a diverse society such as South Africa any good manager will have to be a

good negotator.
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Negotiation is an excessively interlaced issue. All the elements are present
simultaneously, to a lesser or greater degree. They are contnually interacung,

playing a role, and influencing the course of the process.

Negotiation is a broad concept, which can be included in a varety of
situations. According to Pottas and Nieuwmeigjer 1992: 8 negotiation is in reality a
communication process where varous parties try to reach consensus or an

agreement by following mutually persuasive tactics.

Negotiation becomes necessary when the parties concemned are mutuaily
dependent upon one another to achieve their separate objectives, in other words,
when the parties can only reach their goals if they pursue solutions cooperatively.
Negotiations can take place in part or in their entirety through the media of direct
discussions, written documents, the telephone, or via other persons and parties.
An important principle underlying negotiations are that at least two parties have
to be involved, and that discussions have to centre around clashing concerns. The
two parties should seek also separate objectives independently of one another.
The parties have to communicate with one another to find solutions. Pottas and
Nieuwmeijer 1992:9 state that the partics strive to convince one another to see
the opposing viewpoint, and thus to obtain the best possible solution. A part to
negotiations always has objectives, which it pursues by means of this process.
There is also always an outcome or result, usually in the form of a verbal or
written agreement. Negouation is an instrument whereby the best possible
outcome can be reached in the light of prevailing circumstances. Where 2
solution is forced on the other party by exerting power, resulting in its defeat. It

is lkely that the problem will drag on; a loser will try to strengthen his/her
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position in the interim, so that it will stand a better chance of eventually achieving

its objectives.

Formal and
intormal
negotiation
situations
According
{ to Pottas and
Combination of formal and mformal
_ Negotigtions Nieuwmetjer
Formal: in public and observable
Informal: behind the screens and out
of sight 1992:12

FIGURE 27 FORMAL AND INFORMAL NEGOTIATIONS .
negotiation has a

mix of formal and informal properties as depicted in figure 27 above.

The negotiation process
According to Pottas and Nieuwmetjer 1992: 16 negotiation is a process that

consists of the following three phases.

» ‘The need to negotiate and the preparation for the negotiation

(prelude)

» Face to face persuasive communication (duration)

» The implementation of the agreement (termination)

Figure 28 below depicts the three phase of the negotiation process.
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- DURATION
. Faccwoface
Origin of the - Persuasive
Need or ~ Communication
Necessity for e :
negotiation Presentation of
Conflict = R

Feedback which becomes inputs for
future negotiations

FIGURE 28 THE THREE PHASES OF THE NEGQTIATION PROCESS POTTAS AND NIEUWMELER
1992: 17

The prelude to the negotiation process

The need for negotiation usually has its roots in a conflict of interests
between parties. Conflict is associated with people’s subjective perceptions and
only becomes a reality once their people notice their conflicting interests. Once
people are conscious of conflicting interests a series of actions are set info
motion. The parties often attempt to reach independent solutions to the problem.
It does occur that parties with the most power and resources pursue its interests
by dominating the weaker party, thereby achieving its objectives. The losers

needs remain unsatisfied and the conflict continues.

Negotiation is 2 valuable instrument to resolve emanating problems so that
all parties eventually reach consensus in an amicable manner. Sometimes it
becomes necessary to first have preliminary negotiations in order to persuade the
other party to enter into negotiations. A third party could be included in the

process to act as a mediator to persuade the parties to negotate.

Pottas and Nieuwmeijer 1992: 26 state that planning and preparation for
negotiation consists of various steps and includes matters like content, extent,

form, expectations of the parties, and objectives. The advantage of thorough
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preparation 1s that it requires the negotiator to be disciplined and to think of
his/her objectives and how they are to be reached. Pottas and Nieuwmeijer 1992:
26-30 recommend that the following steps be followed in the negotiaton

PIOC&SS.

Step 1
Decide on the topic for discussion, and give it a descriptive ttle. This
defines the scope of the negotiation at the outset, so that preparations can

commence.

Step 2
This stage entails research and gathering information. Relevant literature,
records and other written sources are consulted in the information gathering
process. On-site visits could be conducted to reaffirms and establish facts.
Interviews could also be conducted to gain insights into the organisation. If the

need arises, expert advisors could be used.

Step 3
This stage requires careful analysis and evaluation of the informartion that
has been obtained. Grouping and ordering information to form a systematic
whole is required. The rehability and value of the information is evaluated, as well
as the meaning that should be attached to it. The accuracy of information also
needs to be verified, and steps need to be put in place to obtain essenual

outstanding information.

Step 4
This stage largely entails the formulaton of objectives. This stape

propagates largely what the negotiation should achieve. It is important that
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distinguishable parameters be laid as regards pnmary and sccondary objectives. It

is important that the objectives be specific and is stated in measurable terms.

Step 5
This stage entails preparation for the face-to-face phase. A list of all the
questions need to be drawn that could be raised in the discussion. A decision is
made on what one is prepared to accept during the discussion process. It is thus
important that one identify all the issues that the other party would bring to the
negotiating table. The value of thorough research during this stage cannot be

overemphasised.

Stage 6
This is the most critical step in the preparation for negotiation and involves

the following:

Strategies. The negotiator should decide in advance what strategies are to
be followed during the negotiation. It is good to begin with an aspect rhat all
would agree on so that a cooperative environment is firstly created. Another
good strategy is to keep in reserve some arguments supporting one’s case, only
forwarding them in the course of the negotiation in a systematic and purposeful

manner.

Critical agreements. In a negouation, progress occurs via a process of
persuasion. In order to convince a person, it is necessary to present nottons or
points that will be acceptable to the other party. One tactic is to lead the other
party into accepting agreement on critical points. A critical agreement occurs

when one party accepts and acknowledges a particular position or fact as
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presented by the other party. By accepting a particular position, the parties

automatically accept other closely related points by implication.

Common ground. Careful attention should be given to possible common
ground between the parties while preparing for the presentations. Both parties
have a common interest in finding common ground. The value of common
ground is that it can be used particularly when a dead end is reached, or when
there is lack of progress in the negotiatton. For these reasons it is important that
the negotiator discovers common ground between parties during the preparation

phase.

Agreement. Most negotations conclude with a written agreement or
contract. In many cases this takes the form of an agreement on the underlying
principles, it 1s circulated among the parties so that they can prepare themselves.
At a Iater srage this serves as a basis for the negotiation, and gives it parameters
and structure. It is mmportant that the negotiator be familiar of the. legal

ramification mmvolved in the negotiation process.

In addition to the steps that have been hi-lighted as part of the planning
and preparation for the negotiations, there are situational factors that have to be
taken into account. Pottas and Nieuwmetjer 1992: 30 identfy two major
situational factors namely time and place. They contend that these two factors
have a significant impact on the progress and the outcome of the negotiations

and suggest that they be given due attention dunng the preparation phase.

CONFLICT MANAGEMENT

Conflict in organisatons is a2 common scenario although it often does not

erupt into raging battles. It can take many forms and have varied effects — not all
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of which are bad. The key lies in how it is viewed and the steps taken by parties
to deal with it. Robbins 1990: 411 states that conflict is inevitable in
organisations. This 1s largely due to structural characteristics and incompatble
personalities within organisations. Callahan 1998: 195 descnbes confhict as a

condition of opposition and discord, involving mutual antagonism.

According to the interactionist view, an organisation without conflict is
stafic, apathetic and unresponsive to the need for change. Conflict can improve
effectiveness by stimulating change and improving decision-making processes.
Robbins 1990: 418 states that the principal needs to create an environment,
which 1s healthy, and to control the level of conflict as a high degree of confhict
could be disraptive, chaotic and lead to a breakdown of human relatons. Conflict

is constructive when it:
» Opens up issues of importance, resulting in their clanfication,
» Results in solving problems,

» Increases involvement of individuals in issues of importance to

them,
» Serves as a release of pent-up emotion, anxiety, and stress,

» Helps build cohesiveness among people by sharing the conflict,
celebrating its settlement, and learning more about each other

through it,

» Helps individuals to grow and to apply what they’re leamned to

future struztions.
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Conflict is destructive when it:
»  Diverts energy from more important activities and issues,
¥ Destroys the morale of people or reinforces poor self-concept,

7 DPolarises groups, increasing internal cohesiveness while reducing

group cooperativeness,
» Deepens difference in values,

¥» Produces irresponsible and regrettable behaviour such as name

calling and fighting,
7 Increases stress.

One element of diagnosing situations involves learning basic conflict styles
used in dealing with interpersonal or inter-group conflict. These styles are

represented in the figure 29 below.

The Avoiding Style involves a low concern for both self and others; it avoids

conflict by withdrawing or through passive agreement.

The Obliging Style reveals a low concern for ones self and a high concem for
others. The obliging style is concerned with people satisfaction, harmony and

smoothing over conflicts.

The Dominating Style reveals a high concern for ones self and a low concem
for others. The dominating style attempts to attain personal objectives and often

ignores the needs of others, forcing a win-lose situation.
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The Compromising Style reveals a moderate concern for ones self and a
moderate concern for others. This style tends to seek a compromise between

conflicting parties or elements.

The Integrating Style shows a high concern for ones self and for others. This
style is concerned with problem solving. It uses openness, sharing of information,

and the examination of differences to reach consensus.

Resoling conflict

Desire o . The first step in
satisfy self High

Obli gly Integrating
Avoaiding | Dominating

-—
Low

resolving  conflict 15 to

ydin

Y I ——

determine the nature of

conflict. ~ Classifying  the
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conflict s important to make
sure that all parties are dealing
with a common denomunator.
FIGURE 29 CONFLICT STYLES

It will also ensure that the problem is unearthed and not just the symptoms of the

problem_

Resolution techniques

» Problem solving
Problem solving, also referred to as collaboration, is one of the most widely

used and effective methods of resolving conflict. It largely involves the
concerned parties coming face-to face to work out a soluton together. Essential
points of difference are sought rather than a determination of who is right, who
is wrong, who wins, or who loses. Through communication and sharing of
feelings, the problem is mutually defined. Similanities are emphasised, and the

patticipants consider a full range of alternatives to solve the problem.
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» Expanding resoutces

Expanding resources is an obvious approach if that is where the conflict
exists. The advantage, of course, is that both conflicting parties achieve victory.
Unfortunately, the use of this technique is restricted by the inherent limiration

that resources cannot always be expanded.

» Avoidance
A wuseful method for handling conflict is avoidance. While it does not

provide a permanent resolution, it can be a successful short run alternative. The
time gained through avoidance can be used for gathering information about the
problem. It also can provide a ‘cooling off’, period for the parties involved.
» Smoothing
Smoothing, also called accommeodating, is a process of playing down
differences while emphasising common interests. Communication revolves
around similarly held views, while issues upon which differences exist are not
openly discussed.
» Compromising
The compromising style is a give-and-take style based on the belief that
people cannot always have their way and find a middle ground they all can live
with. It is common for compromisers to look for feasible solutions. They often
use techniques such as bargaming, trading and smoothing over of differences.
They feel that people should be more willing to set aside some of their wishes

and show sensitivity to other people’s wishes.

» Collaborating
Collaborating is the willingness to accept the other party’s needs, while

asserting your own. In collaborating, it 15 assumed that there is some reasonable

chance a solution can be found to satsfy both partes in the conflict. Such a
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solution might not be possible, but a collaborator believes that it is worth trying

to find one.

» Competing

The competing style is one in which a person pursues his or her own
wishes at the expense of the other party. Conflict is viewed as a game to be won.
Competitors are both assertive and uncooperative. Winning means success and
accomphishment. Losing means failure, weakness and a loss of status.
Competitors will use many different tactics to win such as threats, arguments or
persuasion.

» Confrontation

Confrontation techniques require that parties decide to face each other on
the issues, but do so constructively. The parties must be willing to work together
to arrive at a consensus decision, one that both parties can accept. They may
compete or compromise somewhat, but the major emphasis of confrontation
techniques is. to find mutually acceptable and longer lasting solutions.

» Negotiating and bargaining

Negotiation is part of the everyday experience of any professional. It is a
way of reconciling interests and reducing conflict in sttuations where people have
to interact. All human relationships have an element of co-operation and
competition, and negotiation is lubrication between these two tendencies.
Negotiations 1s thus and integral aspect of a network of human interactions

within any organisation.

Mastenbrock 1987: 57 identifies power and dependency relationships as the
crucial element of interaction within organisations. The power of an individual or

group is generally built up over a period of time. It depends on the gradual
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establishing of personal reputations, the forging of friendships, establishing of
precedents and habits, and the gaining control of resources. Experienced
negotiators often try to insulate the bargaining situation from the rest of their
relationship or, if comparative strangers, will build up counterbalancing positive

relationships or interactions.

Pollard 1989: 121 suggests that a negotiator’s effectiveness is based on

factors on at least the following three levels:

» The frame of mind that the negotator adopts
» The procedures adopted
» 'The process of interpersonal communication
The frame of mind
Two alternative approaches, namely positional and prncipled bargaining
have been highlighted by negotiation researchers. Fisher and Ury 1981 support
the latter, cmng the dangers of viewing negotiation as a win-lose competition,
which fosters betting, point scoring and conflict. It is much more helpful to view
negotiation as a joint exploration of a situation in which the potential adversaries
find themselves, jointly and mumnally finding satisfactory solutions. Negotiators
need to be joint ‘problem solvers’. Fisher and Ury 1981 identify the following

principles, which define a frame of mind conducive to conflict resolution:

Separate the people from the problenr. be soft on the people and hard
on the problem. The unskilled negotiator is liable to confuse the people with the
problem, and to direct his own feelings of frustration or anger at his protagonists.
He may indeed label the othet people as the problem. He does not focus on the

soft spots where there may be some possibility of change. The unskilled
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negotiator is hard on the people and soft on the problem. The antidote is to
credit your protagonist with humanity, to assume his motivation is honourable, to
treat him well, and together to undertake a probing intellectual analysis of the

circumstances and problem.

Go for a wise outcome reached efficiently and amicably. This
recognises that people usually have to go on living with their protagonist, and a

short-term personal victory may merely set the scene for a future conflict.

Proceed independently of trust. Even while assuming that people are
trustworthy, it is important to recognise that there may be continuing tensions or
conflict, which will lead to misunderstanding. It is important to aim for
agreements that can be monitored objectively, and be cleatly observed to be

succeeding or failing. Insist on objective criteria.

Reason and be open to reason: Yield to principle, not to pressure.
Reasoning is the way to solve problems, and it is constandy necessary to appeal
to the power of good ideas rather than to the power of personalities of
precedent. Sometimes indeed the protagonist will take a stand ‘on principle’.

However, such a stand conveys a hidden message that:
» The other side has no panciples, and
» His or her position has no validity or leginmacy.

The starting point must be that everybody has principles: The
problem is to explore the range of application of the principles, or to find super
ordinate principles to which you can both subscribe. The mechanism for doing

this is reason, and that implies you come to the negotnation with an open mind.
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Do not get into a push-pull battle: Tt may be that the protagonist is a less
skilled negotiator than you are, and slips into, or even starts, by viewing the
negotiation as a contest. He may engage in personal attacks either explicitly or by
innuendo, or play the game of power politics. He may even try to engage in
blackmail, whether moral or otherwise. No matter what dirty tricks are used,
however, the long-term advantage to all sides will be in adopting principled

negotations.

Stay coof No matter how much you try you may find that some
negotiations push you to the limits of your skill, making you feel inadequate,
frustrated and angry. It can be helpful to acknowledge the emotion being
generated: ‘I think we are both finding this frustrating and difficult — T know I
certainly am’ or “You must know that some of my colleagues are pretty upset
about the situation’. But naked emotions are rarely advantageous except in the
short term, because even if effective it will leave the protagonist uncommitted to
the agreement.

The procedures adopted

It is important to establish within the negotiation a feeling of optimism and
progress, without which anger and frustration can easily take over. Establishing
progress depends on having a procedure — a path of the terntory to carry you

forward and give you the right things to say at the rght time.

Sound preparations should be undertaken, which will provide a path of the

relevant territory. It will be necessary to give thought to:
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The problems or issues: Your problems as well as that of the protagonist.

Idennfying who faces what problems, will give a good indication of motivation

for change.

Facls and technical details: People are well aware of the difference to their

personal effectiveness in meeting when they have taken the opportunity to brief

themselves beforehand.

Interest of all parties. Negotiators will normally state a position, which they
believe best meets their interests. If however, you are able to suggest alternative
positions, which serve their interests as well or almost as well, you may stimulate

some movement.

Multiple solutions: There is a tendency to stop thinking as soon as a desirable
outcome is identified. It pays to generate a variety of possible solutions, which

can be considered in the light of the emerging analysis of the problem.

The Best alternative to a negotiated agreement” (BAATINA): Fisher and Usy 1981
suggest that it is better to have identified what you will do if the negotiations fail,
as this can be used as a point of reference against which to compare any
proposals. The better your BATNA, the stronger your negotiating position.
Having prepared a path of the relevant territory thoroughly, the agenda will
furnish you with guidance on the timing of what you say in the meeting. Timing
is clearly a crucial factor in the successful resolution of problems. The path of
negotiations has a cleatly desirable sequence, the violaton of which is liable to

lead to slower progress.

Common problems: Common problems are 1idennfied to create the feeling of a

joint approach. It may take a degree of creativity to re-concepiualise problems in
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a form where they can be seen as common. A shared understanding of common

problems is an essential step if conflict is to be fully resolved.

Common needs [ interests: Moving on from problems, it is helpful to describe
i general terms the situation that you both would like to see. If such a situation

1s out of reach, it may be possible to identify some important steps towards it.

Options for mutual gain: As in preparation, a focus on multple options is
more likely to keep the negotiation moving forward than a premature emphasis

on a single option.

A way forward: This is the point at which a preferred option is selected,
including, if possible agreed action. In most cases there will not be 2 solution that
satisfies all the needs of all the parties, and everyone will need tme to adjust to
this reality. The most that can be hoped for in a single meeting is to find a way
forward. In some circumstances the best way forward will be to agree to specific

ways to investigate and observe the problems that are being considered.

Rewiew date: Setting a review conveys the message that you are seriously
mterested in progress, and are not merely stalling for time. It should be scheduled

far enough ahead for evidence to be apparent on whether the agreed way forward

is yielding any results.

The process of intetpersonal communication
At a specific level, there are ways of talking and behaving that can help the

negotiation along, or sabotage it. The main elements are setting the scene,

listening to understand, and stating your views:

Setting the scene: Establishing rapport, and ensuring that all participants come

to a meeting with the same expectations, are important preliminary steps. This
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will involve greeting people appropriately, breaking the ice, ensuring that people
are physically looked after, and then checking that everybody agrees on the nature

of the meeting, and what can be realistically achieved.

Listening o understand. Listening is the cheapest concession that you can
make. Listening as an active attempt to understand what is said, and seeing the

situation through the other person’s viewpoint, is an important and rare skill.

Bargaining is primarily a compromising style, but effective bargainets use a
variety of techniques. They will occasionally act competitively and use force or
threats. They will use accommodation, hoping that a concession on their part will
stimulate the other party 1o concede on sotne issues in return.

» Mediation

Mediation 1s commonly used in labour management negotiatons. The
parties can use third party assistance to arrive at solutions. Mediators are not
empowered to make decisions or impose a solution, but they use this technique
to resolve differences. They make suggestions and monitor the interacuon of the
parties. Mediators can ease tensions and objectivity to the bargaining.

» Arbitration

Arbitration is another third-party approach to conflict resoluton. Unlike
mediators, arbitrators actually make decisions that bind both parties. Arbitrators
are used in labour management situations and less often in other situadons.
Atbitrators have to listen to both sides of an issue. When the arbitrator feels
satisfied that he/she has heard enough, the arbitrator takes ample time to study

the issues, and then makes a decision that is binding on both parties.
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Conclusion

In this chapter I looked at change management and how the modern day
educational manager should adopt 2 flexible leadership role i his day-to-day
management of human resources. I also look at conflict and how it can be

managed successfully within a work environment.

In chapter 12 I look at mformation and knowledge management and its
impact on human resources in the school environment. I also look at technology

and its impact on education.
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CHAPTER 12

INFORMATION AND KNOWLEDGE MANAGEMENT

Introduction

It is said that information is the lifeblood of an informed society. The
development of information technology has had a major impact on
communication within the workplace. Every organisation, be it public or ptivate,
generates information to document actions, identify rights and responsibilities
and communicate information. The advent of information technology has
brought rapid and dynamic changes to the way information is stored and
managed. Information has to be stored and managed in line with an organisations
policy, which must be in accordance with acceptable professional standards and
guidelines. It must be noted that the effectiveness with which information is
generated and communicated within an organisation determines a society’s rate
of progress and the fulfilment of its people. (Reference Information Review
1995: 1) Every employer must keep records of all employees. Every employer will
have to develop a record system to suit its own particular circumstances and
needs. The rapid spread of information technology has led to predictions by
experts that the “papetless office” will soon become a commonplace within our
society. Information will be provided instantaneously through computers,

telecommunications and optical disk systems.

Technology
Computensation has led to rapid changes in the way governments and
organisations operate. New information technologies are rapidly changing the

methods of communication available to managers and employees alike — and thus
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the communication channels they use. The key component in technology
development in the wotkplace was the silicon chip, which facilitated the
execation of tasks by miniaturised equipment rather than by larger and more
expensive machinery. Van Dyk 1989: 13 identifies technology as the one macro-
trend that has contrdbuted enormously to the dynamics in buman resource
management. In the industrial sector technology remains the primary source of
increased productivity. Technological progress affects the organisation as 2
whole, including its products, life cycle, material supply, production processes
and even manageral approach an more especially the employee who has to use
such technology. The ever-growing importance of technology in the modern
work environment makes it incumbent that top management be familiar with the
mechamsms involved in harnessing the benefits towards the organisaton. Van
Dyk 1989: 18 states the following as roles that management can play as regards

the overarching puideline with regard to technology usage:

“Be alert to the growing need for technolpgical undersianding at the sentor levels 0j;
management. Many companies are adepting traiming programmes, sending their
mandagers on courses and appornfing technology managers or secretariats. If your company
has done so, monitor the activities of the technological secretariat carefully. What has it
done o increase the capabilities of the board for grasping the unfolding technological
[frontier, to what exitent bas the technological secretariat created a skill base, to what
extent have the sofi managers been exposed to fechnological issues? Get to know the
necessary resources available to increase technological capability of your corporation at the

sentor evel”’

With the above in mind it 1s of paramount importance that education

managers motivate and guide personnel on the benefits of the use of modem
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technology in enhancing the status of the organisation. Technology can to a large
extent speed up various paper drawn activities thus enhancing the umeframes
with regard to the attendance of various matters. Digital media has revolutionised
the mnformation society. Information and communicaton technology have
changed the teaching and leamning process, and have expanded new leamning
opportunities and access to educatonal resources beyond those traditionally
available. Informaton on various aspects pertaining to the organisation can be
accessed at the touch of a button. Telephone answering machines, fax machines,
teleconferencing, closed circuit television systems, computerised report
preparation, videotaping and computer-to-computer transmissions are but only
some of the examples.of communication methods developed during the past
twenty- five years. It 1s worth noting that many schools are embracing the
mnformation and communication technology process 1 a positive manner by

increasing and exploiting its benefits.

Digital convergence

According to Mersham & Skinner 1999: 213 digital convergence occurs
when different kinds of media, codes and messages are encoded in one common
digital form. Digital convergence has gained momentum in the recent past and is
expected greater heights in the near future. All forms of communicating devices
ate being merged for greater utility. A common example is the cellular telephone,
which can be used to send or receive voice mall, faxes, e-mail and surf the

Intermet. It can also be used as a remote control unit to access other devices!

Mersham & Skinner 2001a: 220, Marshal McLuhan (1964: 1975) compated
each new medium to a rear-view mirror. It will contain, he said, all or parts of all

previous media, and something ‘new’. We can think of digital coding
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communication as a ‘shopping trolley’ incorporating all existing media forms —
text, speech, graphics, video, film and sounds. What is new 1s the increased

possibility of two-way communication that digiased media present.

The most distunctive feature of the unfolding digital present 15 a
proliferation of new media and new forms of communicative interaction. Media
will continue to mulaply. Everybody’s daily life will become a whole ecology of
media; some of these will be voluntarily chosen, and others will be inescapable

patts of life in public spaces and the workplace. (Agee 1998: 69-—70)

What is significant about convergence is that it may be seen, as a narrowing
to a singularity, but what we tend to see is an additive model of change leading to
multiplication of applications, devices and the means to communicate, which are

linked to each other.

Mersham & Skinner 2001a: 221 add that in addinon, the more things
converge the mote they produce knock-on effects, which cannot he piedicted
from the contemporary technological honzon of understanding. For example,
these include significant privacy copytight and security issues, control issues and
breakdowns in systems integrity in the drve to greater personalisation or
customisation. We are all familiar with the problem of the number of passwords
and ‘pins’ we have to carry around in our heads — if we are smart — or in our

bags and wallets — if we are not.

The World Wide Web represents the first truly converged medium. There
will be further major developments of convergence through the availability yer
unimagined bandwidth and speed of transmission, and the fact that the digital

chip will soon form part of every appliance, machine and technology we
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encounter. Alteady a large percentage of digital chips are going into appliances

and machines other than desktop computers.

A highly significant form of convergence has taken place between
corporate/commercial interests and the Internet. Initially the Internet portrayed
promises of information sharing and free access to mnformation with the view to
connecting the world together. The term ‘globalisation’ became the keynote of
politicians and policy makers. Mersham & Skinner 2001a: 222 maintain that the
Internet has recently been subject to a third wave of ‘ranchers’ or ‘railroaders’
that looks to the Internet simply as a means of increasing profit. Whether this
otiginal spirit of freely sharing information ultimately manages to prevail against
future attempts in the of commonality of information or not, the emerging new
digital communication that drives the Internet 15 based on four important ideas,

namely:
» Digital encoding
» Navigation and recipient control
» Convergence
» Interactivity

The first is that information and communication can be digitally encoded
whether, text, voice, pictures, sound or video. This digital formatted information
can then be easily accessed by a varety of digital devices, not just computers.
This is because the digital chip can now he placed in any appliance or object,
tuming it into a communicating device. Everything becomes a cornmunjcating

computer.
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The second important idea that has revolutionised communications is the
concept of hypermedia, which allows recipients much greater navigational control
in finding knowledge. (Negroponte 1995) This refers to the way in which web-
based information is structured. In the digitally converged world, the
depth/breadth problem disappears and we can move freely between gencralides

and specifics through what is called ‘hyper linking’.

Hyper linking 1s consistent through out all web-based media. Basically 1t
allows one to look more deeply at a particular finer point and to move effortlessly
back to the main body of work Hyper linking is a term describing the
mterconnection of different parts of information with each other. In a printed
book, sentences, paragraphs, pages and chapters follow one another in an order
detetmined not only by the author but also by the physical and sequential
construction of the book itself. Although a book may be randomly accessible and
your eyes may browse quite haphazardly it is nonetheless forever fixed by the

confines of three physical dimensions.

The third idea concems the dissolving of traditional media boundanes, or
convergence. The medium s not the message in a digital world. It is an
embodiment of it. A message might have several embodiments automatically
derivable from the same digital data. In the funire, the broadcaster will send out
one stream of bits, such as the weather, for example, which the receiver can
convert in many different ways. The viewer can look at the same data from many

different perspectives.

Mersham & Skinner 2001a: 225 state that all of these different media
reptesentations are encoded in a common digital form, even though they are

separately crafted in the multimedia expenence. Digital convergence allows the
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fluid movement from one medium to the next, saying the same thing in different
ways, calling upon one human sense or another. If you did notr understand
something when you read it the first time, you can see it as a cartoon or three-
dimensional diagram. This kind of media movement can include anything from
videos or movies that explain themselves with text to books with a gentle voice
to read them to you out loud. The common digital form, parallel with
developments in voice recognition, means that we will increasingly lk to

devices, rather than mput nstructions through some form of keypad.

Electronic communication has effecdvely revolutionized our society. An
unexpected by product of this revolution has been the emergence of a generation
of children weaned on multidimensional, interactive media sources, a generation
whose understanding and expectations of the world differ profoundly from that
of the generations preceding them. If we are to give these children the educatdon
necessary to succeed in our technologically intense, global future a new form of
educational practice, one that builds on children's native leamning abi]iﬁes and
technological competence, must replace our existing methods. The theoretical
foundation for such changes exists, and the time to implement them is now. We
have allowed our schools to remain in the past, while our children have been
bom in the future. The result is a mismatch of learners and educators. But it is
not the children who are mismatched to the schools; the schools are mismatched
to the children. Only by revising educational practice in the light of how our
cultute has changed can we close this gap, and reunite our schools with our

children and the rest of our society.
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Acquiring and interpreting information

A significant global revolution is taking place in education and training. It is
driven by the dynamic nature of work, the realities of the information age, new
global partnerships and an awareness of the need for equal distribution of
educational opportunities. Numerous research programmes on perception clearly
demonstrates that the acquisition and interpretation of information are linked,
and pre-existing schemas significantly affect both. People are more likely to
notice what they are looking for, and to see what they expect to see. Similarly,
mterpretations tend to follow rather than challenge accustomed patterns of
thinking, unless some prominent problem or issue impinges upon the attention.
In educational contexts information is rarely acquired by highly systemised
methods of inquiry. Eraut 1999: 41 contends that tests, questionnaires and
interview protocols represent the most systematic approaches, but even they are
rarely developed to a high degree of relability. The process of information
acquisition also differs according to the mode of nterpretation. The following

three modes are distinguished by Eraut 1999: 41.

» Instant interpretation or pattern recognifion, as IN recogNising a person.

% Rapid interpretation, as in monitoring one’s progress in the middle of

a conversation; and

» Deliberate interprefation, when there is tume for thought and

discussion and even for collecung further informanon.

Nisbet and Ross 1980 contend that psychological research has shown that
information gathering is not free of errors, from which professionals are not

exempt. When retrieval from memory is a cobical factor, incidents involving a
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person are more likely to be recalled if they are more recent and/or more salient.
The mtroduction or information communication in schools will create new
possibilitites for learmers and educators in new ways of informaton selecton,
gathering, sorting and analysis. Information communication technology has the

potential to enhance the management and administrative capacity of schools.

Knowledgre, skills and practical knowledge

Margaret Coles 1999: 60 wrting on “Knowledge Succeeding” emphasises
that knowledge management is essential in running a successful organisation. She
expliatly cites the concept of employee behaviour as being vital to productivity
gains within organisations. Davison 1999: 12 further contends that the sharing of
knowledge also enhances corporate gains within organisations. He also
recommends that organisations invest in employee traming programmes as well
as the creation of personal goal plans for employees. Epistemological studies
have created a greater understanding central to philosophy on the acquisition of
knowledge and skills for the past few centuries. Some questions about knowledge
are crucial to these considerations. It is often questioned, precisely what is
knowledge? What makes it possible for people to be sure that what they know
corresponds to the “real” world? How can people be sure that the knowledge is
true? These are but some of the major questions that confront any philosopher.
They cannot be fully answered in this chapter, but need to be explored if practical

knowledge is to be understood.

Scheffler 1965: 56 responds to the questions about knowledge as truth
propositions when he distinguishes between the three ways of venfying

knowledge: rational-logical, empirical and pragmatic. Ratonal-logical knowledge
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1s that form of knowledge that is acquired when a mathematical problem is
solved since the logical rules have been followed and a conclusion has been
reached. Empirical knowledge is that which people gather through their senses.
Pragmatic knowledge is experimental and actors have it when they know thar
something they know actually works in practice — in this sense it is scientific. If
knowledge is not capable of producing the types of results that are expected, then
itis rejected and new knowledge sought that works. Kelly 1963: 67 contends that
human being are ‘scientists’, seeking always to understand and experiment upon
social reality. The idea of experimentation is also cructal to understanding the
relationship between personal knowledge and action — between theory and
practice. Heller 1984: 166 suggests that the ‘pragmatic relationship denotes the
direct unit of theory and practice’. People almost always act upon the probability
that the action will achieve the desired results. Pragmatic knowledge is a form of
scientific knowledge that should underlie a great deal of professional

ractitioners’ action.
P

Habermas 1972: 67 propagates three forms of knowledge, which he calls
process of enquity, namely technical-cogninve, the historical-hermeneutic and the
emancipatory. Habermas 1972: 309 further contends that the technical-cognitive
enquity process revolves largely on practical knowled.ge- He regards this as being
about ‘control over objectifted processes”, and whilst this control may well refer
to human action itself, the possession of knowledge does not necessarily mean
that those who possess 1t must necessarily have control over the process, only
that they understand them. Habermas’s views are important in understanding and

explaining why people act in certain ways and not others.

323



In 1963, Ryle raised the question of pracrical knowledge in a seminal study.
Ryle 1963: 28 distinguished between “knowledge how” and ‘knowledge thar” and
suggested that in everyday life ‘we are more concerned with people’s
competences than with their cognitive repertoires’. Ryle further demonstrates
that when people perform an action they cannot necessarily always articulate the
theory underlying the action. Brian McKenna 1999: 34-35 writng on
“Knowledge Management”, states that companies need to develop habits
inchiding nsk-management, communication and negotiation in their daily
operations. McKenna 1999: 32 makes 2 point of affirming that most
otganisations recognise the strategic value for knowledge, but are not able to
manage knowledge strategically. Organisations know that knowledge

management 1s extremely beneficial, yet few see it as a high priority.

Scheffler 1965: 129 also points out that knowing how and being able are
not synonymous concepts. He provides the illustration of a person who might
know how to drive a car but is prevented from doiag so for a vatiety of feasons,
e.g. having a broken leg, poor vision. There are contingencies that cannot always
be controlled. Hence the difference between having the knowledge and being
able to perform the skill still remains crucial. This dlustration does not probe
deeply enough and another question emerges-when people say ‘I know how to..”

are they really using a term that has cogmitive otientation at all?

Deliberate processes such a planning, problem solving, analysing,
evaluating and decision making lie at the heart of professional work. These
processes cannot be accomplished by using procedural knowledge alone or by
following a manual. They require unique combinations of prepositional

knowledge, situational knowledge and professional judgement. In most situations,
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there will not be a single correct answer, nor a guaranteed road to success, and
even when there is a unique solution it will have to be recognised as such by
discrimination which cannot be programmed in advance. Research has revealed
that it is important to remain advanced in this knowledge society and that
employees need to constantdy develop their knowledge base. Employees should

follow a path that adequately moulds them into a2 knowledge specialist.

Developing expertise in acquiring information

An effective knowledge management programme can help achieve several
aims. It can facilitate innovation by providing the global communication hinks
that enable employees in different locations to brainstorm effectively and
efficiently. A smoother flow of informaton can also enhance corporate cohesion
by building a greater sense of awareness of an organisation’s aims and practices.
It must also be noted that knowledge systems can speed decision-making by
putting needed information at the fingertips of all employees. They can be seen
as an agent that can improve productivity, reduce errors and boost the eﬁployee
morale within an organisation. On the other hand the high rehiance on informal
and experiential methods of acquiring information with little deliberaton does
give considerable scope for misinterpretation. Eraut 1999: 47 highlights the

following as regards the acquisition of information:

» Become aware of one’s own constructs, assumptions and

tendencies towards misinterpretattons.

» Learn to use additonal source of evidence to couateract any

possible bias in one’s informaton base.

» Find out about the perspectives of the other people involved.
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» Expand the range of one’s interpretative concepts, schemas and

theories.
» Make time for deliberation and review.

Recent advances in technology and management mnformaton systems have
caused rapid changes in many modern organisations. O’Brien1993: 473 based the
planning for management information systems around the notions of
mformation systems planning and critcal success factors. Nolan 1982: 29
together with other researchers (Remenyi 1990: 11; Wetherbe 1993: 87) argued
that the information processing function in an organisation evolves through the

following stages. These are:

» Initiation: with emphasis on cost-reduction accounting and other

financial applications.
» Contagion: with wide applications in more functional fields.

» Integration: where database applications prevent information

redundancy and unsynchromsed information use.

» Administration: where  administration is  administered

systematically and information technology s widely accepted.

> Maturity: where fully employed information systems and data are

considered a corporate resource.

Identifying the stage an organisation has reached makes it possible to
formulate a course of action for further information systems development and

plaoning. Strategic information planning according to Remenyi 1990: 13 stresses
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that information 1s an integral part of the way the organisation functions.
Information system planning is an important part of corporate planning and must

be integrated 1ato the organisation’s framework of strategic thinking.

According to Wetherbe 1993: 85 aligming the organisation’s overall
strategies and objectives with an information systems plan, designing informaton
systems structures to integrate vanous databases, allocating information systems
resources to completing applications, providing systems mnformation on time and
within budget and selecting appropriate techniques for solving these obstacle are

the most common problems encountered in information systems planning.

Burger: 1999: 192 proposed a generic management systems planning
model, which illustrates the major activities and outputs in the stages of the
planning process. Although management information systems structures,
technology and concepts such as ‘hardware’, ‘software’ and networks” are used,
these reflect the proliferation of computer jargon. ‘The model does not exclude a
computer less information system. Filing cabinets, box files, folders, books,

letters and memos can be components of an information system and process.

Information otrganising for informed organising
Williams 1992: 339 contends that we are an information society because of
the vast expansion of information technologies in our lives. This expansion
includes the application of these technologies — computers, satellites, videotape,
compact disks, fibre optics, integrated circuits, artificial intelligence, and robotcs
— in the home, office, and public environments. It has become imperative that
people develop strategies to manage knowledge. According to Mersham and

Skinner 2001: 139(a), knowledge management has two main aspects to it:
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» The first is the technology aspect that concerns the technicalities of

capturing, storing, accessing and disseminating knowledge.

» The second is the human management aspect ot how we encourage

a knowledge-sharing culture within an organisaton.

An orgamisation from an open systems perspective, Is an organic, mission
driven goal directed, social technical entity with a deliberately and structured
activity system and identifiable boundaries. It has generalised and specific task
environments and various internal and external stakeholders — individuals,
groups, other organisation - with specific needs and expectations that are met as
they contribute to the orgamisation’s survival, growth and development.
Kiggundu 1989: 16 contends that organisations grow, decline, decay and die like
living organisms. The information systems in an organisation can be compared
with the nervous systems of a living organism. Duffy and Assad1989: 9 reaffirm
this thought by stating that mechanisms coordinating and controlling the
components are crucial to the survival of the orgamism to adapt to its
environment. Information processing 1s part of the communication system of the
organisation and is closely inked to organisational structure. An organisation
facing 2 high level of uncertainty must have an information system, allowing for
constant updating on situations, with increased information processing activities.

Computer technology increases the capacity to handle the information flow.

The following charactenstics of information relate to organising as a

managerial function (Duffy and Assad 1989: 11)

» Internal and external information — internal information is relevant to

the organmisanon’s operations, e.g. budget reports and production
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schedules. External mmformanon omnginates in an organisation’s
environmental dimensions, we the political, social, economic,
technological and cultural dimensions. The higher the management
level, the more the informanon is likely to come from external

sources and deal with environmental issues.

Recurring and nonrecurring information — monthly financial statements
and other reports generated at regular frequencies are ‘recurnng’,
while ‘nonrecutring’ mformation 1s ad hoc in nature, eg. a
feasibility report on the construction of a swimming pool. The
higher the management level, the more ad hoc the information is

likely to be.

Documented and undocumented information - documented information is
available in some hard form, e.g. books, paper reports, diskettes,
microfilm or magnetic tape. Undocumented information is verbal
or a result of observation. Higher management levels rely more

than others on undocumented information.

The timing of information — an mstant flow of information benefits
operating, control-onented decistons, but strategic management
decisions need a flow over ttme to avoid random fluctuations

reflecting an untrue perspective.

Formal and informal information — formal information is
communicated through formal channels while informal information

can reach the manager by any means. Duffy and Assad 1989: 11
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maintain that the higher the level of management, the more

informal the information’s nature and sources are likely to be.

When the flow of information is hampered by organisational principles
entrenching bureaucratic structures and operations, e.g. hierarchy, centralisation
and specialisation, structural reorganising is called for. Modern technology has to
a large extent contributed to a flexible and easy storage and means of access of
information. Computers in the workplace have proven to be an effective storage
mechanism of information and data which can be accessed whenever needed. It
1s important that such information be updated regulatly to ensure relevance to
the latest policies of an organisation. Van de Donk & Frissen 1990: 28 state that
the free flow of information caused by rapidly developing informaton
technologies facilitates tich electronic communication, permeable boundares,
coordination through communication, fewer bureaucratic hierarchical levels,
interdependent  responsibilities, interdisciplinaty teams, organic form and

extended integration through strategic alliances. Schools do not exist m a
| vacuum. Information as a resource and as an element essential to the managerial
process should be dealt with structurally, to facilitate management’s ability to
understand the primary forces affecting their orgamsation. Graber 1992: 85
contends that to gather needed mformation, appropnate personnel structures
must be established. Network structures must also be created to handle rapidly
changing information in a dynamic situation. New information technology
creates a2 more open communication climate because 1t is easier to contact and
inform people. The use of modem technology also allows for the quick
dissemination of information and the retrieval of feedback. Graber 1992: 227 also

asserts that where machine communication replaces face-to face or telephonic
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contact, important noaverbal cues are lost. This could lead to meanings being

misunderstood.

Evalvation of information

Information 1s the resource required to make the function of control and
evaluation possible in any organisaton. Graber 1992: 47 states that all
orgamisations face deasions regarding the collecion and processing of
information complicated by the explosive growth of information and knowledge.
Control and evaluation are contnuous activides, which need to be effected
regularly to ensure information is constantly relevant. It must be noted that the
various management levels have different information needs. Schools need to
create specific information environments by selecting information sources and
deciding what to ignore and what to use. Graber 1992: 41, states that, changes in
the knowledge industry are continually changing the pattens of information
sources. Graber further contends that high quality information has the following

characteristics:

» Clarity: Information in the form of encoded messages that are

readily understood.
» Timeliness: Information that is up to date in all respect.

» Reliability: Information that is correct, unambiguous and

consistent.

» Validity: Information that is logically consistent and reflect real

condifions.
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» Depth: Information that is comprehensive and diverse to allow

adequate decision making.

It is clear that school managers need to construct clear policies for the
regulation and management of information. Secunty mechanisms also need to be

considered in controlling the flow of information.

Supportive technology

Computer software is becoming more and more available to the once
“deptived communities. It is therefore important that the modern day prncipal
equip himself/herself with the latest technology to ensure a smooth transition in
his/her role. Electronic communication and telecommunications enable the user
to move data to various locations. Managers can control and evaluate their
organisations information from almost anywhere in the world through
international networks (intetnet). It is envisaged that all schools would be linked
electronically via a networking system, which will aid in the quick transmission of
information. Regional and District offices of the education department will be
able to access information without delay if these structures are put in place.
Electronic communication will hasten service delivery as matters can be dealt
with speedily online. The collection, generation and transformation of
information will undoubtedly improve the communication gap that currently
exists with the implementation of electronic communication. Service delivery at

all levels will improve with such structures in place.

Controlling information
It is common practice for different professions to come up with codes of
ethics that seek to establish high standards of conduct for their members.

Otrganisations such as schools need to secure themselves to operate free of
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danger or fear. According to Duffy and Assad 1989: 234 as quoted by Schwell

2001: 263 information systems security comprises:

» Risk avoidance, eg. not linking to a public data communication

network (to prevent hacking),

» Deterrence of potential intruders, ie. making intrusion as difficult

as possible and publishing penalties,
» Putting safeguards in place to prevent intrusion,

» Detecting breaches of security timecously to prevent or contain

losses, and
» Correcting deficiencies exposed by incidents.

Controlling information involves monitoring and managing secutity
safeguards to protect the organisation’s assets, ensure the accuracy of records and
the effective and efficient carrying out of policy. O’Bren 1993: 552 warns of the

following computer crimes that can cause insecunity and danger:
» Theft of money by altering computer files through fraud,
» Service theft, i.e. using a computer system without permission,
» Software theft (including piracy),

» Data alteration or theft i.e. making illegal changes to data or stealing

confidential information,

» Destruction of data and software with computer viruses,
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» Malicious access and obsessive use of computers (hacking)
normally with the intent to steal or damage information. Electronic

‘breaking and entering’ without theft is illegal,

» Violation of antitrust or international laws and regulations, e.g.
using international telecommunication networks to effect trans-
border data flows that may violate the tariff, taxation, privacy or

labour regulations.

The control of information in schools is clearly justifiable. Information may
be stored in a privileged, confidential context, which is accessible to management
staff only. Despite the numerous risks involved in information management
computers and modern electronics continue to flourish with updated versions
flooding the market daily. It 1s also worth noting that security measures are also

being updated, to prevent computer hacking from escalatng.

Information and human development
There are schools within our South African seting that do not have the
facilites in keeping with modem technology. Hence such individuals,
organisations, communities and societies without the necessary skills and
technology are disadvantaged. Information, which 1s the vital resoutce of the
post-industrial world, is beyond the reach of the deprived, and the gap between

them and the advantaged is increasing rapidly.

There is a need for deprived mndividuals and communities to be empowered
to gain access to mformation technology. Mendel 1971: 168 states that if the

disadvantaged are not empowered to use information as a resource, computers
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will control their existence, creating ‘purposeless masses’ forced mto ‘sullen

withdrawal’ from meaningful existence.

Research conducted by Kok 1995: 25 reveal that a lack of mnformation
often prevents sustainable community development. Spier 1995: 39 states that
there needs to be a transformational response and a dispensation of direct
democracy where individuals and communities are enabled to manage their own
advancements. The prerequsites for a transformational response include
effective decentralisation and libetation management where the mindsets of
managers are changed from the traditional authoritarianism, secrecy, insensitivity
and arrogance to one of openness, accountability and transparency. A single
‘digital highway’, operating like an electricity or water supply system is proposed
as the physical manifestations of such a mindset. Spier 1995: 43 as quoted by

Schwella 2001: 268 hi-lights technological innovation as follows:

Tnfarmatics, the merger of telecommunication, computers, multimedia, print and
value-added networks in a university accessible utility is the one essential tool which furns
empowernient as a concepl into the capacity to deliver all development functions laslored fo
the snigue requiremients of each communily. Information is an abandant resource, not a
scarce commodity. There is in principle no barvier to the mulfiplication and dissemination

of knowledge’.

Masters and Joice 1993: 12 are of the opinion that informanon technology
has made distributed work easier and more affordable than ever before.
Employees, mcluding those with disabilities or chronic medical problems can
petform duties outside normal office settings. A common scenario in most
otganisations is the evidence of extensive use of information technology —

personal computers, fax machines, tele-text and electronic mail systems.
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Electronic mail (e-mail)
Electronic mail uses computer text composition and editing to send and
receive written information quickly, inexpensively and efficiently. In seconds,
messages are transmitted from the sender’s computer to the receiver’s. These e-

maif are tead at the recetver’s convenience.

Electronic mail has become popular with managers for several reasons. A
manager does not have to wait long for a response because information usually
can be sent, returned and recalled in moments. E-mails are relatively inexpensive.
E-mails have a positive effect on productivity by eliminating the need for papet-

handling steps required in traditional interoffice communication systems.

The Internet

The Internet 1s an international ‘network of networks’. It allows millions of
computers and other electronic devices of all kinds (cell-phones, portable
computers, pages and video cameras) to communicate with each other via
telephone lines and satellites around the world in 2n economical, easy to use way.
Today, the Internet is a public, co-operative, and self-sustaining facility accessible
to hundreds of muillions of people world-wide. Physically, the Intetrnet uses a
portion of the total resources of the currently exising public telecommunication
networks. The Internet is a single medium communication that can transmit and
receive all existing media forms between one organisation and another, or
between one individual and another, regardless of their geographical location.
The Internet 1s sometimes referred to as the “Net”. The significance of the
information age is that it has created “information societies”, societies that
depend on their economic survival on immediate access to large amounts of

information on a global scale.
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It must be noted that the Internet is a loosely configured, rapidly growing
web of thousands of corporate, educational and research networks around the
world. The Internet makes use of thousands of computers linked by thousands of
different paths. Anyone with 2 computer and a modem can get on the Internet.
Each message sent bears an address code that speeds it towards its destination.
Messages usually atrive in seconds; only on rare occasions do they vanish info
cyberspace. The Interet is like any other communications device in that a user
can get a busy signal With thousands of Intermet groups and e-mail lists,
sometimes the traffic is heavy and the user might have to wait a shorr time to

_connect to the system.

There is litde privacy of mformation sent over the Internet, although
finding methods to make information secure is a high priority of researchers and
users. It must be noted that because information on the Internet is potentially
available to almost anyone in the world, it offers many communication

opportunities.

Teleconferencing
Teleconferencing technology combines television and telephone
technologies to create a high fidelity communication tool that organisations can
use to facilitate discussions among people dispersed around the world. Unlike
tradiional conference calls over the telephone, teleconferencing allows
participants to see each other’s body language and to jointly view materials such
as charts, graphs, or even product prototypes. This is a means of communication

that could become a reality in many schools in the near future.
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Interactive television — a view of the future
According to Mersham & Skinner 2001: 193(a) television, as we know 1t, 1s
the most popular medium of mass communication used for entertainment and
education. In recent years there has been 2 move towards enhanced television —*
where the viewer of television is much more involved in the communication
process. These advances are turning television into 2 new excinng medium of the

future.

This technological move sees the television; Internet and personal
computer converge into a new ‘interacove television’. You can use your television
instead of a personal computer for the Interet and simple computing functions.
Many people would be more comfortable sitting in front of the television screen
than in front of their personal computer monitor. Advertisers like the idea
because interactive, web-enabled television allows consumers to make a purchase

instantly, without having to move out of their seats.

Interactive elements such as on-screen hinks, interactive panels and displays
during television shows and television commercials, as well as the expected full-
screen access to the Internet, are soon to grace your television screen. We will
soon see digital video recorder functions and digital video discs (DVDs) replacing

the famihar videotape and the video tape recorder (VCR).

DStv (Digital Satellite Television) is Multichoice’s package of pay channels
that subscribers receive via satellite. DStv offers 45 video channels, six data
channels and 51 audio channels (radio and music channels) on 1ts satellite service.
DStv reaches across Africa, with subscribers exceeding 500 000. Apart from
other interests, Multichoice Africa has direct investments in or franchises for

television platforms in South Africa, Botswana, Ghana, Kenya, Lesotho, Malawi,
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Mauninius, Namibta, Nigenta, Tanzania, Uganda, Zambia and Zimbabwe (MThIH

2000)

Digital Satellite Television (DStv) first introduced its range of interactive
channels at the end of 1999. The new data or informaton channels allow the
viewer to fmd out the weather forecast, access financial information, do
electronic banking, play games on TV with the remote control, access intellectual
puzzles and teasers, get daily horoscopes, obtain ‘as it happens’ news, sports and
business updates, and monitor 16 channels simultaneously on the screen. Further
mteractive developments, such as allowing viewers to select the camera-view at
sporting events and pay-per-view on demand of any programme, will characterise

the furure.

According to Berners-Lee et al,

http:/ /www.sciam.com/2001 /0501 issuc/ USOIbemers—lee.htmi#aqthor, The
sernantic web is not a separate web but an extension of the current one, i1 which
information is given well-defined meaning, better enabling computers and people
to work in cooperation. The first steps in weaving the semantic web into the
structure of the existing web are already under way. In the near future, these
developments will usher in significant new functionality, as machines become
much better able to process and mterpret (understand) the data that they merely

display at present.

‘The essential property of the World Wide Web 1s its universality. The
power of a hypertext link is that "anything can link to anything.” Web technology,
therefore, must not discriminate between the scribbled draft and the polished
performance, between commercial and academic information, or among cultures,

languages, and media and so on. Informaton varies along many axes. One of
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these 1s the difference between information produced pramanly for human
consumpton and that produced mainly for machines. At one end of the scale we
have everything from the five-second TV commercial to poetry. At the other end
we have databases, programs and sensor output. To date, the Web has developed
most rapidly as a2 medium of documents for people rather than for data and

information that can be processed automatically. The semantic web aims to make

up for this.

Like the Internet, the semantic web will be as decentralized as possible. Such
web-like systems generate 2 lot of excitement at every level, from major
corpotations to individual users, and provide benefits that are hard or impossible

to predict mn advance.

Knowledge representation
To enable the semantic web to function computers must have access to

structured collections of information and sets of inference rules that they can use

to conduct automated reasoning.

Adding logic to the web, essentially the means to use rules to make
inferences, choose courses of action and answer questions, is the task before the

semantic web community and viewer at the moment.

Rugbeer H 2002: 59 states that two important technologies for developing
the semantic web are already in place: eXtensible Markup Language (XML) and
the Resource Description Framework (RDF). XML lets everyone create their
own tags—hidden labels such as <zip code> or <alma mater> that annotate

Web pages or sections of text on a page.
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XML allows users to add arbitrary structure to their documents but says
nothing about what the structures mean. Meaning 1s expressed by RDF, which

encodes it.

The real power of the semantic web will be realized when people create
many programs that collect Web content from diverse sources, process the
information and exchange the results with other programs. Rubgeer H 2002: 59
states that the effectiveness of such software agents will increase exponentially as
more machine readable Web content and automated services (including other
agents) become available. The semantic web promotes this synergy; even agents
that were not expressly designed to wotk together can transfer data among

themselves when the data come with semantics.

A significant lesson of the above is that if it 1s properly designed, the

semantic web can assist the evolution of human knowledge as a whole.

A revolution in the office
Mersham & Skinner 2001a: 204 believe that one of the problems with
mobile office products and non-mobile office products is facilitating
communication between the two products. For example, getting a notebook
computer to ‘talk’ to a printer in the past meant re-plugging cables and moving
things around. Infrared solved some of these problems, but it was slow and

devices that used it to communicate had to be virtually on top of one another.

The new “Bluetooth” communication technology is set to revolutonise the
modem office. “Bluetooth” is a wireless standard that lets virmally any device
communicate with other office machines. Unlike mfrared, “Bluetooth” does not

require line of sight to work. “Bluetooth” is also ten times faster than infrared.
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“Bluetooth” works on the basis of tiny embeddings and inexpensive short-
range trans-receivers attached to mobile devices and office machinery such as
printers and digital copiers. Once a new “Bluetooth” device, like 2 cell phone,
hand-held or mobile computer comes into range, “Bluetooth” allows 1t to

communicate with similarly equipped machinery.

“Bluetooth” connects devices such as cell phones, printers, cordless
headsets, mobile PCs and computer networks, and automates all communication
protocols between them. If you wrte e-mails on your personal notebook
computer (PC) while travelling on an aircraft, the message will be sent
automatically as soon as you land and switch on your cell phone. One can forget
about long cumbersome cabling and connections between machines in the office.
Your notebook PC will communicate wirelessly with anything from the printer

and fax machine to the modem or mouse you happen to be using.

Mersham & Skinner 2001a: 205 state that all information between devices
such as Ia notebook and a desktop PC 1s automatically updated as soon as the
units are within range of one another. You could even transfer digital images
from a digital camera via your cell phone and the Internet to a PC anywhere in

the world without touching anything as antiquated as a cable.

“Bluetooth™ is in its infancy but devices equipped with the new technology

will increasingly become the norm in the information age.

Record keeping
Record managers today encounter a much wider range of records, paper-
based and electronic than they dealt with a few years aback. It must be noted that

even the strategies adopted for integrating and managing paper and electronic
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records will be subject to change over a period of tme. Record keeping
requirements must be addressed at the planning and design stage of systems
development, before the records are created. It is essential that all instirutes keep
and mamntain accurate records in line with management procedures and policies
as stipulated by the organisations code of practice. Record keeping must be in
strict accordance thereto to avoid discrepancies at later instances, which could
lead to possible conflict. A comprehensive records management programme
must focus first on analysis of the mformation in records and then on the
" medium on which the information is stored. Records managers recognise that
paper and electronic records need to be managed as part of a continuum of care.
Records and archives staff must be increasingly involved with the process of
records creation, use and maintenance; they cannot wait for creators to finish
using current records and then pass them along for storage and preservation
because the paper records and the electronic records are usually part of a single
system. Active involvement at the point of creation is undoubtedly the best
scenario in record keeping. Adaptation to an electronic environment needs to be
instilled at orgamisations so that the digitalisation process in education is

successfully embraced over a period of time.

It must also be noted that although it 1s easy to manipulate electronic
records, 1t is crtical to recognise that every time a record is updated or
manipulated in any way the tesults becomes a new record. Electronic records and
data are not the same thing and must be seen as such. Data comprises raw
unformatted information. It is easily manipulated, updated, edited, copied and
reused. Data lacks context and structure and 1s therefore meaningless on its own.

Records, on the other hand, derive meaning from their context and structure as
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well as thetr content. Records may be derived from data and data may be denved

from records. They complement one another.

Electronic records do not exist in isolaton. Individuals and organisatons
create them for specific purposes. To be readily accessible to others, electronic
records need to be captured in record-keeping systems, which must be updated

on a regular basis so that information stored, 1s relevant and current.

Cash management
Cash management involves the collection and expenditure of school funds
as requited by the organisation. These records need to contain the data to
evaluate the success of the programme and to improve its operation. The records

need to contain:

» Estimated total financial assets (cash and investments)

» Actual total financial assets held

» Interest received to date

»  Daily cash deposits

» Expenditure (weekly and monthly commitments)

It is essential that information systems be able to handle data pertaining to
cash management, which must be updated on a daily basis to ensure accuracy and
rehiability. Many financial computer packages offer these facilities, each at its own
price, each offering varying levels of data requirements. It 1s thus up to individual

schools and organisations to purchase packages that most suite their needs.
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Inventory management

Guidenhuys 1993: 599 states that inventory management is the function of
acquiring (purchasing or receiving as grants), holding and issuing of stock. Stock
is defined as an inventory of matenals and acquired goods used in delivery of

public services, such as education.

It is essenudal that all stock be recorded in a well-kept inventory stock
register / data system for easy referral. Proper records need to be kept of all
inventory transactions. It is also important that records are updated and a
stocktaking procedure is followed through annually. The inventory officer needs
to ensure that items that become obsolete, lost or damaged are removed/ written
off from the asset register once the necessary policy measures have been

complied with.

Staff and Leamer records

It is important that staff and learner details be accurately stored to ensure
speedy availability when the need arises. Information needs to be updated on an
ongoing basis. Such storage of information serves as a useful link between
parents and the school as well as between the school and the department of
education. A well-planned information network will adequately capture relevant
data about most aspects within the school. This is important so that when,
repotts are requested for; the relevant departments can access it speedily.
Educator and learner profiles should be adequately documented and stored to

ensure that such information is on hand when the need arises.

The electronic newsletter
Rugbeer H 2002: 61 contends that an effective way to promote a business,

goods or service on-line is through an on-line newsletter.
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We can either create our own newsletter or advertise our businesses in 2a
newsletter created by others. In most cases electronic newsletters are used to
mnform customers periodically about new product offerings, sales, discounts and
other promotions that ate on offer. Most browsers support html e-mail, which is
e-mail that can also display graphics and text in colour. This means that e-mail
can be used much like standard print media, but often at a fraction of the cost of

design and delivery.

Rugheer H 2002: 61 further states that electronic newsletters can also be
used to generate revenue where they contain some form of advertising for
products, whether offered by the same business or by other businesses. In
forging relatonships with other on-line ventures, links with affiliates can be
inserted into the newsletter. The insertion of codes keeps track of customers that
have clicked through on the inserted link and purchased something on-line. In

this way, referral commissions can be earned.

It is also possible to sell sponsorships of newsletters to companies that are
interested in their audiences. Conversely the sponsorship of newsletters from

other companies is effective if their target audiences correspond to that of the

Orgamisation.

From a marketing perspective, newsletters are an extremely cost-effective
way of advertising. Rugheer H 2002: 61 further states that subscriber e-mail lists
generally exhibit a lot of ‘chumn’ (that is, people imtially subscribe and then
unsubscribe to a variety of newsletters) unless the newsletter provides quality
content that keeps audiences and customers coming back for mote. For example,

although some visitors sign up and agree to receive mailings along the way, they
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may be imterested only in registering for a once-off compedtion and will

unsubscribe unless your content continues to interest them.

e- Education

In a South African context, the concept of e-Education revolves around
the use of information and communication technology to accelerate the
achievement of national education goals. e-Education is about connecting
learners to other learners, educators to professional support services and
providing platforms for learming. It is envisaged that e-Educanon will connect
learners and teachers to better information, ideas and one another via effective
combinations of teaching and learning methodology. Employees can tap into a
knowledgebase from almost anywhere. Workers or learners are not time bound,
they can engage in e-learning at any time—while commuting, travelling, or
waiting in line making distance leamning a reality. Interactive support in learing is
possible when completing e-degrees, which are become common throughout

most institutes of higher learning.

Education for human development in a learning society requires
collaborative leatning and involves focusing on building kaowledge. These
changes anse from shifts in educational goals, and from new concepts in learmng
and knowledge creation. Expenience worldwide indicates that information and
communication technology does play a pivotal role in transforming the process
of education and training. It is noted that information and communication
technology can enhance educational reform by enabling teachers and learners to
move away from traditional approaches to teaching and learning. In a
transformed educational environment there is a shift from teacher-centred, task-

otiented, memoty-based education to an inclusive and mntegrated practice where
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learners work collaboratively, develop shared practices, engage in meaningful
contexts and develop creative thinking and problem solving skills. Field learning
can become a great success. Employees can leam on the job, wherever and
whenever the information is most useful. Goverament initiatives are on the
increase to promote information and communication technology in schools and
mndustries. It is up to teachers and learners alike to take advantage of the situation
and to acquire sound technological skills so that knowledge construction 1s based
on sound reasoning.

Benefits of e-Learning

The following are the main benefits of e-Learning:

> Employees can tap into a knowledgebase from almost anywhere.

» This results in increased productivity since information can be
accessed from the most remote areas. Workers or learners can
engage n e-learning at any tme—while commuting, travelling, or

waiting in line.

# Field learning can become a great success. Employees can leam on

the job, wherever and whenever the information is most useful.

» As soon as they learn something new, learners can add to their

knowledge base nght from the field

According to Frankola 2001: 14 people attending a lecture remember only
5% of what they heard. e-Learning can do much better through stimulations,

probing discussions and practising skills.
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The Mindset nerwork
Education and communication are vital to the improvement of South
Africa and every developing country’s society and economy. In many mstances,

the only way to reach the population is by satellite television.

US-based PanAmSat Corporation has provided the mindset network with
access to the necessary transponder, with a variety of leaming channels, which
learners and adults alike can follow and enjoy, at the same gme building on their
knowledge base. The Mindset Network’s pioneering mitiative to bring
educational programming to people across South Africa is fast reaching and

could be a model for other countries to follow.

Through this iniiative, the Mindset network will potentially be able to
reach virtually every school across South Africa to deliver much needed
educationzl programming. PanAmSat 1s acovely involved largely due to the
phenomenal benefits that education will have on the country. Many researchers
involved in technology contend that South Africa is one of the fast growing areas
in the wotld in terms of using satelhite technology. It is also noted that the
continent has poor infrastructure and a spread out population. People live in
utban areas and vastly remote areas. For a relatively small monthly subscription,
connection is made possible. Ann Lamont, who is the chief executive of Mindset

states

“..# is through television and the internet that we can fulfil Nelson Mandela’s dream to
make every home, every shack, every rickely structure and every under-resonrced school a center of

learning. Satellite technology is the key o making this happen.”

349



The Mindset network offers mathematics, science and English support
lessons for learners and educators at secondary school level via its educanon
channel. The initiative is supported with supplements published in the Sunday
Times as well as a website, www.mindset.co.za. and call center with tratning for
schools. Mindset also has a channel, which focuses on HIV/Aids awareness, with
cliinics the primary audience. Future channels to be launched also include

entrepreneurship.

With a global fleet of some thirty satellites PanAmSAt is one of the world’s
top three satellite operators for the dehivery of news, sports and other TV
programming. It is capable of reaching more than 98% of the worlds population.
With satellite technology, the future of the South African continent looks very
bright indeed if all educational institutes embrace the challenge of becoming
active participants in the search for knowledge and information, which would

impact pdsitively in the dynamics of teaching and learing.

The 21" century classroom

The transition towards a knowledge-based economy accelerates in leaps
and bounds on a daily basis. Thus, learners must have access to communication
and mformation technologies in the classroom to meet this challenge. Without
these tools, learners will lack the necessary computer skills to compete in 2 digital
wotld. Deploying computers in classrooms and connecting them to the Internet
will enhance the learning process by providing learners and educators with access
to information and teaching materials from around the world. In addition, as a
result of the fiscal constraints and rising costs facing public schools, informaton
techaologies that offer new opportunities, efficiencies, and improvements in the

education process are highly desirable.
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According to LeLoup & Ponterio 1995 hap://www.cortland.edu/

www/fteach /articles/nyscea.html it is not suggested that every classroom needs
to be outfitted with the entire panoply of state of the art electronics. Learners can
have accounts and from computers in their labs they can exchange e-mail with

other learners from around the wordd.

‘The lack of access in schools widens the gulf between the prvileged and
the economically disadvantaged in soctety. In addition to equipment purchases
and network access, educators must receive additional training if they are to use
these technologies and teach their leamers to use them. Rugbeer H 2002: 83
contends that South Africa can be characterised as a country where people in
urban environments suffer from cognitive over-stimulation, caused by
information overload, while at the same time rural people suffer from cognitive
under-stimulation. It is not unusual to find an urbanite engaged in conversatons
with more than one-person at the same time while watching television, listening
to the radio or daving in a busy street. Audiovisual samuli are presented‘a]most

everywhere in ctties and constantly tug at our sub-consciousness.

At the same time rural inhabitants complain of the drudgery of daily
routine, with nothing to do for recreation after work or during weekends. This
has led to a century and a half of steady mugration from rural areas to cities.
When rural people move to the urban areas they of course are even more prone
to suffer from an information overload than their urban counterparts. If a person
does not have the ability to grasp this information, information becomes the
equivalent of noise. People who are subjected to information overload disphy

stress symptoms. It must be noted that the knowledge that a child from a rural

351



area has is not inferior to that of an urban child, just different, because

knowledge is optimised from the environment in which a person subsists.

Efforts to globalise South Africa

Sebe Zwane is the mformation officer responsible for information
dissemination i the Government Communication and Information System of
South Afnca (GCIS). According to Zwane GCIS is on the verge of launching a
project of connecting rural South Africans to communications networks. The
GCIS 1s working in conjunction with the Department of Communication and
Telecommunication of South Africa. Multipurpose centres (MPPC) will be set up
in municipal districts where people can visit these centres to gain access to
communication systems. These MPPCs will operate on the similar principles as
libraries. These centres will be equipped with telephone facilities; fax facilities,
computer and Internet facilities. The aim is to make information and electronic
commumication easily accessible to people who are far removed from the urban
environment, thereby eliminating the digital divide between urban and rural

communities.

According to Quadir 2000: 84 successful business realise that the broader
the base of talented workers and prosperous customers, the greater their own
rewards. New computing and communication technologies offer an
unprecedented chance to create vast new markets while lifting bilhons out of
poverty. According to Quadir, India has taken great strides in reducing the cost
of electronic communication so that even the poor could communicate using cell
phones. Such imtiatives have fed through to new investment and more business

start-ups. The crucial poverty in the world today is one of imaginaton.

352



Booth 2000: 8 contends that there is a concerted effort in South Afnca to
provide telecommunications to people in previously under serviced areas.
Vodacom’s subsidised public-access community phones are generating in excess
of 30 million calls per month in South Aftica’s disadvantaged areas at affordable

rates tO users

Conclusion

The manager must recognise that the management of information in
education is subject to several critical 1ssues. It is envisaged that the department
will develop standardised templates for management of statistical analysis, record
keeping and reporting. Standardised formatting will create a degree of secunty in

information management i schools.

'The impact of information and information technology are also explored.
It 1s important that teachers, managers and administrators have the knowledge,

skills and support needed to integrate information communication technology in

teaching and learning,

In chapter 13 I explore the field of labour relations and its impact on the

employee-employer relationship.
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CHAPTER 13

INDUSTRIAL RELATIONS

Introduction

The subject of industnal relations has received much prominence in recent
tumes. One of the possible reasons for this is that it has a popular appeal, which
very often makes headlines. Strikes, redundancies and union actions are regular
features of the news broadcasts and newspaper articles. With current
developments in labour legislation and its practical implications it is necessary for
human resource managers to understand the organisational rights of personnel
within the framework of the organisaton and the profession as a whole. In this
chapter I outline the important, mtegrated role that industrial relations play on

employees in an organisation.

Definition of Industrial Relations
The web of industral relations has grown phenomenally and has become
highly complex with the development of an industralised society. Justin 1994: 12

defines industrial relations as follows:

“Tndustrial relations is an interdisciplinary field of study which concerns tiseff with
the continnous processes of control over the dynamic individual and collective relationship
between workers and managemient in organisations, functioning within the wider
environment, with a view lo defermining the conditions under which work is done so that

the needs of both parties are addressed.”

From the above definiion it become apparent that the field of

industrial relations embraces some of the following factors:
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» Rules and laws

» Ideology

»  Collective bargaining

> Power, conflict and trust
» Psychology

» Economics

It 1s important for managers at school level to recognise the importance of
labour relations when interacting with employees at all level. It must be noted
that applicable laws, which are firmly rooted in govemnment policy, govern

mdustnial relations.

Industrial relations in the workplace

The field of industrial relations in South Africa 1s one of the most dynamic
subsystems influencing organisations. It is dynamic because of the constant
changes occurring in the macro-environment within which employees and
employers function, (Kochan, 1991) One of the key factors for the growth of
industrial relations as a topic is the increasing amount of laws relating to the
employer/employee relationship. Almost all areas of the employer/employee
relation are governed by some legal rule. Industrial relations in the workplace are
important for many reasons. If relatons between the workforce and management
are good then the enterprise has a good chance of being successful. Green 1988:
3 states that good industnal relations are based on correct attitudes like trust,
confidence and honesty, good personal relationships between employees, sensible

workable agreements and above all a willingness to work together. Industrial
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relations to a large extent dictate the terms and conditions of employees, which

are negotiated at negotiation bargaining forums.

Trade unions

Dunng the last few years unionism in South Africa has changed
considerably. Trade umions have their overall aim that of protecting and
advancing the interests of their members. Employees join trade unions, which are
committed to collectively addressing their aims and aspirations as workers within
a larger work force. Trade unions also strive to protect and improve the working
conditions of employees. Trade unions have long since identified with labour and
have sought to act politically by using their representational powers. Trade unions
try to influence government policy regardiess of which party is in power. Some
contentious 1issues, which have been debated by unions, include law reform,
health and safety, social welfare, economic policy and even foreign policy. The

aim of this is to provide a better working life for their members.

The specific function carried out by unions change over time. Annual
negotiations have widened as regards pay issues, conditions of employment,
employment equity, leave measures, post provisioning norms, pension matters,

promotons, and leave measures for educators.

The management of industrial relations
The industrial relations function in any organisation needs to be managed.
Union policy to a large extent prescribes the working dimensions of the union
structures within a particular site group. In the South African educational setting
educator unions play a pivotal role in negotations pertaining to the educator in
his/her work environment. Recognised labour unions include SADTU, APEK,

NATU, POPCRU, NAPTOSA, and COSATU... Union matter