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ABSTRACT

The study examined the transformational leadership role of the principal in schools. It
sought fo ascertain whether school principals have the capacity to implement the new

educational changes that the educational system in our country seeks to implement.

The study depicts the views/perceptions of Primary and Secondary school principat from
Camperdown district; a district which serves predominantly conservatism people. The
district proves to be associated with, rural conservatism a factor which is a challenge to

transformation.

A questionnaire comprised of closed and open-ended questions was used to establish the

scope of the study.

On the basis of the research, the study concluded that most of the principals in the areca
studied, were indeed grapping with transformational. There are quite a few areas in
which the school principals in their leadership abilities need to develop in order for them

to be able to implement educational changes as duly required of them.

e The provision of transformational strategies to enhance the quality of education in
school.

¢ The availability of wransformational structures to meet the challenges brought by
educational changes.

e Capacity to deal with change.

* Monitor transformational processes.
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CHAPTER 1

THE TRANSFORMATIONAL LEADERSHIP ROLE OF THE SCHOOL
PRINCIPAL

1.1 BACKGROUND TO THE STUDY AND ANALYSIS OF THE
PROBLEM

The creation of the new education policies in post-apartheid South Africa ((i.e. 1994
onwards) brought about a number of drastic changes on how educational matters
should be understood, handled and practiced. The educational changes were inter
alia meant to bring about redress, equity and upliftment of the quality of life of all
South African citizens. The creation for the first time of a single education
department brought about a new ideal that every South African citizen receives an
equitable standard of education in the whole of this country (Educ Inc, 1996-7). This
ideal necessitated that the school leadership should attempt to cultivate and liberate
the talents of all learners without exception. This added a new challenge to school
leadership, namely that the school principal should find practical and educationally

acceptable solutions to meet this ideal.

For this ideal to succeed and for the South African people to benefit from this new
dispensation, it became apparent that schools as govemment sites need to provide
leamers with good education. Bhengu (1995:01) sees good education as a type of
education that will prepare learners in a manner that will ensure that they contribute
significantly to the reconstruction and development of this country. Bhengu (1995)
further points out that good education is the key to individual fulfillment, national
growth and international competitiveness and this is the ideal that the government is
aspiring to. Unfortunately the past education legacy had not attempted to meet this

ideal.



The success of the introduction of the new educational ideal as described above calls
for the readiness of the school principal to institute strategies and programms that will
ensure effective enhancement of the capacity of all the school role players. Also to
achieve this ideal, school principal’s need to attempt to provide all role players
including educators with conditions that are conducive to their development and
growth. In the final analysis, such conditions will help ensure that the educational
goals arc attained. According to Maslow (1968:173) an appropriafe environment
create opportunities for growth. This is the ideal that our education system intends
getting to.

All the educational changes cited above call for the school principal to adopt a
transformational leadership role in his/her attempts to achieve these desired changes
because the interpretation and translation of educational policies into practice rests
with the leadership at a school level. Bass (1981) asserts that the school principal is
perceived to be the best situated leader who can make a positive impact in the
achievement of the needed educational reform. Maxcy (1994:134) and Fitz
(2000:130) confirm Bass’s view when they state that any attempt to bring about
change and development in the school should include school principals for the

principals have the potential to enhance developments.
1.2 STATEMENT OF THE PROBLEM

Schools are continuously faced with a number of changes in the name of restructuring
and improvement (Barnett, 1999). Despite the enactment of progressive legislation
by the State and the pronouncement of educational policies by the Education
Department to ensure that the transition during change takes place smoothly in our
education, life in schools continues to deteriorate. For instance, our system of
education is failing to deliver a value added quality product due to the incapacity of
school principals. Thus, the challenge rests with the school principals to assume the

- responsibility to bring about improvement (MacBeath, 1998:25).



Also, the education system prior to the socio-political dispensation of 1994 had failed-
many communities. The s_tandard of education was deteriorating despite the fact that
government was pumping more money into education. There is now an urgent need to
redress this situation and this becomes a challenge to educational leaders and in
particular the school principals to ensure that visible change takes place in their
schools. Put differently, school principals must not just say educational renewal is

taking place but it must be seen to be taking place.

The attainment of the proposed educational goals also requires that school principals
create supporting structures for educators and all the role players that will ensure that
the quality of what is offered is improved. Such structures will in the main ensure
that the changes that are taking place at school are continuously evaluated. Since
change by its very nature is also ambiguous, it is necessary that the school principals
come up with developmental programmes such as the “rookie round table” and “team
teaching” which will ensure that the educational changes are implemented, monitored
and improved. Although developmental programmes have been established, in most
schools little or no change is evident; business in schools continue as usual e.g.
schools are struggling to maintain a positive culture of teaching and learning, the pass
rate, particularly at Matriculation level continues to improve at a snails pace and
schools lack the infrastructure to support teaching, and leamning. All of these
challenges compel that the school principal assume the responsibility to bring about

improvement.
1.3  AIMS OF THE STUDY

It is against the above-sketched background that this study seeks to investigate the
transformational leadership role of the school principal. In specific terms therefore,

the aims of this study will be:

' 1) To examine the transformational strategies designed by the school principal to

enhance the quality of education in schools.



2) To examine structures that have been put in place by principals to meet the
challenges brought about by educational changes in South Aftrica since 1994.

3) To analyze and evaluate ways and means principals use to monitor the
transformational process in schools.

4) To examine the capacity of the principals to deal with change.
1.4  ASSUMPTIONS UNDERLYING THE STUDY

Whilst it is accepted that transformational leadership at school level. This is a tool
that can be regarded to improve/change the manner of education delivery, the

following assumptions, however challenge this view.

(a) Most school principals lack capacity to be transformational leaders.

(b)  Principals are not ready to accommodate, and implement the new changes in
the system of education. ‘

(c) School principals are not committed to the delivery of service as duly
expected of them by the school system of this country.

(d)  The school principals do not have in place strategies and structures to improve
and develop schools.

{(e)  The principals do not communicate as expected to all stakcholders i.e.
educators, learners and parents about the expected changes in the education.

(f) On going conflict between school principals and other stakeholders in school
¢.g. parents undermines the transformational leadership role of the school

principal.
1.5 RESEARCH QUESTIONS UNDERLYING THE STUDY

On the basis of the above aims and assumptions this study will attempt to answer the
following questions:

e What are the school principals doing to enhance the quality of education?



e What strategies have been put in:place in the school to meet the challenges
generated by changes in the education system since 19947

o Do school pﬁncipafs have the required capacity to meet the new challenges
brought about by the changes in the education system?

e How cffective are the structures that have put in place by principals to deal with
change?

1.6 MOTIVATION OF THE STUDY

It is the school principals that have to create enabling and learning environments for
every person under their leadership in order to grow and develop to their full
potentials (Hoplan, 1996). However the researcher is of the opinion that there are no
significant changes with regard to the improvement of quality of what is offered in
schools particularly in most of the under privileged schools. The same goes for the
learning environment where learners are prepared. Most schools have no clear
direction as to where they want to be in the short and long them. This suggest that
the legacies of the past education system with all its inadequacies are still in place and
there seem to be a lackadaisical attempt to eradicate them on the part of the school

principals.
1.7 DEFINITION OF TERMS
1.7.1 LEADERSHIFP

The enactment of new educational policies chalienges the school to move forward
with a view to produce the desired educational changes (Davidoft, 1997). This places
leadership at the top of any school’s framework. MacGilchrist (1997:14) asserts that
the improvement of quality education needs to focus on leadership. Leadership is
about tasks and people and the two are a necessity in the achievement of the school

‘goaIs (Bryman, 1992). The attainment of the school goals will require the leader i.e.



the school principal to adopt particular behaviors that will ensure that the goals of the

institution and those of the system of education are attained.

According to Deal (1987) leadership determines the quality of what is happening (in
school). It focuses on building and maintaining an organizational culture. Yukl
(1994:05) views it as the influence processes affecting interpretation of events for the
school, the choice of objectives, the motivation of teachers to achieve the objectives
and maintenance of co-operative teamwork and relationships. McPherson (1985)
regards leadership as the exertion of an intentional influence by the leader to the
followers. It sets the tone for change and direction of the organization (Morrison,
1998:207). Schein, (1985) asserts that leadership aims to give direction, purpose and

movement.

The school principal as the school-designated leader should assume this responsibility
with the view to improve the delivery in schools (Day:2000).

1.7.2 TRANSFORMATIONAL LEADERSHIP IN THE SCHOOL
CONTEXT

Transformational leadership entails raising each other’s motivation and sense of
higher purpose. The assumption is that increased capacities and commitment are

assured to result in extra effort and great productivity (Leithwood, 2000).

Bass in Geijsel (2000:309) defines Transformational Leadership as composed of:
s  An idealized influence, which mvolves being role models for the followers.
o [ntellectual stimulation that involves stimulating followers’ efforts to be
innovative and creative.
s Individualized consideration that involves paying attention to each individual

need for achievement and growth.
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For the purpose of this research, it is asserted that transformational leadership is
essential for meeting the challenges that schools are faced with because changes that
have been introduced to the country’s schooling system with a view to providing
quality education to all, are a necessity in improving the quality of lives of the South

African citizens.

Leithwood (1998) supports this view when he asserts that the term is refatively used
when schools are up for restructuring and transformation. Leithwood (Barnett et al,
2061) further points out that for school principals to qualify as transformational
leaders, they have to

e open up to community influence,

¢ become more accountable to changed govemance structures,

e clarify standards for content and performance and introduce related changes in

the approaches to teaching and learning.

Transformational leadership aims at professionalizing teaching that other forms of
leadership e.g. transactional leadership have failed to do. This form of leadership
aims to increase educaior expertise by allowing the educators to attempt to meet
higher needs of individuals such as growth and fulfillment. To Maslow (1968:173),
the provision of the appropriate environment that allows this to happen create

opportunities for the educator to reach their true selves.

It is without any doubt therefore that the focus of the transformational leadership in
schools is beyond improving the curricular activities but is aimed at influencing
orgamizational building, developing a shared vision and creating productive work
cultures. Thus it is compelling to argue that the transformational leadership role of
the school principal is the key to the improvement of the educational standards in our

educational system.

1.8 RESEARCH METHODOLOGY



This study sample will be drawn from Primary and Secondary School Principals of
the Camperdown District in the Durban South Region. The researcher will use
empirical survey to obtain the necessary data i.e. questionnaires will be administered

in all the schools that have been randomly selected.

19 FURTHER COURSE OF STUDY

The entire study will be structured as follows:

¢ Chapter 1 provides the general orientation to the study stating the problem and
the aims of the research.

o Chapter 2 will provide an in depth review of the hiterature. It will further cover
the theoretical framework of the transformational leadership role of the school
principal .

e Chapter 3 will look at the methodology and research design.

e Chapter 4 will focus on the analysis and interpretation of data gathered.

e Chapter 5 will present the recommendations of the study.

1.16 CONCLUSION

This chapter served as an overview on the problem of the study. The next chapter
will focus on the literature review on the transformational leadership role of the

school principal.



CHAPTER 2

LITERATURE REVIEW

2.1  INTRODUCTION

This chapter will review literature on the transformational leadership role of the

school principal.

2.2 LEADERSHIP IN THE SCHOOL CONTEXT

Dunford (2000:16) asserts that schools are complex systems comprising elements
such as people, curriculum, assessment and many more. To be effective they need to
be well managed but to excel they need to be well led. Deal (1987:06) concurs with
this view by stating that quality leadership greatly determines the quality of what is
happening in the school. Charlton (1993:ix) argues that quality of life in schools is
dependent on the quality of leaders ie., effective inspiring leadership results to
committed competent followers. The school leadership must therefore set direction
for changes and development and further support change that has been developed
(Morrison, 1998:208).

The complexity of the school requires the school principal to attempt to transform the
traditional culture of the school. With the advent of democracy in schools, leadership
should be regarded as a shared enterprise (Grace, 2000). Steyn (1999:133) refers
Grace’s to view that requires the readiness of the school principal to share autonomy

iS necessary.

It is thus important that the school principal start realizing that they have besides
them, educators that need to be utilized. MacBeath (1998:29) argues that educators
must be helped to cross the threshold of the classroom and be able to accommodate

the new demands and expectations. MacBeath (1998:148) further points out that



educators are more likely to make changes when they perceive the relationship with
their principal as more open, collaborative, facilitative and supportive. According to
Day (2000:13) this mmplies additional responsibility for school principals that they
must be able to influence, to inspire, to stimulate and to motivate their colleagues.
However this task 1s much easier in secondary schools than in primary schools due to
the specialization and the diversity of what is offered. The diversity makes it easier
for the school principal to delegate authority and leadership to other organizational
members {Deal, 1987).

O’Brien in Senge (1990:140) appeals to the school leadership to provide educators
with enabling conditions to achieve the desired educational goal. The existence of a
fairly good environment makes people to reach higher and this levels of achievement

is what school leadership should aspire to attain (Maslow, 1968:173).
2.3 BACKGROUND TO TRANSFORMATIONAL LEADERSHIP

The reality in South African education reflects that a lot is being done to bring about
redress, equity and upliftment of the quality of life of all South African citizens. The
enactment of South African Schools Act (Act 108 of 1996), its input and the
continuos revision of the Employment Act for Educators (Act 53 of 2000) are all
relative indicators that show the concemns of the Department of Education and its

commitment to the improvement of the education standards in our country.

It is important to note that despite all these attempts, our education system is failing to
produce the desired educational goals especially amongst the disadvantaged
communities (Singh et a/, 2002:56). The inability’s of school principals to achieve
the desired ends are always associated with the lack of funds and physical resources
(Singh, 2000:51). These reasons for the failure of schools do not hold true. There is
a lack of commitment as well as the rejection of the culture of teaching, learning and

the provision of essential service to the learners by the educators (Steyn, 1999:357).

10



Notwithstanding claims about inadequate supply of resources, it is maintained that the
school leadership can do more to improve the (status quo). Steyn (1999:357) argues
that the acquisition of fund and resources is not the only key to the improvement of
quality education. Transformation can also depend on the effective utilization of
available human resource and the application of transformational leadership. Singh
{2000:56) concurs that it is necessary that the school principals must employ effective
leadership strategies that will involve shared involvement, collegial management and
ownership of the school with a view to eradicating the bureaucratic and autocratic

control which is prevalent in our schools.

Such strategies are based on the assumptions that the members of staff are partners
with a view to encouraging co-operative decision-making as well as recognizing the
professional development of staff. Masoge (1997:196) argues that educators as well
as all other relative stakeholders have been given little scope to be involved in school
related issues. Singh (2000:56) sums this aptly when he says that, without
involvement there is no commitment. When educators are given the opportunity, they

become accountable and responsible for their actions.

According to Chatterjee (1998:151) the school principals need to create a condition of
giving. This condition is based on the encouragement of personal growth of all and
each time one takes a responsibility; the person is actualizing the self (Maslow,
1972:47). To give is to grow and that on its own is an expression of the ability to
accommodate other people (Chatterjee, 1998:134). The underlying assumption here
is that increased capacities and commitment are assured to result in extra effort and

great productivity.

As Singh (2002:58) affirms, if capacity is enhanced, a sense of autonomy and
interdependence amongst the educators will be developed and improved. This is

arguably one of the desired educational changes that our education system envisages.

11



24 SELECTED - KEY STRATEGIES TO TRANSFORMATIONAL
LEADERSHIP

24.1 VISIONING  AND DIRECTION THROUGH STRATEGY
FORMULATION

Leithwood (1999) in Day (2000:15) asserts that in an attempt to change the school,
the leader has to develop a vision for the school. Developing a vision presupposes
providing followers with a prescription of the type of behavior the followers must
adopt. This provisioning is necessary for edncators to actualize their potential
(Maslow, 1972:53). It becomes necessary for the school principal to provide
structures that will ensure that followers see opportunities that were not there at all
(Leithwood, 1998). Educators need to have an understanding of the target and
performance criteria (MacBeath, 1998:30). The vision exists when everybody
participate in the creation and maintenance of the school vision. It must be noted
that the lack of the vision should be regarded as one of the tools or recipe for the

downfall of the schoo! (Charlton, 1993:06).

The KwaZulu-Natal Master Strategic Plan’s mission Statement on Education
(1999:16) calls for schools:

“ ... to create an effective and efficient education system by developing and
nurturing professional expertise and administrative competence and which
through redress brings about quality in education al provision.”

This implies that at school level strategic planning should take cognizance of
individual educator’s contribution to the development of the school and those of
collective teams within the organization. It becomes the principals’ role to enroll all

the school educators in an attempt to develop the direction/vision of the school.

12



The school principal needs to make use of formal and informal approaches in
ensuring that the direction is set for the school (Leithwood, 1999:59). The idea of
sharing with all the other m-cmbers of the school provides direction and helps to draw
power for change (Fullan, 1991:82). Sharing presupposes creating new
understanding of the reality and expectations of the school. As Leithwood
(1999:120) suggests, educators need to have clear sights of the direction that the

school is pursuing.
2.4.2 CHANGE MANAGEMENT

The development of the vision and its implementation by the school should take note

of the following aspects of change management.
2.4.2.1 Complexity of change

Morrison (1998:13) argues that the conditions under which schools operate constantly
call for schools to match the demands of the environment. Schools should not
operate in isolation of the environment they serves. This calls for the school principal
to think of ways in which the schoo! can respond to the environmental needs and
challenges. Clearly, it is evident that effective change and change management is a
conditio sine qua non for the success of the school. Morrison (1998:17) further
assets that change occurs when the need is there for it to be so. The biggest challenge
facing school principals is to creatc the need for change. It must be planned and
sequenced tactically and this must be underpinned by a vision. Since restructuring
comes with an overload of changes, it becomes necessary that the school principal as
a leader prioritize the necessary goals that are to be attained. However, it must be
understood that change whether good or bad puts greater demand on the people of the
organization (Fullan, 1991). The need for prioritization is the resuit of the ambiguous
nature of change (Channer, 2000:23). This calls for the school principal in their
léadership role to help educators cope the overload of changes. Educational policies

which is our major concern need to be gradually introduced, interpreted and

13



implemented. This will ensure that the people understand and embrace the new the
new challenges and expected development. The gradual introduction of the
educational policies will ensure that the school becomes the sight for learning, which

1s the primary task of leadership (Senge, 1994:68).
2.4.2.2 Clarity on goals

According to Nanus (1992), developing a vision for the school is like developing an
attractive future for the organization. This might take a longer period/time to achieve
than expected. It is necessary for the school leadership to adopt goal-setting
approaches within vision building. Goal setting ensures that the organizational
members achieve the desired ends at a specified given time (Leithwood, 1999:69).
By its very nature, goal setting creates high expectations to the one who has to
achieve the goals.

Dunford (2000:153) asserts that it is of vital importance that people know exactly
what is expected of them. This will on its own empower the head of the school to
challenge under performance when the need arises since every one knows the roles
and what is expected of them. If educators are inspired in this way, their work will be
more challenging and interesting. The real desire for every school is to sec greater
commitment of educators in their work and setting direction is a means to achieve

such end.
243 STAFF/PEOPLE DEVELOPMENT

Transformational leadership also ensures that the focus of change or development
rests with the learning school (Ribbons, 1994:56). Handy (1991) defines learning
organizations as organizations that are capable of encouraging learning in their
school. A learning organization is characterized by a community of professionals
amongst its educators (Tschanen, 2000:253). Tschanen (2000:253) further points out

that the aim is to develop mutual respect where educators reflect on their practice, of
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openly classroom about practice, collaborate and the develop collectively. All of
these are aimed at increasing trust, respect and communal experiences amongst the

educators (Sharon, 2000).

Megan (2000:249) concurs that the leaming organization is the one that readily adapts
to change, works efficiently and continually and improves its effectiveness. It is
believed that the people who are Workiﬁg within the learning orgamzation are part of
a shared, social construction of meaning common to all members of the organization
(Sharon, 2000). To Fullan and Hargreaves (1992) it is important that the school
principal works on the following atiributes of effective schools that have a bearing on

the developments of educators:

o Purposeful leadership of the staff by the head.

e Involvement of educators in attaining the school goals.

e Consistency of the educators in achieving set school goals.
e Intellectnally challenging teaching,.

s  Work-centered environments.

Staff development begins with the school principal becoming a head learmmer who
ensures that both learners and educators adopt the learning habit. If this is done, the
principal will be able to identify the developmental stratcgies required by each
educator as well as the educator learning processes (Davidoff, 1997:69). When such
an opportunity arises, the institution becomes the workshop where educators will
develop their own leadership skills that will in future make them become leadership
substitutes (Sergiovanni, 2000).

The success of achieving the goals of staff development must be driven by a strategic
plan that will cater for the individual development. Tschanen (2000) proposes that
the school principal might adopt the two strategies to promote leaming and

collaboration amongst staff members.
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o Rookie round table
Tschanen (2000:254) views the Rookie round table as a vehicle to inform and
acquaint new educators in the field about school policies and procedures. Moreover,

the round tables are a vehicle for collaboration.

e Team teaching
This is a vehicle to facilitate class-disciplining instruction with a view to further the

goals of the school (Tschanen, 2001:254).

Blasé (2000:135) further proposes the following six strategies that can be employed
by the school principal to develop professional growth amongst the staff members.

e Emphasizing the study of team teaching and learning.

e Supporting collaborative efforts amongst educators.

s Developing coaching relationships amongst educators.

¢ Encouraging and supporting educators to redesign school programmes e.g.
curricular design. .

¢ Applying the principles of adult learning, growth and development to all staff
phases of staff development; and

s Implementing action research to inform instructional decision-making.

The greatest challenge facing the school leadership is to see the greater involvement
of educators in their professional development with the head taking the initiative as
the head learner. The overall reason for developing people is to support the
professional mission of the school, which is what educational institutions are for
(Fullan, 1993). Above all, the professional development will ensurc that the

potentials of educators are developed.
Dufor (1995:05) and Castetter (Steyn, 1999:206) regard the failure of the school

principal to develop the human capital as one of the failures to meet the

organizational goals. The school principal should not underestimate the potential that
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can be used to achieve this end. The school should be used as a place where people
continuously join together to learn regardless of age, occupation and home address
(Senge, 1194:487). Educators should form part of learning to create challenges in

their work.

It has to be accepted that the existence of any school in the future will depend on its
willingness to promote learning. The world is changing and it requires schools that
are prepared to become their own research institutions (Day, 2000:139). Developing
people in any organization holds the key for the progress of the institution.

Hargreaves and Fullan (1992:08) stress that any educational change should have at

the core educator/staff development.

244 APPROPRIATE ADMINISTRATION MANAGEMENT

2.4.4.1 Organizing

The educational changes call for schools to develop collaborative work cultures.
Such cultures are built on the premise that recognizes the contribution of individual
educators within the school. Educators are more likely to coniribute to the
development of the school when they perceive their relationship with the school
leader as open, facilitative and supportive {Cassell, 1993). In any educational set up,
such a context is characterized by openness, and permeability and a constructive
relationship that help facilitate the learning of essential knowledge, skills and
attitudes (Tschannen, 2001:248). The context is based on the assumption that:
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* 2.44.1.1 Knowledge is distributed

Tschannen (2001:248) advocates that the school memory and most of all the daily
routines are an expression of what the school has learnt over the period of time. It is
one of the challenges of the school principal to modify the daily routines to suit the
espoused vision. This is achieved by tapping the organizational members’ meaning
of the school reality through evocation, framing and mobilizing emotions of
mdividual members of the organization (Channer, 2001:20). The success of this
exercise greatly depends on the clarity of goals that all organizational members have
knowledge of (Leithwood, 1999:115).

2.44.1.2 Learning is social

Traditional theories of leadership have always viewed leadership as the preserve of
those in authority, so does knowledge. It is the role of the school principal to realize
that this is not so. The school prinbipal needs to exploit or explore the knowledge of
various members more especially in decision-making. The school principal needs to
cultivate the culture of mutual respect, individual and joint reSponsibiIity‘r. If this is
done, ideas will be ﬁeely shared. 1t must be borne in mind that the involvement of
the greater staffing problem solving and or decision-making ensures the

improvement in the problem solving capacity of the school (Tschanen, ibid).
24.5 PARTNERSHIPS

The current educational trends m our education system put greater emphasis on the
establishment of partnerships with other interested parties e.g. business, unions,
parents, local government, etc. in the education of our young ones. Posch in
Altrichter (2000:58) refers to this as sirategic networking because it provides the
opportunity .for learners to influence their condition of life and further offer the
learners with early work experience. The relationship with the outside world is

symbiotic, reciprocal and it is the place for learning for the school (Fullan, 1999:45).
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This type of relationship between the school and the outside world calls for school
principal to open up and cultivate the sense of recognizing who its real customers are
and thereafter learn to respond to the needs and wants of the customers. The school
principals have to move to the “out there” and try to work out the collaborative work
strategies for customer improvement (Fullan, 1999:45). This opening up will ensure
that both the school and its external members have a mutual benefit/relationship in
the development of learners. School principals are however warned not to control the

external members of the school.
The closest relationships are:

» Relationship with parents

The family background is the mediating factor in the education of learners
(MacBeath, 1998). Grace (1998) advocates that whilst educators are experts on
education of the learners, parents are experts on their children. This should shed
light on the need for empowering parents on educational matters and create a base
for developing the home-school! relationship (Caimey, 2000:134). The development
of this new relationship poses a new challenge to principals who ‘should start
learning new ways of dealing with the new partners. Quality relationship amongst
partners does not only benefit the school or parent, it also have some benefit for the
psychological being of the learners. When the relationship is of higher purpose, the

learners will also find a reason to do better.

¢ Relationship with the educator trade unions

Mac Beath (1998) acknowledges the fact that not every member of the school wants
o be energized by the leadership style of the school principal. With the birth of
trade unionism, the school reform stands a better deal (Louis, 2000:163). By their
very nature, trade unions exist to maintain the management-educator/worker
relationship that will address the top-down approach of the school leadership. The
close relationship between the school principal and the trade unions will ensure the

correction of perceptions about authority which some of the staff members may hold
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against those in leadership. It is one of the classical role of the school principal to
develop this relationship and ensure that it is sustained. Caldwell (1992) concurs
that the unions are present when the policies are decided upon and they will come
handy when the same policics are implemented. It thus becomes the challenge for

the school principal to recognize this to be so.

o Partnership with the business

Modern trends in education put greater emphasis on the education for business, with
business and of business (Bush, 1984). Morrison {1998:46) argues that schools
needs to prepare learners who are going to contribute to the economy of the country.
This poses a challenge for the schools to transform the curriculum that is offered to
meet the demands of business. The transformation of the curriculum calls for the
school to apply business principles in anticipating, identifying and satisfying the
needs of the school community to meet this end (Bush, 1984). The support that the
school will get from the business community in respect of resources will only come

if schools produce what the business require/demands.

To conclude the survival of schools in the current reality and the distant future will
greatly depend on the number of relationships that the school tries to form. Parents
cannot be able to offer what the school need as it has been happening in the past.
There are new realities that schools are faced with and they all call for the school
principal to promote a learning culture of the people within the school as an

organization.
2.4.6 EFFECTS OF TRANSFORMATIONAL LEADERSHIP ON CHANGE

As our education system in South Africa is currently undergoing restructuring from
the past anomalies to the present desired changes, schools are struggling to cope with
the challenges. It can be said that the restructuring is observed from the preparatory
schools right up to the institutions of higher leaming. Transformational leadership

can contribute immensely in the upliftment of those that are involved in this exercise.
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Leithwood (2000:113) concurs with this view when he says that by its nature,
transformational ieadership has proven to succeed in conditions that are faced with
reform. This also holds true for us in our couniry. This form of leadership
contributes to the development of those that are involved in it. According to Bass
(1985:15), increased capacity result in extra effort and greater productivity, which are
the desired educational outcomes. It thus becomes the challenge of the school
principal to ensure that all organizational members are helped to develop and improve
in their work. The success of the organizational leader to affect his/her leadership

powers will be determined by the ability to exert influence on the school conditions.

Leithwood et al (2000:115) argues that the school conditions directly or indirectly

influence the engagement of those concerned.
The conditions are:

¢ Purpose and goals

The idea of a shared vision is drawn from the understanding of the purpose and
goals of the school (Leithwood et al, 2000:115). Educators must be constantly
reminded of the reasons they are in schools. Moreover, they must be involved in the

creation of the goals of the schools as well as their individual goals.

* School planning

School planning involves the meaningful contribution of individual educators to the
development of the mission and goals of the school. Planning connotes goal setting,
By its very nature, setting goals provides challenges to those that are to achieve the
goals. This calls for the school leadership/principal to set priorities for each and
every member of the organization. Prioritization of the school goals will ensure that
the intended school goals are achieved at a set time. Further it will help to regulate

the contributions of each member of the school.

21



The role of each member of the school is crucial in the achievement of the desired
ends. Therefore it is necessary that there are planned structures that will ensure

support for educators to perform to the required standard (Davidoff, 1997:71).

e Structures and organization

Davidoff (1997:91) views the school as composed of interweaving units that link in
particular ways. This suggests that each of the members of the organization has to
play a meaningful role in the achievement of the desired ends. This calls for the
school principal to create support structures that will ensure that every member
performs to the expected standard so that the goals are finally attained. It must also
be noted that education need to be provided with space and support as they work
through the transitional period (Tichy, 1985:31).

e Information and decision-making

The empowerment process begins when educators are involved in the making of
decisions that affect their daily work. According to Mosoge (1997:201) educators
desire more participation then they presently have. This observation requires the
school principal to begin fo involve educators in the running of the school. The
overall resmnsibﬂity of the school leader is to ensure participation of all educators

in the making of decisions (Davidoff, 1997:92).
2.5 CONCLUSION

In conclusion, the idea that transformational leadership is only about, amongst other
things, charisma, and setfing direction. Transformational leadership involves
enabling followers to trascend limiting personal factors, to participationally fulfil
organizational needs while also meeting individual growth ones.  Restructuring
calls for a wider view of transformational leadership. The understanding of all of
the above posses some challenges to school principal fo review their positions in the

attempt to address the state of affairs in our education,
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Improving the quality of education will sucéced if school principals adopt
transformational leadership which takes capacity building beyond one’s self interest
(Bass, 1985:15). Developing the capacity of educators helps improve the
commitment of educators to their work. Surely, if this is done, our learners will

receive better education, which is the reason they are in schools in the first place.

The next chapter will focus on the research methodology and fieldwork.
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CHAPTER 3

RESEARCH METHODOLOGY
3.1 INTRODUCTION
The purpose of this chapter is to discuss methodology that was used in this
3.2 PERMISSION TO CONDUCT RESEARCH

Permission to conduct resecarch was secured from the Educational Department
through the District Manager of Camperdown District, Durban South Region (See
letter in appendix 1). Another letter was sent to the Circuit Managers and School

Principals (see letters in appendix 2 and 3 respectively).
3.3 RATIONALE OF USING SURVEY

The descriptive method that was used was the survey because the researcher felt that
it would be consistent with the aims of the study as stated in Chapter 1. Stangor
(1998) asserts that the survey i1s a widely used method of collecting the descriptive
information about the group of people with an intention of learning what the people
think, feel and do in relation to the information sought. Baker (1999) concurs that
the survey helps the researcher to find wunderlying aftitudes and

dispositions/orientations surrounding a piece of information in question.

Guy (1976:36) maintains that the descriptive method involves collecting data to test
the assumptions under review. Stangor (1998:96) further asserts that the descriptive
method enables the researcher to describe the thoughts, feelings and behavior of
individuals about the issues in question. He further asserts that the survey helps
ascertain or create an accurate picture of the current attitude and beliefs about the

hypothesis under test at a given time and at a given place.
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'The form of survey that was used was the questionnaire. Leedy (1980:99) regards
the questionnaire as a commonplace instrument for observing data beyond the
physical reach of the observer. According to Leedy (1980), data lie buried within
the minds, attitudes, feelings and reaction on men and women. This makes that the
questionnaire to be regarded as an appropriate tool to access information from the
identified population. Stangor (1998) further asserts that the value of the
questionnaire lie in the fact that the chosen respondents give honest answers and are
less likely to be influenced by the experimenter. Due to the distance between the
researcher and the population to be researched, the questionnaire was deemed

appropriate because it enabled the researcher to reach all the intended respondents.
3.4 QUESTIONNAIRE DESIGN

In order to enrich the study and elicit more information from the respondents, the
researcher decided to include both the closed and the open-ended questions as an
instrument to collect data. Also the inclusion of both open and closed questions was
made in order for these fypes of questions to complement each other as well as
establishing whether the respondent (principal) has an understanding of I‘;he concept

in question.
3.4.1 CLOSED QUESTIONS AS AN INSTRUMENT TO COLLECT DATA

Baker (1999) regards the closed type of questions as the most preferred type to
collect data because of the focus and direction it provides in responding. Baker
(1999:209) further asserts that the closed type questions are preferable because they
are like a forced choice where the choice of response in one question does not

trigger the response of another question.
The respondents were given 4 alternatives to choose from thus limiting the

variability in answering (Rossi, 1983:207). In each of the closed questions the
responses ranged from strongly agree to strongly disagree and the respondents were
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supposed to place a cross next to the response. The use of this form of the scale was
used because it would facilitate coding which will be useful in understanding the
underlying orientations about the researcher’s topic when the analysis is done. Over
and above the closed questions the respondents were also asked to respond to some

of the open questions.

342 RATIONALE BEHIND THE USE OF OPEN-ENDED
QUESTIONS (UNSTRUCTURED QUESTIONNAIRE)

Sudman (1983:150) regards the open-ended questions as a valuable tool when the
researcher is beginning work in an area and need to explore all the aspects of an
opinion. Through the open-ended question, the respondents are able to express
themselves in the language that is comfortable for them and congenial to their
views. Hence the researcher provided open-ended questions together with closed
questions. The respondents were asked to comment about certain issues concerning
transformation as well as to give concrete example in their application of the

transformational concepts.
3.5 DESCRIPTION OF THE POPULATION

The study was limited to public/community schools as defined by the South African
Schools Act, Act 106 of 1996. The study was conducted at Camperdown, Durban
South Region (KZN Dept. of Education and Culture). Camperdown District is
divided into four Circuits, which are Table Mountain, Inchanga, Mpumalanga South
and Mpumalanga North. The 4 circuits serve urban, semi rural and rural people.
Table Mountain Circuit serves predominzinﬂy rural people due to its geographic

position.
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'The Camperdown District was chosen for a number of reasons viz:

(a) The schools in this district provide a fertile ground for research because they are
rural and hence tend to be overlooked by researchers because they are perceived
to be associated with rural conservatism.

(b) They combine a mix of rural and semi-urban school population in terms of
learners.

{c) Educators are drawn from a2 mix of urban and rural background.

{d) Schools in rural arcas by virtue of their location and in particular because also of
their disadvantaged nature are key targets of reconstruction and development by

government.
3.6 SAMPLING PROCEDURES

Due to the nature of the topic, the researcher applied a systematic random sampling
procedure. Dane (1990) describes the simple random sampling as an act of
choosing eclements from a randomly arranged sampling frame according to ordered
criteria. The value of simple random sampling lies in the fact that the units are
randomized before being systematic in order. According to Bless (1995:88) this
allows chance to be the only criterion for selection and that itself increased the

probability of every unit to have equal chance and likelihood to be chosen.
3.7 UNIT OF ANALYSIS

The researcher focused primarily to the school principal primarily because they are
perceive to be the prime movers of change. The secondary schools principals were
chosen as population of the survey because they are the people who have to
implement a number of changes in education. This is due to the size of the school
and most hpoMntly the secondary school principals have no direct influence in

matters related to classroom practice, curriculum design change and experience.
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The principals have to focus on tapping the capacities of educators to achieve the
desired goals (Lethwood, 1999:26).

3.8 THE PILOT STUDY

Sarantakos (1993:227) asserts that it is vital for the researcher to familiarize
him/herself with the environment in which the research is to take place. Huyseman
(1993) considers the pilot study as a necessity in ensuring the validity and reliability
of the instrument. It was therefore necessary that a pilot study be conducted to
ascertain whether respondents have the same understanding of the questions that the
researcher intended to mean. The researcher gave out questionnaires to two schools
that were not part of the randomly selected schools for the survey. The responses
that were received after briefing the respondents indicated that there was nothing
wrong with the arrangement and the language that was used in the formulation of

questions.
3.9 LIMITATIONS OF THE STUDY

On account of the timing, i.e. principals were c¢ngaged in administering
examinations in their respective schools, the researcher received poor responses. To
improve on this, the researcher further gave out another letter to the schools to
appeal that they help in responding to the questionnaire that they were provided
with. Out of the 74 questionnaires that were sent to schools, the researcher managed
to receive 39. Fortunately all the returned questionnaires were fully answered. Find
attached letter in appendix 5.

3.10 ANALYSIS OF DATA

Data from closed-ended questions was analysed using many tables and percentages.

Data from open-ended questions was categorised into themes.
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3.11 CONCLUSION
In this chapter the researcher discussed the methodology that was used or followed

in investigating the assumptions in Chapter 1. The analysis of the questionnaire will

be done in Chapter 4.
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CHAPTER 4

ANALYSIS AND INTERPRETATION OF DATA
4.1 INTRODUCTION
In this chapter the data that was collected will be analyzed and interpreted.

The questionnaire was divided into two (2) sections. Section 1 of the questionnaire

covered personal data on respondents and section 2 the questions on each theme.

In this chapter the research findings are presented in the following main themes

drawn from the aims of the study:

o The transformational strategies designed by the school principal to enhance the
quality of education in schools.

e Structures that have been put in place to meet the challenges brought by
educational changes.

e Ways and means that are used by the principals to monitor the transformational
processes.

e Capacity to deal with change.

42  ANALYSIS OF BIOGRAPHICAL DATA AND EXPERIENCE OF
RESPONDENTS AS PRINCIPALS

4.2.1 BIOGRAPHICAL ANALYSIS

This section presents the biographical data of respondents. Table 1 shows the age

range of respondents.
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n=39

AGE CATEGORY FREQUENCY %
20-30 -
31-40 04 10,31
41-50 22 56,41
51-65 13 333
Table 1 : Age range of respondents

The age of the principal as reflected in Table 1 above shows that 67% of the
respondents in this district are relatively young and mature educators who are capable
of adopting new challenges in their work. Older people, unlike the young ones tend

to feel at ease with the status quo and resist change if they can.

Table 2 presents the experience of respondents as principals of schools.

n=39
Experience in years Frequency Yo
0-5 years 14 35,897
06-10 years 09 23,0676
10-15 years 12 30,76
16-20 and above 04 16,256
Table 2 : Experience of respondents as principals

Table 2 reflects the experience of the respondents as principals. Table 2 reflects that
38,89% of respondents have between 0-5 years experience. The group of respondents
with 0-5 years experience as principals can be moulded to meet the challenges of
change posed by our education system. Table 2 also reveals that 23,07% have
between 6 years and 10 years. 30,76% of the respondents are between 11 years to 15
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years. It is only 1.,25% of the respondents who have an experience which range from
16 years and above. Also the relatively low experience of the principals can be
associated to the political instability of the area in which the District is, the advent of
the voluntary package for all educators and the new appointments of principals in the

district.

However, what is noticeable about the District is the fact that there is a balance
between younger principals who would wish to explore new fields, ideas and take

risks in life as against older principals who may wish to maintain the status quo.

43  ANALYSIS OF RESPONSES TO QUESTIONNAIRE (OPEN AND
CLOSED QUESTIONS)

4.3.1 THE TRANSFORMATIONAL STRATEGIES DESIGNED BY THE
SCHOOL PRINCIPAL TO ENHANCE THE QUALITY OF
EDUCATIONAL SCHOOL

4.3.1.1 Responses to closed guestions

Table 3 consists of questions 2.1 to 2.7, which required the respondents to state their

options on their transformational strategies designed to enhance the quality of

education in schools.
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Statement Strongly Strongly = Total
Agree/Agree | Disagree/Disagre
e
N % N %
2.1 Educators are involved in the| 34 87.1 05 12.8 39
decision-making structures of the
school, e.g. school management
team, SGB’s, etc.
2.2 The principal acknowledges the 37 94.8 02 5.12 39
positive contributions made by
the educators in decision making
/including curriculum
transformation.
2.3 The principal engages educators { 39 100 - - 39
m the implementation of
educational policies.
2.4 The principal develops working | 31 79.4 08 20.5 39
relations that are consistent with
the overall philosophy of the
school.
2.5 Educators are involved in the| 26 66.6 13 333 39
school strategic planning.
2.6 Educators are assigned greater| 23 58.9 16 41.02 39
responsibilities in the 7
management of the school.
2.7 The principal establishes support | 28 71.7 11 28.2 39
committees for educators to 9
perform their tasks/work well.
Table 3 : What transformational strategies have been designed by

the principal to enhance the quality of education in school

Table 3 reflects the transformational strategies designed by the school principal to
enhance the quality of education in school. It is interesting to note that 87,1% of the
respondents involve educators in the decision making structures of the school. This
negates the assumption in chapter 1 which stated that the principals do not have in
place strategies and structures to improve and develop schools. Table 3 also reflects
that 94.8% of principals acknowledge the positive contributions that are made by the
educators in decision-making. A remarkable 100% of principals engage educators in

the implementation of educational policies and 79,4.5 develop working relations that
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are consistent with the overall philosophy of the school. These high percentages tally
with what was stated in the literature review in connection with the view expressed by
Davidoff (1997:91) that calls for principals to create support structures for educators
to perform their tasks well. It is only about 66,6% of respondents who engage
educators in the strategic planning. The remaining 33,3% is still struggling to engage
educators in strategic planning and it is this section of the respondents which still hold
the view that there are issues in education which are for the preserve of the few and
58,97% assign greater responsibilities in the management of the school. It is also
interesting to note that 71,79% of the respondents establishes support committees for
educators to perform their tasks well. The remaining 28,21% in both items is the
resultant of the respondents who hold the view that there are issues that are for the
preserve of the leadership. Steyn (1999:133) argues that the principals need to share

autonomy with those whose commitment is necessary.

43.1.2 Responses to open ended questions

In the open ended question the respondents were asked to comment on the reason for
the success of strategies as well as to comment on what hinders the strategies that

have been formulated to enhancing the quality of education.

The following are statements from some of the respondents:

o “Educators developed a co-operative spirit.”

e “Personal developmental programmes develop self-esteem, confidence and a
sense of belonging for educators and learners.”

e “Strategies improve staff relations.”

It is noticeable that 76% of the respondents applied the transformational strategics
and are positive about the results as reflected above. However, 54% of the
respondents cited a number of critical areas that need attention such as the lack of

financial resources, the negative attitude of some educators towards change and
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transformation and the lack of experience and understanding of the main principles

underpinning the drafiing of educational policies and curriculum design.

The respondents were also asked to relate by example the experiences they had in

their engagement of the staff in school improvement.

The following are some of experiences cited by the respondents:

o “Educators feel they are of worth when involved in decision-making and in this
way they show inittative and some will even volunteer to do things.”

e “The staff becomes more active especially when their views are taken into

account.”

On the contrary, 62% of the respondents are of the view that there are areas that are
for the preserve of the school management tecam or the principal as reflected in table
3. Further, some educators do not love to work with teams and this is another critical
area that the school principals need to correct or work on. Educators need to be
conversant with the fact that schools are complex systems of people that need people

to work in teams to achieve the desired educational ends (Tschanen, 2001 :i54).
4.3.13 Discussion

The findings on the transformational strategies designed by the principal to enhance
the quality of education in schools, reflect that above 50% of the respondents want to
implement the educational changes. It is assumed that if the remaining half is given

enough workshops about transformational issues, there will be a steady progression.

The very few impediments in the implementation of educational changes can be
associated with the respondents who still maintain that there are areas which are for
the preserve Vof the people in change. Further, 65% of the respondents cited a number
of critical areas which school principals need to focus on and improve amongst there

are the negative attitudes of some of the educators towards the transformation of
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education in schools, the involvement of parents in the education matters of their

children and the need to have a better education/society.

4.3.2

4.3.2

STRUCTURES THAT HAVE BEEN PUT IN PLACE TO MEET
THE CHALLENGES BROUGHT BY EDUCATIONAL CHANGES

1 Responses to close gnestions

n=39
Statements Strongly Strongly Total
Agree/Agree | Disagree/Disagree
N % N %
3.1 The school management team is | 30 76.9 | 09 23.5 39
assigned responsibility in the
setting of the work
standards/ethics in the school.
3.2 The school promotes networking | 18 46 21 53.8 39
with other schools in so far as
meeting the challenges of change
in education.
33 The principal promotes | 21 538 |18 46 39
collegiality amongst the school
staff.
3.4 Educators are encouraged to! 17 435 22 564 39
develop their own goals within the
general school goals.

Tabl

ed :

by the educational changes

Structures that are in place to meet the challenges brought

Table 4 consists of questions 3.1 to 3.4 which required the respondents to choose their

options in the structures they have put in place to meet the challenges brought by

educational changes.
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school management teams with the setting of the working standards/ethics in the
schools. This high percentage is supported by view by Steyn (199:357) who asserts
that the improvement of what is offered in schools greatly depends on the effective
utilization of the available human resource. It is also encouraging to note that which
1s good for good/working environment conducive 53,8% of the respondents promotes
collegiality amongst the staff members.

It is disconcentry to note that 53,8% of the respondents does not promote networking

with other schools in so far as meeting the challenges in education.

However, this is disconcerting in the sense that the situations and background of each
school is unique. Learners and educators should not suffer in the acquisitions of the
necessary required resources because of the inability of the principal to establish
relations with people that can be of help to the school in which they serve. 56,8% of
the respondents docs not encourage educators to develop their own goals within the

general school goals.

43.2.2 Responses to open-ended questions

e (QQuestion 3B (a), wanted the respondents to name structures that are in place in
their schools. The following are amongst the support structures that were
highlighted: subject committees, developmental appraisal teams, culture of
teaching and learning and services committee that look at every weakness and
threat when the schools SWOT analysis is done. The findings also reveal that
some respondents drew suggestions that call for action e.g. educators to account
every quarter for the work completed, the allowance of time to educators to
discuss problems pertaining to their subjects and encouraging educators to

attend workshops.
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e Question 3B (b) the respondents were 5Sked to comment on the reason why
school should network with other schools in so far as meeting the challenges

brought by change.

This is what the respondents (principals) had to say:

e  “Most of the changes are new and we need to know what other school are doing.”

e “Changes affect everyone, so it is important to know how other schools cope with
change.”

e “To create a platform for sharing management strategies.”

e “To get some ideas in improving the curriculum.”

o Question 3B (c) asked the respondents to comment on what they think about
encouraging educators to develop their own goals within the general school
goals. It is encouraging to note that the respondents (principals) are of the
opinion that if the educators are allowed to develop their own goals within the
general school goals the actions and behavior of the educators will be channeled.
This stems out of the fact that if the operational objective are known, educators

will come with alternative ways to achieve the desired end.
4.3.2.3 Discussion

This section of the study reveals that 63% of the respondents realize that it is vital for
the school to network, with other schools for better service delivery. If schools
network a number of challenges such as the lack of resources, experience of
management, etc in meeting the educational objectives will be addressed. One can
thus deduce that the reluctance to network is due to the fact that some respondents do
not see the purpose to do so. Networking should be broader in approach and not
confined in one specific area such as the Grade 12 results like the educational

depariment is doing.
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Second most, the data reveals that a mumber of respondents do not encourage
educators to be creative and innovative. As Maslow (1972:52) states, the real job for
the leadership is to improve the capacities, talents, direction, etc, which educators
alrcady have. If this is done, it will help encourage personal growth that all education

systems envisage.

43.3 WAYS AND MEANS THAT ARE USED BY THE SCHOOL
PRINCIPALL. TO MONITOR THE TRANSFORMATIONAL
PROCESS

4.3.3.1 Responses to closed questions

Statement Strongly Strongly Total
Agree/Agree | Disagree/Disagree
N - % N %

4.1 Learners are frequently updated | 20 51.28 19 48.71 39
about expected changes in

education.

4.2 Parents are continuously | 18 46.15 21 53.84 39
informed of the expected
changes in education.

4.3 Educators are accountable for| 32 82.05 07 17.94 39
the achievement of the school
goals.

4.4 The principal ensures that ali | 25 64.10 14 35.89 39
learning activities have a beating
to the school mission and vision.

4.5 Collaboration amongst the staff | 32 82.05 07 17.94 39
is encouraged.

TableS Ways and means that are used by the principal to monitor
the transformational process
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Table 5 consists of questions 4.1 to 4.5 that required the respondents to choose their
options concerning the ways and means that the principal use to monitor the
transformational process. A remarkable 82,05% of the respondents are of the opinion
that educators are accountable for the achievement of the school goals. Table 5 also
reflect that 61,10% of the respondents note that the principals ensures that all
educational activities have a bearing to the school mission and vision and a
remarkable 82,05% of the respondents acknowledge that collaboration amongst the

staff members is encouraged.

However, it is disconcerting to note that a remarkable 53,84% of the respondents do
not continuously inform parents of the expected changes in school. This might be
associated with the perception that the District has a higher percentage of rural people
who are illiterate, and ignorant about their involvement in educational matters. The
tack of parental involvement presupposes that there is a lot of information that does
not filter to the relevant stakeholders in the education of children. If it is so, the
respondents are contravening with the South African school act that calls for parents
to play a pivotal role in education. 51,28% of the respondents update leamners about

the expected changes in education. This percentage is very low.

The lack of capacity building of both the parents and the learners suggest that the
respondents in this district do not have functional School Governing bodies in their
schools. If it is so, then the respondents will be infringing of the right of parents and
learners as enshrined in the Constitution of South Africa, Act 94 of 1996 as well as
the South African Schools Act, Act 104 of 1996.

43.3.2 Responses to open-ended questions

* Question 4C (a) required the respondents to give concrete examples as to what

ways have they tried to monitor the progress and transformation in their schools.

The following are some of the responses cited by the respondents:
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e “The management team has set time frames that are attainable.”
e “The quarterly checking of children workbooks.”
e “Parents are called in to check their children’s work.”

o “The staff holds monthly review meetings.”

* Question 3C (b) wanted the respondents to highlight some of the problems that
wee encountered in monitoring progress and transformation in schools. Tt 18
observed that a number of educators have a problem of meeting deadlines. The
failure to do so hinders the progress of the school principal to measure the
success of the intended objectives. Another concern highlight the clash between
intervention and interference which educators are no longer used to. A general
problem arises in the lack of co-operation on the side of the parents e.g. parental

involvement in school related issues/matters.
43.3.3 Discussion
It is interesting to note that school principals are beginning to set time frames with a
view to monitoring the school progress. Goal setting still remains the one of the most
important ways to improve our system of education (Leithwood, 1999:69).
The findings reveal that the respondents do not utilize the governing structures of the
schools. The School Governing bodies are not functional. It is in the goveming
bodies that all the communication channels are done. This clearly illustrates that the
cascading of information in some parts of the districts is still wanting.
4.34 CAPACITY TO DEAL WITH CHANGE

43.4.1  Responses to closed questions

Table 6 consists of questions 5.1 to 5.5 which required the respondents to choose their

options on the capacity of the principal to deal with change.
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Statements Strongly Strongly Tota
Agree/Agree | Disagree/Disagree I
N % N %

5.1 The principal engages educators in | 26 67 13 33 39
the staff developmental projects
initiated by the school principal.

5.2 The prncipal has a sense of | 38 97.4 01 2.56 39
purpose.

5.3 Educators are involved in the| 39 100 - - 39
development of the school mission
and vision.

54 Educators are assigned greater| 33 | 84.61 06 15.38 39
responsibilities to help the school
live up to its mission and vision.

5.5 Educators are exposed to| 22 56.4 17 43.56 39
workshops to develop their
expertise in teaching and dealing
with change.

Table 6 : Capacity to deal with change

Table 6 reflects that 67% of the respondents agree that the principals engage
educators in the staff developmental projects initiated by the school principal. A
remarkable 97,4% are of the opinion that the principals have a sense of purpose and
100% of the respondents agree that educators are involved in the development of the
schoo! vision and mission. 84,61% of the respondents are of the opinion that
educators are assigned responsibilities in to help the school to live to its vision and
mission and only 56,4% are of the opinion that educators are exposed to workshops to

develop their expertise in teaching and dealing with change.

However a remarkable 43,58% of the respondents are of the opinion that educators

arc not exposed to workshops that are aimed at developing the educators’ expertise in
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teaching and dealing with change. A remarkable 33% of the respondents maintain

that educators are not engaged in developmental projects initiated by the school

principal.

4342 Responses to open-ended questions

In this section the respondents were asked to state some of the ways in which

educators were involved in the improvement of the school. The respondents were to

relate through concrete examples the positive and negative experiences.

The respondents highlighted the following opinions:

Educators are sent to workshops that are subject related.

Gender equity in the classroom need to be observed e.g. classreom chores to be
shared by boys and girls. ‘

Development of the school service commitment charter.

All stakeholders should discuss subjects to be mtroduced and those to be
eliminated on the school curriculum.

Motivation of leamers and educators through the outside speakers.

On the contrary, the respondents cited the negative experiences that hinder school

improvement:

Uncertainty of the future i.e. job security.

Unequal commitment from all educators.

Educators do not want to be part of committees.

Some educators are not responsible enough in their work.

Unions seem to condone irresponsible behavior of their members.
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43.4.3 Discussion *

From the responses obtained it is evident that the principals are blocking the
attendance of workshops or conversely the Department is at fault about the
dissemination of information about. Tt might be due to the fact that the Department is

overlooking the rural areas at the expense of the urban areas.

The findings also revea! that principals are misleading in the exposure of educators to
workshops fearing that they are not doing enough to make educators ready to meet
the changes. The workshops that are done are just information sessions. Educators
need enough time to be capacitated on certain skills such as two way teaching,
computer education and many more. The willingness to learn stem out of strategic

networking that is surely lacking as it has been revealed in table 3.

The findings also reveal that 38% of the respondents are still skeptical about the
involvement of unions in the field of education. The respondents feel that unions are
supporting educators that are transgressing or who are not committed to their work.
This view has negative implications on education that perform to their' optimums as

opposed to those who are not.

44 SUMMARY

From the above analysis, it becomes evident that the respondents understand their
transformational leadership role in their schools. A number of positive indicators
reflect that educators are finally being recognized as people with expertise in the field
of their work. The findings also reveals that change and transformation is affecting
everyone and principals are beginning to see the need to work with other stakeholder
in order to gain new experience/strategies to deal with change. The findings also
reveal that most principals have started engaging educators in the development of the

schools.



However, the findings have also reveal that there are quite a few areas that principals
need to improve. Such as the role of the SMT, the divide between the management

teams and what needs to be done by the educators.
45 CONCLUSION

In this chapter an interpretation and analysis of the data was undertaken. The closed
question were analyzed in the form of frequency distribution tables. The open-ended
questions were analyzed thematically following the actual responses from the

respondents and the researcher interpreted and analyzed the responses.

In the next chapter conclusions will be drawn from the research and recommendations

will then be made.
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CHAPTER 5

FINDINGS AND RECOMMENDATIONS

5.1 INTRODUCTION

In this chapter the conclusions and recommendations based on the -analysis and

interpretations of data that was done on the previous chapter will be drawn.

It is important to restate the aims of the study as well as the underlying research
questions that the study sought to explore because this will to help ascertain the extent
to which the findings relate to the aims and the questions of the study. Also, it is
important to restate the aims in order as to ensure that the recommendations are in

line with the problem of the study.

5.2 AIMS OF THE STUDY

The aims of the study were stated as follows in chapter 1 of this study:

» To examine the transformational strategies designed by the school principal to
enhance the quahty of education in schools.

» To examine structures that have been put in place by principals to meet the
challenges brought about by educational changes in South Africa.

» To analyze and to evaluate ways and means principals use to monitor the

transformational process in schools.

» To examine the capacity of the principal to deal with change.

53 RESEARCH QUESTIONS

> What are the principals doing to enhance the quality of education?
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» What strategies have been put in place in schools to. meet the challenges generated
by changes in the education system?

» Do principals have the required capacity to meet the new challenges brought
about changes in the education system?

» How effective are the structures that have been put in place by principals to deal

with change?
54  FINDINGS

Based on the interpretation and analysis of the data, the following conclusions are

made:

(a) The transformational strategies designed by the school principal to

enhance the quality of education in schools.

¢ The principal must involve educators in the decision-making structures of the

school.

The school developmental ideals rest on the continuous involvement of educators in
their work. As Masoge (1997:196) affirms, educators need to be given sufficient
roles in the decision-making structures of the school. If this is done the culture of

teaching and learning will gradually improve.

o There is a lack of recognition of the educators by the school principal

Educators that are in schools need to be afforded with opportunities to express their
abilities and talents without constraints. The educators must be guided of course.

This will be achieved if the principal applies appropriate power source to influence

the direction of the school.
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(b) Structures that have been put in place to meet the challenges brought by

educational changes
* There is a shortage of support structures to facilitate transformation in schools.

Ambiguity of change and its demand on the lives of the educators needs to be
managed in professional way. Moreover the individualistic tendency of educators
during teaching can be detrimental in the professional development of educators. It is
therefore important that the school leadership establish support structures for
educators to grow within the profession. The structures will help the educators to
transcend the boundaries of operating in isolation of others and be past of a wider
community of educators when is what the new education policies aim to

achieve/envisage.

o The school management teams are not competent enough in the execution of

their roles.

The management of change requires the collective contribution of all the’'members of
the school management teams. Whilst it is acknowledged that the principals are
finally recognizing the people with whom they work with, it is also imperative that
the school management teams claim their equal share in the implementation and
monitoring of the school policies as required of them. They, therefore, need to be

natured and guided in this respect.

e Principals need to network with outside bodies in order to improve the

resourcing of their schools.
The achievement of the general school goals/objectives also rests with the availability

of sufficient/enough resources. Unfortunately with South African economy not

growing as fast as it should and financial help not earns to obtain the achievement of
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school goals will not be easy fo achieve. It is thus yital that school continuously

establish and consolidate external relations to meet this ideal.

(b) Ways and means that are used by the principal to monitor the

transformational process.

e There is a lack of learner involvement in the decision-making structures of the

school,

The South African School’s Act makes provision for learners especially at secondary
school level to be involved when decisions that affect them are made. The
involvement (of learners) will have mutual benefit for the school as it will be easy for
the school principal to implement decisions that may be difficult when they were not
mvolved. Principals should ensure that learners are capacitated on the school matters

with a view to ease the tensions caused by the learners’ ignorance.

e There is a lack of parental involvement in the school related matters.

The findings reveal that 51.8% of the respondents do not involve parents in school
matters. The findings reveal that principals do not communicate as expected to all the
stakeholders the expected changes in education. These findings are disconcerting in
the sense that the role of parents in the education of learners has been enshrined in the
South African Schools Act, Act 106 of 1996 that govern and direct the education in
our country. The enshrinement of the parents role compels school
principals/educators to find practical ways in drawing parents to school matters
(Bhengu, 1995:58). The role of parents cannot be over emphasized. These findings
are in line with the assumption in chapter 1 which stated that principals are not ready

to implement the new changes in the system of education.

(¢)  Capacity to deal with change.
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e There is a lack of understanding of the leadership role of the school principals.

The school principals are encouraged to inform themselves more about their
leadership roles and more especially about their transformational leadership role in
schools. Our education system in our country is gradually changing for the better
and unfortunately the people who have to lead the changes are grappling on how to
cope with the chailenges they face. The desired educational changes need the
supportive environment that in the main school principals can create. Educators will
embrace the new policies when the head educator has a clear purpose and direction of

what need to be done.

In the light/view of the data analyzed in chapter 4 as well as findings above, the

following recommendations are made for principals:

(a) The transformational strategies designed by the schoo! principal to

enhance the guality of education in schools.

s Principals must establish room for educator involvement and collaboration in

school matters.

Caldwell (1993:26) regards teaching profession as the loncliest profession for an
individual educator. On the other side of the equilibrium knowledge is personal,
dynamic and never complete. It is on this premise that the school principal must
continuously engage educators in debates, conversations and dialogues about new
approaches to teaching and leaming. The school leadership must take cognizance of
the fact that everyone within the institution has something to contribute in the

development of either the school or educators in the school.

e Principals must conscientize educators about the new demands on education.
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Whilst it is acknowledged that educators k110\;f their subject well, educators need to
understand or rather go an extra mile in providing intercultural education, education
for health, prevention of drugs and many more. These are new responsibilities that
were not there m their role definition. This is the new role that transformational

leaders have to attend to.

(b) Structures that have been put in place to meet the challenges brought

about by educational changes.
¢ Principals must capacitate parents in school governance.

Bhengu (1995:58) asserts that parents especially for learners in secondary schools can
play a pivotal role in the governing structure of the school. it is on this basis that
principals initiate capacity building of the entire role players especially parents for the

benefit of the leamers.

¢ Principals must provide individualized support to encourage individual growth.
The school principal should respect his staff and must be concerned about the
individual need of every educator in his school. This refers to the extent through
which the principal promote mutual trust, liking, equal treatment, being open and
approachable. The principal must encourage staff try new ideas and approaches to
teaching and leaming. This will be achieved through the provision of time and
money for professional growth and mentoring (Leithwood, 1999:72).
(c) Ways and means principals use to monitor the transformational process.

e Principals must demonstrate commitment to academic goals.

Schools are about children learning and that is the primary aim of every school. To

Deal, (1987:08) this is the first criterion by which the success of the school is
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measured. This goal must always be kept on sight for every stakeholder in the school
to know. It is the responsibility of the principal to place high value on relevant
participation of all constituent parts of the school. In this way the whole school
system can move forward as a collective. As Ngcongo (1995:48) suggests each part
of the school system must own or be assisted to own the part is plays, so that it

functions in harmony with others.

s Principals must apprise educators of the expected new behaviours in dealing

with parents.

Educators need to be thoroughly prepared in understanding that parents are also part
of the actual school customers. This will help the educators to quickly change their
negative attitudes/perceptions towards parents’ especially rural parents. This will go
a long way in recognizing that parents are a part of the school set up and their

opinions count. This is a new order which educators were not used to in the past.

(d)  Capacity to deal with change.

¢ Principals must establish room for educator development.

The current educational trends call for educators to continuously develop themselves
academically. This will be achieved if the head educator provide the opportunity and
create need to do so. Educators must be encouraged to attend workshops and further

be given the opportunity to deliver the outcomes of the workshops.

55 SUMMARY

In light of the above recommendations, the researcher believes that there is still room
for more research to be done in the field of transformation of schools. This study

represents a section of schools that face particular challenges in areas like lack of

parental involvement in the education of children, political instability, lack of
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resources. It will be interesting to find later on how the previously advantaged
schools are coping with the changes and what roles are being played by their

principals in achieving the desired ends.

5.6 CONCLUSION

This chapter has drawn recommendations and findings of the study. The study was

about the transformational leadership role of the school principal.

The researcher belicves that the findings and recommendations will be invaluable

information for principals and the Department of Education.
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APPENDICES 1 ;
DISTRICT MANAGER

BB 493
Mkabayi Street
P.O. UMLAZI
4031

‘The District Manager

Camperdown District

HAMMARSDALE

3700

Dear Sir/Madam

RE: REQUEST TO CONDUCT RESEARCH
The above topical line has reference.

I am doing a Master of Education Degree in the Department of Educational
Planning and Administration at the University of Zululand (DUC) under the
supervision of Prof RP Ngcongo.

I would appreciate if I could be granted permission to conduct research in some of
the Primary and Secondary Schools in your district (Table Mountain Circuit and
Mpumalanga South Circuit). The questionnaire will target school principals and
two members of the school management teams.

My research examines “The Transformational Leadership Role of the School
Principal.”

Thanking you in anticipation.

Yours faithfully

63



APPENDIX 2 :
SUPERINTENDENT EDUCATION MANAGEMENT

BB 493
Mkabayi Street
P.0. Umlazi
4031

Attention : ...............cocvvnvininnnn

The Superintendent Education Manager

Camperdown District

Hammarsdale

3700

Dear Sir/ Madam

RE : REQUEST TO CONDUCT RESEARCH

The above topical line has refers.

I am doing a Master of Education Degree in the Department of Educational Planning
and Administration at the University of Zululand (DUC) under the supervision of
Prof RP Ngcongo.

1 would appreciate if I could be granted permission to conduct a research in Primary
and Secondary Schools in your Circuit. The questionnaire will target school

principals.

My research examines “The Transformational Leadership Role of the School
Principal.”

Thanking you in anticipation.

Yours faithfully

NZIMANDE E.M.
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APPENDIX 3 :

RE : QUESTIONNAIRE TO SCHOOL PRINCIPALS

Dear Colleague

I am conducting research to examine “The Transformational Leadership Role of
School Principals.”

I would like your help and co-operation in completing the questionnaire that has
been provided.

Please answer openly.

Thank you.
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APPENDIX 4

PROVINCE OF L VA Liks AT AL DLEPAR FLENT GL LOCC S HON ANDI Cof L),
ISFUNDAZWE SAR WA/ DLLENSED A) VIMNY ANGO WEMPGNDO N AMASIRG
PROVINSIL KWAZULIENATAL DEPART{R‘”‘NI VANTONDERWYS N CLETLing

Address : Camperdown Disinict  Private Bag C X008 Telephone (O30 7711963
[kheli  HAMMARSDALE isiklnvama Seposi HAMMARSDALE  Ucingo
Adres . 3700 Privanisak 13700 Telefoon

fax
Engmnes  P.PKganve Date 22/09/2001
fmibuze Usuhu
Navrae Datum

3 Dawncliffe Road
Westville
3610

Dear Mr EM. Nzimande
Permission to de research in our District
L. Your request for permission to conduct research dated 22/09/2001 has reference.

2 The District Managemen! has given positive consideration Lo your request for permission o conducl researcli heit o

a

Camperdown District.

3. Kindiy inake proper arrangements with the Principals .

KZN EDUCATION % CULTURE

. I , /BFY SUCCEsS in your studies.
4. Our District wishes you cvery SUCCEss 1n yau PRIVATE BAG X{00a
HAMMARSDALE . 3700

P00t -08-22

Thank you

VT, aily sl

District\rdanajﬁ

L1

CAMPERDOWH DISTRICT OFFICE
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APPENDIX 5 :
APPEAL LETTER

Dear Colleague

All of us are busier these days than should be and most of us have a hard time

keeping abreast of the obligations that are essential and required.

I know how little extras sometimes receive our best intentions, but we also know

that in reality none of us have time that we would desire to fulfil these intentions.

I have enclosed a questionnaire for you that might be one of the little extras.

1 appeal for your kindness in finding the 15 minutes to answer for me the

questionnaire enclosed.

1 shall appreciate your kindness in this regard.

Thank you.
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APPENDIX 6 :
QUESTIONNAIRE FOR PRINCIPALS

CONFIDENTIAL

Dear Respondents

Thank you for your time to answer my questionnaire. The fact that you have been
chosen as a respondent is coincidental. The schools, in which you are, as well as

you, have been selected randomly for the purpose of this study.

I would like to assure you that all the information supplied by you would be treated
confidentially. Thus in order for me to obtain reliable, scientific information, it is
necessary that you answer the questions as honesty as you can. Your opinion is

important.

Please answer all the questions in the following way:
e Placeacrosseg. X

e Where a question requires comments, write in the spaces provided.

QUESTIONNAIRE
QUESTION 1
1.1
AGE IN YEARS

20-30 years

31-40 years

41-50 years

51-65 years
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1.2

EXPERIENCE AS A PRINCIPAL

0-5 years

6-10 years

11-15 years
16-20 years

Key
SA STRONGLY AGREE
A : AGREE
D : DISAGREE
Ssp STRONGLY DISAGREE
A, THE TRANSFORMATIONAL STRATEGIES DESIGNED BY THE
SCHOOL PRINCIPAL TO ENHANCE THE QUALITY OF
EDUCATION IN SCHOOL
SA SD
2.1 { Educators are involved in the decision making structures
of the school, e.g. school management team, SGB’s, etc.
2.2 | The principal acknowledges the positive contributions
made by the educators in decision making/curriculum
transformation.
2.3 | The principal engages educators in the implementation of
educational policies.
2.4 | The principal develops working relations that are
consistent with the overall philosophy of the school.
2.5 | Educators are engaged in the school strategic planning,
2.6 | Educators are assigned greater responsibilities in the
management of the school.
2.7 | The principal establishes support committees for

educators to perform their tasks/work well.
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(i) What transformational strategies have been put in place in your school to

enhance the quality of education?

a) Comment on the reason for the success of those strategies.

b) Comment on what you think hinders those strategies from enhancing the

quality of education in school.

(i}  What experiences have you had in your engagement of the staff in the school

improvement?
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(a)

Positive experiences (please relate and give examples)

(b)  Negative experiences (please relate and give examples)
B. STRUCTURES THAT HAVE BEEN PUT IN PLACE TO MEET THE
CHALLENGES BROUGHT BY THE EDUCATIONAL CHANGES
SA D |SD
3.1 The school management team is assigned
responsibility in the setting of the work
standards/ethics in the school
32 The principal promotes networking with other schools
in so far as meeting the challenges of change in
education.
33 The principal promotes collegiality amongst the
school staff.
34 Educators are encouraged to develop their own goals

within the general school goals.
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() What structures have been put in place in your school to handle the challenges
brought about by change?

b) Comment on the reason why the school should network with other schools in

so far as meeting the challenges brought about by change.

¢) Comment on what you think about encouraging educators to develop their own

goals within the general schoo! goals.
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C. WAYS AND MEANS THAT ARE USED BY THE SCHOOL
PRINCIPAL TO MONITOR THE TRANSFORMRATIONAL
PROCESSES

SAJA D |SD

4.1 | Leamers are frequently updated about the expected
changes in education.

4.2 | Parents are continuously informed of the expected
changes in education.

4.3 | Educators are accountable for the achievement of the
school goals.

4.4 | The principal ensures that all learning activities have a
bearing to the school mission and vision.

4.5 | Collaboration amongst the staff members is encouraged.

a) In what ways has the principal fried to monitor the progress and

transformation in the school? (Give concrete examples.}

b) Highlight and discuss some of the problems that were encountered in

monitoring progress and transformation in the school.
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D. CAPACITY TO DEAL WITH CHANGE

SA|A |[D |SD

5.1 | The principal engages educators in the staff
developmental projects initiated by the school principal.

5.2 | The principal has a sense of purpose and direction.

3.3 | Educators are involved in the development of the school

mission and vision.

5.4 | Educators are assigned responsibilities to help the

school to live up to its mission and vision.

5.5 | Educators are exposed to workshops to develop their

expertise in teaching and dealing with change.

a) What were some of the ways in which educators were involved in the

improvement of the school?

b) Positive experiences (relate through concrete examples)
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c) Negative experience (relate through concrete examples)

Thank you for your time and co-operation.
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