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ABSTRACT

The focus of this study is on the management of change in a public school, namely
Hoérskool Secunda in the town of Secunda, Mpumalanga. Teaching staff as well as
management team members are confronted with many changes in performing their
duties on an everyday basis. It is therefore, very important that a school and its staff
members are prepared and informed about changes that need to be implemented in the

near future.

At this stage, changes are managed well with regard to the time and motivation
available for their implementation. However, these changes and the unexpected
abruptness with which they are sometimes announced can have a detrimental effect on

the school’s organisational culture and the motivation levels of the staff members.

The main aim of the study is to measure and interpret measurement of the
orgariisational culture of the school and to determine whether the school will be able to
handle the implementation of changes effectively, based on the measured

organisational culture. This aim is supported by three objectives, which are:

e To define the term organisational climate in an organisation (in this study, the
school).

e To interpret the results obtained from the measurement.

e To make recommendations in the form of a plan to handle the management of

change in this school.

From the literature it is established that the organisational culture of any organisation is
very important in determining the resilience with which the organisation will be able to
handle change. It is stated more than once that an organisation with an established set
of values and effective transformational leadership to guide it will be more effective in
implementing and managing change effectively. It also became evident in the literature
study that the principal as leader of the management team has a very important role to
play in the change management process. Principal succession should therefore be
planned and managed carefully. Finally, the literature also revealed that all the
stakeholders in the school environment should be informed and involved in the change

management process in order for it to be successful and sustainable.

i



Hoérskool Secunda’s organisational culture was measured using a questionnaire after
which the results were processed and feedback was provided to the staff members and
the management committee of the school. From the results of the questionnaires it was
established that the current organisational culture of the school is overall very positive.
A few concerns were identified within the specific dimensions that were measured and
based on these concerns, recommendations were made to the management team of

the school with regard to dealing with these concemns.

The recommendations that were made should enable the school to address those
issues that contribute to perceptions of uncertainty about the direction the school is
moving towards in the direct future. This, in turn should enable the school management
team to ensure alignment with the vision and mission of the school as well as create a
positive, motivating culture where every staff member can function optimally in doing

his/her best in the main purpose the staff members of the school have : to teach

effectively!
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CHAPTER 1 : BACKGROUND AND PURPOSE OF THE STUDY

1.1 Introduction

The youth is the future of every generation at any specific point in time. No wonder that
people are so concerned about the health of the education system in their country. In
South Africa it is no different. The citizens of our country, along with government is only
too aware of the situation in the education system, and is constantly trying to improve it
— to be able to deliver well-qualified, emotionally healthy adults that will have a choice of
how and where they are going to be employed. Hand in hand with the quality of the
education “product” (the learner), is the demand for the product — a country that is
embarking on immense economic growth that is in need of well-educated, well-skilled
students. The students should be able to fulfil a significant role in their communities,

when they graduate from secondary school.

Behind the educational system is an army of educators, who is passionate and
dedicated to achieve just this. They have been struggling to deliver the type of student
the country wants and needs and yet, when the results of matric exams come in, they
are also the first to be blamed for all that went wrong and expectations that were not

met.

What does the world of these teachers look like? Why do they find it so hard to comply
with the demands of the education system — which is simply to get a 100% pass rate for
all the enrolled Gr. 12 candidates? As with anything that is really important, there is no
simple answer. There are so many role players in the education process and, after all,
teachers and parents are in alliance in raising and educating well-mannered and
adaptable young men and women. This study will look into the world of the teacher in a
public secondary school — it will attempt to investigate the following:

e  The reasons so many teachers find it harder and harder to persist in the calling

they have been working in for so many years.
¢  The morale of teachers which is at an all-time low and
. Why teachers seem to find it harder to cope with the work load associated with

their positions.



1.2 Background to the Study

1.2.1 Education in South Africa after 1994

After the landmark elections that took place in April 1994 and marked the start of a new
democracy in South Africa, it was obvious that the education system had to change.
Education in the apartheid era was a complex issue, with segregated schools under the
administration of 15 different departments of education. Tamer (2005:1) quotes authors
Helen Ladd and Edward Fiske who said at an education forum: “We suspect many of
you are here because you are fascinated by the whole transformation process in South

Africa. We believe ...that education is central to that transformation process.”

The education system in South Africa has gone through significant changes which had
a profound effect on the community of teachers as well as the learners. It literally started
at the top level (appointment of new officials in all the spheres — from the minister to the
provincial and regional dignitaries) and trickled down to the level of each individual
teacher in every school in South Africa. The changes also included new rules,
amendments to acts concerning school governance and also changes that affected the
appointment of teachers at schools. Language policies as well as admission guidelines
were affected and finally of course, the changes in the teaching curriculum were the
ones affecting teachers the most on an everyday basis. Most of these changes implied
a more positive school system for learners of all cultures and races, but the design and
implementation of some of the changes as well as the restructuring were not effective.
As a result the changes did not have the desired effect on ground level.

The main purpose of educational reform was to deal with the unequal societies that the
post-apartheid government inherited and the creation of a non-discriminatory school
environment into which access was gained on the basis of criteria other than race or
religion. When reviewed, it became evident that in this sense, the transformation was

indeed effective.

1.2.2 Change in Governance
The National Education Policy Act, (Act 27 of 1996), empowers the Minister of
Education to determine national norms and standards for education planning, provision,

governance, monitoring and evaluation.



The principle of democratic decision making must be exercised within the context of
overall policy goals.
Furthermore, the Constitution has vested substantial power in the provincial legislatures
and governments to run educational affairs, subject to a national policy framework.
Johnson & Taylor (2003:7) describe the governance structure on provincial level as
follows: “Each province has its own legislature, headed by the province’s Premier who
has a cabinet consisting of Members of the Executive Committee (MECs). The MEC for
Education is the political head under whom there is a Head of Education leading the
provincial bureaucracy for education. Each province then, has a set of education
districts (and sometimes also smaller units called circuits), with departmental officials
responsible for that district’s schools. Each school is governed by a legally established
School Governing Body (SGB) composed of parents, teachers and in secondary
schools, learners as well”. He also points out that there are several issues that were
prominent in identifying the goals that were set for the educational transformation
process since the change of government in 1994. These are:
o Equity, because of high levels of inequality visible between former-white and
black schools.
o  Efficiency, because of high levels of wastage associated with repetition and drop-
outs.
e Quality, because of the documented poor quality of teaching and learning in
schools.
e Effectiveness, since the performance associated with the high levels of funding is
not satisfactory.

e Democracy, because of the previously authoritarian practices in education.

1.2.3 Curriculum change

At the heart of the school reforms since 1994 was the establishment of a
comprehensive curriculum project, called Curriculum 2005 (C2005), which was a
progressive model of education based on the principles of outcome-based education.
This new curriculum was a direct reaction to the previous apartheid curriculum and as
such, was focused more on learners and their comprehensive learning experience with
a significant degree of integration across subjects and skills. The term “subject” was
replaced with “learning area” and the teacher's role was redefined to be one of a

facilitator of knowledge and skills in stead of the more traditional teacher-centered



classroom set-up where the teacher was the most important person and leamers had to
absorb, digest and remember acadernic knowledge only. The main focus of C2005 was
to root the school curriculum in the everyday life of the child and to improve the fit
between education and the workplace.
Learning areas with their specific “outcomes” were linked and organised in programme
organisers and in stead of structuring lessons around conceptual issues (e.g. verbs or
multiplication), a theme such as transport was the integrating theme and lessons had to
be structured around it. It was impossible to directly train all educators simultaneously in
the General Education and Training (GET) phase of schooling, therefore a cascade
model of teacher training was chosen to prepare district officials and educators for the
implementation of the curriculum.
Since its introduction into classrooms in January 1998, C2005 was heavily criticised in
academic and professional arenas for a number of reasons, including:

. Highly inaccessible and complex language.

. Insufficient preparation of educators for this complex curriculum.

. Large discrepancies between resources and capacity for schools with regard to

implementation.
. Lack of confident and competent teachers to manage the curriculum.
. Critical lack of appropriate teaching and learning materials to support the

pedagogy and philosophy of this curriculum.

As a result of a not-so favourable report on the implementation of C2005, the next
minister of education realised that intervention was necessary and a revised,
streamlined version of C2005 was introduced into schools. This was the National
Curriculum Statement (NCS), which was released in 2002 and after that, followed the
Revised National Curriculum Statement (RNCS) which was introduced in 2005. It is
obvious from the above that teachers had to assimilate, and come to terms with a new
curriculum and two revisions of it within the space of 10 years, adding to their

uncertainty about all the other changes that were taking place simultaneously.

1.2.4 School Management and Discipline

The new Constitution of South Africa ,which was introduced in 1995, and the National
Education Policy act of 1996 had significant changes in store for the way discipline was

applied in schools. In the previous regime, schools had autonomy on disciplinary codes



and the councils and regulatory bodies they used to enforce this discipline — each
school had its own set of learner-leaders (also called prefects) who, together with
educators and management staff-members were responsible for maintaining the

school’s discipline.

The Human Rights declaration was incorporated in South Africa’s new Constitution and
the effect of this was total eradication of all practices that could lead to physical and
emotional harm of a learner while at school. Overall, this has been a positive change,
but the effect it had in schools was not always so positive. An educator’s authority was
diminished to such an extent that he/she had to be very cautious about the disciplinary
actions taken in the classroom. This was the result of learners and parents who were
now much more sensitive to disciplinary actions from a teacher and sometimes facts
could be distorted in such a way that the teacher had to defend him-/herself against an
unruly learner who was backed by parents. The parents typically chose to believe the
child’s version of the events that transpired in the classroom, and laid charges against

the said teacher.

The new Education Policy also warranted an election of a Representative Council of
Learners (RCL) ,which became the new body of leaders for schools. The concept is
very good, but the only practical issue that made the implementation difficult, was the
fact that two representative learners had to be chosen from every class. This resulted in
a council of learners across the spectrum of ages in the school, which led to difficulties
when discipline had to be maintained on the playground and even in other informal
situations (social events, sports meetings) ,where senior learmners refused to submit to
the authority of learners that were younger than them. One positive aspect of the RCL
that has to be highlighted is the fact that the RCL had representation on the School
Governing Body (SGB), which aided in the learners taking ownership of school issues
and actively participating in decision making on issues that concerned them. This
resulted in a much more positive acceptance of these decisions by the rest of the

student body.

1.2.5 Background Information on Hoérskool Secunda

Hoérskool Secunda is a multi-cultural secondary school in the town of Secunda in
Mpumalanga province. It is a double medium school with instruction in English and

Afrikaans and has approximately 1000 enrolled learners. Classes are conducted
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exclusively in Afrikaans or in English ,with about one third of the school population on
the English track and two thirds on the Afrikaans track. The school employs 63 staff
mernbers of which 18 are administrative and supporting staff members with the rest
functioning as educators in classrooms. Of the teaching staff, 39 are on the payroll of
the Mpumalanga Department of Education (MDE) and 11 teachers are on the payroll of
the SGB.

The school was an Afrikaans medium school until January 2002, when it accepted its
first English students in grade eight, after which the group progressed to consecutive
grades and a new group of English learners were enrolled in grade eight every year
from there on. The first English group of graduating grade 12s was therefore the class
of 2006.

The enrolment of English students had a profound effect on the average teacher’s
workload. Previously, classes were conducted in Afrikaans only and, since this was a
traditionally Afrikaans school, all the staff members are Afrikaans first language
speakers. When English classes were introduced, the teachers had to suddenly start
presenting classes in English and of course material (e.g. notes, tests and examination
papers) all had to be translated and text edited in English. Many of the most
experienced teachers were initially reluctant to teach in English, since they were not
used to speaking English on a daily basis. They now had to do extensive preparation
for classes, since many of the subject specific terminology and definitions were not in
their everyday vocabulary and they had to look them up in English textbooks and

dictionaries.

To add to the stress levels of staff members, the enrolment of English students changed
the school overnight into a multi-cultural school community. This is in itself a positive
change in the context of the new democracy in our country, but as with anything new
and unfamiliar, it brought its share of difficulties and misunderstandings. Discipline was
quite a tough issue a few years back and still remains so, since different cultures
observe authority differently and even respect for fellow learners is expressed differently
in each uriique culture. Currently discipline in every school remains a tricky issue as a
result of the fact that teachers are not allowed to use corporal punishment in schools
and a general decline in discipline and respect in the average home. On a positive note,

although there has been a few racial incidents during the first year of accepting English
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students, the last three years saw transgressions that were limited to “normal
irregularities”. These are irregularities typically recorded in schools across the spectrum
of cultures and include for instance unauthorised absence from classes, not submitting
to discipline and authority and the occasional violent incident between bullies and their
victims. It is very encouraging to observe how easily the learners from different cultures
get along with each other and with teachers and this culture has definitely been on the

upward trend since 2002.

1.3 Problem Statement

The result of changes that keep on coming one’s way is almost always the same for any
person — it induces stress and creates a feeling of uncertainty. The person that is
affected by the changes usually tries to answer the following questions “Where are we
going?”, “Why are we going there?”, “How will us going there affect me, my family, my
position and my workload?”. Basically, the staff of any organisation needs to know
whether the future - as it is presented after the changes — will be more or less positive
as compared to the current status quo. Of course a more positive picture will convince
the staff to go for and support proposed changes, but if staff members perceive
changes to imply a heavier workload with uncertainties about the direction the change

will lead them, they will find it hard to follow and support proposed changes.

The problem that accompanied the proposed changes in South Africa’s education
system is that, in such a large organisation (387 000 educators in 26 592 schools
across the country in mid-2007), it is almost impossible to motivate every employee on
the ground to personally believe in and embrace the changes that were introduced after
1994. Some of these changes were extremely positive, but some of them only implied
more administrative duties and a much heavier workload for the average teacher. Throw
in a salary that hasn’t really kept up with the demands of the job, and you can almost be
certain of a feeling of despondency and frustration, which will certainly have an effect on

the perceived atmosphere or climate at the school.

On the positive side, Hoérskool Secunda is in the privileged position of receiving
support from its parent community who are paying school fees. These fees enable the
School Governing Body (SGB) to appoint more teachers than the number of posts that
are funded by the Department of Education. As a result, the teaching staff at this school

is not carrying a 100% teaching work load and it also has a positive effect on teacher to
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learner ratio. The smaller the ratio, the better the quality of teaching and learning that

takes place.

The Department of Education has also announced recently that educators will have the
opportunity to choose their specialisation from here onwards. In stead of following the
usual route to salary progression (which involves management duties), another option
will be available. For the educator who is not interested in becoming a head of
department or ultimately a school principal, there is still the option of achieving salary
progression via the route of becoming an education specialist and being evaluated on

teaching duties only.

1.4 Objectives of the Study

This dissertation will attempt to measure the organisational climate at Hoérskool
Secunda and based on the results, will propose a plan to assist the management team
and staff members at the school in handling and managing changes that are imminent
(whether these changes are self-proposed or whether they are changes that need to be

implemented on the authority of the regional, provincial or national government).

1.4.1 Primary Objectives

The primary objectives of this study are:
e To define the term organisational climate in an organisation (in this study, the
school).
e To measure the organisational climate in the school.
e Tointerpret the results obtained from the measurement.
e To make recommendations in the form of a plan to handle the management of

change in this school.

1.4.2 Secondary Objectives
A few secondary objectives should also be mentioned:
e To obtain a bird’s eye overview of the educational environment in South Africa
approximately 14 years after the 1994 elections.
e To look ahead and anticipate additional possible changes or adaptations that
might be pending in the education system as a result of current political and

philosophical trends.



1.5 Limitations to the Study |
It would have been extremely interesting to measure the climate in schools other than a
traditionally Afrikaans speaking school. However, the scope of this study is limited to

one formerly-white Afrikaans medium public school.

1.6 Overview

This chapter describes the research problem as well as the research process that was
followed in the study. The problems that teachers in government schools have to face
on an every day basis have been identified. The transition process in the South African
education system has also been outlined. The study will aim to make recormmendations
to a school management team to effectively deal with changes as mentioned above.
These changes may be introduced by school management, regional or provincial
management and depending on the perceived effects, will or will not be embraced by
educators on ground level. As a result, the culture at a specific school is expected to be
dramatically affected, with an inevitable effect on the quality of teaching and learning
taking place at the school. The purpose and scope of this mini-dissertation were also
discussed in this chapter. Research methodology was described and limitations of the

study were pointed out.

In chapter two, a study of relevant literature and research available on change

management and changes in education is presented.

Chapter three deals with the procedures and methodology of the research design for
the study. It also contains the research questionnaire design information and presents

the results and interpretation of the research that was done.

Chapter four contains conclusions, implications and recommendations for a possible
strategic plan to improve a school’s “organisational” culture by dealing effectively and

proactively with impending change — irrespective of where the change originated.



CHAPTER 2 :ORGANISATIONAL CULTURE AND
MANAGEMENT OF CHANGE : A LITERATURE
STUDY

2.1 Introduction

We live in an era where so many things are changing every day, almost by the hour. In
fact, the only thing we can be sure of that will not change is the fact that things will
change. In the educational sphere, change is also inevitable. This chapter will attempt to
supply an overview of the latest information available on the changes that are currently
taking place in the South African Educational system. It will also deal with literature on
several issues that are involved in the process of managing a change process
effectively, with specific reference to the school environment.

The specific culture of a school and the effect culture will have on implementing change
will be analysed, followed by a brief discussion on organisational citizenship behaviour
and how it can affect the implementation of change. Finally, the role of the school
principal in the management of change and even in causing changes to oc