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ABSTRACT

This study looks at the various actions by the gpial of a farm school in running an
academically successful school. The study expdseslifficulties faced by farm schools
and looks at how the principal confronts theseidliffies and turn some of these into
success stories. In trying to understand the rblthe principal this study uses school
effectiveness literature as a source and refergnaa attempt to understand the actions

adopted by the principal to make this farm schactsssful.

The study uses the interpretive orientation as rttethodology for investigating the
principal’s role. This is in line with my attempt explaining the perceptions, views and
experiences of the people who are working closetly the principal. | have done this by
employing semi-structured interviews and partictpatservation. The information

gathered from the respondents helped in the denwdop of the role of the principal

which in this case, is the expressed views of #Epaondents. The investigation is
conducted as a case study and the handling of nfemation provided by the

respondents is in line with case study methods.

The study has revealed that actions of the leaalee n influence on the organizational
success. The way in which the leader of Rocklaad® fSchool conducts herself and the
vision she shares with the people within the orgaton go a long way towards the
improvement of organizational structures and theictioning. In this case the principal
has been noted as particularly transformationalarismatic, instructional and
transactional in her approaches to school admatistr and that her dedication to the
cause of learners from disadvantaged backgroumeflscted in her sacrificial actions.
The study has also found that the principal is wered to be fairly autocratic in her
leadership, which is a departure from current lestdp thinking. The study has also
shown that socio-economic disadvantages do notssad® inhibit the school from
performing beyond expectation. With good guidanmenf the leader and trust among
staff members the farm school has been able tacower some socio-economic pressures

to emerge successful in the academic field.



The fact that the principal of this school is a veanhas not changed the overall findings
that leadership qualities for successful schooking universal and do not necessarily

depend on the gender of the leader.

This study suggests that leaders have a poteattali poor situations in schools around
and that leaders should as a matter of course enthat they understand the
organizational dynamics within their schools. Tisépuld be in the forefront as agents of
change being mindful that those within the schawdlarstand and share the vision the
leader has. The study also suggests that the hefearent in the educational processes
in schools is of critical importance than the caiodis in which schools find themselves.
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CHAPTER 1
OVERVIEW

1.1 INTRODUCTION

This research is intended to identify the role phi@cipal plays in running a successful
farm school. The focus is on the principal who ys&g of or combinations of styles and
models to run an effective schodliterature has identified farm schools as areas of
neglect, (Nasson in Unterhalter 1991, Gaganakis&\Cl987, Hartshorne 1992,) where
good results are not likely. The outstanding penmmce by grade 12 learners at
Rocklands Farm School has attracted my attentismal environmental factors suggest

that nothing of value can be expected from farnmostkducation.

It is my belief that there must be something th& particular farm school is doing well
that has defied poor expectations. | decided td labthe leader and learn from the
leadership styles to see if these have had anydngrathe overall good performance of
the school. | do not, through this research, asghatethe leader has brought about good
performance but | am examining the role of leadersi see if it had had any significant

influence on the good results.

The research depends largely on the stories tineipal and members of the school
community tell. Members of the school communityludge all those who are directly
linked to the school and its daily functioning sual Governing Council members,

teachers, learners and management team members.

1.2 CONTEXT OF RESEARCH

As referred to in the introduction, the researchlasated within a farm school
environment where literature on farm school edoceits not exhaustive. The news of the
extraordinary performance of a little known farnhaal in papers like Daily Dispatch
(2000), Eastern Province Herald 1998, 1999, 2008 Bwvening Post newspapers in
(1999) and (2000) not only took many by surprise dlso deepened my interest in this

1



school. | wanted to see how this school survivesy it fends for itself, how it makes
sense of its environment and how it engages with émerge as a performing school.

Christie’s work (2001) on schools that have sucedeabainst the odds helped me to look
at this farm school as it set the stage for a ptessnteresting study. Her study presents
an important challenge for me to delve into thenfachool situation. The information
Christie gathered, the suggestions put forwardfarttings she issued have guided me in
my attempt to look for some answers in RocklandsmF&chool’s outstanding

performance.

For Four consecutive years, 1998-2001, Rocklanas f&hool produced 100% pass for
its grade 12 learners. As a result the Departmefdacation put the school in the top
league of high performing schools. To show apptexiaof the school's extraordinary
performance the Department, through its politicddy Mr. Stone Sizani, paid a courtesy
call to the school in 2000 to award it with an horso certificate in recognition of
outstanding performance by the grade 12 learneng. dwarding of a certificate of
honour to the school was followed by other commuratganizations’ recognition
gestures because they also wanted to expressaph@ieciation of the school’s effort as

well as its wonderful dedication to teaching aratiéng.

1.3 THE HISTORY OF FARM SCHOOLS

Farm schools are part of South African history #rey came to prominence during the
apartheid era particularly after 1948 when the d&fetlist Government came to power.
Hartshorne (1992: 111) paints a picture of farmosth when he looks at the socio-
political background in the South Africa’s apartheeriod. The dilemma of education in
relation to social, economic and political struetirs nowhere more evident than in rural
areas of the less developed section of South Affiba farm schools, argues Hartshorne,
have systematically been neglected over the yélr®ven goes to say that the idea of
homeland politics was to ensure that the Governmérnthe day was concerned with
issues affecting white South Africans while homdlgaders would be busy with day-to-

day issues in their respective areas. Farm schaists fell into the forgotten category

2



because the problem was left in the hands of faanagers to sort out. The apartheid
regime was interested in the labour provided byfdren workers and had, instead to

ensure that labour was stabilized through restedggislations.

Adam & Giliomee (1979: 27) see the 1913 Land Acpas of the earlier stages of farm
redistribution. It was an attempt, they argue, bg then Government to entrench
oligarchy for political and economic reasons. TWw&s also intended to ensure that Black
economic empowerment and political aspirations wverted away from the common
South Africa. These developments had a serious ampa farms and farm schools in
particular. At that time farm schools for Blacksdamostly Coloured communities fell
under various church organizations and they weravknas mission schools operating
under different agreements with the farm owners.t#¢ costs of running the schools
were borne by different churches. The churches weogvated by philanthropic and
evangelical zeal to help those who were desperateheed. The mission farm schools
then did not look any better than the present faghool conditions. At that time
churches were operating with limited financial i@®@s and as such, they could not
make any remarkable difference to the physical aggree of these schools.

Mission schools operated because the farm managkagreed to make land available
for farm labourers' children to have a place totéeght. Other than that there was

nothing else that linked the farm owner to the stsactivities.

1.3.1 THE APARTHEID PERIOD

After the Nationalist Government had won the etatin 1948 it embarked on the policy
of separating races to ensure that the interestghité community was preserved by all
means possible. It therefore needed legislativadraorks in all socio-economic fronts to
see to the attainment of its ideals. The Eiselem@ssion of 1949-1951 was established
to look into the issues affecting education andas through the Commission’s work and

its recommendations that the Bantu Education Adt9%3 was passed by parliament.



It became clear even before the passing of thel&gin that farm schools’ manner of
management did not augur well with the NationaBigivernment and they made sure
through legislation that governance of farm scheatsild be removed from missionary
hands. The Bantu Education Act put the managemfefatrim schools under the care of
the white farm managers who, in most cases werdatme owners. The farm school
manager had to swear allegiance to the provisibriseoAct and carry out its policy as
far as farm schools were concerned. This did nee@my problems because the majority
of farmers were supporters of the Government pol@lyristie and Gaganakis as quoted
in Hartshorne (1992) argue that by the scheme iafj¢hin the apartheid arrangements
South African farmers were an important elementhef Afrikaner National coalition.
Graaf as quoted in Unterhalter (1991: 230) consrtoeexplain:

This privileged position allowed théAfrikaner National Coalition)

to create a legislative environmentohtensured an extremely

cheap and immobile labour force. Tgnisduced an almost feudal

set of social relations in which warkevere tied in to an extremely

oppressive and exploitative situation.
Farm schools, according to Graaf were an extensfofarm owners’ control of their
workers. When the De Lange Report was present&@88 it did not alter the position of
farm school control. Farm school children were lbtm farms in which their parents
worked. Most farm schools hardly went beyond steshdaur. This ensured that farm
school children would be unable to improve themation or compete in an open market

for jobs.

By 1979 when the Education and Training Act Nows¥ passed there were no tangible
or observable changes to the farm school scen@he.main fundamentals of controls
were still in the hands of the farmers. A Draft Bgpon Farm Schools (1995) by the
Ministry of Education of the Eastern Cape obsertieat even after the passing of
Education and Training Act farm owners were to baers of the farm schools and at
the same time act as governing bodies of schodlsnineir properties. The parents did
not have any meaningful voice because they coutd.nenake any decisions that will
impose financial burden or contractual liability tre farmer...” (Draft Report on Farm
Schools 1995: 3). The new Education and Training did not attempt to improve the

farm school situation in any meaningful way.



The general provisioning of material resourcesféom schools was only on paper and
many issues like buildings, toilets, furniture atrdnsport of farm school children

remained largely neglected. The Act served to antrehe power of the farm owner over
the farm labourers. This meant that the farm manhge comprehensive control over the
farm schools and their operations within his/heperty (Christie & Gaganakis quoted in
Unterhalter 1991: 233).

In 1986 the then Department of Education and Tmginproduced The Provision of
Education for Black pupils in Rural Areas RepotteTreport looked at the farm school
situation. Though by now the control of farm schedlcation was under the State the
reality was that the farm owner had the delegatedeps and so the position remained as
before. The 1986 report, according to Hartshorrg®21 136) revealed once more that
farm schools “...were a badly neglected sector ofsitteool system, the Cinderella of a

system which in total has suffered from neglect disdrimination.”

1.3.2 1994 AND DEMOCRATIC GOVERNMENT

When the new democratic government came to pow&®94 there were many problems
it faced, some of which were educational challengese rural and farm schools. The
legacy of apartheid made the task of equity andaiguof educational opportunities a
very difficult proposition to meet. The governmeargeded a legislative framework to
change the education scenario in South Africa. 9861 South African Schools Act
(SASA) was passed and it tried to bring farm sckaolline with the rest of all other
schools. Graaf in Hartshorne (1992: 140) had olesemarlier before the passing of
(SASA) that the issue of land ownership had nohbxearly defined. He went on to note
that the major problem of rural education residetin the individual farmer but in the

unwillingness and incapacity of the State to assfutheesponsibility for farm schools.

It is significant to note that the present governtrie willing to change the situation of
farm schools but financial resources seem to bedsteaining factor. The transformation

process has yet to make any significant impactom school education.



1.4 ROCKLANDS FARM SCHOOL AND SCHOOL
EFFECTIVENESS

Rocklands, like any other farm school has beerctdteby the disadvantages highlighted
so far. The expectation is that such a school wowlt produce good results. | have
indicated earlier that the school did not only hgeed results but it became one of the
top performers under the Easter Cape Educationrdeeat. It appeared that the school
fell into the category of effective schools. Litena& on school effectiveness can be traced
from the time of Coleman’s Report (1966) suppottead great extent by Jencks, Smith,
Acland, Bane, Cohen, Gintis, Heyns and Michelso@78). At that stage the home
environment was argued to be the biggest factanfimencing children’s progress in
schools. The schools therefore were regarded agempuseful to the future of children’s
education if they were unable to accommodate timelitons of lower, poor or working
class children. It was for that reason that a &diell was made by such authors as Ivan
lllich for a deschooling policy because schools eveegarded by the deschoolers as
ineffective (Hayden & Thompson 2000: 157).

In describing school effectiveness | wish to gonglovith Cohn and Rossmiller's
definition of school effectiveness. They argue tisahool effectiveness should be
understood “... in terms of gains in cognitive knoside rather than the broader, more
inclusive measures of the outcomes of schoolingh(C& Rossmiller 1987: 381). It is
true also that the grade 12 learners at Rocklaasle been regarded as the measure of
success for the whole school and have given peopteevaluate performances pointers

towards school effectiveness.

My study at Rocklands Farm School takes into actthenresilience literature to which |
have referred earlier. | look at those elements$ #na relevant in an effective school
though there is no consensus among authors a® toet$t strategy to determine school
effectiveness. Sammons, Thomas, Mortimore, Owen Rednel (1997) maintain a
cogent review and analysis of school effectivenesshich they identify eleven factors
leading to effective schools. These factors form phissues | examine in Rocklands in

my attempt to see the role of the leader. The eléaetors are:



» Professional leadership

» Shared vision and goals

* alearning environment

* concentration on teaching and learning
e purposeful teaching

* high expectations

* positive reinforcement

* monitoring progress

* pupil rights and responsibility

* home school partnership

* alearning organization.

| examine these factors to determine applicatiorasraeanings as these give a glimpse of
what it means for school practice. These factonge hassisted and enabled me as a
researcher to judge the degree to which they goifdrm school effectiveness (Hayden
& Thompson 2000: 3).

1.5 MOTIVATION FOR RESEARCH

Studies on the role of leadership have been coaduaotfore. Sometimes these studies
have been linked to school effectiveness. | havavshearlier that leaders have been
found to be key actors in school effectiveness, rBans et al. (1994), Scheerens &
Bosker (1997), Christie (2001), Doyle & Wells (199The study is located in a farm
school. There is not much research work on farneaiceducation and particularly good

performing farm schools.

The general indication from farm school literatusethat farm schools are places of
neglect. Gordon (1997: 7) believes that the sitmatis to stay unchanged for the
foreseeable future because of inadequate finanaaburces for the Provincial

Governments. The belief from some authors that@shman make the difference despite
the conditions in which they operate calls for @sel look. This resonates well with the
Rocklands Farm School because it is able to prodaod results in spite of all the socio-

economic conditions that | have highlighted.



Rocklands farm school is located within the broa8estern Cape Province and is
affected by the poor conditions prevalent in farchaols and is also affected by the
general depressed conditions that affect the wlhaktern Cape. Farm schools according

to Hartshorne (1992: 136), are normally facimger alia, the following problems;

» Transport problems

» Poorly qualified teachers

* Narrow curricular activities

* Poverty

* Poor building structures

* Poor or lack of financial support

* Multi-standard teaching

* Ineffective and disruptive farm managers

The Rocklands farm school faces similar problemsibis curious that it could beat
these problems and deliver good results. Schoait a@re well equipped and enjoying
wonderful support from stakeholders could hardlyahnahis lowly and little known farm

school. This tells me that there is something happge at this farm school. | am
convinced that Rutter quoted in Doyle & Wells (199A45) is making an important
statement when he declares that schools do makiteeedce despite variables in race,
social class or home environment. Rutter's viewt@sts with long held idea that

schools are ineffective for poor or lower classneass.

| have chosen to study school success by lookitgeatole of the leader. | do this by
interviewing the principal and some key memberthefschool community. In line with
the research question these purposely selectedeprapate the story of the school and
the principal. They express their perceptions aqmégences as members of the school. It
is this information that speaks to me and | attetoptonvey these messages as they

begin to delineate the role of the leader.



The purpose is to determine whether the princip&axklands has had any meaningful
impact on the school’s progress. It is also myntita to find out the extent to which
the principal has played a role as a leader. Thigstigation is intended to assist in
confirming or putting under question the centralifyleadership role in an effective
school. Support for the importance of the leadefiactive school is found in Purkey &
Smith 1983, Edmond 1979, Cohn & Rossmiller 1987.

This is a case study, which | found appropriate tfog kind of investigation | am
undertaking. In seeking opinions, experiences ahationships within the Rocklands
Farm School | have found it appropriate to usese ctudy approach because it would
be helpful in allowing me to retain the holisticachcteristics of the real life events (Yin
1994: 3).

| have been a participant observer at this scharolhfe six months. | got involved in the
daily running of the school with the view to ledahe culture and the language of the
school as well as to understand the environmeriinivhich the whole school operates.
As | hoped, this instrument has assisted in illatiing the investigation and also helped
in bringing to light those actions or ideas thagintiihave been lost (Jorgensen 1989: 14).
The investigation lends itself to the ethnograpiniactice as it seeks to interpret what is

happening and what meanings are attributed to thesets.

1.6 RESEARCH SITE AND SAMPLING

This is an investigation of a specific school, whit believe has a certain type of
information that is relevant for the research Iéndecided to undertake. The sampling is
purposive because it, according to Lincoln and GU9&5: 199), is done with a purpose
in mind. Rocklands is representative of the kindscool in which the investigation is
undertaken. Rocklands also possesses the feahateseed to be investigated and that is
why the sampling is purposive. My site of investiga is a farm school and it is only
within the farming environment that | seek somegfue leads and answers to the

research questions.



The site is chosen, according to Jorgensen (198%edcause of the opportunity it offers
and the convenience it gives to the investigatitanalso points out that the site should be
sufficiently interesting and appropriate for thesgarch question. Patton as quoted in
Lincoln and Guba (1985: 200) suggests among othiegs, that when one needs to
obtain information about an unusual case that maypérticularly troublesome or

enlightening purposive sampling becomes ideal eéhtwanake.

1.7 GOALS OF RESEARCH

The purpose of this research is to investigatadheof the principal in an academically
successful farm school. The role of the princigahivestigated through the opinions and
experiences of the immediate members of the schooimunity. The investigation

identifies conditions within the school as wellfemm outside the school that might have
helped or contributed to successful engagementstvgy looks at how these conditions

have been incorporated or utilized by the principadrder to be successful.

This goal is driven by several research questions:

How is the principal perceived and experienced leynipers of the organisation
as a leader of the school?

How does the principal perceive herself as a leaxféhe school?

How does her perceived role and style contributetie school's sustained

achievement?

The farm school picture is normally dismal as digaldy various authors and this forms
an important background as to how the RocklandmFaehool has operated and how it
has been able to perform against the odds. Thearels is hoping to give some pointers
on how schools in similar situations may operatés generally known that the Eastern
Cape Province has not been doing well in the grEleesults in recent years. Any
attempt in improving results by paying particulgteation to teaching and learning skills
would go a long way to bringing respectability tbet Eastern Cape’s general
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performance. This investigation hopes to point t@saome possible routes that schools
may take to improve their situation. | take thewiexpressed by Yin (1994) that each

investigation within the case study approach wiline out as a persuasive voice.

1.8 OUTLINE OF STUDY

Chapter one deals with the general overview of rdéeearch. It outlines the research
protocol and helps to capture the investigativecess. The outline locates the research
site, the purpose of research and points to theoitapce of the undertaking. The

overview serves as a summary of the work that besaihre essence of research.

Chapter two looks at the literature on leadershipe chapter presents a theoretical
framework within which leadership is discussed. idag theoretical positions are

presented to show how leadership understandingdrasmued to shift over the years.

Chapter three deals with methodology. The way imctvh go about doing research is
explained and justified. The interpretive paradiggndiscussed and the methods of
gathering data are presented. This is done withrétieal support so as to understand the

choices | have made.

Chapter four deals with the presentation of the.d@he respondents are introduced and
the information they provided with the regard tegarch question is presented. It is here

that the information is categorized and presensesbah.

Chapter five is linked to the previous chapterisihere that the data is discussed and
analyzed. This is done within the theoretical dspons discussed in Chapter three. The
role of the principal emerges from this analysisasexpressed view of the respondent.
The role of the principal finds expression in thigapter because it is the focus of my
study. The role of the principal is discussed with school’s effectiveness serving as a

term of reference.
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Chapter six provides a presentation of my findinbisis is done through reference to
other relevant literature that serves as apprapagatnment on the findings. Suggestions

are put forward; a critique of the study is givexd @oncluding remarks are made.

In the next chapter | present an overview of liier@in leadership, organisational culture
and school effectives, the three elements that gseninent to this study for reasons

which | hope will become clear.

12



CHAPTER 2
LITERATURE REVIEW

2.1 INTRODUCTION

This literature review is presented in three imaottstagesyiz; leadership theories,
organizational culture and school effectivenesshdw how leadership has developed
different concepts with shifting meanings as segrvdrious authors. | also show how
leaders operate within the given organizationatural with special reference to the
school culture. The intention is to show that leadwgeate culture and that they are also
affected by culture. Thirdly, | look at school effereness as an important aspect of my
study because Rocklands Farm School where my ssuldgated has performed well in
the past few years despite the fact that it facethéndous challenges. | also look at
school effectiveness and determine the extentsofedtures and qualities in Rocklands
farm school. | determine whether the role of th@gpal has had any impact on school
effectiveness. First | need to understand how leshie is definedas a concept before

attempting to discuss leadership theories.

2.2 LEADERSHIP

Leadership research has tended to view leadershgm aspect of role differentiation or
as an outgrowth of social interaction process. B4980: 11) argues that the meaning of
leadership may depend on the kind of institutionvinch it is found. He points out that

leadership can be viewed as:

...a focus of group process, as danaf personality, as a matter
of enduring compliance, as the eiserto influence particular behaviours,
as form of persuasion, as poweati@hs, as an instrument to achieve

goals, as an effect of interactimma differentiated role...
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Leadership is a concept that does not refer to speeific idea but carries shades of
meanings pointing towards two sets of ideas. Gadas quoted in Fullan sees

leadership as:

... the process of persuasion or examphtigh an individual (or leadership

team) induces a group to pursue objestingdd by the leader or shared

by the leader and his or her followerslign 2000: 3).
From this description one is able to identify th® tdeas emanating from it. The first is
the idea of interaction between the leader and Ilpesopd the second is that of the leader
seeing to the accomplishment of objectives. Cawarmtl Gibbon make the issue explicit

when they say:

To lead means basically to be out in fretmgo ahead with the intention of being
followed....The word lead strongly denotesrdaarpersonal relationship between
those who go ahead and those who follovwealér then, is one who not only
leads but who is also followed (Cawood & &b 1985: 3).
Cawood and Gibbon imply the organizational natdrieadership in their definition. The
people-relation nature of leadership is made explican educational field principals are
leaders whose work is basically to lead their ingtins to attain goals and objectives that

have been set up. The act of leadership is therafiomactivity of relations.

This study looks at a principal of a farm schootlegermine how she leads and how the
process of relationships from within and from odéshas aided her in or impeded her
from achieving her objectives. It is important ¢k at the role of leadership as this will

play an important part in my study of Rocklandsrr&chool.

2.2.1 ROLE OF LEADERSHIP

According to role of leadership theory each mendsesociety occupies a position in the
community as well as in various groups, organizeior institutions. In each position, an
individual is expected to play a more or less wiglfined role. Leadership is a role within
the scheme of relations and is defined by reciprexpectations between the leader and

other members of the organization. According tosBd990: 17) leadership is defined by
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stabilized expectations that are more exacting taatlrequire greater obligations from
the leader than from the other members of the grélg argues that leadership as a
differentiated role is required to integrate vasaales of the group and to maintain unity

of action in the group’s effort to achieve its goal

Principals have to keep the organizational nat@ither schools fully operational while
at the same time they work with people in ensutivaj the aims and objectives as set out
are pursued and achieved. The role of leadershiprding to John Gardner in Fullan
(2000: 6) is, among other things, for the leaddyd@ble to think longer term, understand
the relationship within the organization, be alolenfluence constituents, be able to craft
a shared vision, be able to cope with conflictieguirements and be able to think in

terms of renewal.

The roles mentioned here are not exhaustive byt teelcapture the essence of what
leadership is in an organization and also whaipeeted of leaders to do. Sergiovanni
sees leadership roles as metaphoric and that theyd@ven by technical, human,
educational, symbolic and cultural forces (Sergmia2001: 100). A principal who
wants to push the school towards school effectiseican be applying any of these forces
to accomplish his/her goals. Roles suggest thatelsahave tasks to fulfill within an
organization and that there are also expectatimm members of the organization and
from those who are outside of the organization,ttsat the leader could deliver on
prescribed mandates. Bass (1990: 383) sums up tiod=e as including sociability,
initiative, persistence, knowing how to get thirtdgme, self confidence, alertness to and

insight into situations, cooperativeness, populagtiaptability and verbal facility.

My study concentrates on the role of the principaiat the principal does or has been
doing up to the point of my investigation. It haseh my intention to make use of the
people within the school community to delineate diféerent roles of the principal as
they perceive them. | realized that this would paevpointers to the school’s progress or
otherwise. My investigation helps to explain théeax to which the principal’s influence
and roles have impacted on the overall school pedace. It was also my intention to

establish reasons why the school had performedebinvthe past few years. | have
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looked at the general views and ideas about lehgersles. | now turn to examine
leadership theories as espoused by various autherghe years.

2.2.2 LEADERSHIP THEORY

2.2.2.1 TRAIT THEORY

This theory is based on the view that leadershifitiab are innate or simply put, that
leaders are born. The theory emerged from thebates the leaders showed during their
term of leadership (Hughes al. 1987: 263). Trait theory was based on the Ari$itote
thinking which maintained that “...from the hour afth, some are marked for subjection
and others for rule” (Hoy and Miskel 1996: 376).eTtriticism leveled against trait
theory was its inability to explain the environmanand situational factors that had a
bearing on the leadership and leadership stylegtiSif1989: 20) has criticized this
theory and has regarded it as forming part of theitional view of leadership. He
described it as “..static, indifferent towards historical forces agdorant of moral and

political dimensions...”

Proponents of trait theory, according to Fullamersgthened their belief in the theory
because they maintained that the presence of Eagdraits in an individual would be
accepted almost without any regard to the situatiowhich the leader was functioning
(Fullan 2000: 8).

It is not uncommon today to hear of people tallafgut a born principal; a thought that
is derived from the observation people have haslioh a leader as well as the way they
communicate with him/her. At Rocklands where thisdg is situated | have observed
that some people accept the traditional trait theapplication as being a proper
descriptive label of qualities of the incumbenthdve heard the Chairperson of the
Governing Council describing the principal as anbl@ader; a real leader that you could
not find easily. | have learnt from parents cominghe school describing the principal as
a natural leader who was born to lead becausexareiges her power for the benefit of
all. This brings me to the next important stepha history of understanding leadership.
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Inadequate explanations of trait theory and itdilitg to explain different leadership
styles, meant that there had to be another exptemaBehaviour theory seemed at the

time to provide the required balance.

2.2.2.2 BEHAVIOURIST THEORY

Some authors have reinterpreted path-goal theotgrms of operant conditioning. For
example Scott as cited in Bass (1990: 48) saw #es#l rio replace the conception that
leadership was due to influence or persuasion biimgaan analysis of the observable
behaviours of leaders which ultimately changedlibkaviours of the subordinates. All
those behavioural theories emphasized reinforceniérty made the receipt of rewards
or avoidance of punishment contingent on the subatéls behaving as expected or

required.

Fullan says in support of this behavior theory:that

...acts of leadership take place in amagjinable variety of settings

which do much to determine the kindezder that emerges and how

such a leader plays his/her role (FUB@@ao0: 8).
Horner (1997: 271) noted that there was a two-factodel within the behaviour theory
with leadership either being task-orientated orpteo@rientated. He sees the two-factor
model as a continuum that describes the leadefshiings as portrayed by a leader’s
style of leadership. This means that the way inciwhhe leader deals with leadership
demands will show whether leadership role lays easphon people he/she leads or

whether his /her role lays emphasis on the tastgaals to be accomplished.

Behavior theory gave rise to a belief that effextieadership could be taught with
predictable results This was based on the undelisigthat leadership behaviour, under
the same environmental factors, can be expectbd tbhe same for all leaders. However,
this theory could not explain the different leatipsstyles which emerged at times from
the same environmental circumstances. It was naess find answers and contingency

theory seemed to attempt to give some answers.
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2.2.2.3 CONTINGENCY THEORIES

On contingency theory Fiedler points out that tfieativeness of task orientated and
relations orientated leader is contingent on theatels imposed by the situation (person
situated theory). This focuses on how the persexsi& be developed to be able to

adapt to the needs of the situation.

Horner seems to be in support of the view expredsechuse he explains that

contingency theories “...make the assumption that effect of one variable on
leadership are contingent on other variables” (ldodB97: 271). Horner goes on to say
that this theory provided a major insight at theetiof its popularity because it opened a
new understanding which showed that leadershipdcbeldifferent in every situation. It
is also here that leadership styles may shift tdwaa people- centred approach or

towards a task-orientated approach.

Fiedler's contingency studies attempted to findd&ahip styles that were effective in
certain situations (Fiedler 1967). The attempt teamatch a leader with a situation that
would be most conducive to a particular style dddership. As can be seen here,
contingency theories were seen to bring some kinoltance from trait and behaviour
theories discussed earlier. Fullan felt that thiarze brought about by the contingency
theories was attempting to explain historical fetdde states that historical forces have
created the circumstances in which leaders emdrgete also noted that leaders in turn
have had their impact on history (Fullan 2000:B)e belief then is that the interaction
between the leader and the environment is ong&iagh situation brings its own unique

outcomes.

House and Mitchell as quoted in Horner (1997) hawthin the contingency theories
developed a path-goal theory that seeks to undhersthe leadership style by

concentrating on followers. The theory suggests tihe leader is primarily
responsible for helping followers develop behavsotlvat will enable them to reach their
goals or desired outcomes” (Horner 1997: 271). ©aenot fail to see the shift in

emphasis and the attempt that is being made todadkunderstand leadership differently
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from the previous trait and behaviour theories. thgency theories were differing in
approach and were building from the previous tleprihereby evolving into a complex

analysis of the leader and the situation.

Contingency theory had situational leadership as ohits strong points. Fiedler as
quoted in Horner (1997: 271) says that situatidealdership was a combination of
leader-member relations, tasks structure and paspiower. Through his research he
claimed that certain leadership styles were mdiect¥e in certain situations. Although
this was viewed as simplistic it attempted to maddeader to a situation that would be
more conducive to that leadership style. In shbid tneant that leadership style, the
situation in which the leader is found and the abteristics of the followers, will all be
evaluated and the outcome would spell out the msatirthat leadership within the

contingency theory.

| need to understand the professional part of leshge and examine the various
arguments brought in by authors. There is a kintkadership that is intended to ensure
that work is performed at an agreed level of pifesal growth. This separates those
who do the work because they are told to do sotlose who perform because there is
virtue and value for educational growth. That isywhneed to examine instructional

leadership to see how it fits in with the rest tifey leadership theories.

2.2.2.4 INSTRUCTIONAL LEADERSHIP THEORY

According to Blase and Blase most schools have thtmwards professionalism as they
shift away from bureaucratic control (Blase andsBlal999: 130). Blase and Blase
explain instructional leadership as falling intdrbad groups, viz. integration of tasks,
group development, staff development and curriculdenelopment. There is within
these groups an inquiry orientated attempt to eragmiteachers or followers to have a
voice (Blase and Blase 1999: 131). Instructionatiéxship therefore, advances the cause
of leadership a step further because it builds omepertoire of flexible alternatives

instead of collecting rigid procedures and meth@lase and Blase 1999: 132).
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Parts of the elements highlighted in the contingeheory appear to have been included
in the instructional theory. The emphasis is on ftiiwwers or teachers in the case of
schools who must be encouraged by leaders to bacthe participants in the running of

institutions. The motivational activity is promirtBnencouraged as means of improving
leadership activities. Blase and Blase found thestrictional leadership integrates
collaboration, peer coaching, inquiry, collegialidst groups and reflective discussion
into holistic approach to promote professional atjale among educators (Blase and
Blase 1999: 137).

Recent studies have identified that effective undtonal leadership encourages talk or
voice among teachers so that they can developctiefte stances on their teaching
practices and also promote their professional diqBtase & Blase 2000). Glickman as
guoted in Blase & Blase (2000: 130) explains furtftesay that instructional leadership
is the ability to integrate tasks and give diresgistance to teachers, or staff members for

their development.

The instructional leadership theory de-emphasieaddrship control and encourages co-
operation and competition among teachers. Thifosety related to transactional theory

which | shall discuss in the next section.

2.2.2.5 TRANSACTIONAL THEORY

Burns as quoted in Smyth (1984: 41) contends tiexetare two basic leadership types,
viz. transactional and transformational leadersH.argues that transactional leadership

is:

...largely based on exchange relationshgt&/een leader and follower.
Much of political leadership is trangantl; a series of exchanges
between politician and voter is charaste. In exchange for the voter
support the leader adopts a programnpearhises designed for those
particular groups. This type of leadgrsh representative of lay
definitions of the term and is often wine think of when we consider
politicians.
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It is clear here that both the leader and the Wais are motivated by self-interest or
what they are likely to gain out of the engagemént.other words transactional
leadership involves a bartering arrangement fordgperformance by the followers.
Singer and Singer (1990) further describe transaatileadership as mechanistic than
organic, with authority being centralized in a wpwn approach. This is coupled with
standardized operational procedures. Here youfinidl leaders conforming to standing

rules rather that innovating or creating new apgiea in their leadership environment.

The description here informs me that leaders areyiog out their mandate without
changing thestatus quadbut are doing so with promises of good returnstfmse who
perform well. This situation does obtain in manyhaas. But | believe that it is not
possible to find a leader who is completely tratisaal without including other elements
found in other theoretical perspectives. The abiit the leader to carry out his tasks is
also subject to organizational culture within whitte leader acts. This sees the leader
operating without upsetting the status quo butematielps in its reproduction. | shall

return to this when | deal with culture.

| return now to the other side of the coin as was@nted by Burngz; transformational
leadership, to see how the shift is made from thesactional leadership theory | have

discussed to transformational leadership.

2.2.2.6 TRANSFORMATIONAL LEADERSHIP THEORY

Tichy and Devana as cited in Bass (1990: 53) desdransformational leadership as a
behavioural process capable of being learned anthgeal. They argue that it is the
leadership process that is systematic, consistingugposeful and organized search for
changes, systematic analysis and the capacity tee mesources from areas of lesser
productivity to areas of greater productivity tanigrin a strategic transformation.

According to Burns in Smyth (1984: 41) transforroatil theory suggests that leaders
motivate their followers to act without self-intetebut for the general good of the
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organization. The followers must achieve goals kizate high moral and ethical values to
which all subscribe. He stresses this by statiagjtiansformational leadership:

...Is the ability of an individual toé@sion a new social condition

and to communicate this vision tofbitowers The leader here both

inspires and transforms individudldwers so that they too develop

a new level of concern about theiman condition, and sometimes

the condition of humanity at large.
The issue of followers becomes critical in thisdtye The success of an educational
enterprise depends, to a large extent, on thewells cooperating and owning some of
the decisions that are made. Dinkmeyer & Eckstsig@oted in Udjombala (2002: 12)
stress that the success of an organization shauldabed on shared power rather than
power over people. It must be common vision and rndment by all within the
organization and the leader must create conditicosiducive for cooperative

engagement.

Transformational leadership is mostly needed dugegiods of tremendous change.
Horner (1997: 278) suggests that the changes thattaking place outside the
organization as well as inside it call for trangfiational leadership that is capable of

ensuring that transition can be well managed.

Drath and Palus as quoted in Horner (1997:278) fived the constructionist approach
finds home within transformational leadership. Tlaegue that because of external and
internal rapid changes the need for members obtbanization to continually construct
knowledge of themselves and the world around thammat be ignored. It is through
transformational leadership that this could hapeis. for some of these reasons that in
schools we may find Departmental officials andghiacipal trying to ensure that change
from the apartheid system towards democratic plasiis addressed by committed
leaders. In some cases we find management teamatiogein schools to relieve the
principal from many of the decision-making procasd&t he/she has to face. The team-
based theory is helping in the flattening of thesr&ichical structure within the

organization in order to accommodate what transétional leadership aims for.

Drath and Palus in Horner (1997: 279) strengtherctimstructionist approach by stating:
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In constructing views of the world, peworking together in an

organization need to develop socialigerstood interpretations, so

they can be effective as a group. Thitke foundation from which

People interpret, anticipate and pleadership requires participation

from everyone so that all the membeesemgaged in creating and

acting on that meaning.
According to Horner, these attempts ensure thatabes of power has shifted and that
leadership is assuming a significantly differenpegrance (Horner 1997: 280). Schools,
for example, are putting in various structures #&mwbtership is involving everybody
within the school environment from vision craftibg the owning of the outcomes the

school produces.

Finally | need to examine the notion of charisméedership because | think that it may
have found some meaning at Rocklands Farm Schaonintmity. At the data analysis
stage this concept emerges prominently and calla tdoser look to determine the extent
of its influence on the general leadership actimirthie principal.

2.2.2.7 THE NOTION OF CHARISMATIC LEADERSHIP

From the Greek language charisma entails, as equlain Sergiovanni “... ability to
perform miracles, to predict the future and to pessthe divinely inspired gifts”
(Sergiovanni 2001: 137). The term has shifted gggest mostly “divinely inspired gifts”
to many people. Conger and Kanungo as quoted igi@&anni (2001) take the
charismatic leadership term to mean that it is fdllewers who bestow this divinely
inspired gift on their leaders. In other words, ridraa is an interpretation of leaders’
behaviour by the followers. They state further thate is a connection between what the

leader does and the meanings that followers démve these actions.

In support of the importance of followers in charaic leaders Tucker as cited in Bass
(1990: 187) has noted that followers can be unttespell of a leader and can accept him
as supremely authoritative without necessarily @gge with him on occasions or they
may even refrain from arguing with him.
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There are sets of generalizations intended forlehder based on what followers see,
hear and what they think these mean to them. Coagdr Kanungo as quoted in
Sergiovanni (2001: 141) argue that charisma isanpérsonality trait but it is rather a set
of leadership behaviours that can be duplicatet wairying personalities. In their study
they have found that charismatic leaders share sa@m@mon elements with
transformational leaders in that both are abledip lothers reach their higher levels of
need fulfillment. These authors state that if neads addressed the followers respond
with higher levels of commitment, effort and perfance. Bass (1990: 187) seems to
agree with this view because he states that chatisneaders vary greatly in their
pragmatism, flexibility and opportunism and displdifferent styles to achieve their

impact.

Conger and Kanungo as cited is Sergiovanni (20a%¢ Ipicked up some salient features

that serve to denote a charismatic leader. Thesada:

e The ability to challenge the status quo
* Willingness to take personal risks

* Incur high costs to self

* Make self sacrifice and

* Ability to act in an unconventional way.

| find these features resonating with what | halbsevved at the Rocklands Farm School
where | investigated the role of the principal.ifiwto examine some of these features to
see the extent to which they are applicable. Thergemce of charismatic leaders can be
traced down in history where some of the importeeatders who had tremendous
influence on the course of history were identifiselome of the salient features
highlighted by Conger and Kanungo can be foundhé@sé leaders but again the emphasis
has been what the followers felt about these lsadeor example Bass (1990: 192)
pointed out that same words or actions by woulddagler can seem charismatic and

extremely influential to ardent disciples but wobkelhumbug to others.
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| have looked at various theories on leadership lamged to see whether farm schools
where my study is located, have had any meaningadership. | want to establish what
the situation has been and how leadership has gsegd to what it is at the present

moment.

Recently there has been an emergence of leadettsbipies that are driven by post
structural and postmodern thoughts. These have bermght in as alternative views in
the understanding of leadership. Some authors haugyht in these views in opposition
to the prevalent theoretical ideas, most of whiet bbeen accepted as the norm. |
examine the positions from which these new thearse and the influence they have

had on the understanding of leadership in recestsye

2.2.2.8 POST-STRUCTURAL AND POST-MODERN APPROACHESTO
LEADERSHIP

Post-modern theories in general are regarded byatgas cited in Sims (1998: 26) as
mercantalisation of knowledge because accordinggwiew, knowledge has become a
commodity in line with the industrial world. He algoints out that legitimation has
become a problem because some people have declaadkmnowledge is or should be.
He points out that earlier knowledge was definedpposition to ideology. Lyotard had
difficulties with this view because scientific kntedge was understood to possess proof
or evidence. The difficulty lies in whether sucltogir or evidence was truthful. Post-
modern theories argue against grand narrativemaheipation and triumph. These grand
narratives created a hierarchy of knowledge anttmoslern theories are flattening areas
of inquiry to make knowledge performative becausprovides answers to the use of

knowledge rather than the truth of knowledge.

Post-structural theories also came to reject lasi of structuralism. These theories
became instruments of deconstruction from whichifé&gm and post-modern thoughts
emerged. All these challenge assumptions on whichctsralism is based. These
approaches have become critical of the essentialigerly picture offered by
structuralists. Sims (1998: 342) points out thatamstructionists offer a more anarchic
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alternative where difference rather than similaigythe defining characteristic. Post-
modern and post-structuralists assumed that theme \gaps and paradoxes in the

structuralist systems and that actions were natigtable.

| shall be looking at both theories interchangeage their standpoint has already been
identified as a rejection of orderly structuraliamd acceptance of the relativity of reality.
Recent studies in leadership show that the corwptindergone a change in the manner
it is understood. A change in the way in which kEratlip is understood is seen by Horner
(1997:277) as having been caused to a great eljetite change in the environmental
conditions. Just as economic conditions changewh firedustrially based economies to
information based economies, so has the leadetbimiing continued to shift from
being linked to individuals to becoming an actiwtythin an organization in which all

participate.

Structuralist or traditional positions viewed leegtep as a concept associated with
persons who exercised power over the followers rgamizations. The new thinking
suggests that leadership is not associated wittopserbut rather has a number of people
or the whole group working in various ways to erdeleadership qualities for the good
of the organization This has implied new ways odlog with new challenges and the

discarding of the old held views (Wilset al.as quoted in Horner).

Post-modern approaches view leadership as a praocegshich leaders cease to be
distinct individuals in charge of followers but mat are part of the community in a
leadership practice (Horner 1997). The reason fis shift is that the traditional

understanding of leadership is being criticizedsasplistic and static. Post-structural
approaches seek to understand leadership and pagjani within which leadership

operates. Smyth (1989: 26) notes that leadershyarisof “...containers holding people
in relations of power...” He further suggests thadership should be viewed as a
relational concept developing over a lengthy penobtime. It is processional and is in a

constant state of flux.

Horner (1997: 278) points out that the understampdihleadership has traditionally been

seen as involving a leader and followers where dange and influence were primarily
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vehicles for leadership. The postmodern view ig thadership is a process and that
people in an organization “...do not need to be nawéd and dominated, instead
everyone involved in the activity is assumed toypém active role in leadership.”
Anderson (1996: 21) elaborates on this view andieggthat postmodern thought is
characterized by continual change of perspectivés mo underlying “common frame of
reference but rather a manifold of changing horszoi Anderson believes that language

and knowledge do not copy reality but constitutditg

The postmodern attitude involves suspicion and “fineel sensibility” to what happens
on the surface. Postmodern thought is open tordiffees and nuances of what appears to
be a given rather than what has been or what cbeldTo illustrate this point it is
important to note that in South Africa for exampdieadership knowledge and practices
have been the domain of white males. For some timee was taken as given until
Marxist critiques and eventually postmodern andt4stsictural thoughts came to the

fore to argue against what appeared to be unguestiy correct.

Gunter (2001: 12) argues against the tradition&iyd views. She points out that
intellectual work prevailed in traditional litera&uand it was knowledge for the few who
dominated the majority. She points out that thisigpan was the cause for concern for the

postmodern and post-structural theorists.

A post-modern construction of leadership suggeb@t toth the leader and the
organization need to approach their activities franview that “...focus (es) on the
interpretation and negotiation of meaning of thei@oworld” (Kvale 1996: 41) in which
they find themselves. In other words, accordingStarratt (1996: 4) individuals are
embedded in cultures and language communities my#raowledge that emerges will be
socially constructed. People within an organiza@ating with a leader make sense of
their world by “...continually construct(ing) knowlgd of themselves and the world
around them...” (Horner 1997: 278). This point firmdgport from Fullan (2000: 13) who
states that leadership is an area of relationslmpgsegotiations.
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Post-modern approaches also suggest team leadeeshifiing from integration and

adoption of group work. This is in line with a ctntionist approach. Here leadership is
connected to the workings of the team members amd pwnership of leadership

outcomes. The production and reproduction of kndgéeis a joint effort because

individuals are embedded in cultures and langudg@eocommunity where leadership
knowledge is contested in a dialogical situatiota(&tt 1996: 41).

Postmodern approaches to leadership argue furthetdbing that there is no certainty
about the outcome of leadership engagement. Wima¢tsmes appears to be an orderly
leadership connection between the leaders and mismobe¢he organization has in fact,
tensions, paradoxes and contradictions that atatddt to by power relations (Gunter
2001: 12). Smyth (1989: 31) captures the importawicéhe power relations when he
stresses that “...the relational, dialectical dimensi..” found within an organization

emphasize the “...process of reality construction giné force to the human agency of

the people in organization...”

The challenges that are posed by the post struictuma postmodern conception of
leadership are that we should problematize theilyeadcepted traditional views of
leadership. This also enables one to gain an utatheling of the concept of leadership
from various perspectives. Post-modern perspectiviedlenge our readiness to take
things for granted. They rather seek to carefullgggion the leadership knowledge and
practice as conceptualized over the years. Theaeciese link between post-modern and
post-structural theories and the feminist critigfideadership, which | am now going to
examine. | have indicated earlier that leadership theen the domain of men and that the
advent of women leaders has been a struggle. HnenMarxist criticism females have
advanced and were helped by post-structural antimpoern thoughts that challenged
the male dominated leadership world. | am ablecik lat feminist perspectives of
leadership to understand the position from whiatytetand and to determine the link

post-structural and post-modern theories have mmist critique.
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2.2.2.9 FEMINIST CRITIQUE OF LEADERSHIP

Bass (1990: 717) argues that in our society wesacelized primarily within the nuclear
family in a culture that defines sex roles as totéés and that also defines our sense of
self and our behaviour. He states further thatreées pertain to all aspects of life and
take precedence over situation-specific work riflésey are compatible. He points out
that dominance and independence are, as a resstigiated with masculine roles while

submissiveness, passivity and nurture are assdaaatle feminine roles.

2.2.2.9.1 THE HISTORY OF WOMEN LEADERSHIP

Women have been leaders for a long time but tlesidérship has always been viewed
from the man’s perspective. The other view has libahwomen lead differently from

their male counterparts. Van der Westhuizen (1921) points out that:

...women and men do not only ebgrere the world around
them in totally different waysth.. the actual experience
of women apparently differs unidély from the world
which men experience daily.

Part of this difference is seen by Shakeshaft (1@89associated with different gender
roles stemming from socialization processes. Caildyorn into the society are socialized
into different roles as males and females andrthssled to the belief that the way women

handle leadership roles differs from that of man.

The gender-based beliefs and practices made wodaah for the raising and caring of
children from what the man provided. In line wittistthinking women were ideal as part
of education enterprise because they would conttheeroles that are consciously and
subconsciously prescribed by and embedded in Humial prerogatives (Greyvenstein
2000: 32). The point made by Greyvenstein is tli#¢rént social roles have led to the
belief that women have different traits from menha way they lead. As a result, women
have been regarded as weak, passive, emotionakndept, fearful and unsure of
themselves, whereas men on the other hand werd fatbeing aggressive, impersonal,

forceful, fearless, independent, self assured atdnal. It is because of these differences
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according to Shakeshaft (1989: 25) that an assomp8 made that the teaching
profession fits women because of their motherlg wjlcaring for children.

2.2.2.9.2 THE MALE WORLD AND FEMALE LEADERSHIP

The emergence of feminist ideas and feminist slitlepends on the understanding that,
in all societies which divide the sexes into difetr cultural, economic or political
spheres, women are always less valued than mes (B&9: 41). The point that is being
made here is that the patriarchal society in wkehive has made it difficult for women
to play their role in a meaningful way becausdladly do is viewed from a man’s world.
Shakeshaft (1989: 171) points out that the diffeesnbetween men and women leaders
are socially constructed and have very little toadit the capacity of women to lead but

tend to emphasize the difference in the mannericlwwomen do things.

Eggins (1997: 24) stresses that there has beefe gdibtrimination perpetuated by the
male dominated society, which observed that thess wery little difference between
male and female management styles. The rationalizsehind this difference was that

female leaders had successfully adopted mascutihaviiour. He states:

...because managerardtleadership have for a long
time been predomthamale enclaves the picture of
ideal manager isugrded in masculine attributes.

Blackmore as quoted in Ngcobo (1996: 10) arguasttie “great man” theory in which
the behavioural traits of women had been constdustén fact a discriminatory machine
that serves to exclude women from certain jobstiqaarly the leadership jobs. The
point is therefore made that if women have to dgvéhto autonomous female subjects,
capable of speaking in their own voice within atard that has reduced them into the
status of objects, the society within which theyerge must give them the space to
develop.

On the other hand, Bradford as quoted in Roser@1(1155) argues that there is no
reason or valuable point in assigning certain lestdp attributes to one sex or gender as

these could be found in both men and women. Thegtipo gains support from Kanter in
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Carless (1998: 4) when he argues that the majoe issorganization is for the managers
to be able to meet the organization's expectatmmrtsconforming to culturally defined

gender roles.

To illustrate the point, it is interesting to notieat some authors identified certain
attributes as belonging specifically to women. Example Tanton (1994: 68) and
Marshall (1995: 314) identified democratic lead@rsiparticipatory and power-sharing
techniques as special attributes of women leadEngy also regarded women as
transformational in their leadership approaches tlasy had skills to facilitate

negotiations. Davidofét al. (1994: 16) see these attributes as counter priveuict that

they may create an unfavourable leadership situdto women leading to laissez faire
attitudes, or to too many voices being heard. DaVidt al. believe that such a situation

is a recipe for management difficulties.

The different view points | have highlighted betwemale and female leadership are
regarded by Kimbrough and Buckett (1990: 108) amatteristics rather than issues of
character. On the basis of characteristics theetgryd has been to design leadership or
positions of power as a scenario suitable for nEre feminist critique argues that
leadership emerges in the social system and maybeetontingent upon many factors.
The argument goes on to state that there is noetsal set of factors suitable for a
particular gender because leadership position essess a result of interaction of

multiple variables.

Feminist theorists have identified as a primaryreewf women’s oppression the cultural
construction of females which renders women insicgmt objects of desire (Bass 1990:
42). Putman as quoted in Tanton (1994) contendsathdong as organization’s practices
construct the identities of men and women veryeddhtly, women will be cast as

marginalized actors. He points out that the fermad@magement style is a product of male
organizational culture and is therefore, discrirtong

Feminist theorists have moved from the emancipataryative of the enlightenment era.

It was at this level that they were positioningrtiselves in order to express their desire

for liberation. The present feminists argue that ghand narratives of the enlightenment
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era have lost their legitimating power. They haiseavered a binary critique expressed
through opposition which had been operating in thale dominated world to the

detriment of females.

The principal of Rocklands Farm School is a womaah iawill make an interesting study

to look at her performance with the feminist cugliterature that | have already referred
to, in mind. | examine briefly the leadership ahé brganizational culture to see how
these affect the overall performance of the leddexgard school culture, in particular as
critical in the manner in which the principal cagiout his/her duties. There are external
forces impacting on the school culture like thduehce the Department of education
exerts on the school as well as the influence fitoenwider community within which the

school resides. All these would have a bearincherptincipal’s performance.

2.2.3 LEADERSHIP IN FARM SCHOOLS

In the following paragraphs | discuss farm schealdership as it has evolved over the
years in South Africa. | look at how farm schookvé been governed and how these
governing practices have impacted on the generairastration of farms. | do this by
looking at the historical events as they unfoldeglesh by political forces. Through this
process the emergence of leadership in Rocklanas Bahool can be understood within

the farm school context.

A Ministry of Education and Culture document eetitiDraft Report on Farm Schools
(1995) describes farm schools as “...normally esthbli, owned and managed by a
farmer.” This document continues to explain thaifachools were usually established
on privately owned farm lands (Government of thet&ian Cape 1995: 1). An important
feature of farm schools is what Gordon discovetdd.noted that farm schools have
always been a neglected sector (Gordon 1991). Assalt of his observation good
performance from such schools was highly unlikélgwever my study looks at a farm
school that is performing well to determine the artpnt features that have assisted it to

do well and the role the principal may have plaiyethis.
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Hartshorne (1992: 137) explains that farm schoats o proper “legal definition” before
1953 but after the release of the Eiselen Commissid 949-1951, there was an attempt
to identify farm school situations. This was aclkeié\by legislative process that followed
the Commission’s report. At the time of redefinifiagm schools the Government of the
day was politically motivated to remove farm sclsofsbm missionary control. Here the
schools were normally run by principals who werestiyoaffiliated to the churches. The
churches in turn controlled the schools and pdiaries of teachers and principals. Some
of these principals were lay preachers or linkedame way to some of those churches.
The removal of the farm schools from mission cdntn@s effected through the
promulgation of the Bantu Education Act No. 47 0353. The attempt by the
Government to have a clearly defined farm schooubht in a lot of difficulties, which
Nasson as cited in Hartshorne (1992: 137) descabébitter harvest”. He noted, among

other things that there was:

...a dreadful reality of farm schdelpendence and ...almost
absolute power of the white farmesulting in a situation
of ruling class paternalism andkimg class deference.

This legislative decision came in to highlight thkkeady existing disadvantages and
difficulties associated with farm schools educatioenterprise. Nasson as quoted in

Hartshorne (1992: 139) found that farm schools were

... il equipped to offer very ntumore than the bare architecture

of basic formal education, theskools form the lowliest most

persistently neglected linkne thain of apartheid education.

Inferiority, low status, and ddéul neglect are themes,

which dominate not only the argtof farm schooling. They are

qualities which continue to aefisocial recognition of farm schools

today.
In a farm school like any other school there aféedint stakeholders whose influence
and power on the principal may determine to a sedatent the success or failure of the
educational enterprise. | investigate to see hasdhpower relations impact on overall
school performance. Gunter says that “...leadershigducational studies can be seen as

the process and product by which powerful grougsadale to control and sustain their
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interests” (Gunter 2001: 18). This becomes evenenparticular when we look at the
power ambiguity of the principal and that of thenfamanager.

The manager wields the power bestowed on him byemgorent, which among other
things gives the manager the right to open or ckd®wols, hire and fire teachers and
some discretion on how the school is run in hisnfafhere is also a principal on the
other hand who has to control the learners, ingigcipline and manage the whole
schooling process. These functions create tensstwmeen the principal who is expected
to carry out Department of Education instructiorslevat the same time the principal has
to listen and obey what the farm manager want®orashds.

The principal acts as an administrator who hasotwespond with the local Education
Department but is incapable of minimizing the powkthe farm owner over the school.
The Education Department is also unable to exertpmassure on the farmers to desist

from acting against the interest of education.

The principal has to manage and lead a schoolighadorly resourced under a manager
who may or may not be interested in what happemisarclassrooms (Government of the
Eastern Cape (1995). In their observation Gagarehkis Crew (1987: 4) maintain that
farm managers seem to wield more power because tcatidn of nearly half a million
black children in South Africa is subject to thellvaf private individuals” They also
observed that farmers’ children did not attend ¢éhgshools hence their probable lack of
interest in these schools (Gaganakis & Crew 19§7:r8 essence the principal who
depends on regulations the Department of Educatgures from time to time, can only
organize teaching and learning processes subjetttetonood of the farm manager and

the farm needs as well as resources and many lutinesn and material factors.

It is clear from what has been found here thatpitiecipal’s authority and power were

seriously curtailed and they appear to be so evéayt It looks as though there are very
limited prospects for the principal of a farm schtwochange thetatus quoLeadership

in farm schools therefore, is ambiguous in thatlibendaries of power and authority of
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the principal and that of the farm manager oversttigool’s daily activity is not clearly

defined and continues to be a source of tensionra®tision on the part of the principal.

2.3 ORGANISATIONAL CULTURE AND LEADERSHIP

The way things are done in an organization poird tultural practice that is constantly
being evaluated and continues to interface withpfeeavho create and recreate it.
Leaders, as a result of their interaction with sttoolture will ultimately lead in a certain
way. Leaders will affect the school culture as sbhool culture will affect them. Schein
(1992: 12) describes culture as:

...a pattern of shared bassuagtions that the group learned

as it solved its problemsegfernal adaptations and integration,

that has worked well enouglbé considered valid and, therefore,

to be taught to new membertha correct way to perceive,

think, and feel in relatianthe problem.
Schein (1992) notes that leaders shape cultur@ iorganization by paying attention to
some aspects of it and by ignoring other aspeaadérs measure and control what is
under their jurisdiction and they recruit and sefemv members who will have to comply
with the demands of the organization. He notes #isb rituals and success stories
entrench a particular culture and thereby shapgéheral culture of an organization in a

certain way.

Bass (1990: 591) maintains that anecdotal evidandearguments abound in considering
how the organization’s leadership influences it¢turea. He notes that transactional
leaders work within the existing culture in an argation while transformational leaders
change culture. He points out that leaders whauémite and change organizational
culture must have personalities with a deep sehs#sion and purposefulness because
they create rather than maintain te®&tus quo.Leaders who are concerned about
organizational renewal will seek to foster orgaha@al cultures and climates that are

hospitable and conducive to creativity, problemssal, risk taking and experimentation.
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Sergiovanni sums up culture and the activities thk¢ place within an organization or
school, in the case of principals as “...observald@abvioral regularities, which are

defined by the rules of the game for getting alof®grgiovanni 2000: 124).

Leaders have to be familiar with the rules of tleeng whilst at the same time they
maintain or create new ways of doing things. Thaliscfor transformational leadership
that would ensure that everyone performs to thea béshis/her ability within the
stipulated rules and norms (Firestone and Wilsorcitesl in Boys 2002: 27). In an
ordinary school | believe that it is seldom that tiprincipal would be purely
transformational or purely transactional. | belighiat a leader may encompass both or

lean towards one while retaining elements fromatter.

Weich quoted in Sergiovanni (2001: 129) cautionstlo® negative consequences of
cultural effects on schooling. He says “...tenacioulure can be a rigid culture that is
slow to detect changes and opportunities and stowhinge.” Sergiovanni states that
culture could be a stumbling block to innovatiorcdngse he says that the goodness of
things carried out by the leader in a certain wagdme an impediment when changes
have to be implemented. The reason is that the aontynhas internalized one way of
doing things. In other words the school community. is so entrenched that this

becomes a constraint to innovation.”

Whilst culture is a form of identity that permeatésough the organization it must be
able to accommodate change and be able to adapim@hanges if the organization is to
prosper (Boys 2000: 29). This is also true of sthowhere principals have to lead.
Rocklands Farm School, for example, through ittohisal development created a way of
life within the school that has enabled it to parioconsistently well for a number of
years. The community of Rocklands seem to havepaedehe way the school is run as
the norm. This in turn has meant that the schogiticbes to have a successful

engagement and as a result has an academicallabigévement rate.

It is now important to look at the third aspectnoy discussion in the light of the good
performance by Rocklands Farm School. | indicateat &t working school culture has

already been established that saw the school perfeell and this may have been
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brought about by certain styles of leadership. 8tkffectiveness as a concept that has
been investigated over many years has to be posdiovithin the farm school area to

determine its extent and effect.

2.4 SCHOOL EFFECTIVENESS DEBATE

In order to look at school effectiveness | have idlet to look at the general
characteristics of a good school as a base fronshwu build the school effectiveness.
Good schools are normally those that are well madagble to link with the
communities in which they are found and capablepaiducing good results. To

understand school effectiveness | look at what makschool good.

2.4.1 CHARACTERISTICS OF A GOOD SCHOOL

Blumberg and Greenfield in Sergiovanni (2001) hiowend in their studies of successful

schools that principals in these schools are preaend:

...direct behaviours at building and afting a vision of what

the school is and can become. ... Nedirthese studies ... identify

the concept of ethos (shared goals apdatations and associated

modes of behaviour) or strong schodiuzalas being an important

characteristic. Important to this cuit@re norms and values that

provide for cohesion and identity anatttreate a unifying moral

order or ideology from which teacherd atudents derive direction

meaning and significance (Sergiovanifild0
As has been indicated, the position of Sergiovamrie does stress the principal’s
involvement in the school’s ultimate good performanDoyle and Wells realize that, as
factors tabled in Sergiovanni call for serious ¢desation, they are finally looking at
relationships between school and its environmentwadl as the interpersonal

relationships within the school (Doyle & Wells 19947)

Christie’s (2001) study of resilient schools is quersive. She notes that the success of
those resilient schools was grounded in good leshieand management. She also found
that good teaching and learning were central tostilexess story of these schools. The

environment for the success was brought about ingipals who possessed, among other
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things, ability to adapt, commitment, sense of pagy concern for others and the
courage to see things through. With these guidelinenind | discuss these in chapter 5

to see the extent to which they make the schoetgtfe.

There are some important points raised by variotisoas about a good school and these
are not at variance with school effectiveness sgidtrom the general points | raised here
about characteristics of a good school the issugoofl leadership keeps on emerging
from these studies. | want now to look at what stheffectiveness is and how the

concept has developed over the years.

2.4.2 LEADERSHIP AND THE NOTION OF SCHOOL
EFFECTIVENESS

Sergiovanni (2001: 163) finds school effectivenasdiave a common meaning and a
technical meaning. He describes school effectiverfiesn a common understanding as
“... ability to produce desired effect.” On the tewdai level he points out that school
effectiveness refers to a school “... whose studaakseve well in basic skills or basic
competency standards as measured by achievemdst {8ergiovanni 2001: 163).
Barnard in Beareet al. (1989: 11) sum up school effectiveness by stativad “...an
action is effective if it accomplishes its specifibjective aim.” The same authors put
effectiveness in a school differently and they Say:you are effective if you set yourself

a target and then hit it.”

Rutter in Beareet al. (1989) conducted studies on school effectiveness lzelped
identify one of the important elements of schodéetiveness, viz. parental choice. He
noted that it did matter which school the chilceatied as this was a parental decision.
He went on to note that good results provided @ngtindication of what the worthwhile
activities of the school were and how good orgéaional structures were used to help the
school to succeed. Parents would be inclined t@sdcuch schools, particularly if they
observe that such schools are performing very Wélkky would do so because they see

the chances of their children doing well in sug@thool increasing.
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There is a strong suggestion here of school effecéss having been brought about by a
certain leadership style or styles. School effestess implies good leadership, good
organizational capability, good understanding amihtenance of effective relationships.
Literature on school effectiveness states thatngtreadership is one of the major
requirements for a successful school. Purkey andhSih983) confirm this when they
say that school site management and instructicraddrship are among the necessary

characteristics for school effectiveness.

Gunter (2001) on the other hand is cautious abowginaplistic understanding of

leadership in an effective environment. She raggesstions, asking “... who is staking
the claim for a particular version of a performischool, what those claims are, who is
listened to and who receives claims and validatidriGunter 2001: 18). This cautions
those who investigate school effectiveness thay tieed to be aware of sometimes,
simplistic approaches. She argues that good rgsudtsng that a school is effective may
be contested. Doyle and Wells (1997: 145), for edamargue that one of the main
problems facing researchers of effective schoolsn&lequate consideration of the

“...systems perspective of how organizations areierited by external social factors.”

The case in point is that social factors in Roctttafrarm School seem not to have
influenced the school to poor performance. Instéed school has performed beyond
what is expected perhaps because of the schogtagh to schooling. It seems here
that school's capacity to perform well could not bestricted by the external
environmental influences alone. It looks as thodigh human element has played a
crucial role in changing the situation for the betin other words, as Gunter (2001) has
argued, school effectiveness may be contested dee$ not conform to simplistic
analysis.

| regard Rocklands Farm School as an effective @chnd my investigation will take

into account the different positions posed by wasi@uthors on school effectiveness.
This is an effective farm school that seems to havercome to a great extent the
restrictive and constraining environmental facttirat many authors have identified as

impacting negatively on farm schools. The consegeenf these poor environmental
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factors has always been linked to poor performaBeéore | turn my attention to the site
of my investigation, | summarize the main issuésec by this literature review.

2. 5 SUMMARY

In this chapter | have looked at leadership theasyis defined by various authors and
found that there is an important distinction betwegeople-orientated and task-
orientated leadership. The ideological framewiookn which different authors describe

the concept of leadership creates differencestefpretation.

| then described different types of leadership tiesoas they developed over time and
how these theories have shaped the way we undérigadership. Trait theory shows a
belief in innate abilities. This theory was basedAsistotelian thinking and has shaped
our own way of thinking about leadership but beeaakits inadequacy in explaining
situational and environmental factors new ways xgjlaning leadership have become
necessary (Smyth 1989). This led to behaviour theshich argued that leadership
adjusts to environmental factors and proposed kadership could be taught with
predictable results. But this theory could not explthe situational circumstances that

confronted leaders and the manner in which theclsadiealt with these situations.

It became necessary to consider contingency thebrgh attempted to provide answers
to leadership success as contingent upon otheablas (Horne 1997). It also shifts the
emphasis from the leader to those who are beingdedtingency theory recognizes that
certain leadership styles are more appropriateffectese in certain situations than in
others. Recent leadership theories have appligtugt®nal theory, transactional theory
and transformational theory. Instructional theargKs at the leader as a capable person
who ensures that academic work is carried out éoltbst of people’s ability. He also
encourages teachers to develop a high sense okragadnd professional growth.
Transactional leadership ensures that all schaolities are carried out efficiently and
effectively. This goes beyond the work of the deem to effective organizational
structure. However, the process here carries in@ntand reinforcers as a bartering

operation to motivate followers to perform well.
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On the other hand transformational theory suggediggh moral ground for the leader
who motivates people in an organization for higldeals that go beyond most theoretical
positions. People in an organization become theeosvof leadership outcomes and are
able to share in the leadership processes. | lakedl at the charismatic leader as a
special type of leader with particular “inspiredtgji that distinguish such leaders from

the rest.

| have also looked at post-modern and post-stracpositions on leadership and found
that the thrust of their argument is based on #ativity of reality. The belief is that
knowledge is constructed and cannot be taken asngileadership is a concept
constructed by all people within a given organmatiThey all participate in creation or
construction of leadership. While the traditionaw holds that leadership is associated
with individuals the post-modern and post-strudtutiaeories believe in socially

constructed leadership practices.

| have also examined briefly leadership and cultufuences. | found that leaders affect
and are affected by the culture of their organaratiThe manner in which leaders deal
with culture could mean the difference between sss@nd failure (Sergiovanni 2001). |

looked at leadership and organizational culturd wyecial reference to school culture.

| looked at the roles of leadership and found these roles tell me about what leaders do
or are supposed to be doing. While there were gerdrviews on the matter the common
trend was that leaders needed to create undenstanithin organizations so as to enable

them to influence the constituents to performane# (fullan 2000).

| have looked at school effectiveness and leaderad | have noted that various authors
like Purkey and Smith, Gunter (200), Edmonds (1%#8) Doyle and Wells (1997) find
good leadership a key component for good results sohool. | have examined some of
these roles within the Rocklands Farm School andhdovery distressing conditions
under which the school principal of Rocklands hadoperate. | was exposed to

41



Christie’s(2001) idea of resilience which enabled to understand the extraordinary
performance the school has achieved from 1998 @4.20

The next chapter outlines the methodological apgroaf this study. | discuss the
research orientation, the case study method, sagypliata collection and analysis and

limitations of the approach.

42



CHAPTER 3

METHODOLOGY

3.1 THE INTERPRETIVE PARADIGM

This study is conducted in the interpretive paradigiccording to Terreblanche and
Durrheim (1994: 124) interpretive research: “...relien first-hand accounts, tries to
describe what it sees in rich detail and presdstfindings in engaging and sometimes
evocative language.” | also move from the undeditanthat the interpretive paradigm
involves qualitative research. According to Winetyear (2001) this is an interpretation
by the researcher of social environment. She poous that interpretations are

transitionary and situational.

In support of this Eisner and Peshkin (1990: 24&esthat qualitative research:

...has to adopt, create and usariaty of non-quantitative research

methods to describe the richrpgesonal, social and cultural contexts

of education more fully than carantitative research.
This strengthens the belief that the intention oélgative research is an attempt to
inform our deep understanding of issues and thehely in the interpretation processes
as well as through narrative description. The prigtive approach criticizes quantitative
approaches for assuming that there is a world loeretto be controlled and measured.
This study looks at human behaviour and its intggiion and takes the stand that a
guantitative approach would be inappropriate egjligdi the attempt here is to address
the research question. This criticism becomes gaofrom Habermas as cited in Cohen,

Manion and Morrison (2000: 19) when he states:

Scientism silences an important delébut values, informed

opinion, moral judgments and beli§t}....seriously diminishes

the very characteristics that makenans human.
With this view in mind, the Rocklands study doeaddly that it engages the opinions and
judgments of respondents because, according toeBexk cited in Coheat al. (2000:

21) people are not “cultural dopes or passive tollgositivism but participate fully in
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the phenomenon in which they are part. In suppbthis position Garfinkel as cited in
Adler & Adler (1987: 25) maintains that researcbudd focus on:

...how people in their everyday livemke sense out of,

ascribe meaning to and create a ksitigcture of the world

through a process of continual negimin and interpretation.
To strengthen this point Dowding (1997: 29) goesmoontend that qualitative approach
allows researchers to examine a large number amgeraf behaviours and meanings
amongst members of the organization to bring ouaidewhich would have been

overlooked in a quantitative approach.

In the light of the foregoing statements | wish émphasize the importance of the
interpretive orientation to my study. | am inveatigg the role of the principal in a
successful farm school as seen through the eydbeofespondents. The role of the
principal will be built by opinions, views and exmnces of the people. These will be
appropriately accommodated in the interpretive epgin. The intention is also not to
arrive at generalization or to establish a causialtionship but rather to gain persuasive
voices of the respondents about leadership rolé@ &s studied in its natural setting
(Denzin & Lincoln 1994: 3). This research attempds maintain interaction with
respondents as they begin to make sense of thieatisn as well as reflecting on the
meanings they attach to their actions.

It is also important to suspend the researchegsds, perceptions and judgments but
rather to allow the interpretations the particigating to the phenomena being studied
to speak for themselves. The teachers, learner®idued participants will be allowed to

present their own way of understanding of leadersblies and how these roles have led

to school success.

3.2 LEADERSHIP AND THE INTERPRETIVE ORIENTATION

Leadership is understood to embody people and @a#on. Leadership cannot
successfully be reduced into a quantifiable regorte it deals with relationships and

behaviours in context. It is also difficult to sep@ leaders, their work and the
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socialization processes that take place througtimuteadership cycle. | believe that a
leader gains experiences, develop attitudes, pgocspand biases about leadership
practices. The same can be said about the peofileie organization. These point to
subjectivity and the realization of complexities swciety in which leaders and other

members of the organization find themselves (Mwit207: 42).

The interpretive orientation understands the uskmjuage by the respondents and the
interpretation of the meanings of that languageontext. Those who are within the
Rocklands leadership environment will express perees about leadership and the
appropriate manner to capture the ideas of theorelgmts will be through a qualitative
approach. Holland as cited in Mwingi (1997: 42)esy with this position when he states
that a qualitative paradigm of leadership allows fehat he calls personalized
investigation. Creswell adds that an interpretippraach is value-laden and that the
researcher has to constantly report on his valb&ses and the perceptions of the
informants (Creswell 1994: 6). This means that Vehto work within a paradigm that
will enable me to capture the subjectivity of thdividuals and pursue a relatively open-
ended exploration of each participants’ views anghincipal’s role.

Recent researchers have used the qualitative pganath try to understand various
aspects of leadership thereby illuminating somedeship insights. (Ngcobo 1996, Van
der Mescht 1996, Mnguni 1988, Duff 1991, Kauaridd20Udjombala 2002). The
gualitative approach in my study relates to how ksader is viewed by others at
Rocklands. | hope that this would show how relaiamd integration processes within

the school system work.

3.3 METHODS

3.3.1 CASE STUDY

This research will be conducted as a case studyhioh the ethnographic technique of
interviews and participant observation will be us€de case study approach is clarified
by Hart (1993: 103) when he states that it:
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...relies on detailed analysis of int#iean processes among people,

especially the analysis of talk [whish... uniquely suitable method

[for]... understanding principal’s leasleip, because the vast majority

of these interactions are verbal.
Holland as cited in Mwingi (1999: 42) stresses thatase study method enables the
researcher to extract information from phenomener avhich he/she has little control
and come up with significant associations, illuniimg information and persuasive
arguments. According to Becker as cited in Mwin@B99: 46) a case study the
researcher realizes that he/she works with peopteave integrated beings with working
parts and boundaries. As a result people becomeeastibjects. They are not only
affected by internal and external influences b# #remselves centres of meaningful
action and reaction. A case study takes these raati® consideration

Stake as cited in Mwingi (1999: 46) states thaasecstudy is therefore well suited for
understanding human relations because it is ablapjreciate the uniqueness and
complexities of people to be studied because pemmgleembedded within the context of
the phenomenon to be studied. Rocklands is an asealdy successful farm school and
my investigation allows the respondents to desctfilbeugh their own experiences the

actions of the principal within the farming commiynDowding (1997: 30) says:

Case study allows a movement beyonaddbconceptions of the

organization to consideration of imi@ phenomena that reflects

the members’ meanings and sense-makengjices.
It means that the case study method will encomipdisssic and instrumental techniques.
In the intrinsic technique the case study will earhing about the principal’s role and the
successful school while the instrumental technigukebring forth interesting actions of
good performance against the odds. This will gheeresearcher insight into how schools

may begin to understand leadership roles and sdifeativeness (Stake 1995)

The use of the case study in this instance endhlegesearcher to deliberately get
information that is context-bound because this rasp be pertinent to the principal’s
role that is being investigated (Yin 1994: 13). Tiheention, according to Patton, is to
understand a particular event, role, group or augon. This entails immersion in the

everyday life of the setting chosen for the stutlye researcher enters the world of the
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informants and through on-going interaction, se#ks informants’ perspective and
meanings (Patton 1990, Cohen & Manion 1994).

3.3.2 PARTICIPANT OBSERVATION

This research tool is intended to get into thediveorld of the Rocklands farm school
participants. It observes how these people maksesehtheir world and how they give
meaning as well as how they interact as a resulade meanings (Jorgensen 1989: 14).
It is the intention of the researcher to get cldedhe insiders’ conception of their reality.
| understand that this would be difficult if | wes@ outsider. | want to ensure that actions
of Rocklands participants and meanings thereof cdroen their own standpoints

(Jorgensen 1989). Jorgensen to put the case fiicipant observation:

The methodology of participant obsanmatnvolves a flexible,

open-ended, opportunistic process agit lof inquiry through

which what is studied is constantlyjsabto redefinition based

on field experience and observatiomgdosen 1989: 23).
| take the point made by Jorgensen that gainingy eatthis school and becoming part of
the school’s daily routine would help me to “coméhg’ redefine what | see against the
changing environmental interactions. | believe thag will have significant impact on

the interview data and shall help in a broader @ggn to interpretation and analysis.

Cohenet al. (2000: 311) stress the importance of participardeokation because it
reduces the “reactivity effect.” It also enables tiesearcher to see how events evolve
over time, catching the dynamics of situations, ffeople, personalities, contexts,
resources, roles and so on. Participant observatdps in facilitating thick description
which lends itself to accurate explanation andrpritation of events rather than relying
on the researcher’'s own influences. The importasfceontext and time finds support
from Lincoln & Guba (1985: 189) who argue that itgalconstruction cannot be
separated from the world in which it is experieneed that any observations that might

be made are inevitably time and context dependdmy argue that no phenomenon can
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be understood out of relationship to the “...time andtext that spawned, harboured and
supported it” [bid.).

A word of caution from Jorgensen is that entramte the insiders’ world can cause the
researcher to lose focus and get blinded by hisedess to participants’ daily lives. The
researcher’'s own image may be affected by partitipaservation while it may also be
true that the participant observer influences tlagtigipants in a certain way. The
possibility that the researcher may be invadingitiseders’ world must not be lost sight

of, and care must be taken to ensure mutual urshetisig.

According to Ely (1991: 50) there are some diffiad in becoming “the other” because
the researcher has to assume the role of an amerexst he/she begins to learn the roles
of the people hel/she is to investigate. Gettingagad in “shadowing” makes the
researcher conspicuous and may result in respondmdoming over sensitive. She
warns against these pitfalls and advises that ¢ésearcher should be aware of these
shortcomings and be ready to ameliorate the simatt Rocklands the openness and
readiness to clarify all issues and preparedneastteely anticipate potential difficulties
by talking to the people helped me to gain the idemice of the participants and allayed

their fears of the unknown to a great extent.déntbecame easy to become “the other.”

Participant observation was undertaken at Rockl&@adsn School for about 5 months,
January to May 2003 and the main focus was to $e¢ was going on and record these
daily events as they occurred. | became involvethendaily running of the school by
assisting in the academic and administrative wdrkhe farm school. My involvement
went beyond school-bound activity to include exdwaricular activities like sport and
music. While these activities eased tension andenmay entry into the insiders’ world
much easier and acceptable there was a problertiachenent | had to deal with later.
Ely (1991: 51) warns that participant observatiorerotime may create emotional
attachment that may be hard to break. She goes warn participant observers against
the unintended consequences that result from peirfigr certain tasks. She says that
researchers “should not be co-opted by the willesgnto be useful” as this may affect
their findings. Ely suggests that the researcheayg bre involved in school activities as
long as they remind themselves that their job tgléscribe, not to fix or judge’1§id.).
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| was also looking for the way the teachers relatethe principal and how the principal
spoke and acted within the school. | started anjguto record my daily encounters with
the school’s activities. This journal served asamydas well in that all plans of each day
were recorded and the actual activities takingeblere also recorded. The journal had

two focal pointsyiz;

Internally focused observations: What happenet dag at school?

Externally focused or contextually focused obseovest What happened outside the
school premises and what happened when learnerteaoklers were engaged in out of

school activities.

| also recorded my impressions and reflectionsheretvents and issues as they emerged.

| kept in mind that the intention was to gathernasch information as possible to
understand what the teachers were saying and dbimg.was also true of the principal’s
actions and the interaction between the teachetsttan principal on one hand and the
principal and the learners on the other. | was euithy the belief that participant
observation would enable me to draw inferences tatimirespondents’ meanings and
perceptions. This would add more value to the ui¢ev data and their analysis (Maxwell
1996: 76).

3.3.3 SEMI-STRUCTURED INTERVIEWS

| decided to conduct semi-structured interviews alge while key elements for
exchanging views are retained the open-ended stadopted allows for a rich and
detailed discussion of those key elements. Thesallfor a free flowing engagement that
changes the ordinary question and answer routitee antwo-way discussion process
(Seidman 1989: 3).
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Kvale (1996: 18) describes this type of interviesvlased on the conversation of daily
life. He regards it as aimed at obtaining the dpson of the life world of the
interviewee with respect to interpreting the megnih the described phenomena. This
assumes that social knowledge and reality are Injeicve data to be quantified but are
meaningful relations to be interpreted (Kvale 1996he idea therefore, is to find
meanings and ideas of respondents about the roleghef leader. Meaningful
interpretation may emerge from the interview intécn. Kvale (1996) notes that a
“...qualitative research interview is a constructisite for knowledge. He goes on to
emphasize that the purpose of the exercise is tierstand themes of the lived daily

world from the subjects’ own perspective (Kvale 6994).

Seidman (1991: 4) seems to support this view bechestresses that:

Interviewing provides access to tbhetext of the people’s behaviour and

thereby provides a way for researeemunderstand the meaning

of that behaviour. A basic assumptioim-depth interviewing research is

that the meaning the people maké&eir experience affect the way they

carry out that experience.
Kvale notes another important aspect, in additmadcepting the interviewee’s point of
view. He stresses that that interview must be cotmduwith what he calls “deliberate
naiveté.”(Kvale: 31). Here he explains that thisars attempt to gather descriptions of
relevant themes of interviewee’s life world that aich and presuppositionless. He
advocates that the researcher does not have prgdied questions or carry ready made
categories but rather becomes deliberately naiverdler to create an atmosphere of

openness to new and unexpected phenomena.

Seidman (1991: 10) categorizes interviews intop@syiz;

* Those that focus on the life history of the respnts.

* Those that focus on the details of experienceshefrespondents within the
context and

* Those that focus on reflections on meanings of e&pees.
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| have decided to combine all three types with gpeemphasis on reflections on
meanings as important for the purpose of this stutiglieve that respondents taking part
in the research process will enrich the intervielewthe three categories become part of
the process at Rocklands farm school. | believeé tha context within which the

respondents respond will be reflected by the inetrsess of the categories.

At Rocklands as | require information on the rofettte leader | need to look at this
against the background of effective school. Theaoadents discuss their experiences
with the leader and reflect on what the leader dwelsas done. This helps in throwing
some light on the theoretical aspects of leadershigp also assists the researcher to
understand how leadership in Rocklands Farm Sdma®levolved over years as it began

to be experienced by the respondents (Seidman 1991:

Reflections on meanings address the intellectudl emotional connections between
participants’ work and life, and as a result theesrcher is able to obtain pertinent
information on the leader’s role. This enables tbgearcher to examine respondents’
opinions and experiences against leadership litexaDenzin as quoted in Le Compte &

Preissle (1993) sees three forms of interview,

* The scheduled standardized interview
 The non-scheduled standardized interview and
* The non-standardized interview.

| believe that the semi-structured interview idiime with non-standardized interview as
suggested by Denzin cited in Le Compte & Preisshgl, it is the method | shall apply. It
is described as:

...general questions to be addressedhawdnformation desired by
the researcher are anticipated but lneagddressed during the interview
informally in whatever order or contéxéy happen to arise.
| decided to conduct interviews at times that waubd interfere with the general running
of the school. These times were restricted andrtiesnt | had to use interviews of about

40 (forty) minutes per session. | adopted the timview series suggested by Seidman.
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| believed that the whole story of farm school at®s of the principal would be told in
this manner. The three series approach of inteszisvargued by Seidman (1991: 19) for

its appropriateness. He declares:

The structure of interviews, the passaigene over which they

are conducted, the internal consisteany,the researcher’s sense

of discovery, lend authenticity to reséeand allow the researcher

to have confidence in the validity ... fbé work].
Powney & Watts (1987: 35) caution the researchainaf) bias that creeps in and may
distort the work produced in an interview. They endhat bias starts at the time of
interview process and continues through the arslstsiges and that researchers have to
acknowledge and be explicit about their own bias®escounter the possibility of
distortion. They identify areas within which biasayncreep in as, for example, in the
background characteristics of the researcher, péygltal factors such as attitudes
expectations and motives. There are also behavitag®rs which may arise out of the
circumstances in which the interview is done. Be¥nas quoted in Powney & Watts
(1987: 37) stresses the unavoidable existenceasfibiinterviews and says: “...to want
to interview without interviewer influence is a d¢radiction in terms.” This says that
interviewer must be vigilant of his/her own perdeps as well as those of the

interviewees as these may have a distorting infleem the outcomes of the interview.

3.4 RESEARCH SITE

Rocklands farm school is about 18 kilometers wédtitenhage direction not far from
the Uitenhage-Humansdorp road. The school is ldcagxt to a tarred road that goes
towards the mountainous western areas of a daimirfig community. The school is in
the heart of a poultry farming community and othelated activities. Signs of poverty
can be observed from the shack dwellings and ditapd buildings that are scattered
around the school amid shrubs, bushes and tallgbinetrees. These houses serve as
dwellings for farm labourers and their families.eTteality of farm poverty has already
been highlighted by Gaganakis and Crew (1987), {Gndanterhalter (1991) and Gordon
(1987) and Hartshorne (1992).
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Krause (1997) has noted that even the new Governsmece 1994 has had very little
effect on the plight of rural schools and particlyldarm schools. She points out that
farm schools have remained isolated in terms dadee from financial and material
resources for their well being. Hartshorne noted tonstant demands for urban renewal
and improvement continued to overshadow *“...the nekethese rural communities”
(Hartshorne 1992: 140).

Rocklands Farm School boasts new building blocks tlave been erected recently, and
brings a striking contrast to its immediate surdings. Older and dilapidated church
buildings that are scattered around used to sex\teeaschool earlier when it was still a
primary school. The school has a principal, a deguincipal and 3 (three) Heads of
different departments and a staff complement ofebBghers. The school roll consists of
460 pupils from grade one to grade twelve. At loslasses there are multi-grade classes
where one teacher handles two different classesordlong to Beare, Caldwell and
Millikan (1989: 13) the dismal environmental factarannot completely deny the school

the potential to succeed.

Rocklands Farm School produced good results for éomsecutive years from 1998 to
2001 for its grade twelve learners. | have usednCahd Rossmiller's (1987: 381)
understanding of an effective school. They stat #ffective schools are defined,
“primarily in terms of gains in cognitive knowledgather than broader, more inclusive
measures of outcomes of schooling.” The Rocklaad® fschool's good performance is
judged from the 100% pass rate of the grade twlelwers for the past four years.

| wish to highlight that the present Rocklands fathool is not different from any other
farm school in as far as resources are concerh@dsd has a serious transport problem
such as confronts all farm schools in varying scalieintensity. This particular problem
affects the whole staff and the learners equalty there does not seem to be any viable
option on the table at the moment though attemp®ddressing this problem are on-
going. This impacts negatively on teaching time #mel general administration of the
school. Teachers engaged in Rocklands Farm Sclwomanity do not reside in the
area. They all commute from different areas liket Bdizabeth, which is 60 kilometers

away, and Uitenhage, 18 kilometers from the school.
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3.5 SELECTION OF RESPONDENTS

This study is intended to gain more information @wbthe leader of Rocklands farm
school through the eyes of those who work closiaeoprincipal. It is also interesting to

note that the school leader at Rocklands is a worsamething that is likely to add

another dimension to my understanding of leadershiphave purposely selected
respondents whom | regard as relevant to providekitd of information | need for this

research. The study is concerned with the pringpale. It seeks to establish through
the respondents what they regard as important oflése leader that might have led to a
successful school. | believe that those selectetthisimanner will put in a persuasive
voice on leadership roles and add value to thearekequestion.

Patton (1990: 169) sees purposeful sampling inaditgtive research as appropriate if the
research question is likely to benefit. He arghes: t

The logic and power of purposefuhpéing lies in selecting
information-rich cases for studydepth. Information-rich

cases are those from which oned@eam a great deal about
issues of central importance toghepose of the research.

The respondents | have selected represent diffenemibers of the school community
and their voice from their own perspectives wittiie farm school environment would
hopefully give rich data for research. | have giyeeference to eight members of the
school community because of their positions withlme school structure, their
experiences and information they are likely to psssand give (Huysamen 1994: 176).

The people to be interviewed are the following:
* A male learner leader
* A female learner leader
* An ordinary teacher

* Ateacher serving in the school’s SMT.
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* A governing body parent representative

* The farm manager

* The Education Development Officer who is connettetthe school and
* The principal

As stated earlier | believe that this representsoss section of views, perceptions and
ideas about the role of the principal and | beligkiat such a diverse approach to
gathering information will give more insights intiee leadership concept and leadership
practices. Lincoln & Guba (1985: 201) stress thatdbject of purposeful sampling is not
to focus on similarities that can be developed geaeralizations but rather to detail the

many specifics that give the context its uniquedla.

3.6 ETHICAL CONSIDERATIONS

The two methods of data gathering | shall be usung, participant observation and
interviews have ethical implications that may passerious threat to the validity and
reliability of the study. There has to be an erteaprotocol that is observed to ensure
that honesty becomes the norm of investigation. iregw& Watts (1987: 39) advocate
honesty and stress that the researcher needseixpbeit about his intentions to gain the
confidence of the respondents. | wrote a letterth® District Office of Education
explaining what | intended doing and explaining ompice and what | hoped to achieve.
On receiving positive feedback | wrote anothereletof introduction as well as
explanation of my intention to the principal of thehool. The response from the school
was positive but | was asked to come into a stafétng and explain in detail what it
was that | wanted to do, what it would mean togtieool and what the implications were
likely to be. Once again the issue of honesty lbgaldy a major role as my entry into the
school depended on my honest, upfront explanationyowvork. This helped the teachers
to gain confidence and accept me as a genuinerpriso had not come to confuse and

mislead them.

Creswell (1994: 165) states that the researcherahasbligation to respect the rights,

needs, value and desires of the informants. Thipadicularly so with participant
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observation because it invades the life of infoteawhich means that sensitive
information can frequently be revealed. That is vithfecomes necessary to reveal the

intentions of the research and to ensure that pyogrenission has been granted.

As a participant observer | worked with the teashard established a good rapport with
the staff and the learners and was accepted a®fotieem without compromising my
main objective as a researcher. Jorgensen (1989%se%k the establishment of rapport
with participants as a critical factor because wisild eventually make them feel at ease
and that the deliberations with them must be judgeoe morally acceptable. Powney &
Watts warn that the involvement with the school oamity is likely to distort relations
with the informants and the importance of keepinggilant eye cannot be taken slightly
(Powney & Watts 1987: 41). When a conducive atmesplmas been cultivated, Cohen
& Manion (2000: 350) see the importance of “infodneonsent” as the next step in

which those who participate in the research doiimgly and voluntarily.

| developed confidence among the Rocklands pedyatavhat | was going to do so that
when | gave them the power to choose, they thermsealecided who was to participate in
the interviews. | explained the importance of thisimation they were to give me but |
also assured them that this would be done in stanfidence. Their information would
only be for research purposes and their names wamifgtotected. In other words | had to
assure them of anonymity in as far as provisiomfarmation was concerned. | had also
to assure them that the information they gave waowllbe used at any other stage for
any other purpose other than for research. Thabbshed parameters of anonymity and
confidentiality and allowed me to pursue the redeavith confidence (Cohen & Manion
1994: 354). It is noted also that the researcheulshalways be alert to a situation where
the participants give what they think the researevants and therefore, may not assist in
the validity and reliability of the research proges$ believe the use of open-ended
guestions and in-depth probing strengthened tregriat validity of this study. Since |
presented no real agenda, it would not have bessile for respondents to tell me what
they thought | wanted to hear.

During the interview process | had to ensure tihat atmosphere was conducive to
fruitful engagement. The interview had a tape réicqy facility and each respondent was
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asked whether they were happy to accept the preseihsuch a facility. During my
observation period | have recorded details reladady observation in a journal and also
recorded my own thinking, feelings experiences p@icteptions throughout the research
process. | did this having made sure that the sta#f aware of what | was doing and why
| was doing it (Creswell 1994: 166).

3.7 DATA ANALYSIS

Bogdan & Biklen (1982: 154) describe data analgsis

...working with data, organizing it, bkézg it down, synthesizing
it, searching for patterns, discovenvitat is to be learnt and deciding
what you tell others.
Jorgensen (1989: 107) seems to be in support of Gaatrell says because he explains

in more detail that data analysis is:

...breaking up, separating, or disassemldf research materials

into pieces, parts, elements, or ulitgh facts broken down into

manageable pieces the researcheraudtsifts them, searching

for types, classes, sequences, proggsaterns or wholes.
Jorgensen goes on to explain that the aim of thegss is to assemble or construct the
data in a meaningful or comprehensible fashionaddition Yin (1994: 103) suggests
strongly that the researcher must have a genesadytaral strategy because the ultimate
goal is to treat the evidence fairly to produce peliing analytical conclusions and to
rule out alternative interpretations. In supportro$ view Hart (1993) points out that data
analysis allows the researcher to identify convw@sal patterns and observe connections
among the experiences of the respondents. Thewdiscmf these patterns offers the

researcher alternatives to generalization.

Lincoln & Guba (1985: 203) stress the importancedafa analysis because it makes
sense of the field data. They say that data acatedilin the field must be analyzed
inductively in order to define local working hypeties or questions that can be followed
up. They argue further to say that data analysisimsed at uncovering embedded
information and attempt at making it explicit thgbu‘unitizing and categorizing” efforts.
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* Unitizing. This is a process of defining units, separatingmthalong their
boundaries and identifying them for subsequentysmal

» Categorizing. This is a process whereby the previous unitized dee organized
into categories that provide descriptive or inféis@nnformation about context or

information.

It is my intention to follow the suggestions givieare by Lincoln & Guba (1985) during
the analysis process. | read and reread the ieterdata till a comprehensive picture of
what the interview was about emerged in my mindnfraehat the respondents were
saying. The next step was to identify similar psiwhich became part of the unitizing
process. Each segment and its meaning were grdagether to form categories. These
categories described the actions of the principaturn these categories assisted in the
emergence of themes which were born out of thargisgions of categories. Themes
served here to identify some important featurethefprincipal’s role in the successful

farm school.

| made an attempt to see the principal’s actiors @lection of the leader’'s engagement
in the creation of effective school environmenhalve referred to literature on effective
schools to see whether the Rocklands farm schaaktipal possesses the qualities

identified with effective schools.

| used two methodsyiz: participant observation and interviews to help gatthe

necessary data. The combination of these methodsntended to bring out persuasive
arguments and positions on what the leader doeth pdrrticipant observation data it is
possible to verify or confirm the findings that leagmerged in the interview process. |
have been able therefore, to find a cross-refereamog also note peculiarities or
similarities within the phenomena that | have stddiThis is a process of triangulation

that eventually attempts to strengthen researddityalind reliability.
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The compelling reason to pursue the combinatiamethods in gathering information for
this particular study is supported by Lin as quate@ohenet al. (2000: 114) in which he

states:

Exclusive reliance on one method may bradistort the researcher’s
picture of the particular slice of reglibne is] investigating. [One]
needs to be confident that the data geéeeérare not simply artifacts
of one specific method of collection.

The notion of triangulation bears the possibilibatt the work is reliable and that the
outcome would be of quality. The issues noted & method may be strengthened if they
get validation from another method (Cohetral. 2000: 114). In addition Yin (1994) adds
that the use of triangulation helps in the develepiof converging lines of inquiry and
that the conclusions or findings are likely to berenconvincing and accurate. He points
out that this also helps in the reduction of cartivalidity. In support of this view
Maxwell (1996: 76) says that the combination okimtews and participant observation
enables the researcher to draw inferences abqubridents’ meanings and perspectives
and this is something that would not have beenibples# interviews were the only
instrument of investigation. It is for that readbat the participant observation is used as
a back-up method to strengthen or validate theessdentified during the interview

sessions.

| have worked through the following procedures:

Translation of interviews as they have been coretlict Xhosa.
» Transcription of the interviews

* Unitizing and categorizing

» Clustering and theme building

» ldentifying themes and contextualization

* Respondents’ double checking

* Triangulation process
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These procedures are built from suggestions aduntCreswell (1994: 167) made by
Schatzman and Straus (1973), Jacob (1987), Ag&0§1®erriam (1988).

3.8 LIMITATIONS OF THE RESEARCH

This is a case study research focusing on one kclibe aim of this research is to
discover “what is going on” and also to investigatgy things are happening as they do
(Yin: 1984: 14). One has to realize that in a cetsdy analysis is not well formulated or
is not cast in stone with the result that bias @r@ep in from time to time and distort the

findings.

In this kind of research there is no generalizateord the possibility, according to
Winegardner (2001: 12) is that the findings coutdelxaggerated or oversimplified. This
may lead to distortion or erroneous conclusionsuaiiee actual situation. Interviews tend
to be unreliable because people say things theynatodo or do things that are
incompatible with what they say they do. The problés also highlighted with

participant observation where the researcher’s aras perceptions may creep into the

investigation and render the results suspect.

Translating the respondents’ data from their motieeigue into English is likely to
reduce the impact of the meanings and nuancesigedta the interviews but | am quiet
conversant with both languages so that | have lm#a to try and double check
translation against the original scripts. | hav@athecked the accuracy of the interviews
by referring areas of doubt to individuals concerte ensure that the essence of what

was meant was accurately captured.
| believe that the fact that the researcher hasrhe aware of these limitations and is

willing to make his intentions and actions explipdves the way towards avoiding the
distortion of facts which at the end may lead t@eeous findings.
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3.9 SUMMARY

| have shown that this study is conducted in aarpretive paradigm as an attempt to
capture the rich detail of the lived world of thespondents. | have pointed out the
significance of the interpretive orientation in thesearch | am conducting and how
narrative description and interpretation thereotildoform part of this research. | have
argued for an interpretive orientation on the ustirding that it would facilitate the

maintenance of interaction with the respondentshag begin to make sense of their

situation while at the same time they reflect anntieanings they attach to their actions.

| have argued for the interpretive paradigm becduwsa investigating issues relating to
leadership and | have justified this approach byngpmy out that dealing with

experiences, attitudes, perceptions and biasegedtis paradigm so as to accommodate
adequately the issues | have just mentioned. | ldse shown that language is an
important vehicle respondents use to interpret imngann context. | have observed that
this becomes more meaningful in leadership studid®re leadership knowledge and

actions need to be explained and interpreted.

| have supported the use of a case study methadyinnvestigation as appropriate
because it helped in the understanding of humatioaek and it appreciates uniqueness
and complexities of people within a given contdxfound that a case study method
would allow people to become active subjects whioomby get affected by external and
internal influences but are also able to influetiese. This in turn makes people centres

of meaningful actions and reactions.

| have shown that participant observation is oneth& instruments used to gather
information. It is able to allow me to see how eeeevolve over time and how
respondents act and react in the course of evatiigva given context. The intention is
to understand the phenomenon of my study in reldbdtime and context that spawned,

harboured and supported it” (Lincoln and Guba 198%).
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| have shown that interviews would be conducted ordy to gain answers to simple
guestions but also to delve into issues duringwlreway interaction and discussion with
the view to gain better understanding of issuefiwithe phenomenon that is studied.
The semi-structured interviews allow the researthigain more meaningful information
on the role of the principal. Eight people who e=mnt the cross-section of the
Rocklands school community are interviewed so they could provide the information

needed in discussing the role of the principalnrmeademically successful farm school.

| have noted that ethical considerations have Bmommodated to ensure that the
research is conducted honestly and that respepefsons is an overriding consideration.
Interviews and participant observations have beerdacted with due consideration to
respondents’ rights as well as their rights wittiia “informed consent” practice (Cohen
and Manion 200: 350).

Data analysis and discussion has followed Lincalth @uba’s (1985: 203) suggestions of
unitizing and categorizing. | have done this aféerthorough understanding of the
interview content. Discussion and analysis havéodad with special emphasis on
defining the role of the principal in an academicaluccessful farm school. Participant
observation reports have helped in the strengtigenmvalidating the categories and

themes identified in the interviews.

Themes have served to summarize the categoriet®dmghlight the important features
of the principal’s role in this particular farm sai. | have done this by making cross-
references to the school effectiveness literator@ldtermine the extent to which the

principal’s role account for school success.

The next chapter presents the data collected fnbenviews.
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CHAPTER 4
PRESENTATION OF DATA

In this chapter | present the ideas, views andgptiens of respondents in an attempt to
bring to light the meanings embodied in the redeapgestions. The research question
seeks to understand the role of the principal iraeademically successful farm school.
My approach is to present these ideas and percsptis they have emerged from the
semi-structured interviews | conducted with 8 resjamts. In line with Seidman’s
suggestion | have purposely selected these 8 pbagiause they satisfy the sufficiency
and saturation criteria for the required informat{&eidman 1991: 45). | do not report on
observation data in this chapter: rather, obsesmalata are used to enhance the findings

as presented in themes in Chapter 5.

The presentation is in the narrative convention iactides varying use of long or short
text-embedded quotes as the narrative unfolds smribe the roles of the principal
(Cresswell 1994: 160). | am aware that this kinghfsentation may carry with it a de-
contextualisation of data as it appeared in thgimal social encounter of the interview
process. Coheat al. (2000: 28) argue that in data processing and aisatliere is great
tension between maintaining a sense of the holistheointerview and the tendency for
analysis (process) to atomize and fragment the. dHté&s separates the data into
constituents elements and somewhat looses the ggymérthe whole. | have carefully
ensured that the quotation taken from the textadm support of the categories that have
emerged from the interviews but are as far as plesat lost in the context from which

they are taken.

The major task is to gain the respondents’ viewgherprincipal’s role and on how these
roles have impacted on the overall performancéheffarm school. The presentation of
data serves as a first step in the analysis prdugsthe attempt here is to put the data in
perspective as it has formed categories of actigrthe principal. They have a common
base that puts them into different groups but #e able to pass for other categories

depending on the context of the discussion.
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4.1 THE RESPONDENTS

In line with the ethnographic tradition | have ugetudonyms for the 8 respondents in
order to comply with anonymity and confidentialitpderstandings. The names used in

most cases closely resemble their location in @@l scenario. The 8 respondents are

as follows:

1. Parental Representative: Miohn

2. Male Learner Representative: Big Boy

3. School Management Team member: Miss Smate
4. Female Learner Representative: Girlsie

5. Teacher Representative: b& Terry

6. Farm manager: Mr Charliwood
7. Education Development Officer: Miss Insgctor
8. The principal: Miss Tops

The eight people from Rocklands Farm School comtyurave been purposely selected
because they represent the different aspects o$dheol environment and presenting

varying perspective on the role of the principal.

4.1.1 THE RESPONDENTS’ PROFILE

4.1.1.1 MR JOHN: SCHOOL GOVERNING COUNCIL CHAIRPERS ON

Mr John is a man who has been linked to the scbweet the past twenty years, during
most of which he has been a governing council mentbe has been the chairperson of
the school governing body for the past 8 yearsidH@7 years of age and retired from
active farming in 2002. He now has free time andhke to visit the school any time of
the day to check on what goes on and to offer tasgie whenever it is needed. He stays
about 400 meters away from school in a three-roohmgse that has a zinc and iron
extension serving as a storeroom. He attended bapdo standard two around 1947 and

could be regarded according to the literacy statgjas illiterate.
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4.1.1.2 BIG BOY: LEARNER REPRESENTATIVE COUNCIL MEM BER

Big Boy is a male learner who is the chairpersonthef Representative council of
learners. He has been at the school since staddard997 and is now doing his Matric.
He comes from KwaNobuhle Township in Uitenhage &edcommutes daily to the
school. He hopes to pass at the end of the yeaubecof the tuition he got from this
school. He joined Rocklands Farm school becauspdrents were unhappy with the way
he was taught in his township school. He is 19 yefrage and aims to pursue medicine

or chemical engineering studies when he leaves IRodg.

He appears neat and attends school regularly. Heséldom called a learners’ council
meeting for the whole school because he does na tume for these as his books are

more important to him but he consults with his aouftom time to time for updates.

4.1.1.3 MISS SMATE: SCHOOL MANAGEMENT TEAM MEMBER

Miss Smate is the HOD for science at the schook &me in 1999 as a redeployed
teacher from Kliplaat Primary School. She has 8yeé&teaching experience and likes to
teach maths and science because these subjedteraspeciality. At Rocklands Miss

Smate teaches Maths to lower grades in the secpséation and Biology to the grade
twelve group. She came into the school as an HODveaas therefore an additional post

to augment the management team.

Miss Smate takes responsibility for the schoolmsetiable arrangement and morning
assemblies. She is part of the bereavement conenaittd the sports committee. She also
assists in the monitoring process of the continuassessment of learners. She is

gualified as a teacher with an M + 3 entrance requent.

4.1.1.4 GIRLSIE: FEMALE LEARNER REPRESENTATIVE

Girlsie a female learner who is in grade twelvee 120 years old and like her male

counterpart, comes from Kwanobuhle township of khegge. She joined the school in
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2000 in grade 9. She is the vice-chairperson ofé¢peesentative council of learners. She
left her previous school because she became unhaplpythe way the school was run

and was also unhappy with the way many studentavaehat that school. Her parents
advised her to go to Rocklands because there wi@s and good teaching. She is hoping

to pass at the end of the year and intends pursumgsing career.

Girlsie is involved in volleyball and music but leas that sport for grade twelve should
be at a minimum because the important thing isipgssatric. She does not attend or
convene meetings for learners because there almiming issues and she prefers that

everyone should concentrate on studying.

4.1.1.5 MISS TERRY: TEACHER REPRESENTATIVE

Miss Terry is a redeployed teacher who arrived atlRands in 1999. She taught in a
secondary school in the King Williams Town Distriaé from 1992 and has now
completed 10 years teaching experience. She tehemggtiages, History and Geography
in the secondary section of the school. She joiRedklands farm school for the first

time in 1999 though she came from a rural hometandronment.

Miss Terry looks after punctuality, the entertaimneommittee and general cleanliness
of the learners and the school. She is also reggerfer her own class as a class teacher
and manages learners in her class. She is a gdatd#acher with an M + 4 entrance

requirement and is privately studying for an Hosodegree.
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4.1.1.6 MR CHARLIWOOD: FARM MANAGER

Mr Charliwood is a retired farm owner and managko\was been in the poultry business
for over 35 years. The farm has been in the fasiiige the turn of the last century while
the poultry business has been thriving for the #styears. He now stays in Port
Elizabeth but is still linked to some business uesd as director or trustee. In addition to
the poultry industry he had additional dairy farqiactivities and a little cattle farming.

All these activities were carried out at the saime tat the Rocklands farm area.

Mr Charliwood has left a relative as manager atkRowls and keeps a very low profile
on farming activities. He has been actively linkedhe development of the school since
1978 when he became the manager of the schooleeie actively involved in the 80s
when the plight of school came to prominence. He alao encouraged by a teacher who
continued to seek his assistance. This teacherntlgnbecame principal of the same
school in 1994.

4.1.1.7 MISS INSPECTOR: EDUCATION DEVELOPMENT OFFI CER

Miss Inspector has just been confirmed as an inepewr Education Development
Officer but she has been acting in the positiontfier past two and a half years. She has
been a subject adviser on remedial work for theattepent for the past seven years and
has been based in the Department of Educationesffal these years. When she was
made a subject adviser she had been a teach@rimary school for eleven years.

She has an M + 4 qualification and she is now readlor her Honours degree with a
university and is pursuing special needs areadarnkers. She has been looking after
Rocklands as a subject adviser because it fellinvithe group she was required to
support. When she became an EDO she also tookRnaklands from a previous male
EDO who had been allocated new areas. Miss Inspeepwesents the Department of

Education at that school and she liaises with theal and the Department on all matters

67



affecting the school. She also advises teacherghangrincipal on relevant issues when
and if these arise.

4.1.1.8 MISS TOPS: THE PRINCIPAL

Miss Tops has been with this school for the pasgeldds. She started her teaching career
in 1972 and came to Rocklands for the first timé 984 as an ordinary teacher. Then in
1993 Miss Tops was made a principal of Rocklandsfachool which went up to
standard 5. She is married to a businessman wieohuses and taxis and these vehicles

have featured prominently in her school adminigimt

Miss Tops qualified as a teacher in 1971 and sulesdtly studied while doing her
teaching. She left Rocklands in 1979 on study leacame back in 1984 armed with a
Diploma and a Degree qualification. She stays inaK@buhle township of Uitenhage

and she commutes daily to the school.

4.2 DATA PRESENTATION

| present data in a categorized form. | must admaite that this presentation is not
completely divorced from the whole analysis procebscause these occur
simultaneously. It is also my intention to inclualeontextualisation strategy, because the
purpose is to understand the data in context (M&x4896: 79). | want to move on and
work on connections between categories and develnpaf themes as these will provide
a well-grounded account. Presentation of datdirstastep of the discussion and analysis
is in line with Patton's suggestion (1980: 375). ptents out that description can be
separated from interpretation because it comes Fiies says that the discipline and rigour
of qualitative analysis depends on presenting stdgtriptive data or what is often called
‘thick description.” This should be done in suctvay that others reading the results can

understand and draw their own conclusions.

| have noted also that Creswell (1994: 153) pomis that analysis is eclectic. The

process is appropriate as long as it develops eaésgwhile it allows the researcher to
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be open to other possibilities and contrary views.order to properly arrange the
developing issues and to ensure that the volumimow is systematically ordered |

have found it appropriate to present the data asfitet step of the analysis process
(Patton 1980: 297).

The presentation is interpretive and work will lmenenunicated holistically by constantly

qguoting the voices of the respondents. Patton (1990) regards this approach as
appropriate because it provides thick descriptioth Becomes an important ingredient of
qualitative inquiry. In this way | shall be proundj a lens through which the informants
can be viewed (Cresswell 1994). | provide heresdeews perceptions and experiences
of respondents in an attempt to answer the resaprebtions. What is expressed about

the role of the principal is done from the respangepoint of view.

| present categories that have been built up framzing processes and these have led to
the establishment of these categories. | am awlavenat Tesch as quoted in Creswell
(1994: 154) says about this kind of presentatiam pHints out that the information by the
respondents will be subject to a process of deestmélisation and re-contextualisation
as | develop the categories which lead to the eemeeg of themes. | have indicated in
chapter 3 that | shall be using procedures suggédste_incoln and Guba (1985) in the

unitizing and categorizing processes.

My research seeks to know the role of the principa successful farm school. It also
seeks to know conditions in the school that comtyumembers believe to be conducive
to good performance. | am guided by these questiotiee development of the categories
that | have seen emerging. The two issues | hagedare not mutually exclusive and
the second part.e. conditions in the school, will mostly continuelie inferred from the

first question in most cases.

The following categories are presented:
* The principal is not intimidated, is assertive d&ag initiative

* The principal is co-operative
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» The principal works hard and is very active

* The principal is orderly and has care

* The principal is charismatic

* The principal is a motivator and is transformationa
* The principal engages in problem-solving activities
* The principal creates good working relations

» The principal is very strong and autocratic

It is important to note that these categories gitdmdescribe the principal’s role or what
the principal does at that school. The categoridisbe reduced at the analysis stage to
themes that will constitute the role of the priradi@s well as point to conditions

conducive to the successful management of Rocklands

4.2.1 The Principal is not intimidated, is assertig and has initiative

The most important observation by respondents \mas the principal was able to
perform a variety functions for Rocklands Farm Stremmmunity because she was not
intimidated by anything. She was bold and this igpalvent hand in hand with
assertiveness and the ability to take initiative @t spheres of leadership and
management. She does not recoil from Departmefitalats, from farm managers, from
parents or teachers. If she has made up her midd smmething she does it thoroughly

with enthusiasm. Miss Inspector makes an impoxaservation in this regard. She says:

Firstly, she is not intimidated. Heswants to go out and venture
into new territory, whether the outmis not going to be good,
she says to herself, “I am goingyo't

Mr Charliwood confirms this view:

... The kids were doing something ‘illEg&/e were not supposed
to have Matric at the school. | ththlat Treasure [Name of
Principal] was very very motivated amanted to make sure

that the results that came out werg geod.
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Mr Charliwood points out the combination of thesmliies as they continued to sustain

the school and eventually brought in good restléscontinues:

She was very hard working. She wassnated to work. ...When they

started moving teachers around, thespgdtment of Education]

said, “ you will take this, you willka that” and she said,

“No, | will decide who to take on andhavl do not take on.”
The principal is shown by the respondents as a getgrmined person who wants to do
things in her own way and is prepared to challehgeDepartment of Education on some
of the issues and decisions the Department make<ChMrliwood continues to stress the

point:

She stood her ground. ...She told mettieat were lots
of teachers and principals in Uitenhagea who were against her. |
think there was a lot of jealousy. Bhe was a person who stood her
ground.
The position of the principal’s boldness, her latkear and determination can be read

from Miss Smate’s description:

The principal has developed a good wfayefending herself so
that anything directed at her is ddfh

She goes on to explain the fact that the prinagabt daunted by anything
She is very strong and is very mugbatiée.

There is also an admission by Miss Smate that titemgth of the principal may have
intimidated other teachers at the school. She makedservation:

The other thing here is that teachergetbeen very docile and

accepting everything. What the printgays is what the principal

gets.
The boldness of the principal is also confirmed My John the Governing body
representative. He cites a potential crisis astiol that was amicably resolved through
the principal’s efforts. This happened when leasrfeught and the victim lost a couple

of teeth when a school bell was used as a weap®nokes what the principal did:
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| came together with Tshawe and wanébthat the principal
was handling the issue very well intiéghe even dealt with the
police so that by the time we camg thad already left the scene.
These are some of the pointers to the principa&ediveness, her initiative and lack of

fear in tackling issues that affect her school.

Miss Terry seems to confirm the principal's boldnasd lack of fear in executing her
duties. Teachers are brought down to size or theya timid to confront the principal.

She points out:

They (teachers) seem afraidatofront the principal on any
issue. If the principal ordérsy just do. Funny how, when

we have discussions amongedues just as teachers, we
would all agree that the piat needs to change certain ways
of doing things. But whenanges to the crunch everybody just
backs down.

The next category that emerged from the data wasptincipal's co-operative spirit
which has opened many opportunities and opened rdaaxs for successful academic

work.

4.2.2 THE PRINCIPAL IS CO-OPERATIVE

The respondents have noted that the principal ispsvative with all the people she

comes into contact with. Miss Inspector notes:

One of the things | picked up from her (the primtjps that she
makes use of people. She does nettait the idea that people
may be stupid or unskilled.
Mr. Charliwood confirms this co-operative spirit && has observed the principal

working tirelessly against odds with the staff.

It was a team effort. ... They were dasegnething basically illegal.
... Treasure was very motivated and watdemake sure that the results
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that came out were very good. | thinkas after the first election...that’s
when the first class wrote Matric. Tdiscipline was something unbelievable.
Those kids were so keen, they wouldem during holidays. All teachers
...they came in... holiday time or noteytpushed on.

The activities described by Mr. Charliwood indictbe ability of the principal to work
with others to ensure good school management aad Barner support as well as the

willingness of teachers to go the extra mile. Theoperative spirit is seen by Miss Terry

as a consequence of team effort. She explains:

She is good, good at being influentizat’'s what. She is able to
bring fresh ideas and we accept thettm thie intention of implementing
them. When we finally do things, thesnthange for the better, you see.

It is the willingness to co-operate that the regj@ms regard as good for the school. The
co-operative spirit is captured by Mr John who dateat the new principal was looking
for assistance so that she could tackle issues eattfidence. This would help the

principal see her school grow. He explains:

Many times we had to meet at scladolight when we came back
from work. We met the principal hateschool. We would tackle
issues and give our views. She wdelal with these decisions
diligently. At that time she hadassistance from another lady who
came from a deregistered farm schathed Waverly Hills and helped
the new principal cope with the ndsmands. These two ladies did a
marvelous job together, assistintheather in strategising and
solving problems. The school grewtiature as a result.

The co-operation of the principal with the goveghvody has also helped in improving

the image of the school and its future looked trifyhr John explains:

Our way of doing things here is thatdo not want things to
degenerate. The principal is vernys#tere. We do not want to
do things on our own without invalgithe principal.

There is co-operation between teachers, learnerpramncipal and Big Boy observes that

this breeds a good spirit. He states:

It was easy for me to decide notddaschool in the township
schools when | felt not like goingutBhere you just don't do that!
You don't dare. Here teachers angtheipal push us to do our
best. You grow to enjoy this undivddgttention we get here. So,
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you actually look forward to comirgdchool every day.

Another important element of the principal’s co-give stance was the establishment
of good links with feeder schools and also an giteshe made to keep them properly

informed of Rocklands developments. Miss Tops arpla

That man, Mr Charliwood went ofihis way to help us build

more classrooms. | remember i96lhat he built for us two

classrooms. | think he was ddimg to motivate us. | made sure

that this information filtered fieeder schools so that farm learners

would come to Rocklands and leaweed with a standard ten

certificate. There were feeddrazds such as Gumsdale, Waverly

Hills, Thornhill, Woodridge, Seew, Southern Side, Van Stadens

and Wedgewood. All these schease given first preference

when admissions were underway.
Another fact has emerged from the data that thecypal is a hard worker and is always
at work. She has been identified as an active pevdloo is always on the move to

improve conditions in her school.

4.2.3 THE PRINCIPAL WORKS HARD AND IS VERY ACTIVE

The respondents have identified that the principalot only working hard but is also

very active in her leadership in ensuring that gaaik was done by teachers and that
learners were given ample opportunity to learn widn school environment. These two
attributes are seen by respondents as pointer©dad discipline and progress. Miss

Inspector stresses the point.

She is very active... She has a goqudageh. She calls on people
and makes use of them as resourcissbécause she can...eh...
she can make people grow and allasvtthhappen within her
school. This in essence moved heo@dnom grade 7 to where
the school is todayrade twelve.

The hard working stance of the principal is conédrby Girlsie.
I like the fact that she is a tead®well and she does that very well.

Big Boy makes the point explicit that the principahches very well.
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No old man, let me just say that Miska\does her bit in teaching in
order for us to understand. The priacglso teaches us Biology and she
does that very well. In my opinionstthis teacher and the principal that
teach Biology very well.

The fact that the principal is active seems to haNsbed off on to the teachers as well

because Big Boy notes:

We are very happy with the [schooljates. If there is not
enough time some teachers and theipaheven use weekends
to catch up on lost time.

Miss Inspector confirms that the work of the prpadishows her as a hard worker and

active participant in the progress the school iginta She says:

If you find her at school, she is aj@an classes because she
wants to see... to see that...eh...whaajghning or that there

is progress. She also deals withoalitsubjects and has a
meticulous eye on those subjects.Halsegone out to teach these
critical subjects up to grade twelve.

Mr Charliwood has found that the principal’'s hardriwhas ensured the school’'s ability

to succeed as well as a general success of thewbbbol organization. He notes:

But she was a person who stood her gramad she was a leader. She stood
by her principles. Yes, yes | think youst realize that in any business
whether it is sport or education thesparon top has got to be a leader.
It's no use just putting in someone hseahe has some fancy Degree.

Another important point is that the school has bable to tour and win tournaments

because of the principal's involvement. Miss Togdans:

...we continued and sport became veryontgmt in the lives of
learners in a farming environment sa@imso that that | was
overjoyed by the arrival of more teashespecially the addition

of two male teachers. We went on witreemural activities. These
were now enjoying proper attention jgatarly music and sport.
We were now going into far away plasesnever went to before
like Durban, Bethlehem, etc.

In various instances the principal has shown heveparticipation and her hard work
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and this is reflected by other categories. Thesglapping categories are highlighted at
the end of this chapter. One other important isais=d by respondents is the principal’s

show of care and her orderly behaviour in the etteawf her duties.

4.2.4 THE PRINCIPAL IS ORDERLY AND HAS CARE

Mr John looks at the effort the principal makeshow her caring attitude but at the same

time ensuring that there is no disorder in her wiagunning the school affairs. He states:

You see, at the time when this scleopbyed 100% pass, this principal
used to sleep here at school wited¢Hearners especially when time
was close to examination time. Sheldsleep here with them.

She would bring pots, food and ensha¢ pupils were studying and
being taught at the same time.

There was a case of a learner who had to go threudisciplinary process but the

principal showed that even in this serious casecahed. Mr Charliwood confirms.

Yes we tried all means possible yaaind rehabilitate this young man
and the principal was very suppottive
Order in the school comes via what the principasdand the reaction there from. This is

stated by Girlsie clearly:

This [order] is due to the princigadrinciples and hard work.
Learners respect and listen to her.

She continues to stress the importance of ordedimes this will enhance the prestige of

the school and make it attractive. She notes:

It is the way learning is handl&ds well planned unlike in

in the township schools. For exampl the township school
school if you write a test in themming you leave for home
thereafter but here you stay anttinoe learning until the
school is over at normal time. Ehierno wasting of time here,
no free lessons!
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The matter is viewed by Miss Smate as a strictimeudf following instructions. She
notes that the teachers assist in the orderly neamegt of the school by compliance.

All they (teachers) do is to recestiect instructions from the
principal and they do as they arérutded.

Big Boy sums up the principal’s care and that atteers at Rocklands:

We are being cared for here, old meally being cared for by our

teachers and the principal.
Care for learners and a strong belief in orderlyost activities is contained in what Big
Boy illustrates in comparison to township schookwéhhe originally comes from:

Yes old man. The difference is morewlou come from township

schools. Here there is no time wastifau also get to make the

comparison of the present set up hadituation you were in before

in the township school. There is dlst thing that tells you to change

and push harder and study seriously.
Order is also confirmed by Miss Terry and this enpasses all issues that make the
school effective, attractive and worth all the eéfadeachers and the principal put behind

it. Miss Terry goes on:

For my first few months | was impregsafraid and feeling small,

you know. | noticed that people hengwg their work and they

work very hard. Looking at the schasla whole, looking at the classes

there are charts, maps posters anergkteaching aids. This showed that

teachers and the principal are deddc&t their work.
It looks as though the principal’s work continuesrtspire both teachers and the learners
to the extent that some descriptions they havenghefit a charismatic leader. | have
highlighted some descriptions of what the princigaks and categorize them under

charismatic leadership.

4.2.5 THE PRINCIPAL IS CHARISMATIC

| have decided to bring this concept into sharpu$obecause some of the explanations

made by respondents describe actions of a chaicsteatler. | have decided to cite these
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gualities because they keep on emerging from tha dad my observations have
highlighted some important elements of charismaar{Smatic leadership will be
understood to embody some of these criteria (Adkfsten Sergiovanni 2001):

« The ability to challenge th&tatus quo.
» The willingness to take personal risks
» Incur costs to self for the organization
* Make self-sacrifice and

» Ability to act in an unconventional way.

Miss Inspector makes note of important actionsridig the principal that describe her

charismatic inclinations:

What | have noticed from her is thas that ...what has continued to
make her successful is her approadcssues. She did not attach too much
importance to herself as a princifidle goes down to the lower levels you
know. She used to sleep with the gitaklve group.
This would be regarded as unusual way of dealingh weaching issues. This
unconventional approach at achieving her aimsabahted on by Miss Inspector. She

says:

Yes, yes she does things differer@lye deviates from the norm at

times.
The principal’'s capacity to deviate from the nomnaiso elaborated on further by the
observation made by Miss Inspector in the unentigagsport problem. She states:

But the principal wanted childrernbm at school you see. She used

her own transport, her own combi’stfansporting these children.

She was trying to meet these pareaifsvay. Some parents, despite

that assistance, were not even dmutirig to the principal's incurred

costs in transporting their children.
Big Boy also voices appreciation of the principaisecial gift because she goes out of
her way to ensure success of the school encouBigrBoy also supports what Miss

Inspector said. She states:
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| know that she teaches well. Whenytear comes to an end, the

principal would keep the matricukaat school, teaching them and

even allow those who stay far awayf school to sleep over at school.

She is able to do anything and wétemdoes it she does it well. For

example...she...she... did something vl last year. When a

Biology teacher had a problem dutimg year (2000) she took over

the class and taught the standard@telogy very well.
It does appear that the principal stretches hetsdlie limit at times for the sake of the
learners and her bid to have a well deserving dchwibin a farming community. Mr
John notices this willingness to perform well aaga&city to sacrifice time and energy for

the school. He describes the principal this way:

Despite her strength and toughrgss has vision. She is not only
tough, she has also mercy in abucelaBhe has a foresight and is
able to rescue a desperate situatlmen need arises
People with special gifts fit into this kind of a@egption. The principal's approach to

crises is seen by Mr John as unconventional atstitde points this out:

Sometimes as a Governing body &g be handling a disciplinary
issue. Yet we may discover thatpghncipal has quietly dealt with it
before it could come to our meggifor further discussion. She would
make things easy by submittinglifngs or recommendations for us to
act upon.

Mr Charliwood accentuates the principal's charigeni@ndencies by observing some of
the actions and approaches to work that she hgsextildHe notes:

She was very hard working. She m@sscared to work. She

was a leader ...eh ... teachers whe mawrked with her ...

they adored her. They could do kimg for her.
In other words, she almost has "supernatural powarspecial gifts that put her in a
different position from ordinary leaders. This ibserved by Mr Charliwood in that
teachers could do anything for her. | have alreathalt with the principal’s
unconventional approach in dealing with problemafiamting her administration and
how these approaches have in fact enabled her Isthowercome the difficulties. She
would ignore protocol in pursuit of what she regae$ necessary. Mr John narrates a

story of how they were able to get permission totiome with upgrading process despite
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very fierce opposition from some members of the @&pent of Education. Mr John

explains:

Yes, on this day after a frustratigcussion with two coloured officials

the principal looked for Mr Peppbt# soon discovered that he was

absent from work and she eventuallynd the top man. She talked

with the District manager and tlvayne down together and met with

the Coloured officials. After a Wwhthe manager instructed the Coloured

officials to carry out and fill the approval documents. These officials

were of the opinion that our schelobuld join the Ankervas primary

school and therefore dissolve asleol.
Miss Terry notes that the principal’s unorthodoyrgach sometimes seems to encroach
on democratic ways of leadership. What happensas the voice of the principal

supercedes other voices within the school organizaShe expresses her displeasure:

Firstly, at this school you have to understand #ahave difficulties
making decisions or coming up vatiygestions. It is always left
up to the principal. But | guesatth is how things are done here
because even if you suggest somg#und everyone agrees, the next
thing you will hear is that thenmipal has changed the decision at
the next meeting.
The respondents continued to build on the incrgastature of the role the principal
played in the development of the school. Besidesctimrismatic characteristics | have
highlighted here there also emerged the categorg ofotivator and transformational
leader who has made sure that the school changaswhat it was when she started as a

principal to a well known good secondary school agifarming communities.

4.2.6 THE PRINCIPAL IS A MOTIVATOR AND A
TRANSFORMATIONAL LEADER

There has been a strong linkage between theseléweepts. The respondents have found
that the principal goes out of her way to motiveserybody for the achievement of better
results. She is capable of talking convincinglyttsat others may respond positively. On
the other hand as a transformational leader thgoretents have made inferences about
her transformational qualities. These two elemangsinterrelated in the data as | intend

to show here. This is similar to what | have shaabrout the charismatic leader. The
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respondents identified actions that | have categdras charismatic. The descriptions by
respondents of a transformational leader correspanth what is known in
transformational leadership literature. Respondkate described their principal in such
a way that the transformational qualities have besgtured It is generally accepted that
transformational leaders are motivated and alsovatet their followers to pursue ideals
that are beneficial to the community without anif sgerest. The activities Miss Tops
engaged herself in point to her willingness to geaa bad situation for the better even
long before she became a principal of Rocklandsrimédiate school. She explains her

intention to change the situation:

| decided that we needed to mak®wue towards changing the dull
nature of the school. At that tithere were four of us plus the principal.

Her determination to ensure that there was transfton is strengthened further by her

statements.

Sir, when | arrived as a principdund ...I ... | ...found a very poor
school. | think that the enrolmerts 90+- of learners, yet when | left
for my studies earlier the schstolod at 200+.

She explains further the developments that tookeplander her leadership.

| came in as a new principal amad in mind eh... ... eh ...l hadin
mind that Mr Charliwood was stiffaam manager and | knew that

he had some fresh ideas about ingacl also felt that the school
could not stagnate at standarddecided to change the scenario by
introducing secondary level in adypral manner till the school reached
grade twelve.

Two featuresyiz, that of causing things to happen and willingnesotidwers to help,
have been identified by Miss Inspector as cruaialthe progress of the school. She

points out:

What she used to do was ...eh ...was ...she never @dtthées what
to do or how things are to be d@tee initiates things so that others
may follow you see. People andheas had to look up to her as a
role model.
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Mr Charliwood on the other hand concentrated oengbts to change the education
system and also changing the school curriculumther benefit of the farm school
children. He felt obliged to give a helping handtlat transformational objectives may

be realized. He argued:

Well you know, ...eh ... if the counts to succeed, we need to start
with the children first. There ...ehwas education ...eh ...apartheid
years. It was not what it shoudtvdr been. There were various subjects
left out so that the black farmjgpulation could not get into certain
jobs because they did not knorealized that if | still stay in this
country, and | love this countiripave got to put in my little bit to

help the principal change theaditn.

The principal’s desire for better schooling hastés her to come up with plans unheard
of in the farming community and even among towngapools. The fact that she could
organize the grade twelve group to come to schodlsdeep over so that more lessons
can be conducted implies a good groundwork with gheents and teachers. Mr John
noted that this exercise was not only motivatiotalt was at the same time

transformational. He explains:

They were to learn and study togetWWe used the classes and this
office for that specific purposéeSarranged that girls would have their
separate section when preparirglgep and the boys would have
theirs. Then she would make growils leaders for each group to
assist her in managing all grol§ise would the take them for an
excursion after an intensive weekehtuition. They would go to

such places as Humewood, Culturatta,as motivation.

Mr. Charliwood had earlier explained that the pipat was very motivated and had to

work very hard to obtain good results. Miss Topsramorates Mr Charliwood’s

observation:

Now we worked very hard because we had standarsirteinhad in mind
that | had to fulfill the dreams anishes of Rocklands parents and the
wishes of the farm manager. That mant out of his way to help us in
any way he saw appropriate. | remamntibat in 1996 he built for us two
classrooms.

Miss Tops highlights the earlier struggles she wagaged in order to change the

situation. She points out:
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| decided that we were going toangl do something with the few
teachers | had at my disposal. Itveenwith these teachers and
the majority of standard eight lesam Then | had to apply for
standard nine classes. | also egpedad the same problem. There
was no reply from the DepartmenEdtication.
The fact that the principal had a spirit of motiugt others for the desired change is

confirmed by Miss Inspector when she says:

Ja! Things at that school usedaanga certain way. The new teacher came

in to test the old practices as$ tbehool; like checking if the grade 12 group

was not cheating. This new teadaene with a different attitude but you

know what! The principal never mened the fact that things were being

made difficult for her
The inference here is that the principal would betdiverted from the course she had
chosen for the school and she looked prepared ép kiee momentum going despite
distractions that kept on appearing, an examphtoth was the arrival of a suspicious
teacher. Another important aspect is that the jpalctalked to various people to
highlight the plight of the school so that thoseovdould were able to assist in cash or in

kind. Miss Inspector confirms this.

She laughed at me when | asledhbw she got into the overseas help.
She said to me that she simplytevletters after she had thought things
through. | don’t remember whom she met. But in dase she talked
to people and the matter enditd people realizing that Rocklands
was a school in need.
The enthusiasm and optimism of the principal urgedon even on the vexing problem
of transport. She wanted to see a solution arrategind made a move that changed the

situation. Miss Inspector reports:

Ja! So what happened was thaptimeipal, due to the failure by parents

was prepared to transport theddreim. Some of the transport providers

had costs that the parents coatdafford.
Another important aspect that Miss Tops emphasg&ése high level of motivation that
she finds in the learners. This is something thab @&ncourages her to go on. She

explains:
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So we did not only got to studyelool, we could also go out ...we
would work ...we ... we... this was haping because learners were
also keen and interested in what g@ng on. They did not make my

life difficult and possibly thatilse reason we got 100% pass rate. We
even organized a farewell functionthem as another way of motivation.

The respondents have noted the attempts by theipairto solve problems in Rocklands
farm school. Various attempts, some of which | halready mentioned under different
categories, show the resolve of the principal ansforming the situation by providing

solutions to problems.

4.2.7 THE PRINCIPAL ENGAGES IN PROBLEM-SOLVING
ACTIVITIES

In farm schools transport is one of the most searipoblems because learners have to
travel through open spaces and long distanceshtwoscThere is no reliable transport to
take these scattered learners to and from schosk Mspector states a way towards

solution:

She used her own transport, her conbi’s to transport these children.

The principal’s determination to solve problems aso captured by Mr John’s
observation of what she did when there were cr@eadministrative difficulties. He

sums up the principal’s outlook:

We were getting rid of wayward tencies ...so that a person may be
on the right track. But all this dapged on the principal, who was
sensitive.

Mr John continues the praise the approach of timeipal in ensuring that problems were

solved as soon as possible. He explains:

Sometimes we were able to find thatprincipal and the staff have
dealt with some disciplinary probkbefore they come to us.
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Another important strategic planning that helpeddtve poor attendance by parents in
meetings had the principal with the Governing bedyking on an innovative plan to

overcome the problem. Mr John explains:

The principal carried us throug¥e even decided to break up parents
for meetings purposes. Those parem example, who stayed in Uitenhage
would be visited by the Governoammittee to hold meetings with them
and the principal.
Mr John who says that the principal was at handagsist in changing the child’s

behaviour highlights the problem of a delinqueritcch

We tried all means possible to kélitate this young man but the
principal was at hand to help anpp®rt us.
The same hand of help is shown by the principaliest for restoration of discipline

when she proactively engages in solving a probleneaschool. Mr John explains:

We came together with Tshawe andoued that the principal was

handling the issue very well indeBte even dealt with the Police

so that by the time we came theydleehady left the scene.
Mr John also notes that the redeployment broudfitulities for the principal as she was
losing a key teacher. She confronted the problethesentually succeeded. He explains

this way:

We were ready to release her [teddbut a lot was done by the principal

to try to retain the teacher. HBifilert succeeded. That is why the teacher

is still here.
Big Boy has noted that that sporting and cultucaivities tended to infringe on teaching
time and this meant that learners would fall behktel noted that the principal brought in

a solution.

Yes, may be ...may be we are awag sporting activity the principal

would ensure that when we come vee always try and catch up with

the rest of our classmates.
The principal addresses problems in the acaderem iardifferent ways. One method is
to involve herself to make sure that solution isnid. Big Boy narrates a troubling story.
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...We have not been taught Biologysome time by one teacher when
the principal decided to take o&ed teach us. The principal now teaches
us Biology and she is doing that/weell. In my opinion it is only
the principal this other teachbale mentioned that teach Biology very well.
The rest should not be allowed axkeBiology at all.
Girlsie also makes a point that shows that thecppal is keen on ensuring that things are

running smoothly. She says:

The principal is all right. She eally nice and likes to be in control

of matters.
The inference is that people who want to be in@ntant to ensure that problems are
solved and that the school organization runs sniyddor such a person to succeed there

is another dimension that Big Boy brings to thesfor

She [Principal] has principles ahé gnforces rules. Her rules are
meaningful even outside the school.
Like all schools there are other learner problemas tonfront the school but the principal

and the teachers are working hard to normalizet¢heol despite these. Girlsie explains:

You know teachers and principal lgoeout of their way to make

our lives easier and | think we awem the respect they deserve.
The principal was also motivated by the plight shes of learners who had nowhere to
go since their school had limited curriculum. She ghe poor life cycle and wanted to

do something about it. Miss Tops explains:

...Another thing that worried me aardeal was to find out that the
majority of learners who were at echool when | left for my studies
were now loitering the dirty streef Rocklands and some girls had
fallen pregnant.

She continued to make observations about the usgué@ature of the farm school:

They only pass standard 5 in Rauiidaand ...and ... some few lucky
ones go to an urban environment.am@ahd ... These schools place a huge
financial burden on farm parentse Bther thing is that some learners
end up ...end up dropping out of &tho
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Miss Tops continues to defend motivational appraaulong learners.

| tried to work very hard for theke of my learners. | decided to
motivate them and as a result, ideatl that was possible as we
used to do before. The learners mgurn, resolved that they
were not going to start the slidertediocrity. So we worked
together and they were able toiolit80% pass for year 2000.
Respondents have noted the principal’s willingriesgive good working relations advice

because this forms part of good management andheebarust among all stakeholders.

4.2.8 THE PRINCIPAL CREATES GOOD WORKING RELATIONS

It appears from the respondents that problems fatedarious stages of the school’s
development were solved partly because of the ipaiis ability to create good working

relations. Mr Charliwood notes:

...When we got to a stage wheréeaieind of standard 8 the Education
Department said no ways were wiagyto further than standard 8,
Treasure [Principal] came toteé. | ... | ... said, “Forget it! Keep
going | will support you.”
Mr Charliwood realizes that the successful strugglkethis farm school were due to co-

operation and good human relations. He notes:

It was a team effort. ...I think tHatasure was very very motivated
and wanted to make sure that thelt®that came out were very good.
This indicates good partnership and an atmosphérérust permeates from this

statements. The good working relations are alskeplicp by Girlsie who says:

Firstly I noticed how learners haespect for their teachers and fellow
learners. Township learners tencréate rows with teachers but here
they don’t do that. Learners hereraspectful.

This good atmosphere is further observed by Gidsi®ng teachers as well. She notes in

her comment:

All teachers are in varying degrdms,they are all accommodating and
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approachable. They are patient too.
Girlsie goes on to make observations about thecipatis attitude.

| like the fact that she is a teac®d that she teaches well. She also
guides us as her learners.
Miss Smate observes that things might have beemggeell at the school and that a good

atmosphere was part of its progress. She recalls:

Oh! When | came to this school | vgéed at first and | was looking

forward to it. Given the short higtaf this school, | thought to myself

that there was something | felt difat that did not match the school

| came from, for example. This schaak able to obtain good results

and so | wanted to be a member df suprestigious school. | came with

the intention of seeing how good ¢isinvere done here that translated

into good results.
While Miss Smate was making a general comment enrésults of good working
environment, Mr John is specific about what thegpal did to enhance good relations.

He explains:

The principal as | said, worked clgseith two other people. There was

also this Carter white man. This mas very friendly to the principal so

much so that when we had big occasiare, the principal would go to

Mr. Carter for flowers to decorate trenue for the occasions.
A problem of poor communication in farm schoolsldoanly be approached by devising
a novel way of communicating to ensure that workiglgtions are kept at high levels. So
for Rocklands farm school, instead of one Goverrdammittee there were several sub
committees in various parts of the of the farmiognmunity to facilitate good working

relations:

Ye, we would create small committeethese areas to increase interest.

We were doing this also for importargetings at the school. These

committees would come representin@pigt since transport was our

major problem.
The fact that the principal takes the lead in sl and that she ensures that others
follow, is observed by Miss Inspector as an impartontributor towards good working

relations. She explains:
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In this case she talked to peoplethadnatter and the matter ended with
people realizing that Rocklands waslzool in need. Then people realized
that as a result, they needed to .y theneeded to ...to ...to contribute
towards improvement of school life. Scso ...they ... these things the
principal did ...so ... so she made iklgo simple. Her leadership is
straightforward. She takes the lead kwow. | really appreciate her way
of doing things.

Another important point that Miss Inspector makesthat the principal picks good

teachers and make use of them for the benefiteo$thool. She explains:

The principal used anyone who workedl with her, you see. So
far in our meetings it was eitherdedfrwho attended or Miss Jones
whom she trusted and sent out toessgnt her.
Miss Inspector goes on to praise the evident coatpe spirit between the principal and

the teachers which has led to good performanceadgegwelve learners. She explains:

The group twelve learners the princhzed at the time was very

co-operative. Teachers who handledeytavelve were also co-

operative. They were sacrificing g i@u see. The principal had

also a way of communicating her inities. Eh... her ideas were

acceptable, you see.
One of the striking observations by the respondentiseir perception of the principal’s
leadership style. They have emphasized her stresgting will and forcefulness in the
execution of her duties. The idea of an autocilegcler has appeared in various forms

describing the principal’'s approach in dealing witious situations

4.2.9 THE PRINCIPAL IS VERY STRONG AND AUTOCRATIC

Some respondents were explicit about the pringpfalice and lack of consultation on
some issues and others noted the intimidatory eattithe principal, which has rendered
many teachers docile and compliant. Miss Smateligigls the principal’s rigid approach

in her administration. She expresses her genenglecn:

The most important problem here is that therehgyaifficulty
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in accepting change especialpyeibple have told themselves that
these changes are not going tacepted in their minds. The other
thing is that people get usech&rtway of doing things and this
therefore, inhibits change.

Then she expresses a direct comment on the priraniphe matter. She says:

| find the principal very difficliShe is very difficult to work with.
She is used to doing her thingsdwen way and has grown to take
all things at a personal level.

She sums up the dictatorial attitude of the priaclyy making this declaration:

She [the principal] does not cdhanyone on anything. So it is
difficult to work with that kindf @erson. She is very strong and
very capable. ...and | think she Ibesn operating alone for a long
time. The other thing is that teexs have been very docile and
accepting everything...

Big Boy seems to concur with Miss Smate’s perceptide has noted the principal’s

strong approach in running the school. He notes:

She [the principal] is strong, wetrong. We sometimes request
to go and practise our play, mayrbpreparation for sport
tournament, and she will straigat refuse. Then we know there
is nothing else we can do.

Miss Terry makes the point that teachers do notldacision-making powers at times

and this leads to the voice of the principal dorinta She explains:

Firstly, at this school you hageunderstand that we even have
difficulties making decisions @mmnaing up with suggestions. It

is always left up to the princip@ut | guess that is how things are
done here because even if youestggpmething and everyone
agrees, the next thing you wilhhes that the principal has changed
the decision at the next meeting.

Miss Terry becomes explicit about the leadershigesthat denies the majority of

teachers the basic democratic practices. She pmirts

She is very autocratic ...she is endttic and she can be good. She is
from the old school and traditianal
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One cannot fail to see a benevolent despot beisgribed by Miss Terry. This is an
important contrast or to put it differently, itas interesting contradiction that needs more
discussion at the second phase of my analysis.elreents of autocracy are described

further by Miss Terry and the contradiction alsoes out. She says:

...She can be progressive when shaling. You see, when she is
willing anything and everything cstart happening but she just had
got to be the one who is willing.

Girlsie sums the strength of the principal in thesy.

When | came to Rocklands the ppathad strict control over all

activities and they were strictlyserved. That has continued to this

day. ...You see, pupils here are guae by strict rules and boundaries

they know what is expected of thenand they listen. They do what

they are told to do...
Earlier on | showed how Miss Inspector saw thegipal. She mentioned her lack of fear
as one of her (principal) defining characteristltsnay be this element that points to the

perception of autocracy. | noted her view:

When she came back as a principachlanged things because | have
noticed that she had administrasikils. Firstly she is not intimidated.

If she wants to go out to ventur® inew territory, whether the outcome
is going to be good, she says tedit “ | am going to try.”

4.3. SUMMARY

The data presented here reflect the ideas, peoosphind experiences of the respondents
and the data is based on the interviews held Wiithf dhem. The data are presented in a
categorized form as they represent the sum totalkeais expressed on matters relating to
the role of the principal in a successful farm sthdhese actions by the principal help in
the creation and development of themes that entapsthe role of leadership in an

educational environment.

The respondents in varying degrees have shownhbairincipal of Rocklands is strong,

capable and willing to work. They have shown tHat & assertive and takes initiative
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without fear or favour. This is probably part oétteason why the school has been able to

go grow and improve at the same time.

The respondents have highlighted the co-operagiiré of the principal and have pointed
out how she has gone out of her way to link up aitrschool community members for
the benefit of the school. She has opened good conaation lines with the Department
of Education, with the Governing body, the farm @ager, teachers and learners. The co-
operation received from the farm manager is areigbat | will discuss at length at the

analysis stage because it adds another importar@dion in the farm school education.

Respondents have shown that the principal is aetinkis a hard worker. She goes the
extra mile in her attempt to make her school be8ge not only manages the school, she
is also a teacher, something that keeps her irhtait the teaching and learning.

The principal has been shown to be orderly andofutlare for all, especially the learners.
The learners have reciprocated the care they redswn the principal by giving her the
respect she deserves. Respondents agree thatrtbpalris orderly and that her school

has strong disciplinary code which eventually eaesuhat order rules.

Charismatic characteristics have been identifieddspondents and this can be linked to
all the other categories | have mentioned so fdre Pprincipal is seen as a person
prepared to make personal sacrifices, go the exteaand willing do go beyond the call

of duty “for the sake of these children.” That idhyat Miss Tops said to show her

dedication to the cause of farm school children.

The principal has been seen as transformationflemapproach in that she has been
looking for changes for the better in her schoaspbondents agree that the school is
where it is today because of the vision and williegs of the principal to be part of great
change. From grade 7 the school moved obstacld@situbécame one of the few farm
schools to have grade twelve.

The principal is seen as a problem-solving agend Wwolps people overcome difficult
problems they face in their daily work at the sdh&tespondents agree and show by
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examples how the principal has overcome varioudaoles that stood on the way of
progress. Transport, delinquency, poverty and varmther crippling problems faced by
her school have not been totally eradicated, baifptincipal “did not fold her arms” but

rolled up her sleeves and did something to alleuia¢ severity of such afflictions.

Respondents have concurred that the principal resterd good working relations with
all people affected. There is strong relationstepMeen good working relationships and
the co-operative spirit that the principal has igated. There is a strong belief from
respondents that the success of the school deperdsrge extent on the good working
relations that the principal has cultivated amaotigosl community members.

Another important category to emerge from the radpats is the varying degrees of
autocratic leadership. While many saw the streongthe principal being a good sign for
success others saw this strong leadership as wegatid countering the ideals of
democracy. | deal at greater length with these d@spghen | engage in analysis of the

data in the next chapter.
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CHAPTER 5

DISCUSSION AND ANALYSIS

INTRODUCTION

In this chapter an attempt is made to bring tha d#b sharp focus as issues relating to
roles of the principal are highlighted. Theoretipasitions about leadership are examined
as they relate to the roles of the principal. Eaeltegory is checked against the
observation findings to see whether there is dmsbkr relationship, link or not. This

helps in strengthening the voice of the respondasithiey continue to express their ideas
and perceptions about the principal’s role. Theoaderves as a triangulation exercise.
Yin (1993: 69) regards this stage as important beedt helps one to see whether one is

able to get the same response from different sewtevidence.

The participant observation | undertook was intehtteassist in validating or to prove
otherwise the data that emerged from the interviesth the data provided by
interviews as well as from participant observatiwa considered because they provide a
platform for “thick description” from which categes and themes can finally emerge
(van Manen 1988). The evidence of the data | ptekere should, according to Yin
(1991: 71) be presented “in such a way that anglele@an observe, question and

reinterpret the data if necessary independenteofdbearcher’s narrative position.”

In this chapter the categories are subjected tthdurdiscussion and analysis and the
meanings of the respondents are brought to thairThese categories are not mutually
exclusive. In the development of themes these oategytend to overlap as they appear
in more than one theme. The same is true of theefdatn which categories were created.
Same data in some instances appear in more thacategory. | shall show how this has

happened towards the end of this chapter. Pafteofdason is the fact that issues of the
principal’s role in Rocklands are closely relatedhe meanings that the respondents
attach in the creation of these categories have lbemined and distortion has been

avoided as far as possible.
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The second phase of my analysis and discussioninvilive the use of participant
observation data to cross-check and validate wbessible the interview data. The third
phase will be looking at the development of themégat those themes are and what they
say about the role of the principal. The fourthgehaf my discussion looks at the impact
the role of the principal has had on Rocklands F&ahool's pursuit of school
effectiveness. The fifth phase looks briefly ahder issues to gauge and evaluate the
Rocklands Farm School principal’s conduct and attaran her leadership role. The last
phase looks at the organizational culture of thekRmds Farm School and how the

principal has managed to operate within it.

5.1 CATEGORIES

5.1.1 THE PRINCIPAL IS ASSERTIVE, HAS INITIATIVE AN D IS
NOT INTIMIDATED

The views expressed by respondents suggest thptitiegpal approaches her task from a
position of strength. Her boldness ensures thaisshble to tackle all kinds of problems
without fear or favour. For a school that has balglle to produce good results the stance
of the principal is not surprising. Purkey and 3$n{it983) make a general comment on
this matter by saying that good school managemadt iastructional leadership are
among the necessary characteristics for schoattefémess. The implication here is for a
strong leader who is capable of taking the initetand creating an atmosphere that is

conducive for a successful teaching and learnivgy@mment.

The style of leadership determines to a great ¢xtew the leader influences success in
the school over which he/she assumes leadershppnsibilities. Conger and Kanungo as

cited in Sergiovanni (2000: 7) make the point eipliThey say:

...leaders are more likely to be viewasdoersons of character
when they advocate a set of purposdsdeas that are sufficiently
unique to challenge thatus qudut still close enough to be
accepted by followers.
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This statement can be applied to assertive people ave initiative. It also explains

transformational leadership that is prepared te tagks as long as followers are ready
and willing to buy into new ideas and support tkéams of the leader. When Christie
(2001: 48) conducted a study of resilient schobts soncluded that the major thrust for
school success even in extremely difficult envirents was “strong manager and
leader.” Those who are not afraid to venture irgw ierritory are the ones who are most

likely to succeed. Christie continues to explainfiredings:

Generally, the principals of schoolshe study were strong managers
and leaders. Their management styleladed some sense of accountability
to staff and at least some degreeadf sonsultation and participation.

The strong qualities of the principal are echoedss Inspector when she says:

Firstly, she (the principal) is notimidated. If she wants to go out

and venture into the new territory .eshshe says to herself “l am

going to try.”
When Miss Tops started as a principal at Rockldheschool went up to standard 5 and
it was only through her initiative and assertivengsat the Rocklands farm school was
eventually able to reach standard 10. Miss Topsadwaen by wishes of the community
as well as the concern she had when she realizetintited chances the farm school
learners had of going further with their educatibter statement serves as a strong

motivational force that drives her for the changfes implemented. She points out:

| decided that we needed to make a nmwards changing the dull

nature of the farm school.
Besides the vision she had the “we” we needed to make a movesuggests the
willingness to work with others in the process ®@fawcging the farm school’'s “dull”
situation. Later on Miss Inspector observed thatftirce and the work of the principal
was gathering momentum and that she did not fgilulb others on track with her. Miss
Inspector noted this when she said:

You see, at the time the principal wedly on the go... she... It was
clear that everybody was on board....
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With this kind of dedication and the fact that grencipal was able to take the people she
worked with along with her suggests strong asseiritndividual who knows where she

was heading.

5.1.1.1 MY OBSERVATIONS

| identified lack of fear in my first few days whérgame to the Rocklands farm school. |

wrote:

| greeted the principal and we excleahgleasantries. She informed me

of her poor state of health and tihat Isad actually ignored the doctor’s

orders by attending school on that day
The idea of ignoring a doctor’s orders about omefalth for the sake of attending school
and the resolve to see to the progress of the sbleans testimony to the principal’s lack
of fear and her determination to show concern lier learners and teachers even to the
detriment of her own health. | also noted thateheere tests to be written on that day
and the principal could not separate herself froes¢ activities. She kept on going out of
her office into different classrooms to see thatrgthing was going smoothly for the
standard 10 examinations. She also checked antedhaith standard 10 teachers as an
on-going routine to establish rapport and ensua¢ ¢lrerything was going according to

plan.

| believe, from my observation, that the principak managed to be very effective in this
way. | gained the impression that she was watchirggything that was going on in her
school but was doing this in a discreet way at $inf&he was also sensing the mood of
the school by sharing ideas and views with teacheran on-going exercise. She was
listening to what others were saying and resolgome problems on the spot. | gained
the impression that she was meticulously synthegiznformation as she progressed
from one situation to the next and was thereformguder intuitive senses where
necessary to deal with emerging problems. Thisnéomade her effective in executing
her duties (Deal and Paterson 1999: 86).
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| believe that it is from these different obsereatipositions | have mentioned that the
idea of lack of fear, boldness, assertiveness itityato take initiative is vividly depicted.
The actions of the principal have led in my obstova to her school operating like an

oiled machine. | wrote on my third day at that siho

The atmosphere at this school througtite morning is that of business.
Everybody is doing what he/she is siggpl to be doing and there is an
atmosphere of happy working environt@npupils and teachers go about
their chores without noticeable difiliees.

| also observed that in a meeting the principavemed she showed her assertiveness and

confidence in the manner she handled the procegdihine meeting. | observed:

The discussion is cordial. The printig@minates the meeting in different

ways. Teachers agree with the prinSpdkas and suggestions and

sometimes they enthusiastically enogeithe principal to do the best she

could particularly if the issue hasmeeferred to her for review or decision.

Teachers assigned other duties agrde the work in support of the principal.
The principal took the initiative when the Sportadter failed to achieve the objectives
that were set out. | observed that in a specialtimgeshe called she insisted on the
precise things the Sports Master ought to have .ddneonly that but she also laid out
what the Sports Master was now expected to doctifyehe problem. In my observation

| wrote:

At about 11h00 the principal talkshe Sports Master and voices her

dissatisfaction with the sports arrangets and plans. She asks the Sports

Master to meet with the committee torfolate new plans and arrangements

because she needed to know progresthandhe also wanted to be ready

to react to new plans that would beugta up.
This is an illustration of actions by the princip@ho wants to make sure that all aspects
of school activities are brought to her attentithrat the principal has an input and gives
direction. She does not wait for things to collapsétakes the initiative and proactively
remedies potentially damaging actions. One can tieawoice of Miss Inspector when
she notes that the principal takes initiative aat tshe acts as a role model “so that
others may follow.” This category is corroboratey imy observation and thereby
strengthens the views expressed by respondentg #imprincipal’'s assertiveness and

lack of fear. That leads me to the second categarythe principal is co-operative.
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5.1.2 THE PRINCIPAL IS CO-OPERATIVE

The spirit of co-operation permeates the data sysoredents directly and indirectly refer
to actions taken by the principal as indicatorsmbperation. The principal herself in her
attempt to ensure the smooth running of the schaoites the co-operative stances she
has undertaken. The co-operative spirit is exprebgeactions the principal took earlier

on to improve sport in the farm school. She noted:

We started vigorously so much so thadur first year of sporting activities

we brought home...eh... we... brought homeh...d think it was seven

trophies.
The principal asserts that progress in this arealdconly be made if there was
willingness on the part of teachers, parents, Oepartal Officials and learners to listen
to one another and help one another so that tHe geaup can be achieved easily. | have

observed that she was prepared to give an eae foatents because she states:

| listened and noted from the parertiatvthe real problems were and also

noted what they wished for. | becamar@mwvhy the previous learners of

this school could not go further witieir education.
The principal had to co-operate with the farm managhom she knew from the time she
was an ordinary teacher. She knew him as a manweésokeen to assist the school in
whatever way possible. She used that opportunity started to work with the farm
manager. The result was the changing of the “dallire” of farm school into a vibrant
modernized school, rated one of the best in theeEaape because of its outstanding

performance. The Principal remembers:

I had in mind Mr Charliwood. He was Istilfarm manager when |

became the principal of Rocklands facmosl. | knew that he had

some exciting ideas about this school.
It is the principal’s astuteness and diligence tteate helped the involvement of the farm
manager because she knew that if she wanted psognelssupport she needed to take Mr

Charliwood on board particularly as he had “exgtideas” about the school.

99



From the previous literature the history of farmnagers has not been conducive to good
schooling. Christie and Gaganakis as quoted indHarte (1992) reminded us that farm
managers were important element of Afrikaner NatioGoalition which “ensured an
extremely cheap and immobile labour force with adid set of relations” between
workers and farmers. Graaf cited in Hartshorne 2)9%dds that farm schools were
therefore, an extension of farmers’ control of fdadour. It is interesting to note that in
this school the farm manager has done the unexpeutd has become part of the
school’s transformational process. It is also egéng to note that the farm manager of
this school made a declaration that ran contrahéofarm school managers’ trend. Mr
Charliwood declared in the interview:

Well you know, eh... eh... if the countsyto succeed, we need to start

with the children first. There ...eh ..\whs education; apartheid years.

Education was not what it should hagerb...I realized that if | still stay

in this country, and | love this coyntrgot to put my little bit, try and help.
That is exactly what the farm manager did. He ttaetelp and the principal was able to
pursue her dreams and determination knowing thehsl solid support from an unusual
sector, the farm school manager. This farm maneged for the children irrespective of

the apartheid system and its oppressive policies.

The data also show the principal co-operating wadtchers. When she started to work at
Rocklands Mr John recalls that she was assistechrimther lady teacher from a
deregistered school to run Rocklands farm schamyTassisted one another in the early
stages of her management and this prepared héndarltimate thrust into the world of

excellence she brought into the school. This istwiralohn had to say:

At the time she (the principal) hadisiance from another lady who came

from a deregistered farm school callalverly Hills. This lady helped the

new principal cope with the demandsahaging a school.
At the early stages of Rocklands farm school dguaknt the principal was seeking
support and any co-operative assistance she coeidfrgm all stakeholders. She
succeeded to a great extent in realising the ggdadsset for herself. She was able to do

these things because parents have already consultedier and informed her of their
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wishes and what they were looking forward to inpees$ of school work. She therefore
realized that the route to success would be thraogbperative actions.

The principal involved learners as well in her dues co-operative work. Her aim was
to ensure that learners enjoyed schooling andwtleigld in turn motivate them to be
committed to their work and their school. The pipat explains her approach to co-

operating with the learners of her school. Sheestat

| was pleading with them (learners) &awas preparing many things

for them so that they would be megtphepared for whatever challenges

they were likely to face.
The principal sees this co-operation as a motigatactor. She had to work even harder
after she was set back by a serious allegatiome#ting. This was a very demotivating
episode in the principal’'s career but she decidedréss on and close the gap between

herself and her learners. She put it this way:

| tried to work hard for the sake of fegrners. | decided to motivate them
and as a result we did all that wassiiids as we used to do before the
allegation of cheating surfaced.
Miss Terry notices the spirit of co-operation wisdre looks specifically at the actions of

the principal and how these actions are receiveg@éghers. She says:

Oh! She (the principal) is good; goodeing influential that's what! She is

capable of bringing fresh ideas and waeept them with the intention of

implementing them. When we finally daoings change for the better.
There is no denying Miss Terry’s statement that tbsults of co-operating with the
principal has led to good progress. This is truenvbne realizes that the school grew
from standard 5 to standard 10 as it is at preseraddition the school has maintained a
highly successful pass rate, something which MisgyTis alluding to. Blase and Blase
(1999: 132) describe an instructional leadder alia, as someone who advances the
cause of leadership a step further as he contitmdmiild on a repertoire of flexible
alternatives. The fact that the principal bringsfiesh ideas on which teachers act
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corroborates the role of instructional leader amctording to Miss Terry this allows
things “to change for the better.”

It is also possible to see a transformational leadevork who according to Burns as
cited in Smyth (1984: 41) “has ability to envisiamew social conditions and
communicates this vision to his followers.” Agahetco-operative spirit engendered by
the principal is confirmed in Drath and Palus citedHorner (1997: 279) that “people
working together in an organization need to devedopially understood interpretations
so that they can be effective as a group.” WhatsMierry raised here seems to concur
with Drath and Palus’ statement.

5.1.2.1 MY OBSERVATIONS

| noted in March when | had been at the schoolvadays that there was general co-
operation among all people in the school. | attdraleneeting of the staff and | made the

following observation:

The discussion is cordial. The princigaiinates the proceedings. Teachers

agree and enthusiastically encouragetineipal to do the best she could

possibly do for the benefit of the sdhd@achers are prepared to do their

part to support the principal.
| noted that teachers were discussing issues &e twere introduced. Teachers were
ready to co-operate with the principal through emssis or sometimes through
constructive criticism or discussions in order &org out their duties in an atmosphere of
trust and goodwill. The ability of the principal émgage everyone and also work with all
for the benefit of the school was illustrated witlee principal approached me to attend a
meeting in which she wanted my opinion and advitiee school was experiencing
difficulties with the Municipality on the regulatis regarding electricity consumption by

the school. | made a note of this and recordduli:t

The principal called on me at about3Mto advise her on the electricity issue
for the school. She explained thatsti®ool was paying for electricity by buying
vouchers from municipal offices at aadiunt but that there was now a dispute
and that the school was now withoutteieity. | informed her that the
Governing Council should be in the foat to discuss the problem
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with the relevant officials as they hhd statutory right to do so and that the
Department of Education needed to banmed of progress.
The principal had a problem and realized that shédcuse someone’s expertise to help
her solve the problem. This is in line with Misspector’'s view that the principal “uses
everyone” with expertise for the benefit of the @alh In other words, she requested my
co-operation because she knew that success dependeebple helping one another in
an organization. In this instance the principal enaér intentions clear and the purpose

explicit.

The principal expects everybody to be fully engaged as soon as there appears to be
problems she tackles these immediately so thathladits do not find root. She knows
that if the situation deteriorates it could spk# £nd of the co-operative spirit. One day |
observed that the principal noticed that some karrmoved to bushy areas during
breaks. She immediately after break called an asiyeand cautioned learners against

the dangers lurking in bushy areas. | noted thibvarote:

At about 11h30 after the bell hadgtime principal called for a short
assembly. She warned and admonisgt@dérs who moved into bushy
areas during break because she féardkeir lives and that crime

could be easily committed. She ordehat the younger ones should not
wander away from school premisestaatithey should always be
together. The learners showed thgireciation of this advice by
verbally agreeing with the principladlid not see or feel any form

of intimidation or threat by the pripal.

In another meeting | observed that the spirit obperation was permeating throughout
the deliberations. The ideas that the principal Wade shared among the staff members

and got full support. | noted this and wrote:

The principal suggested that on dagsdo not have morning assemblies
teachers should meet for short réfles and quick meetings of about 5
minutes. All teachers saw the wisdifrauch meetings and wholeheartedly
supported the principal on this gaeh because it was going to afford
every teacher an opportunity to bartie&nd help all of them to be kept
abreast of all developments. Someedjthat it was the best way to start

a new day.

Another important category to emerge from the datthat the principal cares and is

orderly. This is closely linked to the co-operatoategory | have just discussed.
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5.1.3 THE PRINCIPAL CARES AND IS ORDERLY

The data presented in the previous chapter fronclwbare and orderliness emerge have
two important features that describe the princgpatle as leader of the school. The first
one is that she cares. She has a deep sensergf ead a concern for her learners and
teachers. Their interest comes first and she ipguesl to protect the learners’ interests.

Big Boy noted this when he said:

We are being cared for here old meally being cared for by our

teachers and principal. She goe®bbéer way to make us comfortable.
This statement tends to sum up the attitude ofptiecipal towards learners and this
declaration needs to be explained in detail by rsg what the respondents had to say.
It is important to note at this stage what Bas®9(197) says about leaders who have a
caring attitude. He points out that leadership @gerexacting and requires that the leader
faces more obligations than the rest of the memlre@n organization. In order that
leaders can keep organizational nature of theip@shfully operational they have to
work with people in ensuring that the aims and cibjes as set out are pursued. This
statement suggestster alia, that the leader has to cultivate a sense of caretfers to

facilitate success.

Some of the actions of the principal at Rocklaraagllthemselves in the category of care.

Big Boy as a learner leader has this to say:

| know for a fact that she (principaches well. When the year comes to

an end the principal would keep nealants at school after hours teaching

them and even allowing those who fareaway from school to sleep here

at school.
This is a demonstration of a caring principal atkmwho goes the extra mile in order to
achieve her aims. Fiedler as cited in Boys (20@}) 8escribes an important feature in
the contingency theory that identifies leaders. nég¢es that leaders may lean either
towards people-orientated approach or task-oriedtaapproach in their style of

leadership depending on the situational demandstl@mdeader’s attitude. This theory
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also gives insight into how leaders act differentlyevery situation. | realize that at
Rocklands it seems that the principal is leaningatals satisfying her followers, in this
case the learners. The principal has acted to enthat learners benefited from her
involvement. The kind of care the principal haswehas illustrated by Horner (1997:
271) when she sees the principal as primarily nesipée for helping followers develop
behaviours that will enable them to reach their Igoar desired outcomes. The
explanation from Horner is that good results arelikely to be obtained if there is a lack

of caring attitude from leaders.

The caring attitude of the principal spills ovetoirner charismatic actions which | shall
deal with in detail later in this chapter. Thisais example of overlap | have referred to.

Mr John also captures the extent of this care. dietp out:

There was also a preschool opagdtare. Even here the principal

was taking money from her purspag these mothers who were

looking after the young ones.
The point of overlap comes in when | consider thatprincipal is driven by her concern
for the poor and the desperate situation in whikehfarm school people find themselves.
At the same time she takes risks and makes persansdfices by paying people money,
an act the community is supposed to carry out. &lo@erlapping views emerge from the
respondents as they begin to look at the pringpattions. Mr Charliwood remembers

some of the sacrificial acts of the principal hasel He says:

And there was a donation from onéhefbig corporations to put up a
few classrooms, but ...eh ... that ishadt | could think of. Oh! and
transport was a big problem, gettihgdren to school and back home.
Treasure [Principal] made transporangements including her own
vehicles so that learners couldnattechool without fail.
The aim and drive for these actions is well arated and the involvement of the
principal is clearly described by the farm manageeed to look at the second portion of

this categoryyiz; orderliness.

| have indicated already that the principal wasedsd This also emerged from the data

which | want to highlight here. Orderliness suggestmanagement style that seeks to
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create planned actions for desired outcomes. [jesstg eradication of interference as far
as possible in the execution of duties. Order besoan important element of school
effectiveness as it stands in opposition to chiaa, of vision, lack of cohesion and lack
of direction. Existence of order in a school poittsgood organizational attitude. Deal

and Patterson (1999: 3) make the point:

While values, folkways and traditomill take form reflecting the
unique character of educationalitagons, the human side of good
organization may be worth emulatifMy emphasis).

“Good organization” suggests order as well. Ba89(1 383) stresses the importance of
orderly running of institutions because he says khawing how to get things done, self-
confidence and alertness to and insight into sdonatvould act as a driving force to

create stability and cohesion in an institution.

The work that the principal does at Rocklands da#slicit discontent and people seem
happy to go along with the principal’s plans antdams. Mr John highlights the way the
principal handles the funds of the school as amgka that leads to stability. He points

out:

Because of special circumstancesagaime clear to the members that

there would not be a capable persedrandle financial affairs than the

principal. Parents were satisfied tha principal would handle the finances

without any confusion being allowediisturb the process. We were proved

right because every time she gavenitral report there were no queries

or misunderstandings. Income and edjpere was clear and this created

order among parents.
The effective running of the school in whatevertisecof activity strongly suggest order
and helps in the stabilization of those activiti€se fact that the principal was prepared
to organize sleeping accommodation for her stantimdearners points to her orderly
organizational power because she had to talk thera parents and learners for her idea
to find root. Mr John, Miss Inspector and the leasn Big Boy and Girlsie as well as the

farm manager Mr Charliwood, confirm this.

Big Boy goes further in affirming the principal’'sderly leadership in that he compares
the township school from which he comes and Roddafarm school where he now
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enjoys the teaching that is conducted in a goodspimere because he says that “things
are straight and well managed.” Girlsie confirmg Boy’s version in that she noted

when she arrived into the school that “things vstreetly observed.”

Girlsie goes a step further about good order whnrsfers to school discipline that is

maintained at the school, she says:

Yes, we like to be disciplined and wanivthat to be maintained even

though sometimes some of us are urtaldentrol themselves.
The reciprocal nature of discipline as suggested baderlies good working conditions
because learners have given their full support aedwilling to be disciplined if they
transgress the rules. Tannebaun and Schmidt seadimenance of good order as cited
in Dunham (1995: 42) as based on three sets ajriawthich determine the effectiveness

of leadersyiz.forces in the manager, forces in team membersa@wdd in the situation.

They point out that these forces are embeddeckisyhtem of values, confidence in team
members, feelings of security, need for indepenelemithin the organization and high
expectations from the leaders. They see thesed@sealriving an organization to higher
levels of achievement because all these would hmafgkere is commitment on the part
of the leader to ensure orderly processes. Foroésho succeed therefore, there must be
sets of beliefs that are held high to ensure pssgaad these beliefs, norms and standards
must be shared by all in the organization.

French and Raven as cited in Smyth (1989: 20) seerooncur with this idea of
maintenance of good order because to them it shems“referent power.” This power is
based on feelings of identification as one groupasr belonging to a particular
organization under a power wielder. At Rocklands fhincipal wields power that is
accepted and cherished by all who are affected.byhis power allows the principal to
carry out instructions, duties and errands thasasn by followers as beneficial to them.

Invariably, under these circumstances maintenahoeder is assured.

Some of the actions the principal has pursued goitier intention to maintain order in
and around the school.
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* She has changed a dismal situation where therestendard 5 “dropouts” into a
position where learners become proud owners ofiaranten certificates.

» She has involved herself in solving a chaotic fpanssituation with the view
that learners would be assisted to a great ex&m.did this despite the cost to
herself and the suspicion and envy that surfacedater stage

« She has continued to be part of what goes on irtldeses and has maintained
constant vigilance on teaching and learning prasess

* She has stepped in when a teacher could not capehwi Biology subject with
the intention of ensuring that there was no unrsszgsreak in the teaching
process as well as ensuring that the non-avaialofia teacher would not
degenerate into chaos.

5.1.3.1 MY OBSERVATIONS

In line with the pursuit of orderly leadership Ifleeted in May on what | saw as an

overall manifestation of an orderly school. | wrote

| found the school so quiet from ougsidut | noted that there was buzzing
inside the classrooms. | was convirntbad work was being done by teachers
and learners. The presence of the jpahseemed to strengthen the teaching
culture at the school. Not a singldccbould be seen outside the class. Those
who came late had to creep into thieissrooms and continue from where
their classmates were working. | gaitredimpression that teachers were
co-operating well with learners and tihay respected their principal and

not feared her in a negative sense.

This reflection gives a picture of orderliness arkvwhich has now become the whole
school process. It has also helped in consolidatiegdata referred to in the previous

discussion emanating from different respondentsd made an observation earlier in

March which support the principal’s orderly incliias. | noted:

At about 11h05 a lady comes to segtheipal representing Active Youth
Activities. She reports that she gessages about the launch of the programme
at that school. She stated that sheehaphazardly organized. She had come

to clarify the situation. The principaok her to Miss Basi who was tasked with
running the programme in the abseffitbeoexpected guest. The principal told
her that the programme was launchel great fanfare but that she would
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get details from Miss Basi.

When a sport issue came up | noticed the prinagiasling a meeting of the affected
people because it appeared that there were failloirthe organizational stages as well as

in the implementation stages. | noted the following

At about 10h00 the principal held theating and voiced her dissatisfaction
with the whole organization of the gpwy activity. She directed her displeasure
at the Sports Master as the head of¢laon despite the fact that it was two
teachers who did not do well what theye asked to do. She immediately
instructed the Sports Master to conveesports meeting and report progress to
her before the end of the day.
In what appears to be a problem the principal plewathat she confronts the difficulties
with confidence. She directs people and pointsahét is wrong and looks for solutions.
She does not wait for things to fall apart befdre takes action as this is shown by the
sport episode. This corroborates the views expddsgeespondents that the principal has

order and care in the manner she leads the Rockfanth school.

The next category looks at the principal as a anker and a very active person.

5.1.4 THE PRINCIPAL WORKS HARD AND IS VERY ACTIVE

The data present varying aspects of hard work aigldives credence to her active
involvement in the management of the school. Redgots have shown how the
principal works and how she has been able to aehier objectives as a result of
working very hard. Miss Inspector and Mr John retice principal’s hard work even to
the detriment of her health. When Mr John says “phecipal is dedicated in her work”
he sums up the underlying driveiz; “dedication.” Miss Inspector observes that this

dedication may have led to the deterioration ofttealth. She says:

The principal has been pulling Wweirght and working till sunset for
many days but now | can see thafptiincipal is facing a new problem.
This problem might be caused bytbermuch work. The problem now
is her poor health.
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Mr John has already noted that the principal isryvactive” and that she has good
approach which helps her to use people as “ressurche principal is able to influence
those she works with so that they too, become caéi@dnio hard work. Giddens as cited
in Smyth (1989: 23) suggests that:

Human beings live out their dailyek and socially

construct their reality through oggtions, contestations and

resistances to rules and resousitdsn which their lives are

entwined.
The process as suggested here forces the princigakl with varying issues and discuss
these with the people she works with so that aetitethere could be understanding. The
sharing of ideas and the willingness of all involvéo help one another gets

acknowledgement in Gidden’s statement.

Instructional leadership (Blase and Blase 1999) E8@gests that leaders integrate their
actions, collaborate, create peer-coaching aas/gind ensure that collegial study groups
are all pulled together into a holistic force tcomote professional dialogue. Miss
Inspector has highlighted this in her descriptidrthe principal’s actions because she
noted that the principal uses teachers as resoubesdoes not regard people as though
they know nothing

Working hard helps in the creation of means fordees to be provided with a good
learning environment. Macbeath and Mortimore (2@)lelaborate on this view because
they go on to say that for success to be possbl@nmense exercise in “engineering” on
the part of teachers and other agencies is negesHais is initiated by a leader who

knows the territory or who understands what needsetdone.

What is of particular interest here is that thia igrm school that has experienced serious
disadvantages in its socio-economic conditionss Behool has shown how one creates
great influence over followers and then overconmaesgocio-economic problems by not
succumbing to them but by looking at best waywuafihg the threats into opportunities.
The two authors | have referred to point out furtiat in a well-led and managed school
there would be less variations and greater comsigtevhich eventually lead to “school

effect’(Macbeath & Mortimore 2001).
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The principal’'s dedication and her involvement e tteaching practice suggests co-
operation with teachers that enhances cohesioncandistency in the work they do.
Lloyd as quoted in Crawford, Kydd and Riches (2042} seems to support the idea of
hard work from a leader as well as from teachecab&e, according to him, “extended
professional” approach is when collaborative andetimental work are actively

encouraged and the school is able to move forwlartdyaan agreed route.

Sergiovanni (2001: 131) looks at the principal’sivec engagement in advancing the
cause of education. He points out:

Principals provide the climate amgrpersonal support that
enhances teachers’ opportuniteduifillment of individual
needs for achievement, responsibdompetence and esteem.

| found this position corroborated by Miss Inspeatthen she said:
If you find her at school she iways in classes because she wants
to see ... that... eh... that... what iggening. She also wants to
make sure that there is progress.

Big Boy as a learner pinpoints the hard workinghg@ipal by citing her direct classroom

involvement. He explains:

Firstly, my principal teaches stard 10. | have seen her teaching. |
know for a fact that she teachefi.\(My emphasis).

This acknowledgement comes from a learner as amrsehent of the principal’s
dedication to work. She is looking for good resualisl is prepared to go all the way to

ensure that that happens.
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5.1.4.1 MY OBSERVATIONS

| noted on my first day that the school motto nfeave a certain amount of force in
ensuring that the school had a particular visionctvlihe school motto enshrines. The

school motto reads:

Sophumelela Ngomzamo
The literal explanation i3Ve shall succeed through hard work.

On my second day at the school | reflected on whmesd already observed. My arrival
was regarded with suspicion. They could not undedstvhat exactly | intended doing in
their school. They were wondering why their sch@ak chosen and not other schools. |

made the following comment when | met the principaier office:

The principal is at pains to help and goes alltouty and make me
feel comfortable. She is alsorigyto make every teacher understand
my presence at this school byitgiko those who seem to have
difficulties in understanding msepence.
| have noted that the principal is confronting peols head-on and is prepared to make
room for those who do not understand so that tleey tould fall in line. This is an
example of a hard worker who is actively engageth weiverybody in her school to

achieve success through hard wak the school motto suggests.

| also made an observation on how the principalsdedth day to day issues in her

school. Early in March | recorded the following:

The principal takes rounds and sislassrooms. She talks to pupils

already at school to arrange fumeitim certain ways in different classes.

There is a general controlled moveinaoé pupils as the principal keeps

on moving from one class to the next
In the administration area | noted that the priatipas determined to see that work was
done properly. She also stood ready to assist\is@dvhere necessary. | recorded from

my observation the following:
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The principal called a team that weesked yesterday to look after

the food scheme programme to regpagress. A short report was

given and the principal expressedfustration with the report. She

reminded people to meet deadlinetarize proactive and not allow

“problems to arrive.” She told tleam to go back and work out a better

programme and report to her withwmert calling for them to do so.

Immediately after this she called dherk so that they could sort out

work that needed finishing as wslsabmissions that should be sent

to the District Office.
The principal appeared to be insisting on good gouace because she kept linking with
every teacher and learner in ensuring that they waéirdischarging their duties on time
and doing so as a team. This created the kind odlibg that Sergiovanni (2001: 131)
sees as necessary for the development of shaneelsvahd maintenance of good relations
within the institution. If this situation occurs if§®vanni regards it as critical for the
creation of a community of learners and teacheexgi8vanni states further that
“purposing” establishes the importance of sharedlgg@nd expectations as well as
approves modes of behaviour to create a strongoschitiure. The fact that the principal
of Rocklands Farm School talks to everybody in $@ool, expressing her dislikes and
pleasure in the way they conduct themselves, isxample of a leader who wants to
foster cohesion and help establish common valueis. d&an only be gained through hard

work.

Despite the appearance of order and good governarstenodern belief is that there are
always tensions, paradoxes and contradictions nvehi organization which are dictated
by power relations (Gunter 2001: 12). The attenfggtghe principal to create cohesion
are at times frustrated by misunderstandings, rizglioy some to do what they have been
required to do. This creates these tensions andseugyper good intentions and result in
a number of discords. | have already referred égpioblem brought about by the Deputy
Principal and the Sports Master who did not do wwek specified as required. This
allowed the principal the opportunity to confrohetfailures and actively assist them to

correct their mistakes.

It is clear that the principal’s actions are geamgards school improvement and there is
willingness to transform the minds of learners taathers so that they all can articulate
what the school motto says.
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5.1.5 THE PRINCIPAL IS CHARISMATIC

| have decided to highlight this particular tragclause of what the respondents have
explained as well as what | have observed duringstay at the school. The respondents
explained the charismatic tendencies of the pralcighich have led, | believe, to the
dramatic improvement of the farm school. | do nelidve that the changing of the farm
school situation would have been possible if thedée did not have transformational
outlook and charisma. It is these particular charstics which show that the leader is
endowed with special gifts and tenacity. The leddeable to change a poor or dismal
situation for the better. In other words this wobkla transformational leader who wants
to influence followers so that they may emulate kbader’'s style for the benefit of
schooling. This is done selflessly and without artgntion to gain anything for herself.
In addition, charisma suggests a leader with extiiaary powers capable of bringing
about change at great risk and great cost to liefswdre is belief that such a leader does
all these things because of the caring drive thashes the leader on despite the

difficulties.

| have been exposed to this kind of a leader atfttim school who seemed committed to
improving the plight of farming community througherhsincere engagement with
everyone affected. | want to highlight some of dmarismatic tendencies identified by
the respondents as they watched principal’'s actibrsughout the school process. Mr
John noted identified foresight and ability of tpencipal to “rescue a desperate

situation.”

| think that what Mr John says here serves as argérstatement from which other
respondents build the leader's charismatic chatiatitss as she “rescues desperate
situations.” Mr John cites some examples of sedfiess on the part of the principal. He

says:

And then Miss Veli had to fill ihé vacancy created as a result of the
Principal’s intervention. And thehe came in as a substitute. The principal
was paying the other teacher frandwn pocket. The principal did that.
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There was also a preschool opagdtare. Even at that level the principal

was taking money from her purspag for the services of preschool

teachers.
This is sacrificial work which shows the extentthich the principal is prepared to go to
make the school motto a reality. There was als@xang problem of transport in this
farm school. Mr John agrees that the principal weytond the call of duty because she
“offered her transport” to help the majority of pats who did not have money to pay for

their children’s transport.

Miss Inspector concurs with the view of sacrificgessed by Mr John. She makes the

point:

She [the principal] did not atidoo much importance to herself as a
principal. She goes down toltveer levels. So what happened was that
the principal, due to the fadloy parents, was prepared to offer transport
for these poor children.
Miss Smate also made an observation that hard n@rkind keenness for good
performance by the principal was rubbing off ontéachers and learners because she

noted:

They [learners] were keen andeweilling to take orders from the teachers
and the principal. They were dab what they were doing and in turn they
made teachers’ work much eaSibey were dedicated to work as a result
of the effort made by the prpadi
The admission made by Miss Smate about the pribsiggppod work which has
ultimately made the learners to emulate her stgla @onic for success has shown that
learners’ interest in their own education has iaseel. This situation finds support in
Sergiovanni (2001: 137) who points out that chaaenleaders have the ability to touch
people in meaningful ways. As a consequence ofgdaple “respond to their leaders and

to their ideas and values they stand for with uabsilommitment and effort.(My

emphasis).

Conger and Kanungo as cited in Sergiovanni (20Qft) Icontend that charismatic
leadership behaviours result in extraordinary level commitment and performance.

Sergiovanni explains the commitment more fully. $8/s that charismatic leaders are
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able to help others reach higher levels of neddlfaént. They point out that charismatic
leaders are able:

...to extract more meaning from thiees, and to see that what

they are doing is something sgemid significant. When these

needs are addressed, followerariably respond with higher

levels of commitment, effort anerormance.
The vision of the leader is seen by the farm manadeCharliwood, as the driving force
for the principal not only to do wonders but alsoirtfluence learners so that they can

engage in magnificent work. He explains:

Treasure [the Principal] was veryestinat the results that were to
come out would be very good. Theigilne was something unbelievable.
Those kids were keen, they would eamduring holidays. All teachers...
they... they came in... they pushed on.
From what Mr Charliwood says it becomes clear thate is an effort to make sure that
schooling enterprise is a success and that thet @ffthe principal is filtering through to

teachers and the learners.

The farm school setting calls for an extraordinaeyson to perform over and above the
normally expected way to ensure that a valuablenghdor the better is secured. The
Rocklands farm school principal has done this aalrealised best results for four years
without fail. Actions by the principal in this reghpoint to an attempt at creating

conditions for school effectiveness.

5.1.5.1 MY OBSERVATIONS

| have looked at various actions by the principehat she had done to be judged as a
charismatic leader and | have discovered that thdleere are pointers to her charismatic
inclinations. | reflected on some of the things blae done in May and | commented as

follows:

| have noticed the way the sclemritinues to run smoothly despite
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the absence of the principal amtes members of the staff. Their
absence is not obvious and idelbat all. Teachers attending school
seem to be covering for those wt®absent in that no visible evidence
suggests that there are teachssnd. Teachers seem to be handling the
school activities adequately wifjot the sense that Friday might be
treated differently but it lookkkke any other day with no early breaks or
lethargic mood from teachers agatriers and | was impressed by this.
The voluntary clerk whom the pipat recruited and trained was at work
updating the registers making masicalculations and updating

records appropriately class bygla found this clerk diligent and
meticulous for a person who wasi¢adly working for no pay. | have not
seen such dedication even amoagdkaried clerks of other schools |
have had contact with.

| believe that in my reflections | have pointeddonditions within which charismatic

leadership thrives and survives. This points togremindwork that has been laid out for
the charismatic leader to exercise the leadersiuwgss for the benefit of the school. In
this instance more and more people within the diluta arena are involved. The

absence of the principal from the school does neammthat the school descends to
anarchy and chaotic situation. Sergiovanni (20041)1sees something special and
significant done by followers because they beliewel share the values the principal

stands for. | noted some actions the principal thod& and | recorded the following:

| had a discussion with the primtipn security of the school and she

informed me that the school wasaisal in the bushy area and was not

a safe place to keep school vaksl$uch items as typewriters,

computers, printers, photocopidcs euld not be left

at school. School work had to beetehome to principal’s house where

all these expensive items were Kéfiirk had to be done after

hours sometimes with the help efibluntary clerk.
| made a note that the principal came to the sctiespite the fact that the doctor had the
previous day ordered her to stay at home in bed.adsence from school was linked to
her poor health. Her situation was compounded hyhusband’s deteriorating poor
health as well. She had to choose between looKieg kerself and her husband on one
hand and attending to school demands on the ofherurge to be at school superseded

the doctor’s orders. | found this kind of sacrifieery rare indeed.

| observed on the occasion of bereavement of cameher who had lost her mother that

the principal urged teachers to go to the beredamuly to offer condolences and pray
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with the family. She organized her driver and heigle free of charge so that it could be
used for transporting teachers to the bereavedéeachome. The principal could not
attend because of poor health. This told me moceitathve act of sacrifice the principal
pursued for the good of the school. | also noted this act must have been driven by

sympathy and desire to show that she cared.

Conger as cited in Sergiovanni (2001: 137) sayshe.leader must build exceptional

trust among subordinates.”

It is the process of building the trust “among gsulimates” that the principal of
Rocklands Farm School has found it appropriaténtvssympathy when time calls for it

and act in a manner that strengthens human relation

This leads me to the next category that looks at ghincipal as motivator and a
transformational leader. There is a strong linkagieveen the charismatic leader | have

just discussed and the transformational leader.

5.1.6 THE PRINCIPAL IS A MOTIVATOR AND IS
TRANSFORMATIONAL

Respondents in my interviews have explicitly ddsmili the motivational actions
undertaken by the principal which have given thgost a unique character not common
among farm schools. The transformational qualiies inferred from the descriptions
given by the respondents. The Rocklands princimaks/for change and she does this by
making sure that everyone is involved and becomas pf the overall school
performance. The change expressed here is intetwdéding about improvements in

teaching generally and also to improve particul#rl/ performance of learners.

An example of motivational actions by the princigahighlighted by Mr John when he

says:

Then she would make groups each waldérs who assisted the principal
in managing the teaching process dher@xtra-curricular activities.
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She would then take them for an exoursThis would make learners
interested in their work and this wabdlive them to work harder to obtain
better results at the end of the year.
The principal’s motivational spirit is also noted BIr John when he looks at the story of

the school’s transport. He states:

The other motivating thing about thmg@ipal which caused us to cling

to her transport was the safety recdidger driver, Mr Nyawuza. As

parents we were always relaxed whercbildren were transported by

him because we knew that they weaie hands.
Miss Smate seems to concur with Mr John in asd$grancipal’s relation with learners is
concerned. She notices that the rapport between ptivecipal and learners was

outstanding. She says:

They were good at what they did, whickurn made the teachers’ work

a lot easier. They were so dedicated,know! | came in August of that

year and found that there was a pleeadly made for September holiday

classes. These learners were motivagete principal and were keen to

do their best.
Motivation is intended to improve schooling andarsact the principal devotes much of
her time to, to see better school and better eslifte principal talks to and acts with her
followers to achieve her objectives. Van Maanenciéesd in Sergiovanni (2000: 36)
believes that motivational actions are driven byate terms three life-world conditions

of pedagogy:
» Loving care for the child
» Hope for the child’s future and

* Responsibility for the child

All these life-world conditions seem to provide @nal base for the good practice of
teaching. Maslow and Herzberg cited in Sergiova(2001: 289) point out that
motivation addresses two important needs that paom school environment hawez;

* Avoidance of pain, hardship or difficulty and

» Desire for growth, development to realize one’spaél.
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The principal of Rocklands has acquired the thieeworld of pedagogy suggested by
Manen and the basic environmental needs suggegtdthslow and Herzberg as cited in
Sergiovanni (2001). She wanted to get out of tleaigyr farm school situation and created
a new world for the learners. As a result she lesnlable to take the school to higher
levels of delivery and has made her farm schoots afithe best performing schools in
the Eastern Cape. One also does not fail so sdeatie&formational content in the actions
of the principal as she struggled through diffimdtto have an active and progressive
school. The changes people have embraced are dobahefit of the whole farming

community.

The actions of the principal also indicate an intgor transactional characteristic
embedded in what she has been doing in her schocobrding to Maslow a leader needs
to get work done in a certain way and those whdareg led must have their needs met
in the process. For the principal to be able tpinespeople to do what needs to be done
with keenness, zeal and determination there mgst la¢ preparedness on the part of
followers to carry out those duties and satisfyirtiveterests. Burns as cited in Smyth
(1984: 41) highlights visionary leadership as fundatal to the exchange processes

hinted by Maslow for the school to succeed. Bumists out:

...the ability of an individual to @swn a social condition and

communicate this vision to his fellers... (bid.)
is the basis for successful outcomes. What Burrggests is illustrated in Miss
Inspector’s views. She identifies some importarttoas by the principal intended for
best outcomes. She notes:

What she used to do was... was... ehe.rglver told teachers what to

do or how things are done. Shedtetl things so that others may follow

you see! People and teachers haabtoup to her as a role model.
The vision she crafted has been a driving forcectvienabled her to handle the school in
a certain way. In the process she was able tautstmany changes that led to school
improvement. Her bold declaration shows this. Qi her story which set the stage for

the development of her school. She said:
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| decided that we needed to make eemowards changing the dull

nature of the school. At that timeréhwere four of us plus the

retiring principal.
It was the intention of the principal to change tHall” nature of the school and that
points to a vision that | have referred to. It ltasded her and led the school to a
successful road. Anyone who is engaged in effedbiggchanges needs, according to
Horner (1997: 278) to be a real transformationatléx so that he/she can handle changes
and challenges taking place within the school emvitent as well as from outside to

ensure that those changes are well managed.

The principal of Rocklands not only had to dealhwihe Departmental Officials who
made her efforts at times very difficult to realizhe also had to motivate learners to
change their self concept in a farming environm8he had to win the trust and goodwill
of the teachers so that they could fully supportéféorts and do away with the “dull”
nature of the past in the farm school environmbtiss Tops gives a hint of how she

went about changing the school for the better:

| decided that we were going to tng @o something with the few
teachers | had at my disposal. | vaentvith these teachers and the
majority of Standard 8 learners. Thiad to apply for standard nine
classes. | also experienced samdemab The Department did not

reply.
This illustrates the willingness of the principa thange the school situation. The
teachers were already supporting her efforts bgpite this, difficulties like lack of
response from Departmental Officials meant thatrthee to success would not be easy.
The efforts by the principal of Rocklands to chatige farm school finds support from
Burns as cited in Bass (1990: 23). Burns sees igerd@tions by leaders as

transformational and he points out:

... a transformational leader alsmgrnizes the need for a potential
follower but he/she goes furtheelsng to satisfy higher needs,
...transforming leadership resultsnatual stimulation and elevation that
converts followers into leaders amaly convert leaders into moral agents.
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| have been able to observe actions within the alcthat helped to identify the leader as

a motivator and transformational leader.

5.1.6.1 MY OBSERVATIONS

An overall impression of the school is summarizedshow the effect or results of

motivational work and transformational actions piimcipal has undertaken. | noted:

The school is running smoothly thiotige principal is absent.

The principal has been absent frohosl for a week because

of ill health yet there are no irattions that, as far as school work
is concerned, she is not at scHbd.also interesting to see the
chairperson of the Governing Counaihgling with staff

members casually on a Monday mornin@he school is quiet

and there is an air of busy busingsgppears that everybody is
putting his shoulder to the wheelldo saw that the voluntary clerk
was doing a marvelous job. | hadsesn full-time clerks dedicating
themselves the way this lady wasidoi

These reflections show how followers have, accgdmBurns as cited in Bass (1990:
23) “become leaders” and that higher levels ofvétets are being achieved. Order in this
school is maintained and it is not dependent omcjpal’'s presence. Teachers and
learners have accepted the school practices aral intrnalized the norms and values

the principal tried to instill through her visiogdeadership styles.

| have noted that Drath and Palus as cited in HofA®97: 279) emphasize the
importance of unity of purpose and action as wellsharing of common values. They

say:

...people working together in an orgatian need to develop

socially understood interpretatiorsstisey can be effective

as a group.
One feels that the Rocklands Farm School has amaslitained cohesion that helps the
school to run smoothly. Well maintained disciplsteows that the group of teachers and
learners have become “effective as a group” becthesehave the same views on how
things should be done at Rocklands farm schooly Tiave decided to own the process

122



hence the school is able to function and does @p¢ild on the principal alone nor does it

depend on her presence.

Blake and Mouton as cited in Sergiovanni (2001)iskx¥ a managerial grid model that
assists in explaining progression towards schotdce¥eness. The grid takes into
account concern to achieve good results as welbasern for people within the teaching
organization. The closer these two concerns atieeirgrid model the stronger the case is
for school effectiveness. In my observation | haeted that these concerns have been
catered for at Rocklands Farm School. All peopleoived are doing their bit in a
reciprocal fashion and as a result can carry ceit tuties with very little supervision.
The air of satisfaction and contentment with the wangs run at Rocklands point to and
is reflected by orderliness and businesslike engagé by teachers and learners. | have
not lost sight of the parental involvement thasas a boost to the high achieving school.
The presence of the Governing Council leader aacetise with which he moves within
the school suggests openness and good workindoreathat impact positively on the

school process.

The Blake and Mouton model suggests that when $¢bachers and their leader are co-
operating very well the grid model may be clospddection. From their discussions the

following emerges from the grid model is suggested:

* There is consensus on goals to be achieved

* There is great involvement of staff in the decisidhat affect them and the
school.

» Delegation is made explicitly clear
 The leader and the followers take decisions whehaameeded.

| observed that morning assemblies served as regrent platforms and also helped in
the introduction of changes. These prepared thplpdor the psychological readiness to
venture into new territories. These change annaueoés prepared people for their

change in behaviour so that school could improveaoite in May:
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An HOD from the secondary section togkr the assembly proceedings

as both the principal and the depuiyqgpal were absent from school. She

used the opportunity to convey theontg@nce of having positive attitude.

She dismissed poor attendance as taatige and encouraged those

present to work even harder to impn@sailts for the year. She emphasized

that those who were absent were ngssut a lot. She also touched on

Grahamstown trip but said the detatsild be given by the choir master. She

stressed the importance of winninghéswould boost the image of the school.
These announcements by the teacher fall in lina Whié transformational nature of the
school while motivation is used extensively to amage change in learner behaviours so
that good results may be achieved. The actionshbytéacher strengthen the strong

resolve of the school to be in line with its motitarough hard work we shall succeed.

| made an observation on how the clerk’'s involvetman school’'s administration

continued to assist in improving the position af gthool. The clerk seems to know the
rules of the school and what the school is aimorg The appearance of difficulties in the
course of events forces her and the principal tdroat and address these difficulties as

they emerge. | made the following observation:

The clerk explained that the schdwme was not there to make sporting
arrangements for teachers. Teachers expected to make their own
arrangements at their own time argkese. The clerk was also furious
that the time register book was natilable as it was circulating. She hated
the idea because some teachers dexeatise care when writing in the book
and it always comes back in a teerdihte, more so now that it was raining.
She said that the principal wouldupset if she found that the book has left
the office in the first place. Sherhwent out to search for it. She came back
with it and some of her fears abbetbook were confirmed.
This statements identifies problems that contimueest the stability and good routine the
principal and teachers have established. The amigtre clerk at the flouting of good
practice and the anticipated displeasure of thacpal indicate a strong resolve to
maintain a good school. That is why motivation#sebecome necessary to ensure that

chaos and disorder are not allowed to find root.

Another important category is the one that attéstshe principal’s ability to solve
problems. Respondents have shown that the pringipeds hard to ensure a good school
environment by tackling all problems with deterntioa.
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5.1.7 THE PRINCIPAL ENGAGES IN PROBLEM-SOLVING
ACTIVITIES

Crawford et al. (2002: 111) note that interpersonal differencesnetition, rivalry,
mistrust and misunderstandings may lead to probleittsn the organization between
leaders and followers or among followers. Thesdleras and conflicts, argue Crawford
et al.,, can have value at times because they may encoutayegue and other
mechanisms of problem-solving or conflict resolntiactions. Dunham (1995: 117)
points out that the emergence of problems withiroeganization may be caused by a
variety of reasons the sources of which may residbin resistance to change. The
resistance could embody the following:

* Fear of the unknown

» Lack of information

* Misinformation

* Threat to old held views

* Low or poor trust among members of the organization

* Fear of failure

» Strong peer group norms

Whatever the reasons may be for the emergenceobfgons the leader’s preparedness to
go out and work for solutions is the first atteraptreating an atmosphere that would be
conducive to good learning and successful perfoomafroblems at Rocklands are
typical of farm schools. Some of these problemsehzeen highlighted by authors as:

* Poor transport to and from farm schools
* Small multi-grade classes
* Few teachers with low qualifications

* Poverty
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» Lack of amenities and
» Poor parental attendance of meetings.

Miss Inspector and Mr John had already pointedhomt transport confronted the school

as a big problem and how the principal tried t&l@ad. Mr John noted:

She (the principal) used her own tramnsfher own vehicles to transport

these children.
This does not suggest that through this act thespart issue was completely overcome,
it just shows how the leader was prepared to sthlgeproblem and even go beyond the
call of duty by offering her own transport. The etit involvement of the principal
suggests insight into the purpose of education psyhy for the learners and empathy for
her teachers who need learners, parents who aiggbtrg financially and learners who
had to travel to the school from far away placesrgwschool day. This kind of action is
seen by Bass (1990: 346) as showing transactiondl teansformational leadership

inclinations. He argues:

The leader needs to learn whatdhewers want so he/she can make
the right offers to them for theampliance. ...leaders must also build
from stronger base if she/he undeds the current interactions of
prospective followers. ... (he/she)strhave a sense of his/her followers’
current wishes and developmentatise...the leader should be insightful
about his/her followers’ interests.
The principal’s actions are explained and the comton of leadership traits show how
the leader acts the way he/she does in an orgamzdh the case of Rocklands, for
example, | noted that there were few classes whercurrent principal started leading
the school. She was determined to change the isituahd wanted the school to grow.
But she faced huge problems of poor amenities. negarwho had managed to pass

standard 5 had nowhere to go to improve theiMiogs Tops noted this:

They only pass standard 5 in RoalkdaThe other thing is that some
learners end up ...eh... end up droppingof school.
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Miss Tops goes on to paint a poor picture of tHeostat the time; particularly that it
negatively affected the learners. She said:

When | left for my studies they (iears) were loitering the dirty

streets of Rocklands and some bails fallen pregnant.
The principal’s intention becomes clear that shate/#o change the farm school’s dreary
outlook and invigorate it to new heights of attaemh | have cited the socio-economic
challenges that face a farm school generally bspitiee these the principal’s drive was to
deal with “dropout” problem in the most efficienaw by applying for the upgrading of
the school to enable farm school learners to aae@ssation just like others in the urban
environment. She did this to change the picturkopfelessness she referred to earlier. In
other words, the threats to proper schooling femfachool children has been turned

around into opportunities of excellence (Dunham5t9422)

From the cultural perspective one would regardpitiecipal as a good agent for change
in her school. She has been able to identify pasitiements that are supportive of good
schooling. She continued to build on these posigidenents, such as the willingness of
parents to work with school people, the readinddsayners to accept school authority
and learn earnestly, the positive attitude of teexhowards their school and their leader
and the support the office of the Education Depantnwas prepared to give to create a

very strong and formidable school (Deal and Patef€99: 115).

| want to illustrate the problem as the princigintified it and the decision she made to

solve it. Firstly she identified it:

Sir, when | arrived as a principal ufa ...1 ... | found a very poor
school. | think that the enrollment vesisund 90+ learners...

Then she came up with plans to resolving someeasfetproblems
Yes, the school went up to standardtSrbthe same year | applied to the
Department to start a secondary phadearents learnt that | was a new

principal and there was a flood at theegf new learners. ...and | think
we reached 200+ of enroliment in thatrye
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It is clear that without the principal’s initiativeesolve and determination to change the
farm school’'s poor situation Rocklands would novéhahanged at all. It could have
remained a primary school just like all other fasamools which have not changed their
status up to now. It appears also that the prihdiazes the ability to motivate for
additional posts in her school, something thatlbesen difficult to obtain elsewhere. One
also notes that the support she got from the faemager, another rare occurrence in the

farming communities, may have assisted her to aehjyeeat success.

Another attempt | need to highlight was the actainthe principal to address poor
parental attendance of meetings. The method ofiogearea meetings with the principal
plus the core members of the Council effectivelynelated two problems at the same
time, viz; transport problems and poor attendance. Miss Tétrys Smate and Mr John
acknowledge the principal’s plan and its good ititers. They also noted that this action
was also intended to address poverty by ensurgighle parents were saved money from

attending meetings at school. Mr John explaingtae:

We even decided to break up paremtsketing purposes. Those parents
for example, who stayed in Uitenhageild be visited by a small committee
together with the principal...

The attempts by the principal to solve problemkanschool have also been observed by

me in my daily encounters with the actions of tbleo®l.

5.1.7.1 MY OBSERVATIONS

| noted that the principal’s aim was to improve kehool on a daily basis and as a result
was prepared to take all problems that acted asthiand changed them to opportunities.
In most cases she did not wait for problems to gméut was very proactive and was

thinking ahead. | made the following observations:

The principal reported that saeechers involved in sport wait until

the last moment to do what isurezg of them or to report progress. She
reported that to avoid this sheswalling every member of staff to address
this problem because it had thieiptial to negatively affect other codes
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of sport and the general teachWiben the meeting was called it lasted

for exactly one teaching peri@tduse she kept on looking at her watch

during the duration of the megtilssues were discussed and teachers

agreed with the issues she raibd meeting closed with promises that

diligence would be the orderlwé tlay and that difficulties arising would

be tackled as they appear rdtiaan being allowed to fester like a sore and

thereby affect the general rugrofthe school.
This was an example of the problem-solving actiatywork. | noticed the quick action
of the principal to circumvent any chance of baftuence finding roots and bedeviling
good working relations. When it comes to actuatiwag Girlsie and Big Boy regard
their principal as one of the best teachers oktif®ol. She is not intimidated by any big
tasks before her. She takes the initiative to spheblems. For example Big Boy claimed
that when a teacher could not cope with Biologgdes the principal took it upon herself

to teach the affected class.

The sacrificial act by the principal is embeddedhiis action and her empathy could be
understood as one of the driving forces for heigil@a to take the class. It is perhaps one

of the reasons that Miss Inspector had this to say:

If you find her in her schodhesis always in classes. She wants to see

...to see eh... she wants to seteetha. what is happening or that

there is progress.
Fullan (2000: 8) describes a position in whichphiacipal strives for stability in a school
by always being on the lookout for potential diffiltes and also making sure that these
are tackled immediately and disposed of efficientipllan realizes that interaction
between the leader and the environment within wkiehleader operates is an on-going
exercise. He argues that each situation bringsintque outcomes. The ability of the
Rocklands principal to deal with difficult situati® and make a success of these
encounters suggests that she has contingencyigsalitd is able to apply her mind to
emerging problems so that they can be sorted ogklgufor the benefit of the whole

school.

This leads us to the next category which looksatpgrincipal’s ability at creating good

working relations.
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5.1.8 THE PRINCIPAL CREATES GOOD WORKING RELATIONS

The data pointed to the variety of actions by theggpal to facilitate communication,
maintaining good attitudes among school commurgtying ear to all complaints and
suggestions and convincing others about the vdlf@lowing certain procedures. These
actions promote good working relations. Some peastiand rituals are necessary for the
maintenance of good relations because they enceuwady and cohesion. Deal and
Paterson (1999: 31) see these rituals as a meanenabining the concrete with the
inconcrete. Norms and values that find expressionthe morning assemblies for

example, serve as a means for conveying and pragticese in a meaningful way.

Hayden and Thompson (2000: 3) believe that maimenaf good working relations
lend themselves to school effectiveness that festgood expectations, positive
reinforcement and the maintenance of cohesive gthewve between the school and

homes of learners.

Respondents have noted how the principal goes fonéroway to ensure that there are
smooth working relations. She promotes this becalseknows the benefits of good
relations are good examination results and gersetadol improvement. One of the key
elements for good working relations is identifigd®irlsie when she notes:

Firstly | noticed how learneivis respect for their teachers and
their fellow learners. ...learnbese are respectful and they
respect their principal.
Another important element that secures good workelgtions is identified by Girlsie

again when she looks at the attitude of teachevartis learners. She explains:

All teachers are in varying degtekhey differ in the way they deal
with learners. But they are at@mmodating just like the principal
and they are all approachable yTdre patient too.
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The issues raised by Girlsie here about teachtiides towards the learners seem to be
laying a solid foundation for good working relatonlt is remarkable that these

observations are made by the learner.

The farm manager shows how the principal’s confoegein dealing with vexing problems
of upgrading her school ensured that she eventsaltgeeded in getting her way. She
had standard 8 learners and wanted to proceed d€onéxt standard despite the
disappointing response of the Department. Mr Cladid gave unequivocal support

when he said: “Forget it! Keep going. | will suppgou.”

According to Burns as cited in Smyth (1990) thesfarmational theory suggests that the
leader motivates his/her followers to act withoeif snterest but to do so for the general
good of the organization. The farm manager undedgstséhe actions of the principal to be
aimed at the general good of the school, hencs peepared to give unqualified support.
This is possible because the farm manager trustprihcipal and believes in the way she
handles school affairs. The principal has showough her previous engagements that
she is capable of achieving her goals. She hasrshts® that she is capable of working
diligently and honestly. The farm manager shardh wie principal some of the values

that bring about good management.

The sharing of ideas and unity as explained hexeamo stressed by Dinkmeyer as cited
in Udjombala (2001). He maintains that the sucoéss) organization depends or should
depend on shared views and shared power rathepthaar over others. The Rocklands
principal cultivates good relations and ensures $iring is the dominant feature of
managing and leading in an organization. Mr Johmated how the principal keeps good
relations with a Mr Carter and how this had turpetito be advantageous for the school.

He explained:

This man (Mr Carter) was vengmdly to the principal because the
principal went to him and opengd This friendship was so much that
when the school had big funcdigime principal would go to Mr Carter
for flowers to decorate the venMr Carter was able to assist in many
other areas that he had expgedis
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While the principal was able to maintain good wogkrelations it was not easy for her at
times. This point is brought home by Smircich andriyan as quoted in Smyth (1989)
when they say:

Leadership implies the presenceooisiderable tensions and contradictions
which when resolved, lead to thetowal transformation of the
relationships.
The ability of the principal to resolve problemglilighted in the previous category has
enabled her to strengthen unity and to drive far #thievement of higher ideals.

Smircich and Morgan as cited in Smyth (1989:28)iconthis position because they say:

...the resolution of these organizatideasions and contradictions may

give rise to a new unity.
Fiedler and Chemers as cited in Dunham (1995: #2ss the importance of three
situational factors which managers need to be temdd so that they can adopt a more
effective leadership style. They state that thaseofs are:

« A group atmosphere that involves trust, respectlayalty to each other goes
a long way to smooth the way for good relations.

* The degree of flexibility involved in the perforn@nof tasks assures one of
good relations and

* The recognition of the inherent power the leades ¢auld help in ensuring
maintenance of good relations.

The principal may generate trust and loyalty bykitay to the people” as Miss Inspector
points out:

She [the principal] talked to peoatal the matter ended with people
realising that Rocklands was a sclmaoked. ...then people realized that
and, as a result they needed to... &h.... to contribute towards the
improvement of the school life.

To this Sergiovanni (2001: 80) adds his voice ay$s

...quality relationship is an importamgredient in the make up of a good
school.
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He further states that good relations and maintemdmereof serves as a critical leverage
point for school improvement. It appears that leadeitiate good relations in their
schools. Success of the schooling enterprise depiend large extent on the quality of

relations the leader promotes and maintains.

5.1.8.1 MY OBSERVATIONS

My impression of a good school that maintains gamadking relations was captured in

my reflections. | made the following observation:

| have noticed the way the schooltices to run smoothly despite

the absence of the principal and stememembers of the staff. Their

absence could not be detected fraawiay the school was running.
The fact that the school was able to continue withemy noticeable problems suggests
the maintenance of good relations between teacmidearners as well as among the
teachers themselves especially if this happenedrabsence of the leader. | expected a
different way of behaving among learners and amiaghers but this could not be

detected.

| observed also that when the principal was presérgchool she was always on the
move, checking and monitoring progress. She was keeee what was going on and
was able to talk to every teacher in the processhetking to find out if there were
problems, new insights or some ideas on issuestaftethem and the school. The
principal was always ready to applaud and recogsumeess. This created an atmosphere
of positive reinforcement. In return teachers gthwEr best because the actions of the
principal have promoted self-motivating conditioasd that the principal has instilled
self-confidence among staff members. | noticed thabne day the principal was at
school the following took place in a space of ooarh

e The voluntary clerk chased the sports committesumit a report to the
principal as she was likely to demand it beforeghd of the day.
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* She called me into a meeting in which she informmexdof her doctor’s order
to stay at home and the deteriorating health cmmddf her husband.

* She called the clerk and informed her to collettciss registers as she
wanted to check class attendances.

* She welcomed the Chairperson of the Governing dbamd went on to
discuss the planned meeting with parents and tleel mer the Council to
approve intended expenditure for consumables.

These actions point to a quest for smooth opersti@he has been involved with
different people in her school in a matter of ooerhand has been able to discharge her
duties efficiently by ensuring that her finger wa#ays on the pulse of her school. The
principal carries out these duties despite the tia&t she is in poor health and that her
husband needs constant vigilance. | have notedtlitievel of efficient handling of
school affairs tends to create conditions for gamuking relations. | noticed this good
atmosphere when the principal called me one degcdrded the following:

The principal came back and informealthat the clerk was sick
and that she needed some help ioffiee. She told me that her
volunteer clerk was among the méfstient clerks she had seen
to run her administration but thia¢ $aught her all the basics and
then supported her. In return, Heciency had helped teachers to
concentrate on their teaching améigiwithout worrying about
administrative work. As a result simdy is gainfully engaged
because everyone in his place isglhis/her best.

Good work by the clerk has had a positive effecttlom whole school showing that
efficient involvement in school work creates a peocal atmosphere that allows others to
do their best as well. | also noted in my reflectegohigh level of co-operation. | wrote:

| gained the impression that teasheere co-operating well with their

learners and that learners anchi&aaespected their principal and did

not fear her.
My observations have corroborated the intervievadathich showed that the principal
worked hard to create good working relations foe improvement of schooling in
Rocklands.
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Finally I look at the principal as strong and auédc leader whom the respondents were
able to describe from different viewpoints. My ohsgions have also helped in the

understanding of these varying opinions.

5.1.9 THE PRINCIPAL IS VERY STRONG AND AUTOCRATIC

The interview data have shown that the principah igery strong person. The way in
which she runs and controls her school has beemtifiéel by some respondents as
indicating autocratic practices. Respondents espthsir views and understanding of
“very strong and autocratic” in different ways. stly | want to highlight what some

authors have to say about autocratic leadership.

According to Bass (1990: 481) autocratic leadership be understood by looking at how
power relations are distributed within the orgahiag the way in which needs are met
and the understanding of the manner in which thessrds are distributed. In addition
autocratic leadership would explain how decisiong #@ken. In an autocratic
environment power is exercised by the leader irhsacway that others within the
organization feel their own lack of power or expade the unequal distribution of
power. In any organization there are always needset satisfied but in an autocratic
situation the leader who wields more power, hasgrde change direction, declare lines
of actions to be followed and continues to satikfg/her needs than those of his
followers. The consequence is always that mostsa®e are made for the benefit of the

leader and actions are predetermined.

On the other hand Shaw as cited in Bass (1990 rsame positive features emanating
from autocratic leadership. He found that speed arwiracy of group’s performance
were sufficiently higher under the autocratic leattean would be the case with the
democratic one. He goes on to argue that produgiivithe short term may be enhanced

more in an autocratic environment.

Another important aspect of autocratic leaderskilescribed by Evetts as quoted in

Udjombala (2002: 9) that leaders have to be toagbressive, competitive, directive and
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autocratic if they hope to deal with and managengba This position suggests that
autocratic leaders have to exert some authorityrder that others may be able to follow
or may be able to implement decisions the leadestarhis is done so that both internal

and the external changes may be managed confidemdlynore efficiently.

Those who have observed autocratic tendenciesemithe Rocklands principal against
this description. Mr John, for example sees thglhoess of the principal going together
with mercy. He therefore takes the view that towgsns necessary to be able to keep the
school attractive and admirable. In other wordsahicratic tendencies are not negative
but have positive spin offs. Mr John says:

And she [the principal] is very strangher toughness. Despite her strong

power, she has vision. She is not amigh, she also has mercy in

abundance. She has a foresight aablésto rescue a desperate situation.
Here the toughness of the principal is seen as gfaor as embedded in mercy. This
seems to justify the “toughness” of the principbhe fact that she has foresight and
ability “to rescue a desperate situation” gives enauthority and power to the principal.
These allow the principal to make decisions thatiadine with her “foresight.” Mr John
finds justification for the principal to make ddoiss and to lead upfront with others
following and accepting those decisions the leadakes for the benefit of followers.
The power to make unilateral decisions is highkghlby Mr John as an example of good
leadership. He makes the point:

The second thing is that the priatipever hinted to us that she was on

a campaign to upgrade the schoolcdyee to realize this quite later and

we were happy with what she had done
One cannot fail to perceive the ambiguity brouddwd by the autocratic decision of the
principal. But, Mr John also looks at the benefiiat have accrued as a result of the
unilateral decision the principal took. It has hadremendous impact on the school

development and Mr John is happy with it.

Miss Terry also brings in an ambiguous voice whlea describes the work the principal

does at the school. She says:
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She [the principal] can be progressween she is willing. You see, when

she is willing everything and anythican start happening...
The suggestion of progressive outlook for the ppalccarries with it good intentions that
enhance school’s stature and assures its advanté@mtre attainment of good results.
But Miss Terry shows that the good part is dependenthe principal’s “willingness.”
The implication is that power to decide, make cleasngr give direction resides with the
principal while the possibility exists for the sarmpencipal to be “progressive.” Miss
Terry continues to have contradictory descriptibrthe principal, something that points
to an ambiguous disposition arising from the way dlatocratic leader is understood. She

says:

She [the principal] is very autoatati..she is autocratic and she can

be very good.
It is difficult, from the tone of her expression, dssociate anything good with autocracy
but in this instance Miss Terry does not seem te@lany problems. This is in line with
the authors | have referred to earlier about pasiispects of autocracy they see as good
for leadership under certain circumstances. lingdrtant to remember that some regard
autocratic rulers as ruthless with uncompromisoughness and determination to have a
stronger voice over other people within an orgaiona This tough picture of a leader is

seen by Big Boy as having a bearing on their schi@olHe explains:

The principal is strong, very strolige sometimes request to go and

practice our play, maybe in prepgarator upcoming tournament, and

she will straight out refuse. Thea know there is nothing else we can do.
The last sentence here sums up the finality ofcpal’s decision. Learners have to live
with the principal’s decision whether they like tthecision or not. A Head of Department

also notes the principal’'s power and capabiliti&se says:
She does not consult anyone on amytl$o it is difficult to work with
that kind of a person. She is vergrgy and she is capable...

There is an admission by Miss Smate that the graichas an autocratic way of

leadership but this is coupled with the understagdhat the principal is highly capable.
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In other words the principal can cause things foplkea and make a success of it despite
her lack of consultation. Girlsie sees the printgp@ower as beneficial to them as
learners and the meaning of autocracy cannot bedféol have affected her perception

about the principal. She says:

You see, pupils here are governestiict rules and they know boundaries

They know what is expected of therand they listen.
The fact that learners abide by strong rules ikelihwith the statement that they are
prepared to “listen.” The implication is that lears are not rebellious but courteous
because they understand the benefits of “strickstul From trait theory one finds
similarities with what happens in an autocraticuaiton. Trait theory suggests that
leaders are imbued with certain leadership qualitieat enable them to give direction,
make decision for others and also mete out punishfoe those who transgress rules or
give incentives to those who comply. Bernard agepin Horner (1997) argues that the
traits that differentiate leaders from their follens can be identified. Those with specific
traits could be identified as leaders and be exgett lead in an organization in a certain

way.

Bernard as cited in Horner (1997) notes that therguality difference between those
who lead and those who are led. The Rocklands nefgis have identified some actions
that belong to the principal or actions that caly @@ associated with leadership. Fullan
(2000: 8) adds his voice by arguing that followgrew to accept certain ways of
behaving from leaders and do not consider thetstudrom which leaders operate. It is
particularly so when followers expect a leaderdastrong in the way he/she handles day-
to-day activities. In the case of Rocklands, resieots have identified the strong
qgualities of the principal and have accepted thasethe norm because from the
developmental history of the school they have aéldhthe way the principal has been
leading. That is why this discussion carries catittions and ambiguities about this

strong and autocratic leader.

From what the respondents have been saying theipairhas envisioned a school that is
second to none and therefore they have been emmmlibgy the principal’'s stance and are

prepared to accept the autocratic tendencies ctipea as long as they understand these
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to be in the interests of the school. | also fihdttthe charismatic practices | have
referred to earlier add value to what the princig@és. Every teacher and learner knows
that the principal goes beyond the call of dutketarisks and sacrifices a lot for the
common good. Christie’'s study (2001: 49) of resilieschools found examples of
nurturing principals who prided themselves in threrggth of their resolve to care and
support their school communities and their prepaged to defend their schools and what

these schools stand for to the bitter end.

5.1.9.1 MY OBSERVATIONS

A few days after my arrival at the school | wasuskr by the actions of the principal. |
reflected on this and this is what | wrote:

The principal is moving from @da® class and | can hear her voice

dominating in every sphere. Hiyas and views are accepted and

implemented by the learners dndt€achers. In the meetings | have

attended | was always left whie timpression that what the principal

says is what happens. Teacharayal respond in the affirmative. At

the end of a meeting the prinkpaishes are accommodated. This

shows the strength of her volziscussions in which all participate

shows that teachers are alwaytheside of the principal.
| have noticed that the principal’'s philanthropittitade, her positive exposure and
sympathy towards the downtrodden and her readitessacrifice time, energy and
money has made her a heroine among the school coitynpeople. | have observed that
a leader like that enjoys support, and her follev@o not challenge her ideas because

these are regarded as good and worthwhile foraheraunity as a whole.

| found that the principal also played an importasié in the transformational process of
the school. Decisions taken in meetings were mogdt@and the principal admonished
those who failed to implement the decision. Notyotflat but she was also ready to
advise on way forward whenever there was a failureticed this in June and this is

what | wrote:

The principal came back from makihg tounds and brought late-comers
together. She talked strongly to treuout the evils of coming late to
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school and ordered them to clearsti®ol as punishment. Then came

about six people who claimed to beepbal school drivers to attend

a meeting with the principal. Theuissn the meeting was transport

provision for the learners to anchirschool. There was also a representative

from the Department of Education whaired the meeting. Everybody was

briefed by the principal who seemethave all the relevant information on

transporting of school children. TO#icial was there to clear certain

conditions attached to transportihgdren. The meeting was focusing

on what the principal had to say #reddrivers were keen to hear the

views of the principal than thosdtd “stranger.”
This example shows how people at Rocklands areapedpto listen to a voice that is
known and accept what it says. In Everard and Mofti096: 45) there is a strong
argument for acceptance of dictatorial powers urgdgtain conditions. These authors
point out that decisions by the leader could bepitable to the followers if the leader has
“a considerable track record of success, wherelghder is acknowledged to be the
expert or where there is charisma in the way thdde performs his duties.” They point
out that sometimes people may grudgingly accepisaes without being consulted as

long as these come from higher level.

| have observed that dictatorial practices of thmmgipal are not the only style of
leadership she exercises but it is a combinatiarainge of styles to enable the principal

to deal with different situations.

The categories are now going to be classified utigiemes that have emerged in this
discussion. These themes sum up the role of tmeipdl in a way that the respondents

have reacted.

5. 2 THEMES

Themes flow from the categories that have beenudser and they point to the important
roles the principal of Rocklands farm school perfer These roles touch on the school
effectiveness sub themes because they exposeftiiethe principal exerts to improve
the school situation. | have been able to deriegfdowing themes from this discussion:
» The principal is able to think longer term in tHarqming and the execution of

her duties.
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* The principal understands the relationships withanschool organization.
» The principal is able to influence the constituents
* The principal is able to cope with conflicting régments and

* The principal thinks in terms of renewal.

5.2.1 THE PRINCIPAL THINKS LONGER TERM

Respondents have identified assertiveness and kiliey aof their leader to take the
initiative. The principal is not afraid to tacklew work and is able to motivate the
constituents. These efforts suggest the capacitheoleader to see well into the future
because there is a plan; there is vision and peepass to take the bull by the horns, so

to speak.

Everard and Morris (1996: 137) point out that timgklonger term means good planning
for the organization and the setting up of goaleylargue:

...all organizations ...should activelyimanaged against goals; not only

should there be a clear sense ottime in which the organization is being

steered but also markers wherebyameassess progress.
Data have shown that the principal’'s assertive Yieha is driven by desire to aim for
and achieve goals set up for the school. Couplet this is her ability to motivate
teachers, learners and the parents to achieve rhigbals for the school. What has
happened is that learners, as a result, have edtgjaod results continuously. When the
principal wanted to upgrade the school she tall@aw/iacingly to those who would be
directly affected and despite some difficulties sikperienced pushed on until the school
was finally upgraded. The consequence of her camgndiscussion was the unwavering

support and loyalty from all constituents.

The principal’s efforts would have been useleshé was not bold. That is why Deal and
Paterson (1999) argue that progressive organizashould have a leader who runs such

organization like a business. They point out that:

...leaders know that success flourishiesn people are committed, believe
in the organization and take prid¢hieir work.
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This is true of what has happened in Rocklands &lilee motivation of teachers and

learners has resulted in good performance.

5.2.2 THE PRINCIPAL UNDERSTANDS RELATIONSHIPS WITHI N
HER SCHOOL.

The data have shown that the principal is co-operashe takes and shows care and that
she goes out of her way to ensure good workingioals. The data pointed to a leader
who understands people and how they should besttéatan organization. She has used
her knowledge and her understanding of people inrganization to build trust and an

atmosphere conducive to good teaching practice.

Teachers who are willing to work hard have emerfiech kind of relationships the
principal has helped to build. These teachers dli@agvto do as the principal does. When
she decided, for example to teach during holidagshers have joined in and took the
action as necessary. The experience of the prinaiEhher actions in the formative years
have convinced the teachers that her examples anth wmulating. Teachers have also
decided to be involved and have created their coliddy timetable. This was confirmed
by Miss Smate when she noticed actions the teaetenes taking while she was still new
to the school.

The principal has been talking to the learners abwai virtues of respect, diligence and
commitment to work and this has led to learnersepitisg the principal's style of
leadership and going along with whatever decisgires makes. This confidence lays the
foundation for good organizational relations. Leasnlike Big Boy and Girlsie have
attested to their satisfaction at the manner teicipal handles administration and that

they have confidence in the way she runs the school

| have also referred to a good parental supporchviias been highlighted by Miss
Inspector and Mr John. | have also observed thatptincipal at Rocklands is highly

regarded and that every word she utters is taken seriously and respected. With this
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kind of atmosphere prevailing at the school goodkimg relations thrive and the
school’s capacity to produce good results is endidn8ergiovanni (2001) describes this
good relationship within the school as “positivén@al climate” which leads to school

effectiveness. He continues:

... [such] schools have a sense aémulirpose and direction fostered by
consistency among teachers; an gtheye of encouragement in which
students are praised and rewardaajria centered environment and high
optimism and expectation of studeatning.
This description fits into the actions that haveereundertaken by the Rocklands
principal. These actions serve to support the dthgood performance. Blase and Blase
(1999: 132) go a step further in that they seectkation of good relations as an outcome
of the instructional leader. They point out thatimstructional leader advances the cause

of leadership by encouraging participants in thmg of the institution.

| have noted in my observation that the schoolnemethe absence of the principal runs
smoothly because everyone knows what to do and doeslepend on the principal’s

constant supervision to carry out tasks allocatddrh/her.

5.2.3 THE PRINCIPAL IS ABLE TO INFLUENCE CONSTITUEN TS

The data show that the work the principal does thedsacrifices she makes send good
signals to learners, teachers, parents and therDega of Education to do their best in
support of the principal. The support assures thacipal that the followers are
convinced by her messages and actions and thateturny they show genuine
commitment. At some point this high level of sugpsrtantamount to hero-worshiping

because the principal’s work is a shining exampkeetflessness.

The principal has been able to talk to teacheratnkrs, parents and Departmental
officials and all of them have been convinced kg phincipal’s persuasive arguments on
issues that affect the smooth running of the schbdiave already referred to the
principal’s dominant voice which is supported by lzcause she has the astuteness to

explain what she wants in an interesting way thessiciting support from every one. |
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have referred to the voice of the principal in nmegt where she introduces issues, make
suggestions and asks for consensus. All this happeound the suggestions she has

made and the consequence is that all in the meetidgip agreeing with her views.

The powerful influence the principal has is notgdMiss Smate and Miss Terry. They
have observed that teachers at the end act in kancsupporting the principal’s ideas
without raising objections. The fact that the piya¢ according to Everard and Morris
(1996) has a good track record, that she knowsistery of the school and has wide
experience in governance have been important elsnmerconvince others to fall in line
and support the principal’s efforts. This stemarfrthe belief that the principal, who
knows what she is doing will not mislead them. Swaftthe principal does in her quest to
improve the farm school’s situation gets unequivecgport because she is experienced

and knowledgeable about what she does.

It is also worth noting that the principal has béeand to have charismatic leadership
gualities because she has sacrificed her timeggreand money for the benefit of the
school without expecting rewards in return. Thisaachas spoken louder in the minds of
the followers and has served to elevate the prafisipstature among the teaching
fraternity grouping. For example she has paid éuieo own pocket volunteering parents
who, for the first time in the history of farm sai®s, made themselves available to handle
preschool education despite the fact that farmagbarents did not have enough money
to have the preschool running. This act by the gpal became a strong voice that
persuaded others to support the principal even nidre farm manager, Mr Charliwood,
Mr John, Miss Inspector and Miss Tops have all@woorated the sacrificial actions that
the principal has undertaken. These have happeitbdhe principal expecting nothing

from the followers in return.

The community members also realize that the astlmnthe principal always end with
the school performing wonderfully well comparedhwitther schools, even those that are
well-resourced. The parents of Rocklands are thele & boast about their good
principal and are prepared to support her witheat r favour. Burns as cited in Smyth
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(1984: 41) sums up the action by the principalraalality to motivate others so that they
too can act without self-interest for the genewdof the organization.

5.2.4 THE PRINCIPAL COPES WITH CONFLICTING
REQUIREMENTS

The ability of the principal to resolve conflicteahbeen revealed by the data. In every
organization there are always tensions and misstateting of one form or the other and
these are brought about by a variety of reasonst Monflicts have both rational and
emotional components and these may lie somewhetwebe genuine conflicts of
interest on the one hand and personality clasheékeonther. Everard and Morris (1996)
are convinced that an organization and leadersbgd o deal with conflict as an on-
going exercise since they believe that there cbaldo organization without elements of

conflict. They say:

Absence of conflict may indicatelelation of responsibility, lack
of interest or lazy thinking.

The reason that the principal is working on probkstving constantly is because of her
realization of the potential problem that exists an organization; problems which

demand constant vigilance. The principal of Roc#ttahad to work during a period of

tremendous change in education for South Africalesore and after the 1994 elections.
At the same time she had to change the mindsdtsrafschool community members so
that they could accept a new school format andookil from a primary school to an

intermediate school that combines with a vibrardosdary school phase. This could
happen because the principal had embodied tranafamal qualities needed for one to
cause and manage change. Horner (1997: 287) satyshtinges taking place outside the
organization as well as inside the organizatiohfoaltransformational leadership that is

capable of ensuring that transition is and can &k mwanaged.

Starting from the learner behaviour the principas aid out the rules and those who
transgress the rules get admonished or punishéteasase may be. The attention given
to those who cause conflict is quick and purposefilere is no procrastination and

learners have already indicated that their aimoicdmply and they do so willingly
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because they have witnessed schools where diseipis broken down with resultant
chaos. Miss Inspector has also highlighted thekgaition of the principal in dealing

with conflict situations and the efficient way dieals with it.

Miss Inspector has illustrated how some ill-infodhparents were angry at the principal’s
involvement in transport because they viewed heoliement as an obstructionist ploy
designed to deny ordinary drivers the lucrativegport service delivery business. They
argued that she was employed and that she shoukl dbbwed those who were not
employed to participate in the deal. This neededxlanation from the chairperson and
the principal in order that the concerned pareantdccunderstand. It also transpired that
that was not the parents’ original idea to chaléetige situation but that it came from
somewhere outside the school community. A potdnttelmaging situation was resolved

by explanation and this saved the day.

The principal at one stage faced redeployment problbut she stood her ground when it
became clear that she was going to be given temthar were not going to be effective
in her school despite the insistence of Departnheffigials. But with the support of the

farm manager and the parents the principal wastahietain a teacher that was destined
for redeployment from her school. If the principeld not stood her ground the school
would have lost a good teacher and at the samergo®ved inappropriate teachers for

the school.

According to Giddens as cited in Smyth (1989: 2&) problems and conflict situations
that arise from time to time show that the sociarl&/ is in a continuous state of
becoming. Morgan as cited in Smyth (1989) expldi@essions and conflicts as a
schismatic metaphor. This presumes that an orgamizhas a tendency to move towards
disintegration while the resolution of tensions aodflicts give rise to new unity and a

better-managed organization.
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5.2.5 THE PRINCIPAL THINKS IN TERMS OF RENEWAL

The data has provided transformational actions lvpminted to the principal’s readiness
to face the future with confidence. The fact tha¢ frincipal is willing to try new
strategies illustrates her eagerness to changesitoation for the better through
innovative actions. Christie’s study of resilierdheols brought to light some of the
struggles these principals went through but thetedmination to change the situation
could not be defeated. One principal is quotedageg: “We had our problems but we
are surviving” (Christie 2001: 45).

Christie describes these schools as vulnerablestmggling. Despite these problems
these schools were showing that resilience andtyahil survive were not attributes that
were possessed in static or permanent way. Thes=aomegoing and they were elements

that ensured a better future for the learners.

The data show that the Rocklands principal workscftanges in order to improve the
school environment. She started way back with sppractivities to change the “dull

nature” of the farm school. The result was thatartime the school linked up with others
thereby breaking its own isolation. The school aebd success in sporting codes
because learners went into these activities fullenthusiasm and determination. A
winning spirit was engendered and learners had theild changing for the better and

were looking into the future with confidence.

The principal with the Governing Council changed theeting schedules so that they
could reach every parent with the latest informatiegarding the progress the school
was making. The intention was to solicit parentgdpmort and to ensure that the principal
could “venture into new territory” with full pareadtbacking. All these activities point to
the belief the principal had in changing thingstfoe better or renewal. She planned very
well in advance as Miss Smate has noted. Chri2D@1: 49) found in her study that
leaders working on the renewal and rejuvenatiothefr schools were “energetic and
visionary individuals who enlivened their schoolsdaengaged actively with their

surrounding communities.”
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The principal of Rocklands has shown great con@arthe well-being of the school and
this has driven to work on renewal strategies. €hasategies, some of which | have
already mentioned, were aimed at keeping the sclpeolorming well despite its
depressing environmental conditions. A leader wigh renewal outlook has
transformational qualities and is able to changessly challenging conditions into a
worthwhile environment for all. Part of the prinalj{s winning strategy is illustrated by

Miss Inspector. She notes:

What she [principal] used towdas... eh... was... She never told
teachers what to do or howdkiare done. She initiated things.
she served as a role model.

The idea that the principal “initiates things” segts that she moves into new areas all
the time and ensures that new ideas, views andnactire accepted and implemented for
the benefit of all. The principal is always lookiag ways of improving her school and
her closeness to the parents, the Departmentati@ffiand the farm manager ensures
that her ventures succeed. Bolam as cited in Dunfi&95) explains the good effect of
well-managed initiatives that serve to rejuvenateosls. He points out that the principal
and the management teams must help in reducingsstraong staff members when new
ways of doing things are introduced. Concern anasicierations for the well being of
teachers who have to implement new ways of acteegirio be exercised as a reassuring

gesture so that the potential energies of teadzarde unleashed.

The willingness of the principal to solve probleas they appear and her readiness to
assist staff members at meetings has had a potdback and mean that the school has
continued to make progress. Sergiovanni (2001) ksaders can make a difference by
taking responsibility for building their own capgcimore effectively. This suggests self
assessment and capacity building courses aimedmptoving managing schools
effectively.

The themes | have discussed here come from thgarés | discussed earlier. There are

linkages between themes as well as among categadriegve referred earlier to the
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overlapping that constantly appears in my discusditbave already pointed out that this
is due to the closeness of categories causingtdataerlap without losing the original
meaning and the context within which the particisaresponded. | want to illustrate

briefly how this overlap has occurred.

5.3 THE OVERLAPPING DATA IN CATEGORIES

The data, which led to the emergence of categmstesy that the data are not mutually
exclusive. | have experienced the same thing with themes which were eventually
derived from the discussed categories. In the dson of categories some statements
made by respondents qualify for one or more categoiThis is caused by the close
relationship between categories and the slightffeidint meanings derived from the
same statements. | believe that this has also ¢mesed by the wide-ranging discussions
| had with the respondents centered on the roteeoprincipal. There has been overlap in
that some statements fit into different categow#hout losing their contextual content. |

will be citing some examples of these occurrenoeshbow how this was possible.

One category that deals with the principal as #éigseand not intimidated has led to the
strong belief that she was very strong and autiocr&tatements by the respondents on
the two categories move from one category and gtinen the other. Others see the fact
that the principal is capable of taking the initiatas indicating signs of autocratic rule.
Another example is that | have discussed the pala charismatic qualities as provided
by the data. | have shown how these qualities anbedded in transformational
leadership. The charismatic actions of the priridigae led some respondents to believe
that this is because she cares and is co-operdthase are different categories which
derive their information from the same source bitlh & different slant. The efforts of the
principal in going the extra mile even to persor@dts is also seen by respondents as an
attempt to create order in her school. Love of oislanother category that emerged from
the data but depending on the perspective thecpaatit approaches the discussion love

for order and charismatic qualities will be higlligd from the same data source.
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Another example is the category in which the ppatis found to have capacity to solve
problems and her readiness to become proactiveuisup of solutions. When the
principal went out to solve problems and spent timith teachers and learners to assist
them in the resolution of problems, this is easiigen by other respondents as
motivational activity that prepares both teacheard karners for greater involvement in
improving the school life. The principal as a matw is a different category but part of

the data from which it is derived is shared witblgem-solving actions.

It is important to note that each category is dsdifrom different data and the issue of
overlap refers to few statements from some respuedéhat may pass for other

categories.

The role of the principal of Rocklands farm scheas studied against the school’s
ability to produce good results. | want to referth@ school effectiveness as the main
objective towards which the principal directed ledfort at Rocklands. The fact that
learners were able to gain good results is a phatfen which | am trying to understand

the role of the principal.

5.4 THEMES AND THEIR IMPLICATIONS FOR SCHOOL
EFFECTIVENESS

Themes here serve as a form of summary that hasdeeved from the categories. The
themes emerging here point to the roles of thecal in an academically successful
farm school. | have worked out these categoriestlamdubsequent themes from the data
provided by the interviews and the participant obasgon information. Particular interest
at this school is directed to its capacity to prgood results despite its deprived

environmenfs a farm school.

School effectiveness literature, though it differs how it defines school effectiveness,
seems to accept some of the essential aspectpdimittowards school effectiveness. |
want to use the examples cited by Christie (2001)ar study of resilient schools as the
bases for understanding some of the important elesn8he has found that the following

aspects go a long way into explaining effectiveost$t
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» Centrality of teaching and learning
* A high sense of responsibility

* Good and strong leadership

» Respect of authority and discipline

* Good governance and parental involvement

What is critical here is that these elements leagbbd learner performance. Hayden and
Thompson (1997) sum the common focus of schootw¥eness as essentially making

use of an outcomes oriented approach. SchreenBasker as cited in Hayden and

Thompson (2000: 1997: 26) seem to confirm thistposi They argue:

An important characteristic of g@hool effectiveness is that it uses

an outcomes measure as its critettmat is adjusted for prior achievement
and or other relevant student bemligd characteristics. In this way the
added value of schooling can besspd from overall development or
innate growth of students.

Cohn and Rossmiller (1987: 381) take a similar vim@sause they say:

Most of the research on the oute®ofeschooling has focused on
on cognitive knowledge as a meabyrstandardized tests. Thus
effective schools have been defimcharily in terms of gains in
cognitive knowledge rather than bydaler more inclusive measures
of the outcomes of schooling.

In the case of Rocklands farm school the resultstandard ten in the past 5 years have
stayed at the peak of 100% pass rate. The Deparwhé&rducation in the Eastern Cape
and other various community groups have praisedgtheol’s outstanding performance
and the school has received awards as a recognifogood work from some
organizations. Rocklands farm school is now regame one of the best schools in the
Eastern Cape because “the gains in cognitive kriyefe by the standard ten learners
seem to be an indicator of good practice. | haveadly indicated what goes into school
effectiveness by citing some examples from Christibich emerge from studies of

resilient schools.
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Rockland farm school, like all farm schools facesydifficult problems and the school’s
performance suggests that it has tried to overctitase difficulties by the wonderful
results of the most senior class in the schookeldnto highlight some of the problems as
forming part of the contextual factors that | haleserved during my stay at the school
These problems are common to most farm schoolsaamcited in Hartshorne (1992:
134) and in Draft Report on Farm Schools (1995 phncipal and teachers had to work
against these problems. They have tried to solugeswhile they have made adjustment
for those that could not be solved. | discuss thertine following section as contextual

factors that have impacted on Rocklands Farm Saham@rtain ways:

5.5 CONTEXTUAL FACTORS

5.5.1 TRANSPORT

Although the transporting of Black learners froreithhomes to school has been almost
non-existent the principal of Rocklands tried ttk tto some farmers and other local
drivers to assist in the transport of learnerssTditempt was not regular and it did not
produce the required results however, there wasayg flow of learners to the school,
which meant that the school was able to run witheudue disruption caused by poor
attendance. The principal also assisted by makiag \ehicles available for the
transporting of learners and this helped in allewga an age-old problem of poor

attendance in farm schools.

5.5.2 POVERTY

Poverty seems endemic in the farming areas butpthmeipal of Rocklands tried to

alleviate the hardship by constantly asking forngooships, requesting assistance from
the state agencies and seeking support from praeteor groups. As a result of these
initiatives the principal has been able to secwmes teaching materials and school
equipment from these groups without causing adtfathson poor parents by demanding

that they pay for these facilities. Another impattéactor has been the involvement of
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the farm manager who has used his contacts vetysaahat the school could have more
and better school classes built. Parents were agaied from paying for the erection of

the new classes.

5.5.3 TEACHERS WHO ARE UNDER- AND UNQUALIFIED IN
FARM SCHOOLS

Farm schools have not attracted many qualifiedhtetsc Those who were qualified did
not choose farms as teaching areas, it was bedanse schools were isolated and
environmentally depressed areas. It was only tiadsewere poorly qualified who hoped
to get employed in these farms. The shortage ahtya in the farm areas was so great
that at times those without any teaching qualiftceg were allowed to teach. The result
was poor quality of teaching and a poor learningirenment for these schools. The
smaller number of learners in farm schools comp#&vedarban schools meant that there
would be multi-grade classes in which two or mot@ndards were handled by one
teacher in one class. The effect was that leafnams these types of classes could not get
the full attention they deserved as learners. Kegli897) calls these farm school classes

multi-standard classrooms.

5.5.4 INCONSIDERATE FARM SCHOOL MANAGERS

Farm school managers were not seriously concerbedt @r interested in the education
of the farm school children. They were primarilyerested in ensuring that they had a
pool of potential workers. In some farming areaddcbn were used during harvesting

period to the detriment of their own education. Mthe feudal type of control over farm

workers and their children education did not meayttiing worthwhile other than to read

write and count for the benefit of the farmer (Gord1987: 51).

The principal of Rocklands with the assistance ep&tment of Education was able to

get full support from the farm manager. This catisupport ensured that a number of
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stumbling blocks would be removed for the succéssigagement. The principal utilized

the services of the farm manager to the full amsl lths enabled her school to grow from
strength to strength. The farm manager did not sepgamself on the school but rather
worked most of the time behind the scenes to peogimime of the essential services the

school needed.

5.5.5 POOR MATERIAL RESOURCES FOR FARM SCHOOLS

Rocklands farm school, just like most farm schawés poorly resourced with a serious
lack of teaching material, books for learners atiteioschooling requirements that are
mostly responsible for an effective school teachifige principal narrated how she went
out of her way to get books for learners from oteehools and the Department of
Education offices. She also used Government agertoienelp her with the essential
equipments for her school. The response was algagd and particularly so when the

school produced good results.

5.5.6 POOR PARENTAL INVOLVEMENT

Cohn and Rossmiller (1987: 387) have found that:

Parental involvement and supportddien listed as important organizational
variables. Several researchers hawed parental involvement and support
to be important factors in studerttiegement.

In farm schools this important factor was missimgabbest had very little impact on the
schooling of learners. The parental voice was @wi¥e and the parents themselves did
not feel comfortable with school involvement be@tlsey were dealing with something
that they were not exposed to. Most parents wéterdte and could not derive pleasure
in dealing with school matters. They always thoutlat any thing to do with school was
the domain of teachers and the principal. The previegislation which gave the farm
manager power on governance of schools meant th@n{s were simply rubber-

stamping what the manager was saying. This wasdisoto power relations that put
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farm labourers at a serious disadvantage (Gord8i,9artshorne 1992, Draft Report on
Farm schools 1995, Unterhaletral1991).

5.6 ROCKLANDS FARM SCHOOL AND SCHOOL
EFFECTIVENESS

| have found and observed that the school did nbt fight to rid itself of the common
problems found in farm schools but also that it hagrincipal whose visionary stance
and determination impacted positively on the sclsqmiogress. Christie (2001: 49) found
that good leadership plays a key role in the imprognt of the situation in schools. She
noted in her studies of resilient schools that reheere many examples of energetic and
visionary individuals who enlivened their schoolsdaengaged actively with their

surrounding communities.”

Rocklands respondents have shown that their sdeantleed effective in the way it is
run and the proof is in the results of standardéamers. Hayden and Thompson (2000)
categorize some criteria of school effectivenessiéisal measure for identifying schools
that are effective. | want to highlight in this clission issues the respondents have

identified that are similar to Hayden and Thompsardtegories.

5.6.1 PROFESSIONAL LEADERSHIP

Bossertet al. as quoted in Hayden and Thompson (2000: 3) ardna¢ $chool
effectiveness depends on the leader being thei&riactor” but these authors also point
out that no simple style of leadership seems apjaiap A leader uses the styles that suit
him/her in his/her local situation. At Rocklandsiieers and teachers acknowledge the
principal’s involvement in actual teaching. Thisvas from Miss Smate, Big Boy and
Girlsie. The principal is known to teach “and skadhes well” according to Big Boy.
There are pointers to the fact that the princigadeeply embedded in the teaching
profession and she knows how to conduct herseffeinschool and outside the school.

This finds support from Miss Inspector when shesghgt the principal regards everyone
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as a resource and that she goes out “to show higvddne” so that “others may follow.”
What also underlies the professional efficiencthesclear vision the principal has for the

school as well as the co-operation she enjoys afbimvolved.

5.6.2 A LEARNING ENVIRONMENT

| have referred to the good learning environmeeated by the principal in her pursuit of
professional leadership. This was reciprocatedeayners who accepted discipline and
were also prepared to learn. In any successfulastieaching and learning are central
for the education business to succeed (Christid 208). The attempt by the principal of
Rocklands “to motivate these learners” and to “talkeachers” point to an integrated
effort aimed at good learning environment. Mospoeglents have acknowledged that the
principal works hard to create a conducive atmosplier effective learning. Big Boy,
for example, has highlighted the maintenance dfiplime and the respect accorded the
principal by learners as crucial ingredient forugcessful school. It is the respect from

parents as well that ensures a good atmosphelesioning.

5.6.3 HIGH EXPECTATIONS

The principal of Rocklands has worked very hardalbse she wants to see her learners
passing with flying colours at the end of the yddayden and Thompson (2000: 5)
regard high expectations as born out of an int@edhess of factors necessary for school
effectiveness. They say that high expectations evaperate most positively in an
atmosphere where strong emphasis is on academevaaofent; where there is an orderly
environment good for learning. It must also be mamosphere where monitoring of

learners work is an on-going practice.

Some of the actions by the principal cited by resj@mts indicates her vision and high
expectations. Her involvement in solving transpproblems for example, bears
testimony to her wish to see uninterrupted schgoalirat increases winning chances for

learners.
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Miss Tops decided long before she became a principghe school to upgrade the
school and to seek the full support of the farm agan without whom some of the
dreams she had would not have been realized. ABethactions were interrelated and
helped in strengthening her resolve to get gooditeand thereby increased her resolve
to fulfill her high expectations.

5.6.4 POSITIVE REINFORCEMENT

The principal at Rocklands farm school has beervaiing everyone for the attainment
of good results and the response of the school aoritynmembers has been very good.
Respondents have identified their principal as adgmotivator. Mr John and Miss
Inspector have identified this motivating spiridathey have reasoned that it was because
the principal wanted a good performing school. léfforts have served as positive
reinforcement in that the school has accepted tineipal’s motivational actions with the

result that school performance has continued taorg

Herzberg as cited in Everard and Morris (1996: 8&jte that “if relationships and
motivations are good people will readily accept av@rcome some administrative or
environmental flaws.” He goes on to say that pespteeds for achievement, personal
growth and advancement potential are unlocked bivatmon which acts as a positive

reinforcement.

5.6.5 HOME-SCHOOL PARTNERSHIP

Mortimore et al. (1988) found that positive benefits are gainedafemts are part of
school teaching environment or attend meetingsewo e with their children’s work and
are involved in school’s extra-curricular activtieHe argues that such involvement
contributes to school effectiveness. At Rocklaratenf school Mr John, Miss Inspector
and Mr Charliwood have seen the benefits derivethfparental involvement because in

every walk of life of Rocklands there are paremtgolved. Teachers are in constant
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contact and are able to share issues connectedeagithers’ progress. The parents are
able to give the kind of support that the teacheresd for the school to be successful. This
is particularly interesting at Rocklands, more sbhew one considers that parental
involvement prior to Miss Tops’ take over was altnasn existent. Parents in farm
schools always felt alienated because schooling amaarea they did not know much
about and the nature of their work did not encoeragther studying or any further
linkage with education. The farm manager was alsotecal factor in the alienation of
parents from schooling of their children becauseythnly served as possible rubber-

stamping individuals (Gordon 1987).

Miss Tops had to address this problem by talkinthéoparents and also devising a better
method of meeting parents without them having féesdinancially. The idea of holding
smaller meetings in areas where parents live hasted the parental involvement, had
augmented participation and their interest in tthecation of their children has widened.
Christie (2001: 57) stresses the importance of rgatenvolvement in her study of
resilient schools and she points out that schdalsdepended on community support as a

source of their strength in their operations wekely to perform well.

5.7 ROCKLANDS FARM SCHOOL AND THE WOMAN PRINCIPAL

The data did on the whole, not suggest that thierecf the principal were due to the
fact that she was a woman. | want to highlight tatfew occasions the actions of the
principal confirmed the perception that she actechse she was a woman. For example
a teacher from her school gave a report on comddgfanonymity to the District office of
Education that the principal and the standard aénkers were engaged in some form of
cheating. The principal did not discuss this altegawith the male EDO who was
responsible for her school until a lady EDO substid the male EDO. She opened up
with the woman EDO because she “felt comfortabtetiiscuss the sensitive issue with
another woman. The principal believed that the worg®O, Miss Inspector, would
“understand her better.” Miss Inspector confirmeid twvhen she explained in detail the

“cheating report” and the subsequent investigabypthe Department of Education.
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After the investigation which did not find fault thi her and the school, she became
withdrawn to some extent. This view was expressgdMiss Inspector. The principal
decided to bottle some of her feelings. Miss Ingpebelieves that this could be the

reason why her health deteriorated after the imyasbns.

The data provided an indication that at times womemcipals lead in a certain way that
may be different from that of men. Dinkmeyer 199®akeshaft 1989, Hall 1996 have
also expressed similar views about the fact thahemlead differently from men. Some
of the following points find support from these faats:

* Women favour collaborative management

« Women support team work

* Women encourage shared decision-making

* Women use consultation and delegation extensively
* Women encourage participative leadership

These points are however, opposed by Greenfiel@ainill 1994, Kouzes and Posner in
Hesselbein, Goldsmith and Beckhard 1996, and Kiomdpnoand Buckett 1990. They

argue that any person can be a leader as longeggive the best from themselves and
for others and as long as they develop themsekl/é&=aders.

Kimbrough and Buckett (1990) state that leadergmerges in the social system and
may be contingent upon many factors. Most of whaerges from the data about the
Rocklands principal seems to be dependent on thieidual and the circumstances that
have shaped the individual. The principal’s perfance cannot be viewed, according to
these authors, from the fact that the leader ofsttteool is a woman. Kimbrough and
Buckett (1990: 108) view leadership styles as emmagpdrom multiple variables as well

as from a leader who has a particular dispositiorsupport of this view Kauaria (2002:

15) states that context and personal qualitieshef leader rather than checklist of

characteristics determine what the leaders evedntilhk or do.
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The data also revealed a strong and autocratiete@tiese attributes have always been
linked with tough men within the trait theory. Isdyved that Miss Tops could act like a
man according to authors who believed in differaeti roles between males and
females. Her actions in Rocklands Farm School dingaunilateral decisions, not
consulting, issuing instructions without explanatguggest that she challenged the
notion that only men could show toughness and agoreness. Meena (1992: 43) found
characterization descriptors are actually helpmtgssentializing and naturalizing”
women and therefore, are stereotyping men and waéeaelers into different types of

actors.

The principal’s actions and her personal feelinggehshaped the way she governed her
school and that her gender, according to theseoeytllid not have any determinant
factor on what she did or did not do. This argumieninadequate because the data
showed, for example, the principal discussing “ting& with another woman and not
with the male EDO. This points to the gender-relatetion and decision the principal

undertook to solve a problem.

5.8 ORGANIZATIONAL CULTURE IN ROCKLANDS FARM
SCHOOL

The principal of Rocklands Farm School faces a remalh challenges in her school and
this demands a person with disposition that accodates transformational qualities
particularly if the aim of the principal is to clgethe situation of a farm school for the
better. In a school environment there are bure#siaclimkages the principal has to
maintain as a transactional leader. Boys (2002:dmts out that effective principals
perform both bureaucratic transactions as wellwsi@-building strategies to improve
school effectiveness. The Rocklands Farm Schoacjpal selected those practices she
regarded conducive to good learning environmentdaschrded those she thought would
not further her aims and objectives. She did akéhby involving the Rocklands Farm
School community because she believed in shareeffieshared values and rituals. This
also suggests that the principal had to thread mwanefully so as not to upset the delicate

balance of cultural practices on one hand and @llinnovations on the other.
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The actions of the Rocklands Farm School princgabrding to Deal (1987) had to take

into account that the history of the school whied o be recreated, the shared values
that had to be articulated, heroes and heroindshtdhto be celebrated and rituals that
had to be reinvigorated.

The data revealed that the members of the Rocklamdgng community were proud of
their school's history which could be traced baokthie 1950’s. They noted various
actions taken to improve the school and its opamati The current incumbent is one of
the major contributors to the school's evolutiongpyogress. The progress and
implementation of changes were made possible bgupport the principal enjoyed from
Rocklands farming community. The way she handletchmanication channels and
attempts she made in fulfilling promises she maagueed that people’s hopes, wishes

and values were appreciated by the principal.

The principal used morning assemblies as a plattorrmotivate teachers and learners
alike. She emphasized those things she regardedpastant and made her ideas explicit
on those things that needed to be done. As a chageet she had to make sure that
Rocklands Farm School community understood heniides. This in turn helped her to

gain the people’s support, a vital ingredient fibleeing change.

According to Deal and Paterson (1990: 4) a leadsr imcrease the chances of successful
cultural change if he/she is able to show througtihiis actions that the four approaches
for maintaining cohesion in an organizational candetected. | have observed that the
data reveals the principal’'s capacity in showingt tthese approaches can be discerned
from her actions. These approaches are:

* Human resource perspective
* Formal structure and operation of school
» Political perspective

« Symbolic perspective
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Firstly the principal of Rocklands Farm School nagde sure that capable people were
utilized and that adequately qualified teachersewemployed to ensure that human

resources were used efficiently and effectively.

Secondly the principal has ensured that her linikls the District Office, implementation
of Departmental policies and liaison with otherenaisted groups is done smoothly so as
not to cause conflict or raise unnecessary concetesdaily linkage with District Office
ensured that the structures of bureaucracy werpepso informed and that different
positions people held within the school were indgjoommunication.

Thirdly the principal has used her position to limith different stakeholders, those in the
education field and those from outside educatidmse interest in the school activities is
important. She made a point of requesting supporh these organizations in cash or in

kind in return for hard work and good feedback.

Fourthly the principal has been able to interphet farm school life in a manner that
seeks to improve the community’s way of life. Daatl Paterson regard it as the ability
to “decode” the organizational culture with thewi® change it for the better.

5.9 SUMMARY

| have discussed categories as concrete evidenoespgndents of what the principal in
that school does. The actions of the principal tegiexplain the roles she has played
and continues to play in the development of Rodaktafarm school. | have identified

nine categories that are closely related but seiggnct purposes in describing the
principal’s quest for a good and well managed sthoo

| have found that the principal’s assertivenesgiaiive and lack of fear are closely
linked qualities that make her unique in her apgio farm school problems. She has
been able to start new things, do the unexpectedsaarifice her time and money in
pursuit of good school performance. The respondese identified the principal as co-
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operative and noted that the success of her ventlgpended on her opening lines of
communication with everyone involved. She has diaised with private and state
agencies the farm manager and parents with theoperpf gaining support to maintain

and advance the school’s vision.

| have found the respondents stressing the prifisipassion for the welfare and well
being of teachers and learners and her resolutef belorderliness in conducting her
educational enterprise. She has gone out to instilense of responsibility among
teachers and learners and her effort has beendedday an unwavering support from
these people.

The principal has been found to be a hard worker isltonstantly active and who wants
to see progress. The respondents noted that theigai spent a lot of time working late
hours at the school. She also spent a lot of titmenaextra-curricular activities demanded

teachers to be even closer to the learners.

The data has shown that the actions of the priheigacharismatic and they have served
to strengthen the belief and confidence people hawhe principal. People began to
realize that she was going the extra mile withogdegting gain or compensation. What
the principal did to solve the transport problent #xample has shown that the

charismatic qualities she had were helpful andifsziat.

The principal has been found to be a great motivatal to have transformational
gualities as well. The changes she brought into duftool benefited the people of
Rocklands. The school had moved through all statiés became one of the few high
schools in a farming area because of the prin@pation, drive and determination to
change the poor state of the school for the beftee. has talked to everyone associated
with the school with the intention of gaining pespl support and this she got

overwhelmingly

The principal has been involved with problem sajvattions since she started the school

and her efforts have been noted by the respondentaeans of deepening interest for
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school activities as well as of gaining more suppder actions have been identified as a
manifestation of visionary and strong leadershier tlack record has been a motivating
phenomenon because it depicts a person who iseaatisolving difficulties confronting

the farm school.

The principal has worked hard to create good wagrkelations among all people linked
to Rocklands farm school. The respondents agreat ttie principal succeeded in
bringing the farm manager closer to the school has successfully opened lines of
communications with teachers and the parents asasehe Department of Education.
All these groups have ensured that the effortb@frincipal are not in vain.

Respondents have found that the principal was gtionhe way she ran her school and
showed as a result, some autocratic qualities.det@ showed that respondents viewed
autocratic handling of issues as necessary if tiod was to be successful in its
educational engagement particularly if the schooérated in a hostile farm school
environment. The respondents described the pahaipambiguous terms to strengthen

their belief that autocratic inclinations were jfisd if circumstances were difficult.

From these categories | have developed five theimgsserve to sum up the various
categories. The themes also describe the roleeoptimcipal as she is viewed against a

successful farm school.

The principal is able to think in longer terms besm she has plans and she has vision
which is reflected in such actions as building efvnclasses, maintenance of order and

discipline to ensure good results

The principal is able to operate successfully beeahe understands relationships. She
creates a conducive atmosphere for dialogue anmtakglwlders and she ensures that the
teaching and learning situation is as good as ssipte. The principal enjoys support
because she knows how to approach people and kinowdo build confidence among
all stakeholders. For example she knew that if a@d win the support of the farm

manager many things in her school would be possibéehieve.
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The principal has worked hard to motivate otheis faas served as a role model because
she did not fail to bring fresh ideas and solicitebler people’s opinions. She succeeded
in changing other farm school people’s mindsetthat changes could be welcomed and
supported. Her transformational and charismaticliges have continued to enjoy
support from parents and teachers. These qualiieese also helped followers to
reciprocate in a positive way. She has demonsttaedommitment by ensuring that all
difficulties were discussed, solved or cleared les ¢ase may be. In return the farm

school community has played its part as a showmbsrt and appreciation.

The principal has dealt with conflicting demandsapplying her mind to problems and
has been astute in differentiating between thogeate essential and those that could be
discarded or shelved. Respondents have shown hewrihcipal had to choose between
what is in the interest of the school and what a¢ and has won appreciation from
teachers, parents and learners alike. Part of todrigm-solving efforts was directed at

solving conflicting issues, which brought dilemmeahier administration.

The principal’s effort at Rocklands was to ensimua &ll things possible are made new or
changed for the better. She assisted teachersangoig their teaching methods to
improve learners’ skills. When she joined the sthioere were no sporting activities and
she changed all that. She did this in such a wa the whole community was
appreciative and encouraging so much so that leawere able to collect trophies

because of their determination to win.

| have shown that the data from which categoriesthames are derived tend to overlap.
Data appears in more than one category dependirtheoissue being discussed, but |
have made sure that the context from which it lemais not lost. This shows the
interrelatedness of categories. The actions ofptirecipal tend to serve more than one
purpose depending on the context in which the adgigerformed. | have demonstrated
that co-operative actions, for example, may show Hee principal cares and how this

care leads to order. These are two categories ichvthe actions of the principal are seen
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to be serving both categories. As the data may feasboth categories the important
thing to realize in that these are also closelgdahand integrated.

| have looked at themes and how they relate to dceffectiveness. The role of the
principal is studied and seen against the schdet®ieness background because this is
the principal who has run an academically succésshwol. | have looked at how these
themes strengthen school effectiveness at Rocklandshow literature supports the
views that have emerged from respondents and mgredtsons. The Rocklands farm
school has pursued school effectiveness througladhens of the principal. The school
as a result has produced outstanding performaiitesfive themes seem to concur with
school effectiveness studies in that they poirsioime of the important characteristics of a

good school and therefore show ways of school ingrent.

| looked at the gender issues and determined wh#thee have had any direct influence
on the principal’'s actions at Rocklands Farm Schobk data revealed that there were
gender-related actions although the overall peréorre of the principal could not be
ascribed to the fact that she was a woman. Thesvexpressed seemed to suggest that
the principal’'s actions were contingent upon henrspeal disposition and the
circumstances under which she operated.

Finally | looked at the organizational culture asetermined how the principal operated
to make her school successful. | looked at whestex had had any meaningful
contribution in changing the culture of the schddie data revealed that her leadership
styles have enabled her to change the culture eostihool without causing disruption
because she had support from the Rocklands comynurtiis meant that her school
operated like a well-oiled machine because sheewar capable of dealing with outside

influences well with a very good measure of success

In the final chapter | highlight my main findinggcdamake recommendations for practice

and further research.
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CHAPTER 6

CONCLUSIONS AND RECOMMENDATIONS

INTRODUCTION

This study is an investigation of a principal’'seah an academically successful farm
school. | have interviewed 8 people who belongetthéoschool community with the view
that they explain on their own terms how they peeéheir leader’s roles in the general

running of the school.

| have been able through this study to gather esterg information about the principal
and how the principal has tried to weather thenstof poverty to a great extent in this
farming community. | have also noted how the ppatiwas involved in changing the
depressing environmental situation of a farm schotd one of the vibrant learning
centres where excellence is strived for by pardetschers and learners alike. This has
also been possible because of the support of thedtidnal Officials and other private

sector agencies.

My involvement in the school as a participant obserhas offered me a better
understanding of what goes on in the Rocklands camityn This has also helped me to
understand the positions from which the respondgashe things they said. | have been
able to strengthen the views they have expressedfesring to my own observations and
reflections in order to recapture the context inalhall actions and expressions were

made.

There are critical and important issues that hawerged from this study that | would
like to point out because they have a bearing errdke of the principal. Some of these
issues highlight the environment within which thenpipal has exercised her different

leadership roles.
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6.1 CRITICAL ISSUES EMERGING FROM THE STUDY

| wish to note that this kind of study is rare Irat no other study of similar nature has
been conducted in South Africa. One other featdirmterest in this study is that it is
conducted in an academically successful farm schidot is also something that is not
prevalent in South Africa. This suggests that thveitebe limited access to similar work
to draw comparisons or similarities from. | havarid that the following issues stand out

as of critical importance because they identify edmy roles for a successful school.

6.1.1 GOOD LEADERSHIP AND MANAGEMENT

The way in which the farm school is run and therallecontrol the principal exercises
over the whole school suggests a very strong cgptciead. The principal talks to all
stakeholders and motivates all of them particulsebchers and learners so that they can
perform at their level best. The principal’s powed influence at this school has enabled
it to stabilise its own environmental factors thmrecreating the good atmosphere for
teaching and learning. It has been shown by afjaedents that the principal leads by
example she set. She serves as a role model thetsadearners and parents. Many
within this farming community look to the principi@r guidance and inspiration. Purkey
and Smith (1983) stress the importance of sitedesdp and management as crucial and

necessary characteristics for effective schools.

6.1.2 CO-OPERATION WITH ALL STAKEHOLDERS

The success story of Rocklands farm school hasndiggeto a large extent on the co-
operative spirit the principal has engendered andured within the area. The co-
operative spirit is motivated by what Bass (19907)Iregards as empathetic attitude. He

throws some light on what leaders should know:

It is not enough for a leadekm@w how to get what followers
want, or to tell them how to gdtatthey want. The leader must
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be able to know what followers wyavhen they want it and what

prevents them from getting whagtytlvant...
In ensuring that she gets to know what the peoplet\the principal found it worthwhile
and advantageous to be on good terms with learbeslearners in turn know what the
principal wanted and have responded positively evbiZing the principal the respect she
deserves. Learners have supported the principale m@ when they realized that their

wants were being attended to and fulfilled.

The principal has also co-operated with teachersabyng meetings at which she made
her wants and wishes explicit. She consequently thensupport of teachers. Teachers
were allowed to run the school in various capazit@d this has had overwhelming
support from teachers because they have allowedptineipal to take the lead and
depended on her guidance. Her presence in anddsminool has assured teachers both
young and old that there was always someone toubted.

The principal has found it prudent and benefictalidise with parents. She has called
them to meetings and when this seemed to be fadhg devised a better method of
meeting parents by going to areas where parenys Stee did this to alleviate costs as
well. The farm school parents had their eyes opédayetthe principal and they supported
the school’s efforts. In a farming community thigssvthe first visible involvement of
parents which helped them to feel that they were part of the education process rather
than the “rubber stamps” | have referred to in da¢a discussion. In other words, the
involvement of parents in the education of theirfldtkn has had a liberating effect
(Ndlazi 1999: 101) which changed the farm schodlomk and engendered a sense of
pride. Parents as a result of the co-operativét spére now able to make decisions about
their school and about their children. In retura grarents supported the principal in all
her efforts aimed at improving the school’'s acadenork.

6.1.3 VISIONARY LEADERSHIP

Bass (1990: 214) argues that a visionary leaddsems:
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...a desired future and show(s] follosveow to get it. [These] ...are

basic components of the inspiratiqgratess. They require not only

technical competence but artistry aerggtivity. ...the capable inspiring

leader can reduce matters to a fepisgsues before asking others

to consider what is to be done.
| do not believe that the changes brought in atkkRods would have been possible if the
leader was not a visionary capable of motivatingtakeholders to perform at their best.
She had a dream to change the farm school situatiohshe had to work very hard
throughout to realise her objectives. Because sieavkhow to co-operate with people
and how to convince them she had her work madecre#ési the co-operation she
received. She had a good track record she establligh she struggled to build the farm
school from the humble beginnings to a beautifuimfaschool structure and an

academically successful school.

The principal had to sell her ideas to the Depantneé Education officials and had a
number of serious difficulties because at times dlik not see eye to eye with the
officials on issues but technical competence, taytiand creativity finally won her the

admiration of these officials. The principal had geek understanding with the farm
manager, a critical ingredient in the farm schomrsrio. The principal realised that
some of her dreams would lie in ruins if she ditlwim the support of the farm manager.
This shows foresight and willingness to ventureoininknown territory. Her

determination to succeed has been reciprocatethdyeachers’ willingness to support
the principal and this in turn has resulted in kems performing their duties at a higher
level of commitment and with pride. The school heaped the benefits of a visionary
leader by the commitment of teachers to their warkl the good performance by

learners.

6.1.4 CHARISMATIC AND TRANSFORMATIONAL LEADERS

Conger and Kanungo as cited in Sergiovanni (20@tL) Joint out that charismatic
leaders share some common elements with transfiamaaieaders in that both are able
to help others reach their highest levels of nedfiirhent. | have already alluded to this

capacity as | was dealing with the visionary leadenave found that the success of
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Rocklands farm school could be attributed to tharisimatic and transformational

gualities the principal possessed. She has actadcasnge agent for the betterment of
the school. She has done this through personadfisasrand painful encounters. She has
spent more time at school and outside the schowestrating on school business to the

detriment of her own personal affairs.

The principal has sacrificed her time and money have pointed out. She has paid
workers of the school out of her own money becalmeis driven by the desire to see
transformation in the farming environment. This hesulted in more and more people
taking notice of what the principal was doing ahd sacrifices she was making for the
general good of the farming community. Teachersemqa and learners have begun to
give the principal a huge amount of support for &forts and this has elevated the
principal into a special kind of a person who cdanoe easily emulated. The principal
sacrificed her health, in that she would ignoredwstor’s advice and go to school or get

involved in school activities despite her ill héalt

| have referred to her track record and how sheggted to manage changes both in
socio-political fields as well as in the educatiorsphere. All her activities have

convinced the parents and teachers to work eveteh&np ensure that the farm school
changes from its former dull image into a vibrant &nergetic place. | have already
shown that the principal’'s astuteness is demomstray her link with the farm manager.
It has been shown that farm managers were noestent in what the Black learners were
doing as long as they were being prepared to hvalok to the farmer. The fact that this
particular manager decided to be part of the tansition of the farming community

demonstrates that he had vision and, as a resukdhool moved rapidly to attain good

results and was deservedly accorded respect hyitle® community.

It transpired that parents in particular regardedlrincipal, as a result of her actions, as
a gift from the Almighty who has come to rescueirtlseghool from the quagmire of
poverty and mediocrity into a shining example ofop achiever where dedication to
service by the principal and the teachers is uppstin their minds.
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6.1.5 STRONG BELIEF IN HUMAN CAPACITY TO SUCCEED IN
ADVERSITY

The principal of Rocklands farm school has facednesoserious environmental
challenges. Many of these difficulties are normagsociated with farm schools. These
are poverty, lack of transport, scarce human angmahresources. These difficulties are
expected to impact negatively on a school's capaitt maintain a good schooling

situation. They ultimately affect the learners’uits.

The ability of people within the given environméatovercome many difficulties and to
concentrate on the core business of teaching amditey is seen as the most critical issue

by Velzenet al.as cited in Hayden and Thompson (2000: 8). He medespoint that:

...a systematic, sustained efforteal at change in learning

conditions in ...schools, with tilémate aim of accomplishing

educational goals more effectivel
is what people should be doing or aiming for todmee successful. In other words
teachers and parents rise above their poor conditim create a better learning
environment for their learners. The inspiration esnfrom the principal who is prepared
to go the extra mile to achieve her objectivesavehalready noted that the principal
convinced teachers to work very hard and the teadhaesponse have supported her by
co-operating with her and making sure that theredityt of educationyiz; teaching and
learning would be nurtured and supported by alls Thin line with what Christie (2001:
46) found in her studies that schools which hawxeeded against all odds “...viewed

teaching and learning as their primary purposeth@dnajor focus of their attention.”

Learners at Rocklands farm school have been metivhy both the principal and the
teachers while parents provided the necessary supus has allowed learners not only
to develop respect for their teachers they hawe lagcome joint owners of the school’s

good effort and performance.

The principal tried to tackle the problems by radgcosts to parents. In the process she

made them feel important in the education of thkeildren; something unheard of before.
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She had tried practical solutions to the transpasblem. This did not mean that it was
completely solved but her attempts alleviated tme@xtent the burden the parents and
learners faced daily on the farm. The principal messted on getting fully qualified
teachers thereby improving the image of the farhostwhich had been poor because of
poorly qualified teachers. The principal has alseduher influence to get support from
the Department of Education officials to get learsapport materials and other vital
resources for the school. | have indicated howustegl the services of the farm manager
to get all the things she wanted for the schook Tdrm manager had declared his full
support and this had allowed the principal to tak&s knowing that she had the vital
support of a farm manager. This is the triumphhef human spirit in adverse conditions.
It is clear to me that this calls for a specialckof a leader. This is the kind of leadership

Bass (1990: 11) finds illuminating and very impotteHe sees this leadership:

...as a matter of personality, as aenaif enduring compliance,

as the exercise to influence paréicbehaviour, as a form of

persuasion, as power relations, aastrument to achieve goals...
This is the kind of leadership which has ensuredcass in the Rocklands farming
community. It has drawn interest from other surdinog communities and has shown
how the human spirit has triumphed over many obetatt has needed a special kind of
a leader to turn the dismal farm situation intoa#tnactive environment about which the

Eastern Cape is proud.
Flowing from these important issues are recommémmuatthat | think would be of

particular interest to the Department of Educatioalso believe that what | recommend
here would provide good platform for further resbar

6.1.6 LEADER WITH AUTOCRATIC TENDENCIES

It is doubtful in my opinion if the progress at R&nds Farm School would have
reached the high performance level if the principatl not been “very strong” and

“autocratic.” These are views expressed by someoregents. The resolve and
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determination to have things done and the readittepsish teachers and learners alike
towards the desired goals is viewed here as amiatito action.

This study has shown that the principal faced serienvironmental and personal
challenges and that she decided to boldly conftbese by issuing instructions and
demanding results from both learners and teacREspondents have observed that the
principal at time decide on her own to take certaitions without consulting anyone. For
example, she went to the farm manager, discussmeedsaffecting the school and
requested farm manager’s support without consultiveg staff. The benefits that have
accrued as a result of her unilateral actions heareefited all and have been applauded

and supported by many as good work

The principal though she seemed to have acted ratitadly, she has shown democratic
tendencies by reporting progress of her encountttr the farm manager and allowed
others to participate. Bass (1990: 415) notes‘thdahe same person who display(s) one
kind of authoritarian behaviour ... (is) likely to lseen as displaying work facilitation

and persuasion...” as a democratic leader.

It is interesting in this study that autocratic dencies are not only identified by the
respondents but are also accepted and at somepraised as the best way of dealing
with leadership issues. Given the fact that farrhosts have operated within an
authoritarian system the retaining of some of thasthoritarian practices within the
democratic South Africa call for a closer look @ndher investigation. The success of

this school has depended to some extent on theraatian behaviour of the principal.

6.2 LIMITATIONS OF THIS STUDY

This was a small-scale study which focused itsnéitia on the role of the principal in an
academically successful farm school. Naturallyhgé study has broadened its scope to
include perceptions of other members of the comtyuai bigger and richer picture
would have emerged. The roles of other role pmyerthe success of the school may
also emerge and be highlighted, for clearly theoeth success is attributable to more
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than merely the principal’s role. Since the focfishis study has been the leadership of

the principal, | fell justified in having restrieteny research to the sample selected.

The study may suffer from the weakness that inétiye studies are inclined to exhibit,
which is the subjective nature of interpretive caaly research. One can only concede
that keeping personal bias at bay is a challengmd difficult task, but | hope to have
countered this tendency by constant reflection gnrole as researcher. My use of
triangulation — interviews of different kinds ofkeholders as well as observations- will
hopefully have gone a long way towards validatingfmdings, as well as enriching my
study.

Naturally case study research cannot claim gemeatality, but one can at least claim that
readers may recognize what they find here, andapeécability beyond this case. For
this to happen, a study needs to be rich and comgnl hope it is both of these.

6.3 RECOMMENDATIONS

6.3.1 STRONG AND COMPETENT LEADERS

This study has shown that strong and competentetehih are attributes needed for
ensuring that a school succeeds. It is importantife Department of Education in the
Eastern Cape to give this kind of leadership spedtantion as it determines to a great
extent a school’s good performance. Leaders sdatrno schools should be dynamic and
eager to change the situation for the better ratiha&n being concerned with keeping
within the status quoThis is what the farm communities need and alsatwuie present

Government expects of such leaders because etfadia#t poverty, the upliftment of

communities and the empowerment of people formsfiinelamentals of the present

Government’s drive to improve people’s lives.

Farm schools are areas of need and they would dbiwmhey have energetic and
visionary leaders who are prepared to go the eaxita for the benefit of the whole

farming community. The Government through its vasistate agencies needs to pool its
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resources to help improve the farm school situatidrese schools are in need of good
and reliable transport, good quality teaching maker good classrooms for a good
learning environment. The Government is bound by ta provide these services to all
schools including farm schools. It would be worthie/fif the attention is mostly diverted

to farm schools in order to assist competent arhgtleadership for better results.

6.3.2 LEADERSHIP TRAINING

| believe that not all leaders would know how tondile farm school problems and
succeed. It would be in the interest of Educati@p&tment if regular training courses
are held to empower leaders and to allow those areoalready part of farm school
leadership to share their knowledge and experiewibsothers. | believe that this would
enhance the preparedness of principals to be abteal with farm school challenges

adequately.

The triumph at Rocklands did not come through gecwl training. It occurred because
the principal’'s personality, outlook and vision edgher on to do all that she has done. |
do not suggest that leadership training would pcedsuch people but | believe that the
sharing of ideas and experiences would go a long tewards raising awareness and
understanding of farm school problems. It woulddb& enriching to leaders to learn
how to approach different farm school situations.

6.3.3 FOCUS ON TEACHING AND LEARNING WITH REGULAR
STAFF DEVELOPMENT PROGRAMMES

One of the main businesses of education is tea@ndgearning and when schools make
this their core business they could prevent mamplpms that negatively affect school

education. Christie (2001: 46) stresses the inapee of teaching and learning because it
is something she found to be central in her studfeesilient schools. She makes the

point:

A striking feature in almost allthe schools in the study was
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that they viewed teaching and leaymas their primary purpose

and the major focus of their afiemt
What Christie says here seems to gain support fiayden and Thompson (2000: 4)
who argue that for a school to be regarded as tafée¢here has to be purposeful

teaching. They point out that an effective school:

...makes very clear that the qualityeaching lies at the heart of the

issue. Not only do effective sclsoehsure that the quality of teachers

is given high priority, but theysallay stress upon the quality of

teaching.
There has to be a concerted effort by all involt@@nsure that teachers teach and that
pupils on the other hand learn. Rocklands has shbaindespite all other needs having
not been adequately fulfilled, the centrality iddaeaching and learning has been applied

by the farm school and has become the most craigadct of the its success.

The teachers and the principal of Rocklands Farho&chave decided to work harder
despite the environmental constraints. This iskenihany schools where demands are
made for human and material resources before tegchnd learning could be
implemented. At times the failure of a school is¢rilatited to poor environmental
influences. Despite these problems the teacherdeanders at Rocklands Farm School
have embarked on teaching and learning. The rebaite been good for a number of

years.

In order to achieve success teachers need to eegeservice training so that they can
face the difficulties with confidence. Their abjilito change the poor conditions at
Rocklands Farm School would be further enhancedhbge training activities which
would be intended to empower teachers to face exngdls in their environment with

confidence and with a sense of purpose.

The Department of Education would do well if it hessed the services of various state
agencies so that they could support farm schoatathn. Some of these agencies could
help farm school reduce problems like transportyepty, unemployment and adult
illiteracy since all these problems impact negdyiven the farm school children’s
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education. Such actions would alleviate the burdemhe principal and allow her to
concentrate on the core business of teaching anditey.

It would be very encouraging to have staff memiieas are being developed so that they
can realise their full potential. | believe thaistivould serve as reinforcement drive for

the betterment of the farm school situation

6.3.4 ENGENDERING A COLLEGIAL AND SUPPORTIVE
CULTURE

The leader’s ability to encourage all parents & farming community, teachers and
learners to work together has shown to be the idape for school success. Firstly all
the people affected should help in ensuring that riimin business of teaching and
learning is fully supported. Secondly there shdudencouragement from the principal
and the Department of Education officials to enshes staff members take responsibility

for what they do at school thereby promoting om®t good discipline.

Thirdly the principal and the Departmental offisisdhould promote a good sense of
belonging in the farming community so that peopfaisle and dignity could be restored.
The school’'s objectives, aims, plans, vision arieépethos building activities should be
made explicit so that they can get support fronosthe farm population. | do not doubt
that if the situation is made clear for the restfaiming community there would be

overwhelming support from them such as the onesé¢ wditnessed at Rocklands.

| believe that if these issues are taken into asct@nd implemented the schools’
ascendancy to excellence can be expected. | haganated that it is the integration of all

the issues pointing to good leadership and managietimat produce effective schools.

6.4 SUGGESTIONS FOR FURTHER RESEARCH

* This study looked at the principal’s role but diot miscuss the role within the

feminist critique or with gender issues in mindwliuld be interesting to examine
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the principal’s role from the gender issues perspe@s this might throw some
light on the reasons for the Rocklands Farm Scponotipal’s actions.

The role played by other stakeholders in the RoaldaFarm School could add
some important information to the data and thusirggddnore content and

enrichment for engaging in further research agtivit

The self-concept of all people involved in the Rackls Farm School success
could make an interesting study. This would propatdveal the people’s
attitudes, their perceptions and beliefs about atime and about how they have

made it possible for this farm schools to succeed.

South Africa is regarded as a democratic countiterathe demise of the

Apartheid rule in 1994. The democratic ethos iended to permeate all levels of
society. In Rocklands Farm School respondents heted that part of the

school’s success could be attributed to some aatiocictions by the principal. |

believe that it could be illuminating to examines tdemocratic and autocratic
actions within the school system particularly withiarm school environment to

determine the extent to which they influence goedgrmance
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