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ABSTRACT

Many wdl-known gudies on leadership have ignored the perspective of women yet
bear an emphasis on the importance of portraying leadership in its entirety. This
would mean that al leadership perspectives are included and that leaders are alowed
to speak for themselves and about themselves.

It is this connection | have sought to establish how women perceive leadership by
relaing the experiences of four women in school principaship. | have used a factud
guestionnaire to establish the background of each one but, it is the in-depth interviews
that yield the leadership perceptions. Borrowing from phenomenological procedures,
the leadership experiences are related as Naturd Meaning Units (NMUS) whereby dl
prior knowledge and possble bias are bracketed out. Reinforced by their journd

entries, it is only the voice of the women that is heard.

My sudy reinforces the observation of researchers and feminig scholars that women
leaders are not only margindised but dso viewed from a perspective that is not their
own. From the study, however, the one dement about leadership that emerges as
unique is the functioning of transformationd leadership dements among women
leaders in educationa sat-ups that ae inherently traditiona, bureaucratic and
hierarchicd. This is sgnificant because there is an indication that women leaders are
indined to trandformationd leedership because it favours their feminine qudities.
There is aso evidence that school principds can embrace leadership diversty and
findly, that leadership and the dtructures of leadership operation are not developed
from without but from within the person of the leader and this is an incorporation of

ther vison and bdiefs.

In the context of South Africa, this sudy should be of potential sgnificance because
of the change that is taking place in the development and training of school principals.
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CHAPTER ONE
AN OVERVIEW

1.1 Introduction

There is virtudly no literature on South African school leaders - men or women.
Moreover, it is generdly known tha there are sgnificantly fewer women principas than
there are men and that women school leaders tend to be concentrated at the junior primary
levels where they are likey to supervise femae teechers. Furthermore even though they
hold the same title as ther mde colleagues, women principads are rardly viewed as equds
by their mae colleagues and by their mae or femde daff (Atkinson, Wyait and Senkhane
1994:19).

1.2 Overview of gender equity

The 1996 UNDP Report showed that there was a dgnificantly smaler percentage of
women in high level posts compared to men, the driking feature being that this disparity
was dmilar across the developed and the developing countries.  The following percentages
of women in high pogtions or adminidraive and managerid postions were sdected
randomly and categorised to give focus to Africa againg the rest of the world. It is worth
noting that thet dl of them fal below the fifty-percent average.

With only 174% of the South African women in pogtions requiring leadership and
management <ill, it is worthwhile to find out why these figures are low and why the
upward mobility of women, which is smdl in percentage, is divided dong racid
disparities. These features characterise the work force despite there being an increase of
women in the labour force from 23% in 1960 to 40% in 1991 (Barker cited in Erasmus
1997).




Southern Eastern and Northern and Asiaand Europe North and South
Africa Central Africa | West Africa Australia America
Botswana Ethiopia Egypt Australia UK us
36.1% 11.2% 16.0% 43.4% 33.0% 42.0%
Lesotho Zaire Gambia Singapore Norway Mexico
334% 9.0% 155% 34.3% 30.0% 20.0%
Namibia Rwanda Ghana China Finland Peru
20.8% 8.2% 8.8% 11.6% 264% 20.0%
South Africa | Congo Mauritania Indonesia Belgium Venezuela
17.4% 6.1% 1.7% 6.6% 18.8% 17.6%
Zimbabwe Sudan Algeria Iran Germany Chile
15.4% 24% 5.6% 35% 17.2% 17.4%
Zambia Comoros Equatorial India France Brazil
6.0% 0.1% Guinea 2.3% 9.4% 17.3%
16%

(1996 Statistics on Women in High Level Positions: adapted from World Guide 1997)

According to the 1995 Annua Household Survey, women accounted for less than a
quater of al managerid, legidaive and senior officad podtions in the workforce.
African women accounted for 36%, Coloured 4% and White 56%. Of professona
women the representation was 38.1% with 42% African, 6% Coloured and Indian and
46% white (Centrd Statigtics Service cited in Erasmus 1997).  Included
percentages were nursing and teaching, both of which have large numbers of women. At

in these

the apex, the managerid leve representation of women became smaler with 8% White,
5% Indian, 4% African and 1% Coloured. Included in this category were be school
leaders and senior educators. Comparatively, however, the number of school leaders did
not reflect or even correspond equitably to the large number of women that were in
education, specificaly teaching. This same disparity is seen today and was documented in
the Draft White Paper on Education and training in South Africa, where it was recognised
that gender inequity problems were “desp sested within society at large” and that “a

patriarchd culture therefore dominates educationa organization” (Greyvenstein 1996).




1.3 Context of research

The conditution of the republic of South Africa gives recognition to equa opportunities.
In education this is endorsed by the White Paper on Education and Training, which in the
fourth chapter stipulates:

Education and training are basic human rights. The state has an obligation to protect and advance
these rights, so that al citizensirrespective of race, class, gender, creed or age have the opportunity

to develop their capacities and potential and make afull contribution to the society (1995:21).

Clearly there has been every effort made to attain equity and to make it a socid redlity,
however, the current efforts to do so through policies of affirmative action and gender
preference, have not solved the under representation of women. Meanwhile, the Gender
Equity Act which is an enforcement am, must endeavour to work more aggressvey if
women are to be included in the job narket with greater influx of women workers that are

educated, skilled and driven towards leadership and management positions.

Equity is more than just numbers. In the case of school leadership, equity means more
than additiond femde school principads.  According to Wameahiu (1996) Equity is the
conscious endeavour to bresk away from the pedagogy of difference that is the order
inherent in deeply seated patriarchd societies towards a pedagogy that includes a different
ideology; one that embraces and is respongve to the views, vison and aspirations of the
minority group. In the case of women in leadership, equity would entall a pedagogy of
empowerment where the status and gender roles of women are recognized on precepts

other than biological differences and religious traditions.

This means that gender equity should be trandated beyond the mere numerica increase of
women, beyond merdly window dressng the issue.  There needs to be rdiable and
vdidated frames of reference from which to develop criteria for school leaders, criteria
that embody the diversty that there is in leadership and that are able to facilitate a the
individud levd the effectiveness and productivity of the school principa. Thiskind of




arbitration is much needed in a society that is as diverse as South Africa is in its culturd

and racid higory.

14 Motivation for research

While the rest of the world moves on towards the twenty-first century, it is the observation
of Wamahiu (1996) that in most parts of Africa, education remains a disant dream and
where there is education, the systems ae characterised by authoritarian climates. The
chdlenge is for education, in this day and age, to be transformationd, liberating and
empowering for both genders through teaching them to “advance their own development
(ibid.1996:56).

It is in afirmaion of Wameahiu's thoughts that this reseerch was born, in fact out of a
curious observation of the set-up of school leadership in South African schools. My
observation that a good number d sngle sex girls schools were headed by mde principds
came as quite a surprise. Out of this | decided to observe the school leadership trend in a
andl city in the Eastern Cape in South Africa Armed with the gatigics on women in the
labour market | was derted to the fact that though women were the mgority of teachers, in
school leadership they were predominantly in preparatory and junior schools with
makedly smal numbers in high schools and countable heads in tetiary inditutions.
While many questions did arise, | fdt the particular need to know whether this gender
disparity was perpetrated by the fallure of women school leaders or it was as a result of
other factors emanating from their gender (Atkinson et d. 1994). It was dso my interest
to know of other reasons not envisaged. In as much as it would have been ided to
underteke a large scde research, the magnitude of the undertaking in terms of time and
purpose was feasble in the circumstances. For this reason, a case sudy was found to be
both a fitting and appropriate option. The option was dso found wel suited to opinion
seeking and the relation of experiences. As such, for the purposes of building the lived
world of women leaders, the case study scored. In addition, the method, | envisoned, was
legitimate because the leaders perceptions were going to shed light on how women school




leaders experience leadership. It was in many ways going to be a pertinent research
contribution in terms of entering a leadership world that was essentidly closed domain.

A sample of four women school leaders was found a convenient sdection because the
sudy intended to engage only those respondents who were willing to undergo the rigour
of interviews as well as to spend time reflecting on themsdves as leaders.  The building of
this “internd rgpport” | found insrumenta in making the research process particularly
eviching for both mysdf and those involved. The sdection of leaders from across a
socio/racia background gave the essence of the leadership from the experiences of women
from black and white and coloured backgrounds. Also from ther involvement in the
leadership and management of different school types preparatory, primary and senior

school or former modd “C” school®, and DET schools.

Also, the other reeson why the sample was smal was that the geographicd area from
which the study was undertaken was unyielding of large numbers of femae principad

15 Goalsof theresearch

With the evidence that school leadership is predominantly a mde doman, it was the
intention of this sudy to invedtigate the leadership experience of women school leaders
with the view to bringing out their perceptions. It was found important that these ingghts
be dravn out usng research methods that favoured an unbiased viewpoint and tha
dlowed the women to spesk out themselves. The necessity for this was found in the light
of the heavy mae predominance that there is in leadership studies (see dso, Rosener 1990,
Gosetti et a. 1991, Morgan 1994, Marshdl 1995). | aso found it necessary to obtain the
viewpoint of women because there is need to envison leadership as a dynamic form, as a
way of thinking that is interconnected with the influences around and the trangtions that
take place within the leader

1. Under the Apartheid regime, Model “C” schoolswere primarily for white learners and DET schools for
blacks.




1.6 Outlineof theresearch

This fird chapter highlights the motivation, intention and focus of the dudy. It
emphasizes the dgnificance of the study on women in school leadership in respect to
where women ae a in South Africa, in terms of ther numbers representation,
effectiveness and productivity.

Chapter two documents the informing literature and locates the trends and developments
in leadership. Trandormationd leadership, the feminig viewpoint and subsequent
developments related to school leadership are discussed.

Chapter three is on research methodology. Here the rationale for the use of in-depth
interviews, journa entries and a questionnaire is addressed as well as the procedures and

ethics guiding the data collection

Chapter four, is closaly linked to the third chapter and is the discussion of the data.

Chapter five is the link between the data anayss and the theoreticd framework. The
discusson here highlights vaues pertinent to leadership from the point of view of the four
women. Commondlities that emerge are linked to literature and research done esewhere.

Thereis particular emphasis on issues that are pertinent to the South African context.

Finaly, chapter sx provides a synopss of the study by drawing conclusons from the
findings and by making recommendations and an evauation of the study.




CHAPTER TWO
LITERATURE REVIEW

2.1 Introduction

This chapter explores mde dominance in leadership and the impact that it has upon
women and their socidisation into leadership. The super ordination of the mae and the
diginct mae orientation is rooted in the socid condruction of gender and the subsequent
dereotypes to which our societies have succumbed. This is examined in the light of
religious order and its literary influence upon the thinking of the day. Identity, the socid
condruction of gender, the resulting legacy and the implications for society is adso
considered.

Therein, school leadership is placed, in the broad context of leadership, with initid focus
on leadership theories and leadership models, and then on dternative perspectives to
leadership. In thislatter dimenson the focus on women leadership is acuminate.

2.2 Background to patriarchy

Pariarchy or mae domination are synonyms that designate a socid and politica power
sysem. This domination under which our current leadership dispensation suffocates is
both culturaly and historicaly rooted (Jonasdottir 1994).

Feminist researchers explain the dimensond power dructures in which men and women
find themsdves from two perspectives. Fird, they dae tha the inequdity between the
sexes has dways exiged. Second, that a sysematic and inditutiondised inequdity and
oppresson of women emerged higoricdly. This is linked to the development of other
socid inequdities and mainly those of class (Jonasdottir 1994, Manddl 1995). The first
perspective charges that women and men are inherently unequal while the second purports

7



this inequdity to be a socidly congtructed form ( O'Kelley 1980, Robertson and Berger
1986, Waker 1990, Mail and Guardian 1998). This latter perspective also attributes the
discrimination of women to mae dominance.

Paced in its higorica, sociologicd and rdigious contexts, the rootedness and impact of
patriarchy on the lives of women of al races illudrates the depth to which patriarchy has
affected women and created an ethos of acceptance over their postion and datus, that is
frighteningly unquestioning. It might be argued that a socidisation such as this is unique
to women soldly because of their femaeness, a feature of their vulnerability and therefore
is a vehicle of ther entrgpment. Because of this assumed vulnerability, socia Structures
relegate women into roles of subservience and even socid confinement, the result of
which is that women remain unheard in ther activity, and unseen in their contribution and
membership to public leadership.

By and large, women the world over, regardiess of race, colour or creed have for decades
been excluded from the spheres in which ealy philosophies found expresson and
publication (O'Kelley 1980, Jonasdottir1994). It was only through the channds that were
designed and congructed for them that they could express themseves and these did not
necessaxily reflect what they fet or promoted. Ther expresson therefore had little impact
on themsdves as it was voicdess and inconsequential (Gosetti et d. 1991, Klgpisch
Zuber 1992, Pantel 1992). Unquestionably, a repressive cimate is wel suited to any form
of domination. Here one can begin to understand how a legacy of dominance roots itsdf
into the thinking of a society so that the influence upon the subjects becomes admost

legitimate where one' s status and position is no longer is a subject of contest.

According to Meer (1990), there are two aspects to the domination of women. To begin
with there is the objective fact of the domination and second the subjective experience of
that domination. She argues that women are dominated by men and that such domination
is dmogt entirdy a univesd phenomenon where socidly engineered  dructures  of
inequality are accepted and enforced in our patriarchal societies so that individuas fed or




are obliged to conform. She cites that, “dl socid inditutions are initidly dependent on
some form of raiondisation, an ideologicd condruct legitimaing their functiond
necessity” (Meer 1990:15). In other words, society designs parameters for the functioning
and understanding of itsdf and once this reaches a date of permanency through inter-
generationd roots, it outgrows the need for legitimacy and the congtruction takes on the
character of an dmost natural determinant or is “God decreed” (ibid 1991:15). From the
point of view of this ideology, women and men would be viewed in naturdly and
unequivocaly defined categories with digtinctive psychological and behaviour categories.
Needless to date, it is this biologica or divine determinism that feminigs rgect as the
bass of inequality between the sexes (Lorber and Farrdl 1991, Rgaswari 1993 Beck and
Keddie 1998)

2.3 Religioussocialisation

According to OKeley (1980) the great universdidic reigions, Chridtianity, Idam,
Hinduism, Buddhism and Judasm support and legitimise the power of the ruling classes
When rdigious ideology spreads it becomes inditutiondlised and enforces the power of
rulers as by “divine right” and “just as politicd and economic power is in the hands of

men” (Lessing 1994:283), religion then becomes a power in its own right.

2.3.1 Judeo-Chrigianity

The early Greek and Roman civilisations are recorded to have been patriarcha and to have
propagated cultures that favoured the intellectua development of males stressng on therr
petriarchal duties and obligations. Consequently, the roles of women, as wife and mother
required little if any forma education (Greyvengein 1996). It followed tha the Judeo-
Chrigian tradition which quickly found ground on which to settle the philosophy of mde
supremacy, was readily favoured among cultures practisng peatriarchd ordinance.  Again,
the authority in the cregtion story where Adam the recipient of God's persondity, stands
as authority and replicates dl that embodies God's authority, might, power and supremacy
(Rockwood cited in Greyvengtein 1996) gave even more crediblity to the status and
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postion of men and women. As a consequence, the devation of the mae and the
masculine is invarigbly open to ause and misuse even though the initid intention might
have been for Adam to serve complementary purposes. The crux of super ordinate and

subordinate roles lies here.

Chrigian teaching as we know and receive it today is built on interpretations, and for
every era there is a predominant thought. Nonetheless, the sngle commonness through
the eras is the orientation of difference between men and women which is tracesble
throughout church higtory, with the subsequent result being the Stereotyping of gender
roles and role socidisation

Enabled by ther own interpretation of the old-testament, church leaders and prominent
writers propagated philosophies that promoted and sustained mae sexism (Greyvengtein
1996). The writings of men like John Chrysostum, a prominent Anglican theologan,
writer and spiritudl leader of histimeilludratesthis

To women is assigned the presidency of the household, to men all the business of justice,
government, the military... In deed this the work of God's love and wisdom the one who is skilled
at the greater things is downright inept and useless at the performance of less important ones, so

that the women’s service is necessary...If the more important, more beneficial concerns were turned

over to the woman she would go quite mad...[Emphasis mine] (Meer 1990:14)

With the support of the highest church office, the impact of philosophies is expansve and
the effect on gender datus and pogtions adverse.  Pope Gregory 1, the head of the
Catholic Church in the early eighteenth century, declared that a woman was dow in
underganding, ungtable, weak and naive and therefore inclined to a naturd weskness that
necesstated the strong hand of her husband (Meer 1990). Anocther illugtration is that of
the conceptudisation of women in Victorian times. Portrayed as desexudized and
incapable of little ese outsde of the home besdes, children and domestic duties it was
even argued that such was their only passon (Ceplan 1987). Whatever the portraydl,
women have suffered the besmirching effects of sexist socidisation even upon ther roles

as homemakers and child rearers.
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Changes in favour of women are dow to be effected and it is the contention of
Greyvengein (1996) that the deeply entrenched Stereotyped view of women, accumulated
over years of inherited history remains a the core of modern society. An exemplification
of this is captured a the 1998 Lambeth Conference, the decadal congregation of Anglican
bishops held in England. Here, the church’'s attitude to women in leadership became
agpparent. Of the seven hundred and eighty bishops, eeven of them were repestedly
referred to as “women hishops’ a labd impressing peculiarity or incongruence between
their podtion and gender. The announcement to perform a fifteen-minute century-old
opening prayer ceremony was headline catiching merely because the bishop presding was
awoman! (The Times, July 1998).

According to Brannon (1996), widespread gender stereotyping provides obstacles to the
full development of both men and women. For achievement-oriented women, as would be
the case of a woman in leadership, the entry into a congpicuous position makes her a token
because she comes from a minority. She therefore stands out becoming more visble than
her mae counterparts and is made to fed the pressure to succeed and to reflect well on the
ability of everyone in her minority group. This seemed to be the case a the Lambeth

Conference.

In conclusion, the creation of the gender stereotypes can be enforced by a long history of
religious pressure so that he stereotype form becomes an intrindc part of the heritage and
paradigm of the society. A woman born into it Smply grows to blend into it. The same
standards determine the relaive position of women.

2.3.2 Idam

Idamic traditions were introduced in the 7th century and condituted a move toward
improving the status of women as women were important supporters of Mohammed and
his new religion (O'Kdley 1980). In fact, Idam as a rdigion is s0 intertwined into the
culture and way of life of its believersthat it isdifficult if not atogether impossble to
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remove the religion from the philosophy of the people (Hussain 1994, Mabro and
Faruzid-Solh 1994, Meer 1990, Sdman et al. 1987).

The Koran dtates that man and woman were created from a snge nafs or soul and that
both should enjoy equa datus fashioned on respect and equity. The spread of Idam
through patriarcha sructures and the influentil scholarly Koranic interpretation, has hed
women isolated to the domestic sphere and placed n pogtions that excluded them from
the public spheres of power (O'Kdley 1980, Saman et d. 1987). The isolation of the
Mudim woman to that inconspicuous postion relegates her and clearly marks out her role
asthat of an inactive and non-participatory member of her society.

The power and influence of Idam lies in the shari’a (law) which is the informing law of
any Arab date. The shari’a defines and governs the land with regard to the satus of the
family, men and women (Sdman et d. 1987). Morteza Motehari, a scholar of repute,
identified a naturd balance between equa and different roles of men and women with the
convincing agument that outdde of the family, manmade socid laws govern socid
relations because that is the honest and acceptable thing to do from a religious standpoint.
The essence of his argument is clear. In kegping women within the confines of the home,
the unspoken law is in operation and it follows that women are perceived as incgpable of
handling matters outsde of their relm because, it can be argued, they are not part of it and
therefore do not understand it. It is a world that they require to have defined for them by a
member of that world.

Other arguments contend that the confinement and redtriction serves the “good” purpose
of ascataning a “guaantee agangt decadence’ (Minces 1992). While this have
well.intended purpose it also blocks out the “good” and instead perpetrates a form of
decadence by the lack of recognition of women and this further destroys women dready
postioned low. Unempowered by ther date of vulnerability through the generations the
postion of these “naturaly, moraly and religioudy defective’ (Hussain 1994:32) persons
IS pernicious.




Whether such condructions are a misconception or not can only be answered by the
women themsdves and there is adways the broader socid context where competing
ideologies contribute to the framing and sheping of the identiies of women.  Such
contexts might be voldile fieds, filled with unease, tenson and conflict, but it is the same
contexts that offer the solution when and where they are embraced and envisoned as

platforms for change.

2.3.3 Hinduism

Hindu law was codified in 2 BC and became more regtrictive of women so that they were
placed under perpetua guard ship of maes; firg the father then the elder brother then the
husband. The consequence of this socid set up limited women in their performance, in
what they could handle and control, the consequence of which was the loss of among other
rights the right to paticipate in public life. The dedgn of this was an effective bar
because women were aready forbidden to read sacred scripture and were deprived of
access to the more prestigious aspects of religious life (O'Kdley 1980). Ignorance and a
lack of information forced women into a Stuaion of dependency, subsequently causing
them to be inferior.

Ironicaly, Hindus accord mothers honour (Cgplan 1987) but not in recognition of ther
presence; rather because of the God-given nature that makes them different, sdlf-effacing,
loving and compassionate beings. These are attributes over which men have no contral,
the paradox of which is further compounded by the revered “ Satyagraha” which
maintans tha leadership comes from the sout heart that comes through suffering and
fath rather than from books (Caplan 1987). Such complex links between rdigious
ideology and the role of women is illudrated in the hisory of India The women who
participated commendably in Mahatma Ghandi’'s independence campaign served as
evidence of leadership ability in asociety that frowned upon women:

Woman is the companion of man gifted with equal mental capacities. She has the right to

participate in the minutest details of the activitiesof man, and has the same right to freedom and |
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liberty as he...by sheer force of a vicious custom, even the most ignorant and worthless men have
been enjoying superiority over women which they do not deserve and ought not to have (Young

India Magazine cited in Caplan 1987).

Interesting here is that it needed a man to recognise this noble deed when it was clearly
deserving and open to anyone's acknowledgement. Though the woman is revered it is
only in her motherhood role.  Such reverence might be more sgnificant and meaningful if
it bore the badc tenets of empowerment such as freedom, public expresson and the
recognition of her presencein dl her other roles.

2.3.4 African tradition and current context

In much of Africas gender ideology is embedded in “the pedagogy of difference”’
(Wamahiu 1996:46). This is as a consequence of indigenous education in pre-colonid
Africa, colonid education in christianised Africa and contemporary Africa were there has
been little done towards the upliftment of women's pogtion vis- a -vis that of men as dl
three eras have essentidly been patriarchd in ideology.

Because many of the pre-colonid societies were agrarian or pastoral peasant communities
where wedth, the only measure of vadue was in the hands of men, as such women could
not command power or influence and remained under the shadow of ther families and
spouses (Richmond-Abbot 1992, Walker 1990, O'Keley 1980, Mbiti 1978, Kenyatta
1938). This continues to be the case today. Where women have taken charge of the
household and manage family affairs in the absence of a senior mae figure women, the
same women ironicaly do not have the independence and autonomy of power.

By tracing the roots of power divisons, indigenous education appears to have had great
influence. By maintaining a saus quo by the perpetuation of ethnic identities and the
preservation of ethnic boundaries, indigenous education had the am of harmonioudy
integrating individuds into their socid groups (Wamahiu 1996). Evidently, from these
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reasons, indigenous education embraced men and women as biologicdly different and
propagated that each belonged to ditinct worlds for which each played separate though
complementary roles in society (ibid. 1996). Seemingly, from a perspective of equity, this
form of education was desgned to maintain a pedagogy of difference between gender.
Perhaps too this set up served to ensure the success advent of colonidism and Chrigtianity
in Africa.  In particular, the imposition of amonetary economy and an education system in
the nineteenth-century had far reaching consequences for the dtuation of African women.
To begin with, colonid education was used to propagate the view that a woman's place
was exdusvedy a home within the kitchen. The sysem gave a head dat to African
maes and limited the education opportunities offered to women. Above that it reinforced
the postion and place of women by limiting their education to domestic skills gppropriate
for the English housewife and by design did not prepare them to go on to the high leves of
the education sysem (ibid. 1996). African femdes for lack of education and skills
auffered a disadvantaged postion in the employment market and subsequently, were
unprepared for positions of public leadership.

It is againgt such a background that today’s African woman has had to make a come back
to ressset harsdf as an individud with the right to freedom, education and, equd
opportunities. In her awakening, however, she is faced with a society that is embedded in

male dominance and conservative patriarcha practice.

2.4 ldentity construction

“Woman makes her own history, but she does not make it under her own choosing” (Marx
as quoted in Papat and Staudt 1989:1). The extent to which they have been
discriminated againgt by their societies is well evidenced in empiricad research (Lorber and
Farrell 1991) because identity constructs have been the prerogative of afew.

The question, our identity, a men and women is criticd to the ideologies that inform
societd philosophies.  The dictionary defines identity as “who you are’ (Collins Co-build
Dictionary1995:833), in which case identity would mean on€'s own definition of onesdf.
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However, identity too, can be defined by society, and societies have been known to
formulate, structure and ordain such parameters to which the members abide and conform
(Parpat and Staudt 1989). In many of our societies the predomination of maes has
enforced that identity takes on their parameters. Therefore, it is from a mae standpoint
that the woman is defined including her expectations, aspirations and vadues and from
such a perspective, the true naure and humanity in the femde is didorted or even

removed.

2.5 Gender construction

Gender condruction or the identity a person can be approached from two dimensions.
One, there is the amplistic gpproach, “the fact that they are mde or femae’ (Co-Build
Dictionary 1995:700), which is a definition that relays a biologicd connotation suggesting
that there are “traits and behaviours that are regarded by culture as appropriate to men and
women” (Brannon 1996. 117). Two, there is on€s femaeness or maeness in the
physologicd sense including the psychosexud devdopments learning roles, and the
shaping of one€s sexud preferences (Lorber and Fardl 1991). The later definition
implies that socid rearing or socidisaion impacts on gender identity as the biologicd
factor of sex i.e. maeness or femaeness is used to congtruct a socid category of gender
which in turn is defined as masculinity or femininity. Coupled with one€'s race, ethnicity,
and socid dass is the cregtion of inditutionalised culturd and socid datuses.  Identity,
therefore, can be said to be a socid labdl, a socid condruction to which the members of a
society ascribe. Whether or not the labd is found agreeable to those upon whom the label

is attached is an issue of contention.

Gender congruction has evolved, and the last three decades mark an era in where women
sudies have become accepted in academia and embraced as a legitimate fidld (Gower et
a. 1996). Thissgnificant step forward demondtrates that gender studies have received the
recognition to spesk on women and related matters which societies have known little of or
have judged from one perspective.  This move indicates that scholars have come to the
redlisation that societies have had three histories“his’, “hers’, and “ours’. Thereisaso
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an acknowledgement of the heritage of mae dominance of and especidly drong in
academia so that “he” sory has largely been ignored or dse studied mainly in subjugated
roles related to the dominant sex and culture. The depiction of women as they know,
understand and perceive themsaves has been absent from research and subsequently from
documentation. What exigs ae condructions of women by societies that ae
predominantly ruled by maes and therefore the formations are from a viewpoint that is
ma e and masculine with no offer of an dternative.

Alternatives to identity congtruction are a new avenue that gender dudies offer. In that
regard there is now the opportunity for women to be perceived from a viewpoint that is
their own, defined as they know it (Gosetti et d. 1991). Such a perspective would indude
the roles, fedings and experiences of a woman's world, and because her sense of the
world is not necessarily the same as that her male counterparts it is favourable because it

presents women in an unbiased even if not representative way.

Findly, collectivdy women might have amilar experiences in that they are magindisd
and discriminated againg, but ther ideds and ambitions are individud and are not in the
pattern portrayed by white western oriented writers (Gosetti et a. 1991, Gower et al.
1996), many of whom have in many ways held amonopoly in the whole study of gender.

2.6 Gender history

For women to be in the place and postion that they are in today they have had to break
through an established order of patriarchy. In scholarship, masculine dominaion has been
characteristic of the sciences as has been the case with the socid sciences (Lather 1991,
O'Keley 1980). According to O'Kelley (1980), masculine bias has been evident since the
inception of the socid sciences because of the excluson of women in the study of gender
roles and aso because of the colouring of pre-existing sexist bdiefs about the natures of
women and men.
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The higtory of the social sciences records that the 19th century European ®ciologists were
influenced by the gender stereotype of their time, where maes were represented as the
naturdly dominant, aggressve and magteful sex, and the rightful leaders of society.
Females, on the other hand, were seen as passive, innocent and pure, the natura mothers
and the subordinates of maes (O'Keley 1980). Auguste Comte, a founding father of a
predominating, widdy informing and influencing gender sheping trend hed the sexis
ideology that women were both mentd and physologica inferiors to men in dl kinds of
ways whether physicd, intellectud or practicd. He clamed that man surpassed woman in
every respect with the exception of the areas of emation, love and maturity. Such explains
why women through hisory have had to fight their way, be it into professons, to be
included in “mae only” careers or to exercise public leadership (O'Kdley 1980). Like
many before him and of his time, Comte set a trend around which the society built its
condruction of women. The writings of Herbert Spencer and evolutionist Frederick
Engds did not change society’s view of women, rather they reinforced what society had
come to believe as true. This pogtion was encouraged because these two influentid men
maintained tha mdes were naturdly more forceful than women, a standpoint that was
maintained because of the influence of Sgmund Freud's psychoandytic theory and the
bass on which there was developed, a rationa for gender roles based on biologica
differences (O’ Kelley 1980).

It is suggested that the brain physiology of men and women differs so that women have
more integrated brain functioning then men. Men ae better developed in Spdid,
mathematicd and structured thinking and women are better developed in communicetive
and emotive areas (Wolmarans cited in Erasmus 1997). While such dudies atempt to
explan gender functions in generd, there lacks convincing proof for many of the
exceptions that occur.  However, that notwithstanding, it is true that a maternd
ingtinctiveness causes women to be comparatively more emotiond and loving. Again the

prevdence of these atributes predominantly in women does not indicate lack of them in

men and neither should it demean them as weskness or lesser endowment.
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Seemingly, the advent of gender studies has been marked with contentious issues around
maes and femaes and the nature of their persondities, attitudes and precepts. Though
veay little has been done in Africa, this has been the subject of many studies in the US and
the UK. A study done by Paul Rosenkrantz in the 1960's found strong evidence for the
acceptance of gender dereotypes by both men and women. These college students
evauated themsdves on persond sdf concepts that reflected the Stereotypical gender
differences.  Two findings that came out of this sudy were that, both men and women
pogtively rated more masculine than feminine and women gave negdtive evaduation to the
dereotypicd feminine characteristics that they acknowledged they possessed.  The
turbulent Sxties were not unmarked by the history of gendered socidisation. In particular
these women beieved tha feminine qudities were inferior and they did not want,
therefore, to identify themsaves with them. In a smilar study, Broverman et d. drew the
concluson tha “dereotypicaly masculine traits are often perceived to be more desirable
than are the Sereotypicd feminine characterigtics’ (Bass 1990:75). They proved that the
extent to which women were socidised againg themsdlves impacted upon them grestly
enough to have them questioning themsdves and even bdieving that there was something
Improper about feminine endowments.

Another large internationdly representative study conducted in a US college, Eagly and
Kite (Eagly 1983) found in ratings of 28 students from different countries, that stereotypes
of nationdlities were more smilar to the sereotypes of men than of the women of those
nationdities. There was, however, a large sgnificant difference between countries.  Also,
the anticipated response pattern that the national stereotype would match men more than it
did women did not occur. This study showed that stereotyping was not uncommon across
nations. This was dgnificant because it questioned the rationde behind western thinking
and ideology of condruction of women.

It is ggnificant that it is acceptable that gender stereotyping is a norma cognitive process,
if it can be understood in developmental terms as a useful gpproach to understanding the
complexities of gender. It is, however, not acceptable that there be and perhaps continues
to be an oversmplification and over generdisation of the maeffemae experience which is
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diverse and complex. This criticism reindates the question of saturation and the datic
state as opposed to the being fluid and change embracing, the latter of which is the
characteristic of perceptions as a consequence of the influence one€s experiences,
knowledge, persondity, mindsst and beliefs. Painly the term gender while making clear
the domain of study, does not an accurately capture the sum and substance of the persona

A persona or phenomena has aredlity, alived world.

In his averson to “grand naratives’ (Lyotard as cited in Gower et d. 1996) Lyotard
asserts that there has been too much weight placed on theoreticd commondlities a the
expense of higoricaly specific, plurd and locd variables in the studies on women. Grand
narratives were the characteristic of the 1970's feminis movement and some sudies on
gender then postioned women dereotypicaly. Generdities of this nature disadvantage
women because dereotypes creste dmplifications and agan fal to give sufficient
credence to differencesin race, class and ethnicity, education (ibid. 1996).

Findings of gsudies on women often dwel on the Sereotype. In a study by Bass et d
(Bass, Kruss and Alexander as cited in Bass 1990) of the 176 mae responses, the
following were the attitudes to working women. They cited that women lacked career
orientation, that they lacked leadership potentid and were undependable and emotionaly
less gable then men. Hdler, (cited in Bass 1990) in another study found that femae
leaders were negetively stereotyped into two extremes of a continuum. At the one extreme
was the mother, pet or sex object where women were conceived as too submissive or too
emotiond to be effective leaders. At the other extreme, women violated wha was
expected of them as women and they were seen as iron maidens, aggressive workaholics,

domineering and manipulive.

Studies of this kind tend to be presumptions perhaps even inaccurate in their perceptions
because women in leadership are defined and compared usng a criterion that does not
adways favour them because of the viewpoint from which the perception is conceived.
Besdes, generdisations ignore uniqueness, difference and the possibility of dudity.




The absence of accurate data on women in education leadership is by design a conspiracy
of dlence (Shakeshaft 1989). Broverman et d. (cited in Bass 1990:712) investigated sex
roles among 100 college students indicating the characteridtics, attitudes and behaviours in
which men and women differed. The femde role stereotypes that emerged described the
woman as among other things “more dependent .. more emotiond, did not hide her
emotions, was subjective, easly influenced, submissive, home oriented, unable to separate
fedings from ideas, had a strong need for security and easly expressed tender fedings'.
Seemingly, dl these are characteristics woud be incongruent with effective leadership and
management in amale orientation.

The consequences of dereotyping are complex and far reaching. The legacy has resulted
in sdf-imposed attitudind  barriers where women experience hindrances that prevent their
entry into positions of leadership. According to Heller (cited in Bass 1990), these bariers
may cause women to be reluctant to assert themselves for fear of fallure. Brannon (1996)
dates that gender dereotypes ae very influentid, and that they affect the
conceptudisation of women and men and edtablish socid categories for gender which
represent how people think. Thisisindeed true.

2.7 Educational leadership

Collectively, nursng and teaching are the two professons where the mgority of women
ae found (Shakeshaft 1989, Lessng 1994). In South Africa, employment in the
“educationalist” occupations stood at 163,652 African, 21,912 Coloured, 6995 Indian, and
58152 White women (Volmink 1994:66). These figures were the highest of dl the
seventeen sdlected occupations. It was the expectation that an equadly proportionate
number be reflected of leadership but this was not the case, and is gill not the redity with
school leadership.

The evolvement of education leadership has largdy been influenced by the trends in
corporate management and administration both of which are heavily moddled on the
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dructures and organisation of the manufacturing and industrid sectors (Hughes 1985,
Bush 1995). The rapid change in these sectors demands that change teke place in
leadership and management in order to meet the needs of a rigorous and unpredictable
commercid world. The contrary is the case with education. Change comes dowly and
trends over the years are deeply entrenched in a system that feds threatened by change and
therefore behaves in a dow and suspicious manner towards the incorporaion of anything

new including government palicy.

The duggishness in education can be attributed to that fact that scholarly literature onthe
current theory and practice of the impact of gender in education has only been there since
the past decade (Shakeshaft 1989). The reason for this is twofold: first, traditiona
leadership literature had more focus on mae leadership, because for decades men have
been the influencing scholars. Again, leadership research has had a focus and orientation
towards masculinity both in form and authorship. Second, seeing that women have been
absent from genera leadership and subsequently from school adminidiration, not much has
been documented about them. In an atempt to try and explain the dack in the dtuation in
the last 100 years, Pigford and Tonssen (1993) advance that even though women may
have come along way in some fields, education has not been one of them

It is important to understand the higtory of education adminigration and how it is
intertwined with the history of teaching (Shakeshaft 1989, Van der Westhuizen 1991) in
order to understand why women are as few as they are in education leadership. It is my
contention that gender socidisation has played a dgnificat role here because the
characteridics that society maintains of women and of men aso influence the socia roles
that they take and who holds the stakes. These characteristics include the expectation of
certain persondity traits such as women being nurturant and dependent and men assertive
and independent (Richmond-Abott 1992), following which in the education scene, women
can only be teachers and men the principasl  Briefly tracing the trends should generate a
picture of where education leadership has come from in the following three countries. The
firgt two are countries where leadership influence through studies and research emanates.




2.7.1 TheUnited Statesof America

Shakeshaft (1989) records that from 1905 in the US, school administration was soldy a
mae doman with secondary school principaship and didrict superintendency posts
occupied by men. This trend was embedded in two socid factors first, a masculine
socidisation that hedd women as inferior and as persons oriented only for domestic duty
and the home. A mindset that held women as incgpable of leadership, so that even when
the men did eventudly leave teaching, leadership posts ill remained the doman of men
(Sergiovanni 1990, Pigford and Tonssen 1993).  Secondly, the indudridisation era
between 1820-1830 developed a job market that attracted men away from teaching to
better paying jobs in manufacturing and commerce leaving more teaching opportunities to
women but not leadership postions. To generate an era of women in school leadership
was not posshle, even though the podtions were available  This was because of the
hodility on the women aspirants caused by a socidisaion that was evidently non
conducive to the progression of women.

Though records in later years showed a significant change the 1960-1970's, comparative
datigtics taken in 1985 showed continued under representation of women in school
leadership (Shakeshaft 1989) with the same in 1990. In this paticular year, however,
women comprised three thirds of America's public school teachers but hed only 34% of
the dementary principaships, 12% secondary and 5% of the superintendentships (Pigford
and Tonssen 1993). Though there had been a remakable improvement in the
representation of femde principds in the lagt twenty years, this “datigticdly sgnificant”
advancement (Mertz and McNedy 1998:196) presents a redity that is ill in need of

redress.
The United Kingdom
Like the US, teechers in the UK are predominantly women and have had a smilar history

of under representation. Of al teachers, women make up the 74% in primary schools and

45% in secondary school (Miller 1996). However, their numbers are not proportionate in
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school leadership the reason for which Coleman (1996) attributed to socid barriers and

hindrances both of which are the main obstacle to women’ s advancement.

2.7.2 South Africa

The manner in which a society is socidised permeates into its fabric.  Such is the case
with rdigion and colonidism and its impact on education in South Africa, an impact
which is dill felt today.

In 1652 the Dutch settlers brought to South Africa the influencing European practice and
religion of their time. Following, in 1882 were the Anglican, German Lutheran and
Methodis missonaries who converted large numbers of the Xhosa and Twsana
communities to Chridianity theresfter transforming the divison of labour in African
homes in order to fulfil the Victorian ideds of devout domegticity. The woman's domain
was around the home where she was a dependent as wife and mother and separated from
the public mae world of work and independent citizenship (Waker 1990).

Educetion assumed a smilar hierarchicd gructure in exact replication of the new order.

Later, in 1953 when the separate departments were set up to serve the needs of each race
on its own (see Behr 1984, Cross 1992) the ideds were enacted so that women teachers
and in paticular those of the disadvantaged Black and Coloured race experienced the
brunt of discrimination and staled career devdopment. The development of the various
facets of education was in many ways choked and in particular, the opportunities for the
gppointment of women school leaders was dmogst non exisgent. The following anecdotes
capture the fedings of women caught in this web:

The Education Department was extremely discriminatory in those days. Women were paid two
notches lower than men just because they were women. There was no housing subsidy for women.
| soon decided it was not the kind of environment | wanted to work in (Katie, 1998). The early
years of my teaching life, when fear of the dominant authorities silenced my voice, my growth as a

teacher was inhibited by an absence of other educators views and insights to illuminate my troubled
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thinking processes. During the 1950's in Apartheid South Africa, a coloured female had limited
career choices (Jantjes cited in Morrow and King 1998:163).

The changes to the condtitution in 1994 and subsequently the changed policies favoured of
the immediate removal of sructures and forms that stood as obstacles in the way of the
advancement of women. At the micro or normaive/culturd level, change in South
African shools is determined by the school type. That is, whether a school is private or
date owned. The entrenchment of years of socidisation prior to 1994 cannot be ignored
gther. In the mgority of cases the private schools are more given to accommodate
dructurd changes and this is mainly because of the governing autonomy that they enjoy.
State schools on the other hand, are controlled by the Department of Education, the School
Governing Body and even the politics of a place. Some of these controls @n be stringent
and debilitating to change endeavours over and above change and autonomy being a
newcomer in a tightly controlled school arena The post 1994 democratic position towards
school governance and the responghility that goes with it is therefore chdlenge that many
schools have to quickly settle and even find their own footing in the flux of change.

2.8 Leadership

2.8.1 A definition

Leadership today is somewhat of a buzz word for the sudy of an area that is of increasing
interest to organisations and inditutions. Leadership is as dusve to capture as it is to
define and as Hoy and Miske date, “...it is not surprisng tha definitions of the concept
are dmost as numerous as the scholars engaged in the study” (1987:270). In this age d
eclecticiam, it iswise not to confine leadership to a particular definition. According to

Vecchio (1997) leadership is a broad socid-influence that is didinctly different in form
depending on the inditution in which it is found. Lesadership fluctuates conforming to the
leader, the followers and the needs. Yet again, leadership does have recurrent patterns that
may well alow some form of categorisation.




To begin with, leadership is the focus of a group process, whereby there is the kader and
the follower; “the leader is the individud in the group given the task of directing and co-
ordinating task-relevant group activities’ (Fedler as cited in Hoy and Miskel 1987:270).

It is “... influentid increment over and above mechanicd compliance” (Katz and Kahn
cited in Hoy and Miske 1996:373). In other words, leadership involves the engagement
of a reaionship whereby interactions between the leader and the lead take place
advancing the persuason to influence the peformance of tasks leading to the
empowerment or disempowerment of members.

2.8.2 Anintroduction to leadership

Leadership theory reflects a higtory that is schooled into an exclusvely Anglo-American
mesculine mind-set (Gosetti et a.1991, Brandt 1992, Coleman 1996, Swanepoe et 4d.
1998). Likewise, modern leadership thinking is characterised by a patriarchd orientation
which, according to Gosetti et d. (1991), may be traced back to the influentia and widdy
quoted publication Leedership by James McGregor Burns in 1978. According to Gosetti
et d. (1991), Burns tredtise on leadership is the foundation for the popular books of
Peters and Waterman (1982), Bennis and Nanus (1985), Peters and Austin (1985), Bennis
(1989) and Sergiovanni (1990). This is not to say thet in the midst of Burns influence,
there were not other notable contributions.

The Human Rdations Approach of the 1930's is probably the geness of transformationa
leadership where Mary Parker Follet discovered that informa teams worked better, and
that less control by management yielded better results because the team nurtured
collegidity by inventing its own norms and work ethic.  Unfortunatey, this exponent of
human and relationd leadership has been little acknowledged. Burn's slence on gender
equdity and his hierarchicd congruction of leader/follower reaions magnifies his bias
and indicates his leadership orientation. Conceived out of the theories of Madow,
Erickson and Kolhberg, there is a cler demondration of the enormity of influence of the
male and the masculine.
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2.8.3 Great man theory

The “great man” theory proposes that leadership exigts in a superior few with in-born traits
evident in ther cgpacity and manifes in their achievement, responsbility, participation
and daus (Hoy and Misked 1996) thereby making them an dite that is distinguishable
from the masses. The key characteridic of this theory is that it locates the masses as
devoid of leadership ability and portrays them as needing leadership. The “great man”
theory, as history records it, is unique and predominantly a characteristic of the menfolk.
Among leaders like Moses who lead the Isradlites out of Egyptian bondage, Wington
Churchill who rdlied the British through wars of victory and now, Lee lacocca the
corporate transforming enterprenua guru, little is recorded of the leadership feats of
women with the exception of Joan of Arc, Elizabeth 1 and Catherine the Great (Bass
1990). Perhgps it was because ther leadership accomplishments were befitting of
leadership within masculine leadership parameters. Women in leedership like Margaret
Thatcher and the late Indira Ghandi are renowned possibly because they too had smilar

leanings.

The great man type leader has the power to lead because he is sanctioned to do so by the
masses (followers) who eevate him to that podtion because he has the ability to serve
their needs. Once the needs are served the “contract” as it were, is broken with the masses
(followers) remaining unchanged and unempowered because in the event of another need

the followers will have to look for yet another leader.

The dam made of the great-man theory is that the ability, vison and foresght to lead
resdes in a few persons. The contest over these speciad persons with special endowments
had the case of the great-man theory put to rest after reviews of hundreds of trait case
dudies yidded negligible and confusng results.  This dngle characterigic in  itsdf
rendered the theory on its own an invalid gpproach to leadership (Bass 1990).
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2.8.4 Leadership behaviour

The impetus for research on leadership behaviour began in the 1930's because attempts to
identify leaders on the bass of traits was didllusonary. Like the great-man approach,
here too a broad range of behavioura theories were tested. The person-centred (Sashkin
and Lassey 1983) or else employee-centered, relations-centered was a one-dimensond
goproach to behaviourd leadership that arose out of the Michigan and subsequent Ohio
State leadership studies where the contention was for a syle that would yiedd more
production among employees in industry. Though the Ohio dudies yidded pogtive
agpects of leader behaviour where “congderation” for subordinates and  “initiating
dructure’ through the giving of directions and orders were the two dimensons that
enabled effective |eadership. Behaviourd leadership gill had its focus on  task
accomplishment and above dl dse hdd little regard for the individud’s ingpiration and
motivation to leadership. The leadership objective was to get the subordinates (or
followers) to accomplish tasks. So while the leadership might be conceived as democratic
and empowering because there is the condderation of the followers through
supportiveness, interaction facilitation, work facilitation and god emphasis (Bowers and
Seashore as cited in Sashkin and Lassey 1983), it is essentid to note that the power that
lieswith the leader is purdly of afunctiona nature.

The popularity of this approach has given rise to leadership grids tha mode leadership
patterns that can be learned and repeated as in the Hersey and Blanchard and the Blake
and Mouton grids (Hersey 1984). Because they are moddled on behaviourism or the
dimulus response theory where leadership relationships are based on achievements and
rewards these “gpplications of tested concepts and timing skills’ (Hersey 1984) are limited
in how much they can dlow for the autonomy of the leader. A mgor criticiam of the grids
is that they address every Stuation with precise language making both leader and follower
patterned into a maze of responses dependent on the Stuation. The assumption that a
dtuation may not change dradticdly is adso erroneous. The leader in particular is limited
in the growth of his genius and creativity and the followers easlly become puppets on a

gring.
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The education inditution is in congant flux with Stuations and events beng paiterned
according to the human make up of the inditution, these models are therefore not likely D
work well because they come into conflict with the unplanned and the unpredictable and
ae limited in ther contingencies snce each grid only provides four quadrants of
operation.

2.8.5 Contingency approach

Hoy and Miskd (1996) define the contingency approach as a contemporary leadership
theory because of the fit mantained between persondity characteristics and the behaviour
of the leader. The Contingency Approach grew out of the need to find a linkage between
leadership, effectiveness and achievement, a predicament that the trait-Stuation approach

was unable to provide.

The Fedler modd posits that the motivationd sysem of the leader is the one that
determines leadership style and together with the favourableness of a Stuation causes the
group to be effective in the task of accomplishment or performance (Sashkin and Lassey
1983, Hoy and Miskd 1996). Though the leadership seeks to satisfy both the persond
needs of the leader and the worker and to meet organisationa gods, the leader is 4ill
modelled on “persond characterigtics’ (Hoy and Miskel 1996) and the approach presumes
that the Situation can be changed to suit leadership style.

The Fedler Contingency modd is the fird to propose contingency relaionships and
postulates hat leadership syle is determined by motivational systems of the leader and by
the group effectiveness which is the joint function of the leader’s syle, and the
favourableness of the dtuation (Hoy and Miskel 1987, Vecchio 1997). Evidently, the
focus of the modd is on the leader whereby the leader is seen as the one who seeks to
satisfy persond needs by a motivationa system that draws from his persondity. Agan he
is the one that seeks to accomplish organisationad goas for the group's satisfaction and
effectiveness.  While the gStuation enables the leader to exert influence, the favourability
of the group Situation is determined more by the position of power of the leader (power
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that is given by the organistion in the form of reward and punishment) or the degree
which he can get the subjects to comply (Hoy and Miskd 1987). Therefore, the leader
member relaionships rest on the acceptance and respect that the leader is adle to
command from the group. The more acceptance and respect, the higher the levd of
informa authority and incdlinaion to a rdation-orientation and the lower the levels of
acceptance and respect, the more forma the authority and inclination to a task-orientation.
In fact, leader effectiveness is an objective perception that is seen in the accomplishment
of tasks and for the leader to maintain effectiveness he has to move the Stuation to a Sate
of favourableness. The needs of the subordinates are of lesser dgnificance to the tasks
that have to be accomplished the latter of which is used as the criterion to “measure’
leadership effectiveness.  In an education sat-up leadership effectiveness and the idea of
measurability might be problematic because it would be difficult to define or even operate.

The House Path-Goal modd is smilar to the Fedler mode but revolves around leader’s
influence upon subordinates perceptions of work goas, personad gods and paths to goa
attainment (Hoy and Miskel 1987) and as such, is rdations oriented with the key factors to
effective leadership being the enhancement of subordinates psychologicd dates of
acceptance, satisfaction and motivation. In order to achieve such effectiveness there are
four items focusng on leader behaviour. These ae directive leadership, achievement,
supportiveness and participation (Hoy and Miskd 1987, Vecchio 1997). Evidently, the
leader’s behaviour can only be motivating to the extent that it increases subordinates god
atanment through clarifying the paths to the gods via a sysem tha is cortingent on
vaue rewards. Thus, the modd opens a posshbility for the leader to be manipulative and
the subordinates are likely to be oriented to maintaining a focus or speciaisation whereby
they reman ignorant of other aeas. The fact that the leader in his support for the
subordinates is concerned about their status, welfare and comfort (Vecchio 1997), makes
the leader powerful but again his postion is of limited influence on his subordinates, and
is rather more geared to the accomplishment of tasks. While it true that the leadership
may be described as acceptable and satisfying because the subordinates experience
behaviour such as involving ther participation, there is probable dependency on the leader
in the long term because the mode posits that mativation emanates only from the leader.
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Agan the leadership concern lies in getting followers to accomplish or perform tasks
rather than ganing overdl co-operation and energetic participation from the members.
The contingency approach is rather like a settled culture where the leader is entrusted to
the supervisory role of standardised work activities.

The maor dement lacking in these earlier gpproaches is a dyadic process or reationship
between two people. These models are by and large a group wide process whereby the
relationship between leader and subordinate is focussed more on task accomplishment
than it is on rdeasng the subordinates levels of empowerment.  Transformationd
experiences are experiences that transformational leaders release upon ther followers by
motivating them to peform beyond ther expectations.  Resultantly, the motivation
heightens their awvareness of vaue desgnated gods by inducing them to transcend sdf-
interest in favour of the organisation, consequently raising the subordinates motivationa
level in terms of Madow’s hierarchy of needs (Singer and Singer 1990).

2.8.6 Trandormational and Transactional leader ship

The legacy of leadership shows that leadership depends on legitimate power or coercive
power. According to Burns, transactional leadership “occurs when one person tekes the
initiative in making contact with others for the purpose of an exchange of vaued things’
(Burns 1978:19). The extent to which this is the known form of leadership is assessed by
Bass when he dates that leadership has generally been conceptualised as transaction (Bass
as cited in Singer and Singer 1990) or as codt-benefit exchange process. Transaction is
between leader and subordinates whereby the authority governing the performance of
tasks emanates from the leadership, here leadership is endorsed by the organisation as a
forma authority. Transactiond leadership is more typica of a mechanigic organisaion
than it is of an organic one. The leadership is characterised by a type of centra authority
or “top- down” leadership with standardised operational procedures that are enabled by the
forma and rigid dructures and the leadership is driven to get followers to conformance
rather than to innovation and creativity (Singer and Singer 1990).
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Leaders operate in organisations and are anchored to some form of structure that they find,
creste, compete againg, conform to. In educatiiond administration Sergiovanni cites four
“sysematic gpproximations of redity’ (Sergiovanni cited in Marshdl et d. 1996:272) that
guide adminidrative practicee. These are the rationd/scientific, mechanistic/ bureaucrétic,
organic/collegid, barganing/ politicd management forms.  According to them, dl four
have limitations fird and foremost because “no administrator adheres exclusvely to any
one theory of management or relies on any one perspective of leadership in day to day
practice. On the contrary most leaders draw on severa” (Marshdl et d. 1996:274). The
implication of this is dgnificant, perceiving that leedership is not vaue neutra and is
governed and guided by laws and policy that are applied equaly to dl. It is, in fact, in the
because of such assumptions that traditiond theories are notorioudy bureaucratic and
mae superior 0 that the behaviours and values of women, minorities and others have
been excluded from leadership theory and research. Marshdl et a. captures the truth of
where leadership comes from and explains that “ behaviours, background, appearance,
language and difference that were different or atypicd were dismissed as non leadership-
like, deviant or deficient. Diversty, dternate modds, or variations from the norm were
seen as signs of incompetence” (Marshall et d. 1996:275).

There is a linkage of gender to power, taking that leadership and power in this ingtance are
gynonymous.  The higoricdly derived definitions of masculinity and femininity are seen
and reproduced in leadership relations so that the sratification of leadership has men a the
hem, dominating and controlling those inditutions with their definition of leadership,
ther tratsand vdues. While it may be seen as difficult to change the indtitutions and the

vaue dructure, it is another matter to begin to gppreciate that vaues can be different and
that leadership power does not stem from being a conspicuous figure,

It is in this connection that transformationa leadership is gopraised as a leadership form
that appreciates the vaues of diversty. Transforming unlike transactiond leadership
occurs “when one or more persons engage with others in such a way that leaders and
followers rase one another to higher levels of moativation and mordity” (Burns 1978:20).
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The leadership is inclined to be charismatic, with individudised congderation for
followers and intdlectua <imulation (Bass cited in Singer and Singer1990) so that
followers are rased in motivationd levels to atain higher needs or reach actudisation in
reference of Madow's hierarchy of needs. As such, transformationa leadership best

operaes in an organisation that is organic and where the climate is warm and trusting.

In concluson, the invedigation of leadership theories and the modds tha have been
developed thereof show that wheress leadership has evolved to include a diversty of
models and styles, many of which are popular in leadership training, the basis of ther
foundation has remained largely unchanged because there has not been an dternative
viewpoint to leadership or a*“non traditiona leadership style’ (Rosener1990).

2.8.7 Theleadership of women

School leaders are chdlenged to adopt the ethic of caring to enable schools to become
caring communities that nurture dl children, regardiess of ther race, class, or gender. It
darts not with sructures and organisations or leadership but with people and an ethic of
relationships (Marshdl et d. 1996). Among the criticism of leadership theories is tha
leadership is masculine in mind-set and demands for an adherence to  “rules of conduct”
(Rosener 1990:119). The rules are basicdly the adoption of “male characteristics’ such as
assertiveness, competitiveness, socid and political astuteness (Gosetti et al. 1991).

Invaridbly, the configuration of leadership theories and models characterises intentiondly
or unintentiondly the sysematic excluson of the vaues of women, the vaues tha inform
their practice and those atributes that enable them to function as effective leaders.

Noting that transformationa leadership bears dternative forms, the question of whether
transformationa leadership is a “woman” style leadership does arise.  The key fact here is
that women leaders do cut a different type of leadership and they do shape leadership in
another form.




Generdly spesking, the socidisation of maes prepares them to be leaders while the
socidisation of femaes prepares them to be followers (Pigford and Tonssen 1993,
Richmond-Abbott 1992). As such, for women seeking leadership postions and for those
who have to contend with the definition of a leader as one who has “masculine traits’, this

becomes a pogition of quandary that leaves women with two options:

1. Todefineleadership to include a*“femining’ perspective.
2. To beresocidised (Pigford and Tonssen 1993).

The first option is perhaps the more obvious thing to do and is dso timely and in line with
current leadership trends. It is an gpproach that has the potentid to inform and perform
without having a leader be prescriptive.  This being the case transforming leadership is
accommodating of feminine atributes and perspectives as it offers new lenses through
which to view the world of leadership (Rosener 1990, Gosetti et a.1991, Vecchio 1997).
This it does in the naturd eements through the recognition and emphasis of experience
and viewpoint. There is in essence the gppreciation of leadership as an individua thing
that blends into the constantly changing person of aleader.

For Sergiovanni this means that leadership as a “persond thing”, a “mora imperdive’
(1992:321) because it condtitutes the entire being of the leader; head, hand and heart. The
heart in paticular fuses with the concept of experience and viewpoint because the heart
encompasses beliefs, values, dreams, thus bearing a commitment to a persond vison. It is
a way of thinking, “sdf knowledge’(Bolman and Ded 1994:10), or even an “individud
consciousness’ (Gosetti et a. 1991:10).




2.9 Women leadership in South Africa

Gender cannot be studied in isolation from race and from class (Cherryl Walker 1990)

South African women carry a unique heritage that is dso replicated in the diversty of the
country’s races and culture. The socidisation of women has been determined by two
factors both of which continue to influence and shegpe the context of ther dtuation. To
begin with, there is the fact of one€'s race and subsequent experiences of womanhood that
are unique to the group. Then there is the impact of a history of separate development a
socidisation to which every race in South Africa has had a different experience (Meer
1990, Lessing 1994).

Diversty not withgtanding, it gopears that the socidisation of South African women bears
some commondity across the races. In interviews conducted on men and women
commerce and industry workers of different races, Meer (1990) found that few of them
believed that women and men were equa or had equd clams to the job market. There
was a generd consensus that men and women were different and that these differences
were biologicaly rooted, subsequently that men were superior and had a priority clam to
employment. Women essentialy owed men ther labour and were accountable to them.
Her findings reflect a srong masculine socidistion the characterigtics of which are
manifes in the representation of women in the South African labour market. In the
goatheid South Africa where women were unquestionably margindised, career
opportunities were limited to nurang and teaching (Jantjes 1998). The large numbers of
teechers and nurses exists and the impact of mass training of teachers is seen in the
government’'s efforts to down-size the numbers by retrenchment and redeployment yet
many schoolsin South Africa, ironically lack teachers and lack quaified and competent

school leaders. Agan those that are school leaders are predominantly mae from within a
workforce that is overwhelmingly femde.




A report by the Breskwater Monitor in 1996 found that there were 93.2% men and only
6.8% women holding management pogtions in various organisations in South Africa
(Sunday Times cited in Ngcobo 1996). This has not changed in 1999. In a report on
women representation in the South African job market, Gauteng province which done
holds 40% of the entire working population of South Africa showed some interesting
trends. Alone it has a level of education higher than the national average across al races
and sexes and has more educated femdes than the national average. However, the sudy
showed that women were largdy under represented in leadership and management
postions with “African women largely relegated to ‘dementary’ jobs and white women
predominantly in dericd postions’ (Dehghanpisheh 1998:8). Given that Gauteng is the
hub of South Africa’s labour market, this under representation is a Sgnificant pointer to
what is posshly a typicd case of women in the labour al the other provinces The
scenario depicts that a labour force that poorly represents the leadership of women,
whatever the sector.

In education, to narrow the focus, the absence of women in postions of school leadership
is much the same. In an empirical investigation on leadership, from a sample of twenty
out of one hundred and one randomly selected schools in Soweto, Evaton, Lekoa and the
Eas Rand region, there were only four women of the twenty principas involved in the
sudy (Mnguni1988). Once again this study conducted in Gauteng did not depict a labour
market thriving with women in the top echdons. The findings of this study indicated an
absence of women in education leadership showing that this was not primarily a festure in
the corporate, industrial and commercid organisations but also an gpparent characterigtic
in schools. Other interesting revelaions emerged from this huge survey. It was found that
women were acceptable as leaders whereby both men and women followers found them to
be competent, effective a work, dedicated and responsble (Mnguni 1988). The
acceptance and acknowledgement of their effectiveness as leaders contradicts the fact of
their absence, more paticularly when this is weighed againg the fact tha women make
the mgjority of teachers,




Cloly following a decade later, dmilar findings were obtained in a study in secondary
schools in Kwa Zulu Natd where followers described women principds as “specificaly
more hard working, motivating, sdf disciplined and committed than mde principds’
(Ngcobo 1996:3). The progress of women into leadership and the equaly smdl numbers
abet the encouragement and accesshility to leadership postions following the new post
gpartheid condtitution raises questions and makes the issue somewhat irregular.  Granted
that, there is strong evidence to indicate that women are able leaders, the question as to
whether ther margindisation has to do with ther leadership or with other factors remains

unsolved.

Meanwhile, it is the intention of the government that every citizen irrespective of race,
class, gender, creed or age has the opportunity to develop his’her capacities and potential
and to make a full contribution to society (White Paper on Education, 1995). This in
leedership means the acknowledgement and accommodation of digtinctiveness,
preferentid trestment of priorities and values. For a person that is a leader there is the
freedom not to succumb to sameness and the provison to be different or unique where the
means is geared towards achieving effectiveness. (Cook 1993, Wolmarans 1997).

To conclude, to be different or unique as a leader is to embrace onesdf, the qudities and
vaues that one holds and the view that one has of leadership. In order to capture the
essence of such leadership, it would require burrowing behind popular leadership
rationde.  The idea that leadership follows only cetan edablished criteria is a
misconception.  The redity about leadership is that it is politicd, moving and dynamic and
is not confined to authority or podtion. It springs from the way that one thinks when
moving into effective action.

37



CHAPTER THREE
METHODOLOGY

Within the last decade, the feminist research community has engaged in a dialogue concerning the
use of quantitative versus qualitative methods in social research. Much of this debate has
concerned the claim that quantitative research techniques - involving the translation of individual
experiences into categories predefined by researchers - distort women’s experience and result in a
silencing of women’s own voices. Advocates of qualitative methods have argued that individual
women'’s understandings, emotions and actions in the world must be explored in those women’s
own terms. (Holland, Blair and Sheldon 1995:217)

3.1 Introduction

It is true that qualitative research has come of age in education (Le Compte et d. 992) and
therefore a development worthy of embrace and certainly a step in the right direction.
Unlike factories, education inditutions, are human as they comprise people who are socid
and relate on a plane of emotions and attitudes, likes and didikes. Research in this field
can no longer aford to be entirdy quantitative reducing experiences, meanings and
viewpoint to impersona datidtica figures because people are in congtant interaction with
the world they live in and from their engagements conceive dtitudes and viewpoints and
hold values and bdliefs. These aspects of their being are important to them and cannot be
held together in a figure. In addition, these dtributes like them keep shifting, figures

cannot contain flux.

In this regard to capture the subsequent changes and trends would require a versdtile
method of invedtigation, one that would capture the essence of the lived world of the
phenomenon. The research method would need to be one that faithfully serves the goals
and purpose of capturing such experiences or viewpoint. Miller and Dingewdl (1997)
support this and even argue that the choice between methods of research depends upon
pragmatic matters.




Thus, research in education inditutions would require that the paradigm be adaptable to
accommodate the flux but adso penetrative enough to capture the meaning tha those in
such indtitutions make of them and the bearing that has upon them.

Badcdly, this chepter explains the raionde behind usng the quditative paradigm. It
explores the case study as a method of research and the role of the in-depth interview,

journd entries and questionnaire as complementary research techniques or instruments.

3.2 Theresearch paradigm

Usng the quditative as opposed to the quantitative paradigm in research on school
leadership, was not entirdy a choice because the trend in education research is
increasingly in favour of quaditative research (Keeves1988, Cohen and Manion 1994), but
because of the versatlity that comes with the paradigm as far as options for methods is
concerned and also because of the position the methodology enables the researcher to take.
Congdering that the focus of this study was on the perceptions of leadership, that is,
leadership from the experiences of individuad women in school leadership (dso referred to
as schoal principals), the study opted for a methodology that would respond suitably to the
shift and flux.

In this connection, a methodology inclined to datistical and quantified variables producing
generdisable outcomes was found to be unfavourable as the objective of the research was
that the subjects be heard or appreciated each as a unique entity. Agreeably, the case
sudy fitted because each principa was appropriated as an individua case or a single
entity and presented as she exigs in her naurdly occurring environment unique with its
complexities and particularities and not as a representaive in a sample (Johnson 1992,
Stake 1995). This is not to &y, however, that commondities were ignored. These were
accounted for and comparisons to other studies made.

Cogent support of the methodology comes from Cohen and Manion (1994) who date that
the broad quditative paradigm is able to relate phenomena as we apprehend them through
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our senses. This would mean that the qualitetive researcher is able to engage in-depth
study of the research subject, place emphasis on the rigorous interpretation necessary of a
case dudy, rdate meanings out of the subgtantive and a the same time leave openings for

further explorations.

The methodology in this study, enabled the exploration of leadership redities so that esch
case yielded rich data that gave a thick description of leadership. The data carried the
experiences of the lives, careers, hopes and aspirations of the school leaders giving a
capacity and “feding for the data’ (Holland et a. 1995:223) that only this paradigm can
give

3.3 School leader ship and the qualitative paradigm

It is necessry at this point to locate the place of this methodology in an arena where
studies on leadership are countless (Bass 1990). A sizesble chunk of studies on leadership
is in the quantitative paradigm. Mills and Tancred (1992) explan this Parsonian
dichotomy of ingrumentdisnwwork and affectivity/family as an influentid condruct, one
that has shaped research agendas and is found in theoreticd explanations of leadership
behaviour.

The prevalling gpproach to intra family behaviour and dructure, to organisationd
behaviour, and to the interrdationship between family and work has generdly been
characterised by an empiricaly oriented world view in which the world exigts as a priori
which is knowable through objective observation. Such an approach obscures
underganding of how work and family are experienced, perceived and formulated by
women and men and how such perceptions may vary with gender.

In fact, it is on record tha women in leadership have generdly been ignored. and is
evident in the literature of the past twenty years, which demongrates a gender bias in the
interpretations of organisationad experience and socid domans such as mordity and

power (ibid. 1992). In education especialy, research has been weak both on women in
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organisations and on the impact of gender on behaviour (Shakeshaft 1989). Where
empirical sudies have been conducted, datiticd data have merdy presented women as
figures that are sorely under represented (Lessing 1994, Shakeshaft 1989).

Generdly, the research that there is on women in leadership, supposes a fase separation of
the person, ther work, ther home and ther socidisation, dl of which are integrd
components of leadership. The repeated emphasis that women are under represented and
the subsequent little research to explain ther viewpoint, is a deterrent that emanates from
the absoluteness and finality that characterises empiricd research.  Here, therefore, the
importance of explorative research endeavours is seen.  Through exploration, leadership
sudies can feed research with the viewpoint of a leader, the exigency for this in the study
of women in leadership cannot be emphasised.

An gpprasd of quantitative methods directs criticism not agangt every form of datistics
but on the monopoly the method clams to have to accuraiely describe the world (Mies
cited in Cook and Fonow 1991). According to Mies, dtatistics derive their definitions of
gender from the prevaling sexigt ideology of the 19th century and sadly enough, this
image does not correspond with the experience of many women, who now dgand to
chalenge the status quo. To believe that studies derived out of Satistical procedures are
free from ideologies would therefore be naive. The truth is that many such Sudies
legitimise and universalise power relations because they bear the stamp of “truth” to the
definitionsthat lie at their base.

In the context of this study, the essence of this would be that, where the quantitative
methodology lacks, the dterndtive quditative methodology gans and despite some
ideological digortion the latter does not ignore the living connections in the way that the
former does. In respect to women in leadership, this is very important because
connections can be drawn and meanings explored. Because there are negative reactions to
quditative research in maingream academic community whereby it is perceived to be
unscientific, politically motivated and suspicious (Cook and Fonow 1991, Hedly and
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Stewart cited in Holland et d. 1995, Reinharz 1992), this particular method provides the

means to a more accurate and valid data about respondents experiences.

The leader’s experience in leadership research is criticd if one is to understand leadership
perceptions. To place some hypotheses upon such a sudy would be attempting to test an
assumption about leadership, or ese make a measure of a leader’s efficiency in terms of
job output or job performance. Unfortunately, this misses the point as this is only one of
the many possible outcomes of leadership. Leadership as stated before is an experience in
which a leader develops dttitudes, perceptions, ideologies and even biases.  Such
experiences cannot be quantified and various reasons support thiss. Cook and Fonow
(1991:66) indicate that “experience means teking red life as the dating point, its
subjective concreteness as well asits societal entanglements.”

It would make sense then to enter this redm using language as the tool of expresson
(Lather 1991). She emphasises too the need for such expresson dating that language is a
power tool that tells of experience, and that it is the same tool that contributes to credtive
endeavours.  This is necesstated by the fact that women's lives, ther hisory, their
struggles and their ideas conditute no pat of the dominant science in research. The
engagement of language would therefore be the forum from which they can table
themsdves away from the redrictions and limitations and bias of the more “traditiond”
fooms. The other thing is that, for research of this kind to make any contribution to
leadership studies there is the need to present leadership as it is - an experience. It is aso
gopropriate that this form is recognised as an dternative methodology where leaders, in

this case women, can state how perceive leadership.

To conclude, one of the vaues of the feminist perspective lies in the ability to address
issues with new lenses. Here the quditaive paradigm complements such vaues in three
ways it offers methodologies through which many aspects of women's experiences can be
aticulated and even conceptudised. Within the socid sciences the method permits
women to express their experience fully on their own terms describing their world as they

experienceit. Findly, the methods have the potentid to offer amore human, less
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mechanical relationship between the researcher and the researched (Holland et d. 1995).
additiondly, education leadership research is increasingly shifting to the quditative
paradigm because the paradigm dlows for persondised investigation (Marshdl and
Lassey 1983, Shakeshaft 1989, Coleman 1996, Mertz and McNeely 1998).

In the last decade, research on women in education leadership in South Africa has
witnessed increase both in quantitative and in quditative paradigms with the latter taking
preference in recent years (Duff 1991, Mnguni 1988, Nzimande 1995, Ngcobo 1996, Van
der Mescht 1996).

In an empiricd sudy of 101 high schools Mnguni (1988) was able to survey twenty
randomly sampled principds to derive generd leadership ingghts. Her sample had
women poorly represented with only four women out of the twenty. Her findings lacked
depth from the fact that the sudy was a survey whose focus was on the peripherad. As
such, though the study did reved an acceptance of women in principaship postions by
their followers, their experience of leadership was conspicuoudy absent making the study
hepful only for an overdl picture of power rdations but wanting where detail and depth
of leadership perceptions was concerned.

Duff (1991) in a quditative sudy undertook to study white femaes in education
management in an endeavour to review their perceptions as far as bariers, aspirations,
moativation, and needs were concerned. She found that women were required to mediate
the boundary between the behaviours expected of women and that expected of the
ovewhdming magority of mae adminigrators when the former became managers. She
found too that acculturation and socidisation both played a mgor role. She aso found
that essentid to the attainment of their aspirations relevant qudifications were vitad for
women. Her study congpicuoudy left out women of other races and therefore makes a

poor indicator of the leadership scope in South Africa, even then.

Ngcobo (1996) in her research undertook an in-depth study of a single principa but began
with asurvey whose empirica findings reveded little else other than agenerd indication
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that women were acceptable to their followers. Neverthdess, from her in-depth study of
this one principa there was evidence of acceptance on the grounds that she was found to
be “specificdly more hardworking, mativating, sdf-disciplined and committed than mde
principads’ (Ngcobo 1993:93). Such findings reved the potentia that quditative research
has in opening up the other side of leadership perceptions.

Van der Mescht (1996) in his phenomenologica research undertook an in-depth study of a
sample of five leaders, two of whom were women. Though neither of the two were school
principads (one was a lecturer and the other a curriculum trainer/developer), both were
leaders.  The one important thing that came through in his study was that the leaders
conceived themsdves as being in a sate of becoming, as being in trangtion, in congant
change, as dynamic entities. In an argument for the recognition of such redities, he Sates
that “... a phenomenon such as leadership - a human endeavour - should be looked & on its
own terms ... dearly leadership research would gain much from the adoption of a different
gance, enabling researchers to work within the more naturdist frameworks that embrace
and even reve in the complexity and ambiguities that are uncovered” (Van der Mescht
1996:10).

To conclude, it is worth noting the place and status of each method in research. While an
empiricd sudy would expose or unvell generd indghts it would fal to reate how
principals fed and how they integrate and relate heir circumstances. It is this gep that this
study will inasmal but a contributory way serveto fill.

3.4 The Case Study

With quditaive research becoming increesingly popular in the socd sciences and
increesingly so in education, research undertakings motivated by in depth studies make it
possible to research on the nature of phenomena and have aso have gained respectability
and even recognition. Unlike the experimenter who manipulates vaiables to determine
ther casuad dgnificance or the surveyor who asks dandard questions of large

representative samples of individuas, the case study researcher typically observesthe
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characterigics of an individud unit (Cohen and Manion 1994). The case Sudy is a
method thereby dlows the individudity of each case to come out as a persuasive voice.
Where research requires an answer to a “how” and a “why” question and is focussed on a
contemporary phenomenon within a red-life context then the case study becomes a
suitable research drategy (Yin 1989).

The invedtigation into the experience of women school leaders in a predominantly mae
environment raises questions such as how women perceive leadership, why there are few
women in such postions and even wha the future of leadership is for them. Because
there is literdly nothing in this area in South Africa (Atkinson et d 1994), it was logicd
that this study should follow the drategy of a multiple case study (Yin 1989) or collective
case dudy (Stake 1995) as the investigation sought explanations to questions in as much
as it explored school leadership. The persuasiveness of the case study further reinforced
its choice because of the nature of the phenomena and the subjects under investigation,
neither of which the researcher had control over.

To illudrate the vaue of the case study as a research method with persuasve features is a
sudy on fifty maritd rgpe cases. Yllo ( cited in Holland 1995) dates the following: “ |
learned a grest dedl about wife abuse from those 50 women that the quantitative data on
more than 2,000 couples could not begin to reved” (ibid. 1995: 222). She reiterates the
versdility of the case study as a research method from which a researcher is effectively
able to extract information from phenomena that the researcher has little control over, and
to emerge with powerfully sgnificant associations which might not have been discovered

otherwise without careful survey research.

From this podtion, the choice for multiple case studies was settled over the single or
intrindc case sudy (Steke 1995). It was possble with the former to make literd
replications whereby the four cases were smilar in that they congtituted women in school
leadership. Theoreticad  replications including different  racid  groups, different
backgrounds and different schools were consdered. Not only was the multiple case study
well suited to an investigation of school leadership but it also provided for avicarious
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experience (Stake 1995) like a novel or a narrative told by a superb story teller (Eisner and
Peshkin 1995).

The word dasein is a German term which means “being there”. Coined by Heidegger, a
German philosopher, it is basicaly the idea of understanding peoples contexts in order to
understand their world (Becker1984; 1988). Considering that the separation of the person
from the world is fdse as the two interplay on one another the concept of dasein reiterates
the point that a person possesses a “sdf”. A person is therefore an integrated system that
has working parts and boundaries even though the working systems may not adways be
working and the purposes might even be irrational (Stake 1995). In other words, people
being active subjects cannot be reduced to mechanistic processes because, they are not
accumulaions of internal and externa influences but rather are centres of meaningful
action and reaction (Becker 1992). It is here then that the fit of the case dudy into this
research is seen as the case sudy is able to gppreciate the uniqueness and complexities of
the research subjects in ther embedded and interactiond pogtion with their contexts
(Stake 1995). Doubtless, the two advantages of the case study are its accessbility and its
ability to see through the researcher’ s eyes (Eisner and Peskin 1990).

The feature of accesshility in the case sudy enables the researcher to view leadership
from another perspective, and because the case dudy is sendtive to feminist vaues, it
dlows for the powerful expresson of an experience that was not merdly a feding or a
fading moment but the “sum of the processes which individuds ... have gone through in
the production of ther lives, [denoting] ther redity” (Cook and Fonow 1991.66).
Secondly, in seeing through the eyes of the researcher, the invisble became visble and the
unheard voiced. In s0 doing there was the expanson of the cognitive structures as far as
understanding leadership was concerned.  The latter point was particularly important
because leadership definitions, as they prevall today are largely based on ideology that is
socidisad into mae domination.  So other than presenting another viewpoint of leadership
the sudy had another dgnificant feature of heping those who are uninitisted to a
particular theoretical viewpoint to come to an understanding of it (Eisner and Peshkin
1990). Thiswas particularly needed in capturing the essence of the congtituents of the
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leadership perceptions of women. In this regard then, my study of four women principas
not only offered an gportunity of a methodology which was bias freg, in the sense that it
dlowed the leaders to spesk about leadership on their own terms, but it was dso
indrumenta in contesting leadership conceptions that are mae dominated (Mertz and
McNedy 1998). There are three case study types according to Stake (1995): the intrinsic
case sudy which is drawn out of the interest of the need to learn about a particular case
and is not for generdisations. The ingrumental case study which has a research question,
a puzzlement, a need for generd underdanding and fed that we might get ingght into the
question by studying a particular case.

Finaly, the collective case sudy which involves more than one case study where there is a
co-ordination between individud studies. My study was a combination of the intrindc and
collective case sudy. In it was an in depth sudy of the principaship experience from the
of four principas, therefore bringing in diverse perspectives.

3.5 Data Gathering

This ressarch is the study of four women principds. The number was purposvely
sampled because of manageability, a criticd factor given the nature of the dudy. The
four, through the process of snowbdling were identified as exceptiondly dble
adminidgrators. “dynamic’, “change movers’ and “women who had school leadership at
heart”.

In a city where women are numericaly few and where the location of the city is not close
or in convenient proximity to other locdities where more women principas might have
been found, providing a larger sample base, the women were accepted on the bass of

these very strong recommendations.

Leadership research in recent years has drawn attention to the need to accommodate
aternative views to leadership (Shakeshaft 1989, Rosener 1990, Gosetti 1991, Mills and
Tancred 1992). According to Lorber and Farrell (1991) the reality of discrimination
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agang women and ther low pogtion in society has been made evident in empiricd
research where women are portrayed not only as victims of mae domination but aso as
ineffective socid agents (Harding 1987). There exists evidence of inditutiondised
petterns of mae dominance, the exploitation and lack of empowerment among women.
However, there has been through research, the empowering of women through bringing
them into awareness of themselves but this has not been without resstance.

Research on women in leadership is set in motion and it is undisputed and even if the
research findings are contested this does not stop women from making themsdves heard
for whom they are and what they percelve themsdves to be. It is for reasons such as these
that women ought to be presented as the school leaders that they are. To serve this end,
this study gethered data through three methods:

1. quedtionnare
2. journd entry

3. interviews

While my dudy is not emancipatory in the sense of empowering or disempowering
women school leaders it was my contention that | should understand the vaues that they
hold, the perceptions that they formulate as leaders in an environment that is
predominantly masculine in mindset.  The data gathering was in itsef an experience for
me, the researcher as it was for the respondents. The experience was like traveling on a
journey, but only as far afidd as woud be dlowed by the respondents, and it was
essentidly for this reason that there was the need to dicit as much as possble usng the
questionnaire to initidly bresk the ice into the leader’s world. The journa entry and the
two interviews followed with each designed to demand further depth.

For the researched it was an opportunity to spesk about leadership as a persona
experience beyond the limitations and the drictures that have been placed upon feminist
sudies by patriarchd academic and research infrastructure (Cook and Fonow cited in
Cook and Fonow 1991, Margolis and Romero 1998). In this research particularly,
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persond experiences were dgnificant in cregting awareness of women's leadership
perceptions but again this was done without manipulating those researched into objects of
scrutiny.

351 Quedionnaire

Both the quedtionnaire and the interview contained questions that were formulaed in
sructured and ungructured forms. It was in my interest to relate these to my research
god which was to invedtigate the leadership experience and the leadership perceptions of
femde principas. The variables of interest in the quedtionnaire ranged from factua to
atitudind (Keeves 1988, Oppenheim 1992). The factud questions supplied age, gender,
yeas of principdship and teaching experience, educetion, maitd doaus, while the
atitudina gathered ingghts into the principads conceptions of leadership at that moment
in time, the influencing factors for such atitudes and the bearing upon each one of them.
This served two purposes. Firdt, it provided profiles on each principa and aso drew up a
higorica account of the current work context. The building of a context is important in a
case study because phenomena whether physica, socid, physiologica or even chemicd or
biologica, take on meaning from their context (Cohen and Manion 1994). It was
imperative that |, as the researcher was able to study the phenomena in that context.
Second, the questions on attitude served as a point of entry into the firg interview. It was
important that some of the interview questions emanated from the issues raised in the
questionnaire because it indicated that the respondents were voicing what was sgnificant
to them. Second, the questionnaire saved vaduable time and lessened the number of
interviews that would have been conducted.

Because a quedtionnaire design condders the man and the auxilialy methods of data
collection Oppenheim (1992), the initid questionnaire adminigered was conagent with
this, and served to prepare the respondents for the interview by raising issues that required
them to engage into deeper reflection of themsdves as leaders. The issue of anonymity
and confidentiality was addressed. An assurance to the interviewees was made by mutua
agreement between both parties that the identity of the schools and the principals would
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remain concedled and that a copy of the interview transcripts was to be made available to
each one for ther scruting. This was done in accordance with the guidelines governing
ethics and the educationd case study whereby it is suggested that the portraya of persons
in forms that subject them to the possbility of recognition should be avoided (Keeves
1988). Theinterviewees fdt assured and placed their confidence in me.

3.5.2 Journa

A journd is a record of thoughts, deeds and hopes. The record and reflection upon one's
life is dmogt an indinctud human need (Kelsay 1980). Because a journd is a play ground
into which one can sep and play aone, | used it to dlow these busy principas to make a
regular record of ther leadership, objectively looking a themsdves and aso weighing
ther inner and outer dtuation sO as to grow in “consciousness’ (ibid.1980:37) of
themsdves in anticipation of the interviews that were to follow. The week long journd
entry was necessitated by the fact that none of the principals had been interviewed in depth
before (at least not about themsdves) and it was therefore imperative that they built
internal rapport within themsaves. Here they accounted for activities that they performed,
actions that they took and decisions that they made, a record of attitudes and perceptions
that they concelved was encouraged in these reflective sdlf-focussed daly entries. Each
journal helped develop case study materid. Where patterns of behaviour emerged in
common, a follon-up was made with follow-up questions drawn up and asked at the
interviews.

353 Interviews

According to Seidman (1991), the purpose of in-depth interviewing is nether to get
answers to questions, nor to test hypotheses, and certainly not to “evauate’. The purpose
is to understand the experiences of other people and the meaning that they make of such
experiences, in other words to know what & in their hearts. While it is true that women
are under represented in education leadership (Morell 1992,Coleman 1996, Mertz and




McNedy 1998) the thrust of the study was to investigate the principaship experiences and
therein draw up the leaders perceptions of principalship.

In order to understand the behaviour of people, it is necessary to gain entry into their
experience of life incusve of the context and environment, the “lived world” (Kvde
1996) that condtitutes views, opinions, hopes and dreams. There is therefore a need for a
technique that will engage interaction between the narator of the experience and the
hearer of the experience.

Man is an orae being and throughout history conversation has been the mode of
expresson for dl his experiences, thoughts and ideas. Ord history has by and large been
the medium through which knowledge is expressed. In fact, Socrates used didogue to
obtain philosophica knowledge (Kvae 1996). Both Kvale (1996) and Silverman (1993)
acknowledge that speech expressed as conversation is the basic mode of socid interaction
by which human beings tak with each other posing questions and answering questions. It
is from such a light tha the interview was sdlected as the mgor research technique. Also
because of the following other characteridtics firdly, the nature of conversaion is fluid
and therefore the interview as a research technique was suitable and had ability to
penetrate the research subject exploring the person in his world and dlowing the
experiences to speask for themseves, subsequently, giving shape to individua leadership
perceptions.  Secondly, contained in interviews is the power of words to express and
develop thought so that the language itsdf becomes a tool for representing experience
(Lather 1991). As such, even though warning is given of the complexity that language has
particularly with regard to inference from answers taken a face vaue (Schuman cited in
Mishler 1979), the interview did not cease to be the natura choice when it came to a
technique that would yidd rich data or descriptions.  Thirdly, the interview was the
method best able to capture the synthesis leadership perceptions as the culmination of past

and present and perhaps even future or anticipated experiences.

It is acceptable that arguments againgt the interview as a research technique should arise.
It would be foolhardy to ignored this, especidly in the light of the fact that talk or speech
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or conversation is sometimes seen as trivid and is therefore questioned for its rdiability
(Silverman1993). While it can be argued that the expresson of one€'s experiences contains
high levds of vdidity because it is an expresson of tha which is dgnificant and
meaningful to one, one cannot ignore the prgudice that emanaes from that traditiona
research that finds it difficult to comprehend the absence of generdisablility (Yin 1989).
To reinforce one€'s viewpoint as a solid base of a sudy the feminig viewpoint offers
support and consolidation.  As mentioned earlier, the feminist viewpoint supports research
methods that are sendtive to the vaues of feminism. In event of the interview as a
technique being limited in the extent to which the researcher is able to make accurae
reporting and proficient andyss (Slverman 1993), it retains one advantege: that of being
better in the assessment of persond qudlities which is a feature that has definite vaues for

diagnosis.

In this ressarch the interview was able to sarve effectively as a technique where the
rescarcher was able to “travel” (Kvale 1996) with the respondents through the interview
schedule as they built descriptions of ther lived world (Mishler 1979, Seidman 1991,
Kvde 1996). To maximumly gan from this technique, the interview is largely dependent
on dyle and persondity. This means tha in the interview process one can use their
persondity to ther advantage and guard agangt the inadequacies that arise from the
tensons that come with the formdity of tgpe recording Stenhouse cited in Keeves 1998).
An illudration of this is seen in the schedule used in this sudy. It was desgned around
Sadman’'s three- dage interview where each sesson is ninety-minutes (Seidman 1991).
The idea in this lengthy interview, | found, ensured that the interviewer and the
respondents literdly grew in a rdationship of exchange whose end was reached when
there is nothing more to probe, questioning having reached a point of exhaudion. This
exploration was vitdly important to the construction of the leadership experience. To gain
meaningful description necesstated in-depth interviewing but a the same time, congraints
had to be taken into account. It was by eventudly by an adaptation of Seidman’s schedule
that a schedule compatible with the needs of the interviewer and the programme of the
school principaswas designed and interview tasks accomplished.
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Exploratory questions formed the main desgn of the question schedules o that where a
response was inadequate, or where there was a new thought. | would immediately follow
up exploring the responses.  As such, even though the interview was a formd written
schedule, the eventudities that lead to other questions enriched the interview as a whole
without the interviewer influencing the content of the response. | used in these ingtances
“‘non-directive probes’ (Keeves 1988) which is basicdly asking questions like: “is there
anything dse?’ “why do you think s0?7’ “how is that?’, to steer communication and aso to
motivete the respondents. The provison for the exploration of each question to its
exhaugstion was one of the benefits of conducting two separate interviews. The interview
schedule was designed so tha the initid questions were structured with the ones that
followed becoming increasingly undructured as rgpport built subsequently the spontaneity
of the responses. For this reason, parts of the interview comprised sections with questions
that were uniqgue and desgned for each individuad principd as a follow up seeking
clarification, illugration or illumination of earlier made statements.

Giving an account of onesdf on a tape recording can be tedious even with the best of
interviewers, more especidly when an interview is as long as 90 minutes for a sngle
sesson. Here | chose to make an adgptation of Sedman’'s ninety minute individua
sesson and ingtead eect a schedule that was going to serve my needs within the time
restraints that the principals worked under. The interviews were reduced to two insteed of
three with each lasting between 30-45 minutes. The time limit was Ieft entirdy as the
prerogative of the interviewees. The interviews were dso separated within two weeks of
each other. These two-week lapse | used to transcribe (Kvae 1996, Seidman 1991). |
aso dlowed the interviewees to have a copy of the raw transcription as had been the
mutual agreement between us.  Findly, Sadman (1991) recommends that the interviews
be a successon of context building and meaningful experience.  This was achieved not
through a neat linear progresson but a cyclica process where ideas came in segments but
nonetheless enriched the description as the motions giving the details of the experiences

culminated into the description of one's own leadership experience.




3.6 Dataanalysis

The interviews, which were the predominant research techniques, were analysed following
grounded theory which according to Miller and Dingewdl (1997) follows up conceptualy
fruitful avenues in order that emergent concepts dictate and direct the nature of data
collection. The concepts that emerged from the questionnaire were followed in the firs
interview, and those from the firgt interview in the second. Since the data was literdly
directed and dictated by the respondents the anadyss needed to follow suit hence the

interviews borrowed from the phenomenologica procedure as follows:.

1 Transcription of  interviews  induding  literd  datements, nonverba  and
pardinguigtic communication.

Bracketing, i.e suspending the researcher’ s interpretations and meanings.

Delinegtion of units of generd meaning relevant to research question.

Clugtering of units of relevant meaning and determining themes.

Summarigng of individud interviews.

o o~ WD

Returning to respondents the summary and the themes and conducting a second
interview.
Modifying themes and summary with new data
8. Identifying generd and unique themes for dl interviews.
Contextudization of themes.
10.  Compodte summary.

| found that a phenomenologica perspective opened up the lived world o the experiences
of the school leaders, which was the primary objective of this study. | was dert to that
fact that | was not to prgudge any of the phenomena, neither to see them through any
prescribed perspective because of the influence of previous knowledge (Stones 1988). |
was not to interfere and introduce bias, the study was to be shaped and influenced solely

by the phenomena.




For this reason bracketing foreknowledge and searching for invariant essentid meanings
in the descriptions (Kvade 1996) was imperdive in keeping the data, now in the form of
Naurd Meaning Units (NMUS) unadulterated as the phenomenon was the priority of the
invedtigation. Here too, the descriptions from the journa entries | found rdiable and
powerful reinforcements to the NMU’s in rdating the lived world or the leadership
experience.  The vdlidity, if one were to use the criterion of unity, consastency and interna
logic of a statement (Kvae 1989) lay in the responses being directed and shaped by the
respondents themsdlves in the way that they felt would bring out only that which was
meaningful and significant to them.

Findly, on the quetion of the generdisebility the following sums up what was my
purpose and stand in this study: “the job of an in-depth interviewer is to go to such depth
in the interviews that the surface condderations or representativeness and generalisesbility
are replaced by a compelling evocation of an individua’s experience” (Seidman 1992:42).




CHAPTER FOUR
DATA ANALYSIS

This chapter presents the profile of the composite woman administrator and a
description of her career path, illustrating that the literature on men is insufficient
for understanding women in education leadership (Shakeshaft 1989:57).

4.1 Introduction

Of the research that has been undertaken to understand the career paths of women in
adminigration, that which is documented is modded upon the mae-generated assumption
of a career. Shakeshaft (1989) recounts that the aggregate descriptions of women who
have chosen to work in the mde enclave of education adminidration are abundant
dthough individud accounts are rae.  She points out that few biographies of women
adminigtrators are written and that histories, case studies and ethnographies dmost always
centre on the mde principa or superintendent.  Altogether, it is dmogt as if it were by
design that thereis, generdly, alack of documentation on women in principalship.

Fortunately, dl is not log. Dissartaions more than any other source have provided
research on women in adminigration. Apart from being ided because they reflect the
newest direction and the current interests within the fidd, they mantan the cutting edge
of education adminidration research (ibid. 1989). A dmilar principad governs the
undertaking of this study.

This dudy ams a providing a description of the woman as a leader in a synthesized form
in order to capture the condtituents of her leadership from her point of view. As such most
of the data is drawn from in-depth interviews, and is particularly important because such

data is underscored as unmatched in illuminating phenomena.




...these voices [in the interview] helped me to understand more clearly the world of women in
schools as well as to ask questions of the theory and lore of the field that would not have presented
themselves had | not heard women speak (Shakeshaft 1989:12).

In his research, Van der Mescht adlowed the data to spesk for itsdf, and even though he
faced the chdlenge of retaining the “wholeness’ of each of the protocols he stresses that it
was the only means by which he could have left the data undisurbed “retaining the
‘voiceg and the sense of the origind” (Van der Mescht 1996:63). Similar congderation is
made by Stones (1988) who stresses that the aim of the researcher should be to describe as
accurately as possble the phenomenon as it appears, rather than indulging in attempts to

explan it within a pre-given framework.

In this chapter, the data presents four women n leadership positions and gives a composite
decription of each. The four are individual case dudies. The data collected through
questionnaire, in-depth interview and journa entry (this particular category was made by
only two of the principas), was intended to congruct the principaship experience of these
women.  As such, ther biographica profiles and the history of ther current working
environment were used in the descriptions that gave as accuraie a presentation as was
feasible.

While it is not in the interest of this study to make generdisations, where there occurred
recurrent patterns and consstencies among the four these festures were noted separately
on each account and so in some ingances there may appear to be repetition. This was
found necessxy as the study was not amed at meking comparisons but rather at
presenting each case in its own peculiarity or uniqueness. To treat recurrence of this
nature is acceptable and tredting it as a generdisation is not uncommon. According to
Stake and Trumbull (cited in Shakeshaft 1989), there are generdisations that are feasble
conclusons because they ae persond engagements in the affars of life or vicarious
experiences.  Such generdisdtions are referred to as “naturdistic generdisations’ because
they refer to understandings that are private (Stake 1995). For this reason, vicarious
experiences presented in this andyss account for among other things persond
descriptions that emphasise time and place and person. The analysis challenges the
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conventionalities such as those described by Cawood and Gibbon (1980) where, for
ingtance, job descriptions drawn up by the education department consider that instructiona
leadership is the mgor respongbility of an educationd leader. Ironicdly, avalable data
on the leadership role of school principds in South Africa reveds that the job that most
principas do is essentidly adminigtrative and dlerica!

It was the intention that the data in this sudy should shed some light on the discrepancy
between the ided and the redity. Whatever a school principas inclinations are there are
certain condderations around principaship that must be understood. To begin with, the
principd is related to the job, to the setting of the job, the socid setting of the job and to
the person that sheiis.

It was in order, therefore, that the data in this sudy was anayzed without any
conventiona gtructure in mind and paticulaly not from the point of view of indructiond
leadership.  Rather, the andyss amed a ganing indght into leadership experience
without the clutter of definitions and dructures. The procedure | used was to identify
natural meaning units (NMUS). These were loosdly dsructured in groups that had
commondities with the intention that the dructures give order and flow to what might
otherwise have been jumbled up statements. Each NMU was followed by an explication
of the themes. The concern of the sudy and the rationde behind the andyss was twofold:
firdly, to reved everyday meanings of the experiences of the women in principaship
positions and the factors that have determined their being or composition, and secondly, to
be ale to do so without the interpostion of performed assumptions, categories or
explanations. Like other researchers who are criticd about the inadequacy of traditiona
socid scientific principles and research methods in the fidd of education | sought to
aticulate the dructures of the lived experience and the reaions of principas in school
stings. The fundamentd attitude with which the data was handled was one of wonder

and attentiveness to the details of the lived experience.




4.2 A profile of PA

PA is the principd of a former modd “C” primary school with boarding fadilities in the
Eagern Cgpe. The schoal is now multi-racid in its enrolment with a population of about
330 al of whom are girls. Of the fifteen teachers, one of whom is male, two are Heads of
Department (HOD). There are two administrative staff and six support staff.

PA darted her professona career as a teacher moving to become a Head of Department
(HOD) and eventudly a principa. She was a teacher for 12 years, a HOD for two and has
been the principal of her school for the last six years. She holds a post graduate diploma
in Specid Education among other degrees and is married with grown up children. She is
in her late forties.

4.3 PA asaleader

PA has been in education for a long time: twelve years as a teacher, two as a Head of
Depatment (HOD) and seven as a principd. Her experience of principdship or
leadership has been enjoyable even though she was led to it by “forces or
circumgtances’ (A56), externa factors beyond her. She “was never keen on climbing the
corporate ladder” (A56) as her primary concern was teaching and therefore school
principaship was not her end objective.  All the same, her reason for taking on leadership
appears to have been rewarded and |eadership has become a source of joy for her:

I love children and | believe in education. | think the sheer joy of seeing children grow and become
little people that have self confidence motivated me as aleader (A 34).

It is gpparent that money and prestige were not and ill are not PA’s concern as far as
leadership is concerned. Rether, she feds that principaship is “a cdling rather than a job
as it were ... a commitment to improving the standards of education, to seeing children
grow to maurity” (A4). She percelves school leadership as a job of esteemed Hatus
because of the fact that it gppedlsto the noble nature in a person, it isajob that does not
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return any form of reward more particularly not financial. Besdes being committed to the
welfare of the children, returning something of her own schooling back into education is a
priority and a source of mativation from which she derives unmatched satisfaction. She
perceives her job as noble, an enrichment that cannot be quantified:

I would like to feel that a child who has been through my care goes and does make a contribution, thenthat in

itself isamotivational factor (A35).

It is gpparent that for her leadership emanates out of such high cdling that she is prepared

to go the extramile:

. not because | will get overtime or | will become famous or because there will be some sort of
external reward but because of the reward of actually knowing that you have done your job well
(A39).

Her leadership experience is a persond success dory, and not a duty executed with
drudgery.

The extent to which PA is able to enjoy being a leader can be traced to two factors. the
socid influences and experiences tha colour one's life, and her own perceptions of
leadership. It is gpparent that a role mode played an important part in her decision to take
on leadership and the shaping and influence of the ethos she has nurtured and adopted as a
leader. She attributes her early initiation to the influence of this exceptiona leader whom
she was “very fortunate to work under”(Al). She mantans too that this man was “a
principd who was a very good role mode” (Al). Her decison to become a leader was
enriched by working with a leader who “had dignity”, and who “was an extremely caring
person and who beieved in the dignity of children” (A2) dl of which are important
features that amplify and draw one to the often ignored human aspect of leadership. The
extent to which this exceptiond leader influenced her is evident in words that have
become profound in her life:




... one of the statements he said which | still remember was that, ‘Every child deserves his place
under the sun.” | thought that was a beautiful way of focusing on what we as teachers and what we

as principals should be doing (A3).

The second fegture, lifé's experiences, impact upon what one believes in.  To begin with,
PA believes that a leader is influenced by the dynamism in the leadership. For her, there
ae dtractive leadership dternatives and 2incressingly many democratic styles emerging.
She feds too, that leadership grows progressively and is influenced by characterigtics
emulated or acquired from others. There are other factors too that build and colour this
experience, such as  “reading books and taking to people’ (A28). Other spheres of
influence include the example of past and current leaders. Presdent Mandela, Winston
Churchill and Margaret Thatcher dand out as examples worthy emulating. For PA,
Mandela epitomizes sound democratic leadership, Churchill effective expresson and
Thatcher fadtidiousness and irontwilled determination.  All three leaders impress on her
the importance of maintaining what one bdieves in. Tha notwithsanding, she is wary of
moraly questionable leaders of the likes of Hitler and Clinton and cherismatic leadership,
the latter of which she finds questionable because, in her view, what such leaders do is “to
sway people to follow one’ (A30) and that to her is“immorad” (A30).

Since lifé's experiences impact on PA so powerfully, as the principal of her school she
endeavours to “colour” the experiences of those sudents in her charge because she
believes that “children need to deveop kills ... sdf responghility and maturity” (A31).
For PA, leadership conditutes investing teachable concepts and learndble Kkills in
children. Agan because she beieves tha leadership is intetwined with parenting the
weekend camp for prefects is her way of colouring their experience of leadership so that
they see leadership as an extension of the authority thet they are familiar with a home.

Humanness or sengtivity towards others is an important characteristic for any leader
because the leeder is able to discern the various experiences that affect children within

1 Model “C” schoolswere primarily for white scholars under the Apartheid regime
2.DET schools were primarily for blacks

61



their learning environment.  In this connection, PA teaches a class once a cycle in order to
experience classsoom dynamics and to know the children. She keeps to her plans even
though they come under threet as the pressure to attend to other duties drain her time and
energy. Her thoughts and fedings about this are professed in the following entry in her
journd:

So much of a principal’s time is spent with diverse matters. Yesterday was no exception - from
medical doctorsto psychologists, parents who refuse to take responsibility for their own children to
members of the public who consider it their right to use the school facilities as if they were their
own.

Often there is very little time for interaction with the children once the needs of parents, teachers
and the community have been met. | thoroughly enjoy my time in the classroom but | fail to see
how any principal can be effective if they carry afull teaching load in addition to the administrative
tasks each day brings.

One of the joys of teaching is that no two days are ever the same and things do not always run

according to plan. Thursday 20" August

Very important is the fact that she takes it upon hersdf to mantain close contact with the
children a dl times “I do not move too far away from the children in assuming these
leadership roles’ (A24).

From her journa entries it is evident that PA is cdose to, informed and involved in the on
goings in the lives of the children to the extent that she is affected by their circumstances
and even feds as they do:

The netball team arrived in the evening to collect the key for the holiday home. They were all full
of energy - despite the miserable weather, the journey and the match they played. Even the teachers
did not look too jaded.

Sunday 16" August

Yet another accident involving a “School C” pupil yesterday. Are motorists becoming more
important?

Tuesday 18" August

The inter-house hockey was well supported and the girls thoroughly enjoyed their matches.
Wednesday 19" August.
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These accounts portray a leader who has eected to lead with her heart first giving hersdf
to what might appear to be small and irrdlevant detalls.

While people seek a “great man” type leader (Hoy and Miskel 1987), PA believes that a
leader need not be a high profile dictatorid type. She is conscious of hersdf as a leader.

She says, “I would like to fed that people see me as someone that they can approach, fed

free to give ther ideas and impressons’ (A7). To be approachable means being open and
avalable to parents for instance, she believes that it is her duty to assst and direct them.

Findly, in her view, leadership best operates in a team where the abilities of others are
tapped for the benefit of al. Agan this points to her idea that leadership is dverse and not
focused on a single area or on one person. A leader needs to be wary of alowing a
narrow focus on the saf to develop as the result would be that the leader could lose touch
with redlity and become insulated.

The family is important to PA and as far as her leadership is concerned, she describes hers
as “very supportive” (A38), one from which she draws a great source of motivation. She
gngles out her husband as particularly supportive: “my husband will phone and ask how
did it go’(A53), implying that he is not only her keen supporter but that he is aso
informed and concerned about the on-goings in her school. Agan the fact that the family
is “very impressed with what is happening” (A38) suggests that they share in her
leadership experiences, supporting her and encouraging in her endeavours and plans.

With regard to her style of leadership, PA is convinced that she operates democraticaly.

Consensus is important and is reached by operating on the principle of delegation of duties
with “people accepting responshility for their actions, ther decison making” (All).
There ae three principles evident in her leadership. Frs, she engages the daff in
decisonrmaking; “we introduce things and dlow the daff to spesk through them and we
put their point of view on them” (A13). The people whom she works with matter to her as
professonads and as co-workers. Ther input is sgnificant and contributory to her success
as a leader. The team concept that she eects to use is particularly well captured in this
conflict Stuation entered in her journd:




Y esterday was not one of those days | do not like areplay of for along while. There seemed to be
so many fires to put out. Duty teachers upset with matrons, general assistants angry with their
supervisor and vice versa. The net-ball tour organizers had failed to budget correctly and there will
be a huge deficit, according to calculations, if no alternative arrangement is made.

However, there were positives as well. Much of the above was amicably resolved and there has
been alearning curve for all concerned.

Friday 14" August

Second, she taps into the leadership and experience of her teachers and especidly the
wisdom of “a small group of experienced teachers in leedership roles’ (A13). By doing so
everybody has the opportunity to “make some sort of meaningful contribution” (A13). She
invests in the talents and abilities of her teachers and demongrates as she is in congtant
liason with them, giving a sense of security rather than of threat. Third, she is a
conscientious leader who encourages critical evauation. By alowing a post-mortem of dl
school  activities she develops in the daff condructive criticism and invites them to
develop into sharing professonas who drive for a harmonious working relationship.

PA drives to maintain the school as a family and does so by being in congant interaction
with each member of her saff observing the group dynamics on adaily bass:

| regard the break times as critical ... for me, it is probably one of the most important times just to
see each staff member (A18). | have to greet them in the morning just to see that they are well and
that they are happy with what they are doing ... then at least it sets for me the tone for the day
(A19).

Public relations matter and she initiates her own style which is friendly and open, and a
the same time sats up structures within which she can execute her leadership in a free and
informal atmosphere. It is perhaps the reason why for indance, she is able to discern
when daff “ae not functioning” (A20). Here she opts to use the two-way cushion of
support that is aready established. She describes her staff as “supportive” (A21) of her in
the same way that sheis of them. Of hersdf she says




| care for every single teacher knowing that some of them have problems at home, some of them

worries ... concerns ... (A51).

Evidently the amosphere of nurture and family is predominant. However, even though
her vulnerability is open to them, she is aware of her postion and is “not advocating that
the leadership role fdl away” because as she quips “the buck has got to stop with

somebody” (A21).

PA operates dud roles; that of a teacher and that of principa. She dso experiences each
role differently. As principd, leadership predominates and she is the leader of the schoal.
As a teacher her focus is on the children and she is closer to them as a teacher than as
principal but essentialy she is the same person.  She believes that it is important that as a
leader she keegps in touch with the children. She is emphétic thet she,

... must be there for them . . . must beinvolved in their leadership group . . . must be in contact
with them, know what they are thinking about . . . what they are interested in (A49).

Perhaps this is why it is important to her that she facilitates everything within her means,
to see to it that the children have the best. Initiating is something that she does not only
with pleasure but with gusto. It gppears that she draws ingpiration and motivation from
just doing it:

The plans to improve the appearance of the classrooms are going ahead - and that is exciting for the
children. They always are positive, cheerful and friendly. It is such a pleasure going the extramile
for them.

Friday 14™ August

Other roles that she finds hersdf engaged in include financid management. Beddes
meking sure that teachers have fadilities with which to function effectively, she has to
handle money matters with keenness and accountability. This is a particulaly demanding
job that can be sendtive too. PA believes that being a wife and a mother makes her
advantaged as a leader because she can relate with understanding to the postion of a
family with school-going children.




Again, being in education gives one the advantage of more time with the family; this is an
advantage that she enjoyed while rasng her own children. As a consequence, the
perception that women are a weaker sort of sex and incgpable of making management
decisons is for her false because women are able to attend to the domestic and the career
roles smultaneoudy. In paticular she thinks that “the apartheid, pre-gpartheid era,
colonia era where women were expected to be a home and to bring up the children and to
leave the management and leadership of course to the men” (A62) influenced the
dereotyped roles that women have been caught up in.  Compounded by her own
experience of gender discrimination working in a boys school where “the policy was not
to give women permanent teaching datus and to employ men only” (A61), PA believes
that women ought not to be trested in such a discriminatory way. She is adamant that they
should be defended because of “... how hard we [women] have had to work to get the
recognition for what we [women] have dong’ (A58).

Dud roles of the family and career woman are not eeslly sdtled in an unrdlenting frame of
traditiond culturd. PA regads this as a dumbling block to which women dlow
themsealves to be caught in.  She cites the example of the Afrikaner folk who believe “that
men should be better qualified than women”. According to her these are obstacles to the
advancement and progress that women are making (A63). It is in the light of such
obstacles and misconceptions that she envisons the importance of spesking out for
women. For her this is empowerment, and an undertaking that she is familiar with: “I was
known for the person who dways used to make my voice heard for the woman” (A64).
Perhagps this is why her experience working among mae colleagues has had her beieve
that mae leaders are insengtive to generd fedings. She, however, did not stop there as
she states, “ | have been prepared to go to the male bosses and say, ‘Wel, | do not think
you handled that matter well’.” (A60). As far as her experience in this is concerned she
finds that men lack interpersond sKills “because they think that to talk people down or to
ague with is the way to win, wherees women will be firss more reasoning and more
involved in trying to sort out things logicdly” (A60).




For PA empowerment smply is “putting a different point of view to the one that they
may have advanced” (A65). She vaues the recognition that she gets when people are
prepared to listen to her. She concludes the matter by saying:

I would like to think that we have something special to add to the management of leadership . . .
we are cutting ground all the time proving that we have valuable contribution to make in whatever
field we arein(A66).

Findly, of the many chdlenges in leadership the following entry captures the opposition
and negative dttitude that contests the noble efforts of dl conscientious school leaders in

their efforts and endeavours to make their schools havens of learning:

It was good to relax and do very little yesterday. The news report on education was rather
depressing. What struck me as a poor reflection on the state of education was the report that in
order to improve education pupils should report their “lazy teachers” to their governing bodies and
that one plan to improve standard 10 results would be to only allow the pupils who did well in the
trial exam to sit the final exam. That seemslike manipulation of statisticsto me!

Sunday 16" August

The negative reports such as this one reflects that there is a ggp or misunderstanding
between those in schools and those in the education offices. This is perhaps perpetrated
further by the “lack of communication between the education department and school”
(A43). The reallt is a “feding of insecurity” (A43) because the two teams could be pulling
in different directions. PA blames the current state of flux in the country for the current
uncertainties among education leaders, the consequence of which has been difficulties in
decison making. She points out the “need to get as many principas together to work
towards looking a the future of education in this country”(A4l). She feds that the
coheson between principas would build a vison that would supersede the current daled
gtudion that the education gdtuetion is in.  There are unfortunately, other factors such as
factions and the lack of union support over and above principas having different concerns.
Perhaps then in the absence of a cohesve association of principas a workable remedy

would be asis described here:
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... asaprincipal | have built up a network of principals that | feel free to phone if I wish to discuss
anything . . . probably all principals have internal networks where they can discuss and share

ideasin anon threatening way and | think that is essential (A40).

4.4 A profile of PB

PB is the principd of a former model “C” preparatory school in the Eastern Cape. Her
school is multi-racial with a population of about 250 boys and girls. The entire school
daff has ten people, eight of whom are teachers, the senior teachers include hersdf and
one Head of Depatment (HOD). The entire teaching daff is femde. There is one

adminigtrative and one support staff member and a male gardener.

PB has been the school principd for less than a year dthough she has been in the teaching
professon for twenty five years. Some of her teaching experience she obtained abroad.
Prior to her current position, she had not served as a deputy principa or as a HOD. She
has a Higher Diploma in Educaion and is maried with grown-up children. She is in her
late forties.

45 PB asleader

PB thinks that her inspiration to become a leader comes from the encouragement of her
father who enjoyed seeing her in leadership roles. She recounts that her father told them,
as they were dl girls in ther family, that they “could do anything” (B1). It is this
encouragement and recognition that motivated her to accept leadership roles such as class
captain and captain of tennis when she was in school.

Even though PB was involved in leadership roles in school and in college she never redly
exerted hersdf to become the leader that she became later in life. She had no ambitions
about it:

It was not something that | wanted to do or had a big problem about (B34).
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If anything she was totaly ignorant of public leadership because much of her life was
spent in the classroom teaching or as she putsit:

... just minding my own businessin the classroom with my little pupils(B24).

It gppears that the reins of leadership were literdly placed in her hands, possbly because
someone recognized leadership ability in her:

| was asked by the previous principal if | would take the position (B35).

Her moativation into acceptance was influenced by this recognition and dso by family and
persona factors. Among other reasons for taking the offer, she says that “nobody on the
saff was keen to do it, they had other things to do ...”(B35). Again, her, “... family was
no longer young and so | could accept”’(B35). The family is important to PB and takes
precedence over her career:

.. if | am going to do something it is with them in mind as well as everything else. | want to do a

good job where | am but not to the detriment of everything else (B33).

It becomes quite clear why she has been in teaching for SO many years yet has not been in
leadership. Other reasons included her belief in hersdf and her abilities and that these
attributes were going to be an asset to her leadership: “I have aways got on very well with
fellow teachers and so guess | thought that | would give this postion ago” (B4).

Over and above these reasons, PB felt that she wanted to: “... contribute to education, to
the little children who were directly with me ..” (B27). Also, she says that she
“thoroughly enjoyed this little school”(B35) and felt al the more reason to give it a go.
Looking back at the many children that she has taught gives her satisfaction, a feding of
accomplishment that brings to her much happiness and joy. Unlike many of her
counterparts, she is not far removed from the classoom. Teaching “the little ones’ (B28)
and getting “to know the children and the parents right from the word go” (B28) isa
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fascinating experience for her. Invariably, PB’s leadership encompasses mantaining a
direct link with teaching, which is her favourite job. Money is certainly not the motivating
factor even though she does admit that it helpsin pressng times.

With regard to hersdf, PB believes that she is farly driven, full of ideas and a change
initigtor.  She believes that happiness comes from doing something for others and making
a difference to society. “To be able to look back on my work and see that | have actualy
made a difference’ (B6) is very important, more especidly in the current circumstances
where there is flux in the education depatment. It is in this context that she feds that if
she can keep her school going as a head, then she has achieved something worthwhile.

PB believes in being organized and would like to be more organized as a school head. She
would like to move with technology and even “have more things on computer” (B8). In
doing so she feds that she would be more efficient and able to run the school more
smoothly because of accesshility to information.

As far as leadership is concerned, PB perceives hersdf as the captain of the team and
conceives that she and her teammates are “working together for the same ends’ (B16).
There are instances when she steps back and allows others to be the captain of the team.
She does s0 in recognition of the ability and the talents of others:

| took a step back because then she wasin charge of producing the play. | helped her in every way
| could but she was actually in that case, the captain of the team. But every time there was a
problem, she would come to me with it and together we would work on that one, or | would say, |
will sort that one out (B18).

She feds that she “ ... could never be somebody that worked on her own ...” (B17).
Team camaraderie and the involvement of everybody including the “cleaners’ and “ the
people who are in the same pogtion in other schools’ is very important to her and to the
effectiveness and subsequent success of her leadership.

70



Fulfillment is important for PB she Sates “... it is essentid that | have a job that | enjoy”
(B25). She derives job saidfaction from a number of things Firdly, her enjoyment
comes from widening her scope of knowledge and resources. She believes that she ought
to be knowledgesble and informed about trends in education and the future of it. She is
awae that she must not fool hersdf that she is the only one tha can solve dl the
problems. Taking stock of her performance in her first year of leadership is important and
IS an endeavour that she looks forward to without even feding threstened by what she
might find:

I would like to reflect when this year is through ... | think | will sit down and reflect right through
the year and see where things could have been done better and where things could have been left
out; of people around me who | might not have been aware could be very helpful. | need to reflect
and certainly when the year comes about again and | am faced with the same thing, | will have

some experienceto leanon (B 17).

Reading is one source of knowledge that she regards highly as it dimulates the mind
birthing ideas and the impetus to action. She is quick to observe that she could “read more

. reflect and teke notes’ (B12). In this connection she is informed of useful literature.
Commenting on her reading, she dates:

. alovely book on discipline called ‘Discipline With Dignity’ that | have read halfway through
and that | would like to read more of. Then there is Covey, * Seven Principals of the Most Effective
Peopl€e’, ‘Most Effective Families' (B12).

Sheisquick to add too that, “ ... there are education journasthat are excdlent ...” (B12).
Ancther way that PB improves her leadership is by “... keeping in contact with other

school principals...” in order to “... share idesas, because there are times when one feds
londy ..” (B11). In her interactions she includes confidentid information that perhaps
she would not have otherwise been able to release to other people outside of her leadership

circle
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Leadership revolves around the everyday activities in a school and for a leader to function
effectively there are basc modes of operation that must be clear to both the leader and the
followers. Clear job descriptions and work ethics are some of the things that PB is careful
to define because it is important that “... everybody must know what is going on and what
is required of them” (B18). In order to effectively do this she bdieves that it is important
to explain to people the roles that are required of them and to chat about them. Likewise
when there are problems. “... to tak the problem trying to see it from al angles’ (B19) or
even consulting or “asking the other people for their advice as well” (B19). Evidently, in
her type of |eadership the team isthe focus.

While decison making might be left entirdy to the leader there are times when a leader
requires the counsd, advice and idess of others. PB is a decison sharing leader and she
does consult with the Governing Body of the school. There are, however, paticular
members in the Governing Body whom she singles out as persons that she can “lean on
and use” (B20). Others whom she consults include her secretary whom she describes as
“... agood person to bounce ideas off” (B20). The senior teachers too are good to consult.
It is easy to see why she is quick to state that she “could never be somebody who worked
on herown...” (B17).

The ethos in a school determines how the school functions and is influential and effective
on general mood and attitude that is carried by people in their work. PB feds srongly that
“... teachers must be happy with their job”(B10). Perhaps this is why she says that she “...
wouldn’'t have taken the job without knowing that there was a hardworking staff who were
prepared to work.” It is the commitment and support of al the team that makes her able to
say astheprincipd, “ | do fed the support of my staff very much” (B16).

As is the case for dl leaders, leadership has chalenges. PB has her share of them and
more especidly because she is very young in leadership with hardly a year to her reign.
One of her grestest chdlenges has been that of leading her daff. As a principd with
amost no experience in school headship, she has had to tread cautioudy, and to be
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sengtive: “... not to manage adults as | do children” (B9). At the same time she has had to
establish her own leadership style because she fet, when she took on leadership, that “the
previous principa had been here a long time’ that some *“... things needed to be changed
and others needed to be kept ...” (B 35). It isin the area of change that she felt that there
were things that she had to offer.

Change and its interventions can be a threat to established order. PB, however, appears to
have adopted a philosophy or stand that she was not going to be “worried by” or “stressed
by’ her leadership but rather dected to find in it what was “simulating and chdlenging
and able to be done” (B8). Clearly, her postive outlook to leadership places her above her

circumstances, and as for obstacles that come her way, she is able to overcome:

| find it difficult to deal with negative people, | find that areal trial and even when hard times are
upon us | feel that thereis still something that you can be hopeful about and work towards and drive
towards (B42).

Persond fulfillment for both the teachers and the students is a chdlenge that PB tekes
persondly. Apat from feding happy within hersdf because she is “doing something for
others’ (B25), she is keenly interested that she does not ally manage the school wel but
that “... dl teachers fed fulfilled in ther jobs ... tha the children are happy when coming
to school” (B14). This for her is a fulfillment as a leader because in reaching her point of

actudization, she enables others to reach theirs too.

Such accomplishments are no easy feat. In order for her to make such achievement, PB
operates an dmogt busness like portfolio. Apart from managing the generd maintenance
of the school, she dso handles money matters and does things like “representing the
school” (B15). Effective leadership is important to her and she is aware that the
leadership she adopts will be reflected in the ethos of the school. Her leadership is
indicative of a person that likes to be aware of the day to day occurrences in the school. In

the latter case, the leadership image that she cutsis very important to her.
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Conflict is perhaps one particularly londly experience for PB. Fortunately, she is aware of
its inevitability as she puts it, “nothing dways ever runs smoothly” (B23). Sometimes the
going becomes difficult so that there are times and Stuations when she has had to
“disagree with them [her colleagues]’(B23) and a other times it is “they who disagree
with me&’ (B23). It is at such times that she has to draw on her reserves and make sound
decisons that will “not affect a lot of people and affect the school which has had a very
good name for a long time’ (B13). It is in such circumstances that decison making can
become “farly dressful” (B13) and dso it is a such times tha she “might fed done’
(B21) because of decisons that are “not very popula” (B21). However, such ingtances
ae not the norm. If anything, she emphasizes, “ the daff are with me most of the
time’(B21).

Being the head of a school does not mean that one is the expert or “guru”. Even leaders
have thar limitations and a times are ignorant or even cludess on some matters. PB is
aware of her strengths and her limits as the overdl person in charge of her school. Sheis
very aware that in areas that are technicd or that otherwise require specidised expertise
she has to seek the advise of the experts:

I do not fool myself in being the one who can solve all problems ... | know people who can help
who are professionals ... psychologists and speech therapists and occupational therapistsand | am

quick to give names and numbers(B22).

Nevertheless where she can help she does offer advice and expertise.  She has for ingtance
had parents come to her for help and what she has redised is that “what parents want is
just to tak, because while we are taking through it, they are working out their own
problems’ (B22). Sheisonly too glad to be a*“thergpis” and give guidance and counsd.

Sadly, there are other challenges that are beyond the control of PB. Making decisons
such as which children should be dlowed entry into the school are difficult. Her
description of the typicd scenario that repeats itsdlf every year, reveds how overwheming
and frusgtrating decison making can be:
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... having these piles of applications for my school and having to pick and choose ... | have not

enjoyed saying ‘N0’ to children because they have special problems(B29).

Other challenges have tested her as a person for her resolution as a head and her endurance
to keep afloat even when the going becomes particularly demanding such as when she has
to do locum teaching which she describes as “difficult” (B31). The sheer physicd demand

that it makes on ler is depleting coupled with the fact that she has to fit the locum in a full
day which dready includes teaching in the morning and adminigration in the afternoon.

Maintaining trud, reliaoility and approachability is yet another chdlenge. By being the
head of the school PB is placed “ in a postion of great confidence’” (B26). She has people
open up to her in totd honesty tdling her things tha are “closest to there hearts and
closest to their families’ (B26).

When parents place such trust and confidence in her as the head of the school and leave
her with the responshility of schooling ther children then it is important that the school
remans “a place of refuge’(B7). In driving to keep her schoal this haven for both the
students and the teachers, she in the firs place must have the mind-set of a leader who is
comfortablein her job and in her postion. Fortunately PB is aware of this

... | suppose fulfilling my own feeling about myself ... itisessential that | have ajob that | enjoy. |
feel happy with myself that | am actually doing something for others as well as for myself (B25).

The demands and rigours of leadership do teke their toll and especialy with regard to her
socid activities and engagements.  Her experience of leadership is that it is exacting on
her time so that she is “less active in church” and a “persond sport” (B32). She
particularly regrets that leadership demands have made her it difficult for her to play
tennis with her women partners whom she describes as “very refreshing to be with” (B32).
She feds like one suddenly cut off from a favourite pastime to do another equdly
satisfying job.
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It is PB’s contention that women in South Africa are ignored and have been for a long
time. However, she is quick to observe that they ae making progress in their
advancement and even “coming forward” (B39), the consequence of which has been that
now they are increasingly “being trested like everyone esg’ (B39). She is a firm believer
that “women should be able to take their place in society and do whatever job they want
to” (B38). Although she does not consder hersdf a feminigt, she does beieve that
“femde issues’ (B38) ought to be addressed perhaps because of the fact that women have
been margindised for such along time.

Another thing about PB is that she does not perceive people in terms of their sex in the

sense of male or femae. Her colleagues are Smply “hard workers or not” (B40).

46 A profileof PC

PC is the principd of a former DET primary school in the Eastern Cape. Her school was
founded in 1884 and is among the oldest in her didtrict.

The school has about 290 children, boys and girls of “black” and “coloured” origin and a
daff of eight. Of the seven teachers, sx are femde and one mde, the one support dteff is
femade. There is no Head of Depatment (HOD) likewise, no deputy principd. PC has
been the schoal principd for the last Six years.

PC is a career teacher with 28 years of teaching experience. She was never a deputy
principal prior to her gppointment as principd. She holds a Diploma in Education and is
currently pursuing a BEd degree.  PC is in her fifties and is married with children in ther

pre-teens.
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4.7 PC asaleader

PC grew up in a family of leaders. She links the leadership attributes that she has today to
these past experiences from home and from school too. Many of them she believes were
nurtured then.

Other than being a school prefect in standard sx and the school head-girl a “matric’, she
grew up “aware of the importance of seting an example’(C1). Agan, beng the edest
child in her family she was expected to “set the tone’(C1), meaning that it was required
that she gave direction to her brothers and ssters a home and to her school mates at
school.

Teaching Sunday School and being a youth leeder played a sgnificant role in plunging her
into the red world of leadership. Despite the added responghbility on her young shoulders,
PC “readily found” (C2) hersdf in these postions where she was considered by her mates
and her family not only “quite suitable’(C2) but dso a “hero” (C2). The example from
her parents who were a the time “community leaders involved in the freedom struggle”’
(C3), probably served as a ground for her to learn about leadership and dso to come face
to face with the responghilities, the redities and the difficulties of it. PC literdly grew

into leadership out of necessity. It isa probably the reason why she was taken as a hero.

The example and influence of others has an impact upon the way that we think and
concelve ideas about oursdves and our Stuaions, more especially when such impact
comes a an impressonable age or a the criticd sage when we seek to formulate
perceptions of oursaves. At such a point there is dways some hero that we look up to or a
mentor whom we seek to be nurtured by. The example and the influence of her parents
and later on her science teacher in high school conscioudy or unconscioudy had an impact
on the way that PC perceived hersdf as youthful girl and later as a young adult with the
abilities to lead. Her science teaecher, for one, gave her a new lease in her sdf-esteem. In
narrating her attitude change to science, it is evident that her science teacher impressed

upon her that there was nothing that was redlly too difficult:

77



.. thereisthistime | felt perhaps | was not really inclined to science, perhaps | just did not have
the natural ability or whatever talent in that direction. | felt very differently about myself in the
end, after being in that teacher’s class(C5).

The impact made upon her by this teacher went beyond the classroom, he was to her a
hero, a leader and “a very exemplary person” (C4). For her, he stood out as having he
attributes befitting a leader: respectful and mord, exemplary or one who can be emulated.

He was a person that “people looked up to” (C4) suggesting that his attributes sood out in
her community making him to be recognised and well liked. She indicates too that he had
an overwhaming power of influence, she cites that he was unique as “... he managed to
get the best out of us’(C5). In other words, he extracted out of her and nurtured qudities
that she was to later recognise as leadership attributes but which had amost been choked
by despair and disillusonment.

Having come from such an environment it is easy to see why PC says that she became a
school  principd  because she “dways fdt” (Cll) that she could *“contribute
ggnificantly” (C11) to the education of the children. With a changed mind-set PC knew
that there was nothing that she wanted to do that she could not accomplish. Even today,
she peceaves hasdf as a leader with the ability to “do something about the
circumgtances’(C7). For her, the “question of service’ (C7) is the mogt important thing
about leadership. Subsequently, some of her leadership ethos can actudly be traced to the

influences and experiences she had while growing up.

Other than that, one very important aspect of her leadership is her relaionship with God.
PC describes hersdf as a “committed Chrigtian” (C6) and feds very strongly that she owes
it to her Master to “do the right thing, to be there for people and to be supportive ...” (C6).
It is gpparent that PC has a degp mora obligation to her cdling. It is from God that she is
able to get a focus and to draw on reserves of energy especidly when she has to exert
hersalf and when |eadership becomes burdensome:

| started the day feeling tired, as | have been feeling since the beginning of the term. We are feeling

the effects of overcrowding and the financial constraints of the Education Department. The prayer
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of thanksgiving at the beginning of the day was inspirational and | felt that we were one day closer
to asolution of our problems.
Thursday 13th August

Cetan dtributes are dmost synonymous with leadership. PC acknowledges such
attributes and fedls that they are critica to her leadership. She saysfor instance :

| feel 1 know and understand people and because of that | will be sensitive to the needs(C8).

In other words, her compassionate orientation is an asset that makes her a leader that is
responsive to the needs of her followers. She continues and describes hersdlf as:

... very considerate, patient and | tend to be almost sacrificial (C9)

a truth which is confirmed in this entry that is illudrative of the extent to which she is

driven as aleader to perform and to be an example:

| had atough teaching day and | am about to collapse. | will taketwo vitamin tabletsinstead of onewhen | get
home.
Friday 14" August

It is these attributes that enable her to keep afloat as a leader even when the leadership
becomes intense and the demands great. Perhaps this is why she describes hersdf as “a
very tolerant person” (C10) onewho is aleto:

.. accept the situation and make the best of a situation even when | disagree with it (C10).

It is this versatility and adaptability that gives her the edge in her leadership or makes “the
difference’ (C10). Making a difference is important to PC and coming from South Africa,
she is panfully avare of the need for “drong leadership and for postive influence’
(C13). The children especidly need strong leadership, strong role models and that done
sarves as a motivation for her to srive towards setting that model because she fedls too
that she hasthe “ potentid to actudly fulfill that role’ (C13). For this reason she sees
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hersdf as a “guide’(C15) with “some vidon of sorts’(C15). She dects to be this way, not
only because people are expecting it of her as aleader but because she wants it that way.

PC feds very strongly that she is approachable as a principd.  For the time that she is a
principd she perceves hersdf as “a colleague’, “as a friend” (C16), rather than someone
who is way above everyone ese (C16). Because she perceives hersdf as one who is
gpproachable, she believes that her followers respect her because she is not domineering,
inimidating and wanting to bulldoze everybody around. All the same, like many leaders,
she does occasiondly wonder whether she is not “too fussy ... too negative about things ...
rubbing people up the wrong way” (C18). She is aware of the importance of not being
antagonigtic or pushy as aleader lest she should become a“dave driver” (C18).

Leadership for PC means being “fathful” (C19) being “trustworthy” (C19), “a role
modd”, “setting an example and being honest”(C19). It means being consderate of the
humanness in people, cultivating a pogtive attitude, accepting them and beieving in them
and ther efforts. It is beng “thankful for what they do and dways trying to see that
people are trying their best” (C20). Since people are the success of one's leadership, PC
invests in them and has edablished “a friendly rdationship” (C21) where she and her
followers can “fed free to share things ... to confide and to tak fedings’ (C21). The
essence of leadership for her is based on ardationship of friendship and respect.

Moativetion in a leader is equdly important as motivation from a leader. It is very
important for followers to fed appreciated for it is only in that way that they can produce
more and can respond in spontaneity to what they are doing and find satisfaction in what
they are doing. She bdieves that a leader has to motivate people “intringcdly” (C22) as it
makes people “fed good about themsdves' (C22) as such motivaion gives them drive
and focus, gives them ability to rise above thelr Stuation or circumstances.  Such is what
conditutes empowerment, and for PC empowerment is not a feminist catchphrase but a
redity that is trandated into everyday work sStuations where people are seen to work and
to be sisfied with their accomplisiments.  The extent to which PC believes in the power
of empowerment is evident in the fact that a 50 years she il believesin “equipping”
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(C39) hersdf, and that such equipping is imperative in faclitating impact upon her daff.
Knowledge empowers as it informs and brings awareness. PC is therefore dert to new
things that her course opens up to her. She has found the issues discussed there
“impacting” (C41) on her work at school and of the many experiences, the BEd course
paticularly, has helped her in “sseing many things from a different perspective’” (C41).

This unquenchable desire to learn more so as to be moreis well expressed here:

We attended an OBE workshop ...we have been inundated with workshops and | was not
particularly interested in going. The dramatic presentation of what OBE entails was good. The
message came across very well. Even though it is being implemented in Grade 1 only this year, we
have began doing it in all the grades. Our learners definitely benefit fromthe new approach.
Despite the shortage of resources, we try to overcome the problems by using recycled material.
Tuesday 18" August

Another ggnificant thing about her dudies is that they influence her immediate Stuation
and especidly the issue of transformation which is a “powerful process’ (C40) but again
one that she has looked forward to as a career teacher. Her postion as school principal
has given her the opportunity to “contribute to empowering children, colleagues and
people around in generd” (C43). She bdieves that she is blessed to contribute to the
“growth and development” (C43) of her inditution. To sum up the impact that her course
has had on her, PC states:

| found that going to the BEd has helped me alot ... one seesthe ways and meansin which you can

promote change (C42).

Conflict is an inevitable consequence of the attempts that people make to live in harmony.
Since taking on leadership six years ago, PC has had dtuations in which she has come into
conflict with her followers because her leadership which she describes as a “disciplined
way of running the school” (C23) came into conflict with that of her predecessor. Even
where she has been “very much the principd’ in the sense of being in charge of the schooal,
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conflict has manifested itsdf in the form of “heavy arguments’(C25), and times when she
and her followers have “clashed’(C25). She has been aware of the urgency required to
retore peace and hamony and a the same time manage to open channds of
communicaion in a friendy and non intimidating amosphere.  She has in this respect
decided to be non confrontationd in her manner preferring to be subtle in getting her
followers to understand the necessity for and operation of work ethics. For this reason,
she chooses not to “say things in S0 many words’(C24). At meetings for ingance she will
soeek “just drop little suggestions’, and makes the effort “not to be antagonistic about
things that people do wrong ...” (C24). She also believes that by sdting an example, her
leedership ethic will “rub off” (C24).

Of the many forms that conflict manifests itself, power sruggles, and conflict emanating
from domegtic issues and gender discrimination have been the grestest chdlenges for PC
in her tenure as a school principd. Though PC confesses that she has not had serious
problems with maes and that she generdly has felt respected in the circles where she has
worked with them, in her current postion she has had to address a serious contest of
power sruggle emanding from a mde colleegue.  This paticular struggle was sgnificant
to her leadership and the experience and witness of support & some point in the struggle
when the gtuation was threateningly explosve reveded a profound truth about her
leadership as she expresses here;

.. just their presence [at a meeting] made such a great difference and aso that told me where |
stood ... (C29).

Clearly, an experience such as this indicates that a leader ought to brace hersdf for
conflict and in a manner tha is mature and nonpartisan as conflict has the potentid to
reech highly sendtive and traumatizing levels. Also a leader can never be quite sure of the
nature of conflict, as was the case when domestic issues became an officd school
concern.  Though PC was gravely affected to the extent that the experience “haunts’ her
“every day” (C30), the reminder that our schools have every attribute of the societies that
weliveinringsloudly. School leaders, in particular are caught in aStuation where they
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have to provide for the needs of those in our society that are dysfunctiond and
unfortunately in their care.

It was really very bad and | really do not know what | would do in that situation, if perhaps there
was some way of preventing it from happening, you know, | am constantly thinking about it and |
am still counselling ... basically as | sit here, | do not know which way | would move if the crisis

cameback. Soitisavery worrying, nagging situation (C30).

Her winerability became evident as she watched her efforts as a leader and as a colleague,
a family woman and counsdlor come to nothing. As evident from her journd entry, this
oneincident illustrates that every leader has an end to her/his tether.

My colleague who is under stress was very quiet. | hardly heard her teaching at all today. During
break colleagues told me that she was dreading the weekend. | felt helpless, as all previous efforts
to be of assistance had failed. After school she came to me in the office and cried bitterly ... | held
her tightly in my arms and re-assured her of my support. | also said a prayer for her. It wasthe best
| could do.

Friday14™ August

While others might resort to react differently, for PC the open dislay of compassion and
resort to a prayer was most appropriate and telling of the vulnerability and point if
weeknessin every leader.

PC has come into conflict with educators. In this one particular case that was to impact on
her as a leader, she fdt that she was discriminated against because of her gender. In her
caexr as a teacher, principdship has been predominantly the domain of men. She
recounts how in her eghth year of teaching she was discouraged from applying for a
promotion post because as it was put to her, “ °
Although PC was disgppointed she remained unperturbed by the fact that she was denied
promotion. She recounts, “I was aways convinced that | would have an opportunity a
some point” (C38). She knew and fdt that she was “quite capable’ (C35) and was bent on

getting the postion when the “opportunity for women” came (C35). Biased and

..women do not stand a chancel’ ” (C36).

misinformed comments that women could “not be able to encounter stress’ (C34) in
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pogtions of leadership did not deter her. In fact, this was somewhat of a turning point
from which she made the decison to be aleader.

She bdieves generdly spesking tha society is responsble for the discrimination againgt
women and their deprivation of leadership podtions. This is because the society does in
fact mantan tha women are incgpable of being effective in dud roles of career and
family. A comment like “ ‘If they [women] are on these promotion posts when they have
to go off on leave it would intefere with ther professond life and prevent them from
performing on par with men..” ” (C37) is one of the many comments that indicates the
beliefs that are held of women and in a very negative way serves to discredit women and
the potentid that they have to be leaders.

Being a teecher and head of school a the same time is extremely demanding. PC is often
very exhausted and even narrates how her sacrificia attitude bears on her. Her confesson
that she sometimes feds like she is “going to collapse” (C9) indicates that the job is not
only demanding but that it can dso be threatening to her well being and hedth.

Over and above having a full day of adminigrative work and a teaching load, PC has other
duties that make her leadership even more demanding. She has to attend to the “financid

management” (C45) of the school and apart from fees collection this includes paying bills
and getting a gardener to do the school grounds. She aso has to do clerica work as she
does not have a secretary. Her biggest complaint is that schools such as hers lack this vitd

gaff support and therefore make the life of a head so much more difficult. It is because of

such limitations that sheis unable to Stay on top her work asis evident from this entry:

| feel more organized today, having some assistance yesterday to tidy my office. Being ableto find
my way through the papers on my desk isarelief.
Saturday 26" August

Furthermore, she fedls that it is of vita importance that she does not break contact with the
children astheir teacher as she particularly derives joy from this contact.




4.8 A profileof PD

PD is the principa of a former DET junior secondary school in the Eastern Cape. Her
school is predominantly “black” and has a population of deven hundred students, five
hundred and sixty four of whom ae girls The school hes a large daff of thirty-two
teachers, four of whom are Head of Departments (HOD) and one a deputy principd.

PD dated her teaching career twenty one years ago with a teaching certificate and has
worked her way up the ranks from a classroom teacher to the deputy principa and findly
to her current postion of principa where she has been for the last 5 years. She holds a
BEd degree and is married with ateenage son. Sheisin her early forties.

49 PD asaleader

PD beieves that her leadership potentid was nurtured as early as childhood. She says that
she was one of the bright students and “darted being a prefect in sandard 8" (D1). This
achievement led her to see tha she had “leadership qudities’(D1), which she in turn
believes were nurtured by discipline, time management and deanliness.  All  these
dtributes she clams she Hill maintains even today. Other than that, she o feds that she
was influenced into leadership by a role model. She describes her mae boss as “a very
kind person”(D4). He was the kind of person that would say something that would impact
on a person in a profound way. It is, she recdls, unsolicited remarks such as this one;
‘“You know wha, the only migtake with you is that you are a little bit short tempered”
(D4) that made her begin to reflect on hersdf as a person with flaws. She recognised too
that she needed to change if she was to be a successful leader. Since then she has taught
hersdf to “lisen firg and keep quiet until the other person has finished their sory” (D4).
Perhaps that is why she beieves that sharing, communication and even conflict are vitd
ingredientsin aleader.




PD perceives harsdf as “a very ambitious woman” (D5) and is driven by a strong desire to
succeed in dl her undertekings, a passon tha clearly underlies her statement: “I redly
hate falure’(D5). For her success is a passon and it drives her every effort. In her
arguing about her pogtion she is clear in hersdf that there are demands and expectations
made of her:

If | am not exemplary asthe leader of the school, what do | expect other teachers will do? (D48).

PD perceives hersdf as a philanthropist of ®rts. She dtates that she is “a Samaritan” (D6)
because she likes to help people.  She derives such joy from it that she feds cdled to
involve hesdf and to assg in the ongoings of the lives of the children from
underprivileged homes in her community. It is because of her involvement in endeavours
such as these that she perceives hersdf as approachable and open. People become drawn
to her because she finds that “... if there is anything, they come to the office’ (D7). Thus,
this principd believes that she is down to earth:

| do not place my status as principal or teacher ... | am aflexible person, very sociable. | am open

to everybody ... my homeisthe home of the poor (D15).

Communication appears a very important feature of hers as a leader. She believes that it is
important to communicate and that it does not matter what form that communication takes.
She avoids obgtacles that will hamper effective communication. For this reason, she hates
gossip and is a reliable confidante, “... if somebody comes to this office and tells me a
secret it is not easy for me to tell another person ..."(D14). Perhaps it is because of such a
firm stand on interpersona relationships that she fedls accepted and is accorded the respect
that she deserves asaprincipd.

Her leadership style involves working with other people because for her to “share idess is
veay important. She believes in team work and consultation and involves the “the
adminigration daff and “mantenance gaff” (D8). Because of the diversty of people
involved she congders respect between hersdf and her followers pertinent to good
leadership. She fedsthat she particularly needsto “repect others because thereisa
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tendency that if you are a principd you see things the way you want and do as you
want”(D9). Even though her followers see her as a drict person, she believes that she is
approachable perhaps because, as she puts it, “they know what | like, they know what |
hate...” (D11).

Seemingly, one important factor about leadership that perhaps brings conflict for PD is
that of authority. She believes that people need to understand what authority encompasses
and to respect it. Sheis uncomfortable with disorder and even complains that:

... todothingstheir ownway ... asfar as| am concerned is not acceptable (D16).

It is apparent that her podtion as a leeder and a figure of authority is chalenged even
though she is quick to define that leadership means. “ ... the people respongble for that
ared’ (D17).

Authority carries with it responghbility, her role in this connection is to “manage the school
to control everything” (D18). Her perception of contral is to have a fed for everything.

She is able to have that “fed” because she does not have a secretary so she has “to answer
even the phone” (D47) and do the more erudite like “drafting letters to parents, organizing
parents meetings, giving guidance to teechers, to pupils’(D18). Control to PD means
having her say over the on-goings in he school. It means having authority over the use of

“buildings and furniture, book requigtion”. It means having a say on “reports ... pupils

work ... teachers work” (D18) and findly even to  “control meetings’ (D18). The nature
of control a mesetingsis of the kind where sheis able to make inputs.

A cohesve functioning school body is PD’s vison for her school, and as the leader she
believesin working towards thisided. To begin with opennessisimperative;

. the openness that is taking place in our school helps us ... we sit around and discuss things
(D23).
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For PD openness is a vitd ingredient of meaningful and fruitful discussons, and effective
leadership. Perhaps that is why she believes that parents are important players in school
decison meking and in her leadership “... no decidons can be made without parents
.."(D24). In that regard the school is Sructured so that parents are actively engaged in
various forums “... the school governing body meets, we have parents meetings, we have
Parents Day” (D25). According to her such forums have helped the school too because
parents are able to “foresee things’ and therefore have an input in the decisons that are
mede in connection with the running of the school. The result is that the burden of
leadership is shared. It is very important that she involves al parents, “... there are parents
who are illiterate and we have got to show them and they have got to be sisfied ..
(D26). In other words she is convinced that nether literacy nor illiteracy should be a
deterrent to a parent who wants to make a contribution to the functioning of the school.

She treats prefects or representatives of learners - whom she believes she needs to invest
in as future leeders - in a smila way. She bdieves in taking an advisory role and
involving prefects in school activities and by awarding them ther due respect by ligening
to them and accepting their opinion. In her opinion the relationship between the school
principd and prefectsis one of partnership, she observes that:

...if you bring them close ... it isnot easy for them to take the wrong way because they can see they
are allowed, they are respected and their opinion is accepted by the school (D27).

Clearly, communication is important if hedthy working rdationships are to be sustained.
To encourage sustained communication, she encourages informa gatherings because she
believes that a such gatherings tensons are more easily broken than a formd ones. She
adso beieves that they bring in an important ingredient to the relationships between
people; that of joy and laughter. To illustrate how convinced she is of the importance of
such relationships, she was quick to point out her brain-child, “the Tea Club” which was
her “initiation” (D28) has stood the test of time and demondrated effectiveness for the
purpose for which it was intended. To this she adds that “everybody appreciatesit” (D28).




Ancther dgnificant festure of her efforts to maintan communication is her involvement in

committees where she works with colleagues as part of ateam:

| always involve myself ... | have a committee that deals with exams but | am always with them
(D29).

Even though she is part of a committee she is quick to add that she is not in the habit of
“supervisng them or running after them” (D29) rather what she does, in her own words, is:
“lus helping each othe” (D29). PD likes to ddlegate because sharing enlarges her
leadership, and by doing S0 encourages others to teke up the mantle of leadership
respongbility. She is keen to have less of her presence and domination a meetings and in
the agendas. When her colleagues or followers are given the opportunity to lead, they
utilize therr abilities, tdents and ideas and are in event being nurtured into leadership.
Leadership by example is particularly important to her and she places strong emphasis on
this principle.
I do not preach and then not practiseit (D30).

PD’s motivation for leadership besdes being driven by a desre to succeed, is not
goparent. She does, however, atribute her rise through the ranks to her management
skills, even though her rise has been dow because of persond preferences such as her
choice “to stay in one place’(D31). Her disqudification from promotion because she was
“not quaified’(D31) for the category and because of the limited “avalability of
posts’ (D31) within her locde were factors that delayed her rise to leadership, but again
were factors that she could not control.

Other than being a schoal principa, PD has found hersdf in various other leadership roles.
As a community leader she has a number of community education related portfolios where
she plays a “mgor role’ (D38). One of her leadership accomplishments has been: “to
build a club for our street”. It is a club that takes care of the socid welfare of the people
and helps them in time of bereavement and a funerals. She has served as a member of the
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“ASECA and ABET doing the same work of adult education” and aso is “a member of
the Makanaskop Creche’(D37). She describes hersdf as smply a church-goer because
she has no status and position | her church except that of a “Manyano mama”(D37). PD
perceives hersdf as a socid worker: “I behave like a social worker”, she says (D39). She
increasingly finds hersdf operating as a problem solver and as a community advisor. She
finds hersdf engaged in veary basc activities such as writing letters and making phone
cdls on behdf of the people of her community. Despite that extra work and demands
made upon her, she appears happy to render such services.

Among the grester chalenges that PD experiences as a leader, conflict fegtures
prominently.  Conflict is manifes in the rdaiona sphere of her work. According to her,
conflict ought to be handled with caution as there are ways of addressng conflict. As the
principd, in event of conflict, she makes the effort to “tak to that teacher”(D22).
However, she does indicate that there are times when she feds limited:

... if thereis something that | cannot handle, | refer the matter to the governing body (D22).

Keeping politics out of the classoom is another chalenge that she has to face. She
narrates that the negative effects of politics on her as a person “ ... when it comes to
politics | get so unmotivated’(D33). Politics invariably leads to a criss a school which is
a hindrance to the autonomous governance of the school. She comes on strongly and
dates that “politics should not be mixed with education” (D34). Nonethdess, she vaues
political astuteness because it is a shidd of protection in a volatile politicad world. Such
astuteness requires one “to know something concerning politics’(D34) or “having people
who are politicaly minded”(D34). In her assessment it heps not to ignore the politics

around one as a school |eader.

The family and its atributes are integrated into her leadership in the sense that as a mother
ghe finds hersdf resorting to motherliness and even to the mother figure; “motherly love
helpsme’(D41), in particular, in nurturing othersto grow. Her role asamother at homeis




carried over to school where she says: “the way | treat those people a home helps even a
work”(D41), meaning that her motherliness has no borders. On the other hand, she does
acknowledge that her effectiveness is dependent on the peace and harmony that prevails
on the domestic front:

.. if you are not happy at home then at work you cannot be happy (D46).

The reverse does not appear to be true. She draws the srength to work and the
encouragement to go on from “having an undersanding husband and child’. They are

patient with her and will wait for her to become composed when there is something thet is
disturbing her.
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CHAPTER FIVE
DISCUSSION OF DATA

5.1 Introduction

This chapter discusses the issues concerning women in principaship emanating from the
andyss made in chepter four. With leadership trends shifting and accommodating
transformational leadership as an dternative form, the discusson explores how women

experience principaship and how other significant features that relate and are maintained.

In this discusson, | dected to follow an explorative rationde because it would investigate
certan behaviour paterns that characterise leadership by women.  Such includes
behaviours that empower, teach, provide role models, encourage openness, advance
professonaism and professond development. To enable this exploration, it required that
| remained faithful to the data and having to tease out informeation where it was obscured.

The choice to be explorative was influenced by literature on feminism and
transformational leadership. James MacGregor Burns on leadership theory, admitted that
there had been little, if any, organised scholarship regarding the standards for assessing
past or potentid leaders. He dated that it would have been presumptive to declare that
leaders were born or made, he fet rather that efforts needed to be made to identify the
elusve dements that made a person a leader (Burns 1978). Taking a Smilar postion,
feminig proponents Gosetti et d. (1991) powerfully contest our commonly held
perceptions of leadership, arguing that the dtandpoint we take is masculine and that it
emanates from a biased socidisation.  Together, they appear to suggest that where
leadership concerns women, the feminist perspective would be better suited. In particular,
Gostti et a. charge that this perspective not only offers a new lens with which to view the
world of leadership, but it dso gives the woman leader opportunity to give her perception
of leadership. Additionally, Rosener (1990) states that leadership is a consequence of
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one's dtitudes and perceptions plus the influence of socidisation. For that reason, it ought
to be drawn out as unique and particular and not as an enforcement of the expectations of
others. It is she emphasises that the experience the reaction and subsequent vaues
emanate from being in that pogtion.

In that connection, the discussion in this chapter is approached and guided by two factors,
both of which are a fundamentd frame of reference to a case sudy. As a Sudy that is
idiographic and whose purpose is “to better understand the intrindc aspects’ of a
phenomenon (Berg 1998:216), the framework of discussion takes on the combination of
the exploratory-descriptive and the descriptive-didogic case study (Edwards 1990).
Chapter four was an exploratory-description with a rich and explicate description of each
case. Here, there was no urgency towards generalisation, rather, the idea was to attain an
in-depth understanding of the background, the experiences, the roles and the moativation to
leadership. The second factor is literature. Leadership is rife with arguments and theories
but there is not sufficient literature on women in leadership, much less on education
leadership. This lack was important in the discusson whose effort was to prove a theory
but a least affirm the contentions and arguments about women in leadership even verify
the rigour and exactness of these cdams. There emerged too, interesting features, new
concepts and visudistions that are dgnificant to the growing Sudy of women in
leadership.

To know leadership requires "undressng the leader”. While deding with his data van der
Mescht underscored the importance of “capturing the essence of what it means to lead for
each of the participants’ (1996:85). He emphasised that the essence of a leader lay in
exploring the lebenswelt which is the uniqueness of an individud, the centre or heart of
ones being, which trandates into ones perceptions, views and outlook. It is influencing
dements such as these working within the individua that a leader conceives and builds
individua perceptions following which the same individud is compeled or condrained to
experience leadership as he/she does.




Now in order that the leadership experience is built purdy on the leader's own
perceptions, it was important to remain true to the data as dready mentioned. | was
therefore obliged in the circumstances to work yet again from the protocols and this time
to include observations that | made with regard to the ethos of the school at the particular
time that | was within the school compound.

Much of the communication was verbdised, but there was powerful communication that
came through the observation of body language, paralinguigics and non-participant
observation.

5.2 Factorsinfluencing leader ship

A person’s search for an identity is a life long voyage tha is launched in childhood and is
propelled further in adolescence perhaps only coming to settlement in old age (Papaia and
Olds 1995). It is in adolescence, that many people search for commitments to which they
can be fathful with such commitments often being ideologicd and persond. When and
where such commitments are taken serioudy, they shape a person’s life through a process
of continuous growth

5.2.1 Formative experiences

Leadership roles are familiar to PB, PC and PD dl of whom were engaged in leadership in
their youth and young adulthood. These early roles gppear to have had a bearing on their
pogitions, in particular, on how they condruct leadership. Recognition and appreciation
for a young leader builds esteem and confidence and both PB and PC received this. PB
received recognition for every role that she took up from her father, while PC was the
community hero. As school leaders, the same attributes are demonstrated where there is

the recognition of the complementary role that each follower playsin their leadership.




The example of PB illudrates this. She views hersdf as a leader whose rdationship with
others leaves an impact upon them:

| feel happy within myself that | am actually doing something for others as well as for myself ... to
add something to society. To be able to look back on my work and think | have actually made a
difference (B6).

It is apparent that the good fedings expressed about her as a young leader congtitute her
philosophy about leadership so that for her leadership means making a difference, making
a contribution and not maintaining a saus quo. She nurtures others into leadership in
subtle ways and often she dlows others to be the “captain of the team” (B18) letting them
into the knowledge that sngle-handed she would be unable to solve dl the problems and
face dl the chdlenges of a leader. She therefore, prefers to perceive hersdf and her
colleagues as partners, as “working together for the same ends’ (B16).

In the case of PC, the community “hero” (C2) she was dso influenced by her parents who
were community leaders in the struggle years in South Africa They served as examples
and figures that she could emulate. Like them she grew up a leader with followers drawn
to her and rdlying behind her. Supported by both her parents and her followers, she
“played a dgnificant role’(C2) in the podtions that she “readily” (C2) found hersdf in.
PC grew up with role modds around her and her school days were particularly
ingrumental in shaping her in the line of leadership. Her inclination to be an example that
will “rub off” (C24) can be traced back to these formative years.

PA’s formative experience overwhemed her to the extent that when she eventudly
became a leader, her mgor obligation was to reciprocate:

I would like to give something back as regards what | got of my education as a child and upbringing
| had as a child (A36).

The dedire to reciprocate emanates from the satisfaction of esteem needs. Where esteem is
high there are fedings of persond worth, sdf-confidence, physiologica strength,

9%



capability and a sense of being ussful and needed (Madow 1954). Like PB, leadership is
not about her postion and authority, it is about the impact she can have on others so that
they, like her, can have a radicd experience. She adso shows herself as a seasoned |eader
who believes in hersdf, her confidence permestes the group that she leads building up a
seady assurance, and conviction of competence that is based on training and the gradud

accumulation of experience and kill.

Leadership motivation emanates from two factors. Firs, a Stuation where a leader is
cdled to lead out of the pressure made by followers so that one finds onesdlf placed in a
leadership postion as a result of the collective consensus of the followers. Second, a
consequence of nurturing whereby a person will begin to find leadership attractive and
even acceptable. The latter is the point of discusson here.  According to Mclntyre and
Haggar (1996) mentoring has become increasingly important as a means to professond
devdlopment in education. The raionde for its use lies in the fact that the more
experienced colleague can facilitate the professona development of a new teacher or a
person new to a paticular sage in a career. However, mentoring is very different from
one country to ancther. While it is integrated into schools through the adminidrative
gructures in the UK and the US, this forma or informa set up is not the practice in South
Africa To begin with, mentoring in South Africa is not enshrined in the policy of
education and where it is executed its facilitation will depend on factors such as the school
type, school history and ethos.  Another important factor is the awareness of its value,
interest, commitment and professiondism of the Saff.

From this study there is evidence of the fact that dl four principas were mentored but not
in the dructured st up where both mentor and mentee engage in a reationship over a
given period of time whereby the mentee becomes a legitimate partner with privileged
access to an experienced colleague who provides support and guidance (Mclntyre and
Haggar 1996). Here, the mentoring was ad hoc arising out of the keen interest on the part
of the mentee to learn how to lead as in the case of PD. For PA and PC it was as a
consquence of the powerful influence of dgnificant persons in their careers.  Mentoring
like nurturing is ingtruction given with care and follow up. Studies have shown that the
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psychology of the brains of men and women are different so that women have a brain that
is more integrated than that of men, fulfilling both the right and the left bran activities in
its function (Wolmarans 1997). As such, women are better than men in ther integration
of fedings and reason and ae predominantly interactive so that they render a more
supportive socio-emotiond leadership (Rosener cited in Wolmarans 1997).

Three of the four cases point to something interesting; that the mentorship experience was
indrumenta in PD’s decison to become a principd while for PA there was a powerful
role modd despite her intention not to be one while PB had little externd influence on her
dignterest notwithstanding. On the other hand, PC's interest in becoming a leader was not
prevented by her lack of a role modd or mentor, neither by the difficult experiences in her
dimb to the top. PA and PD worked under role models who were not distant heroes but
friends with whom there was a strong sense of collegidity despite these people being their
seniors in the job. The rdationship demondrates the integration of the psycho-socid or an
interpersonal  development that enhances career development (Carmin cited in Mclntyre
and Haggar 1996). The pattern of change or amendment to the individud’s perceptions
and how they were to later impact on their leadership can be traced quite wdl. In the
excerpt below PA is seen as a person who was principaly influenced by a role modd, an
influence that she thrives on to date:

| was very fortunate when | began teaching to have worked under an exceptional leader ... a
principal who was a very good role model. The man that | dealt with was an extremely caring
person, he had dignity and he believed in the dignity of children ... one of the statements he said
which | still remember was that, “Every child deserves his place under the sun.” | thought that was
a beautiful way of focussing on what we as teachers and what we as principals should be doing
(PAL, PA2, PA3).

Clearly this role modd did impact on PA to the extent of her picking up his ethos and
making it her own 0 that eventudly when she did become a principd the same ethos
became the foundation on which her leadership vaues grew. Like him, her leadership
focusis on the on the well being of the child.
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Findly, leadersin their creativity draw from their heroesthey arein a sense their psyches.

5.2.2 Leade/follower reations

“Leadership is vulnerability” (Boon 1996:69), and it means being chalenged and even
facing falure.  However, where chdlenge is teken in a spirit of kindness, trus and
openness, character flaws can be addressed and corrected. A chalenge on PD’s character
enabled her to make a radica change when it was pointed out to her that she was “a little
bit short tempered’(D4). Her rdationship with her role mode was fruit bearing and one
that goened her up to accept criticism, a change that was to become very important to her
leadership. As of now has developed a ligtening ear and is able to “keep quiet until the
other person has finished his dory”(D4). Such an attitude enables channds of
communication to reman open between her and her teeching daff. The result is that she
now is a confidante enjoying a leadership podtion where she is trused and listened to.
Her openness also makes her accessble to subordinates and to prefects with both groups

feding a ease to offer information and idess.

It appears then, that mentoring or role modeling, whether received through formd or the
ad hoc processes, serves the same purpose. It would be in order then that school leaders
ae left to dructure ther own ways of fitting it into ther st up. However, the most
important is ensuring that they edtablish a relationship of trust. Both PA and PD use tea
breaks which are informa set ups as opportunities to reach out to colleagues and to
observe and fed the dynamics of the group. It is & the same forums that they inject ther
enthusasm and energise (Rosener 1990) their followers, and dthough it is not dways
possible to relate to each teacher on a one to one bads, the possbility for the principd to
observe each individua dlows for specid arrangements and the follow up of a teacher if
there is seen to be the need for it. An amosphere fostering open communication and
camaraderie is just one of the many long term benefits of the Tea Club that PD hersdf
edablished. Describing the tea-breaks as times that “everybody appreciates’ because
there is “openness’ and “communication” “lots of laughter” and “happy times’ (D28) one

can see the necessity for and place of inter-persond interactions. Forums such asthese

98



bresk tensons and here PD is able to mentor and reach out to her staff in non-threatening
ways. Her success comes from interacting with her staff on a person to person basis even
when verbd communication is draned or impossble, then she encourages them to

expresstheir fedingsinwritingasmdl nyana or note.

PA on the other hand, undertakes every day a customary greeting for each person, which
Is a gedure that initiates fedings of goodwill. It is importat that her gaff is “happy with
what they are doing” (A19), an indication that the psycho-socio development of her Saff is
important to her.  Ther happiness gives har satidaction and fulfilment as a leader.
Informa st ups such as tea-breaks are good indicators of the spirit of a team. A good
team according to Boon (1996) shares the vison of its purpose and is motivated,
passonate, caring, loyd and fit for its misson. Its members have totd trust for one
another and are comfortable discussing their individua weskness.

Leader/follower rdaionships of a reationd kind seem more common among women.
Women ae adle to “fed” or sense and will engage therr followers in dl possible forms of
communication in the endeavour to keep communication going. According to Rosener
(1990), whether women creste specia forums or not, they do try to make people fed
included as a matter of course. This they do by trying to draw people into conversation or
by soliciting their opinions. In S0 doing, they conscioudy or unconscioudy cause their
followers to meet a need that is basc to dl human beings tha of feding important which
iscrucid in propagating effective leadership.

Not dl mentor/mentee rdationship bear the fruit of guiding and empowering the mentee.
In some ingtances such relaionships are sdled and where the impact of the rdationship is
in fact in reverse. Where a leader predecessor is a mentor but has little or no significant
impact on the successor, the latter will arise stimulated by this vacuum with idess for
change. A case in point is PB, who for a long time was little influenced by her
predecessor and mentor of many years. Her acceptance of the leadership post was
triggered by the awareness that she “ had a lot to offer” that she had, “new ideas’ (BY5).
She fdt strongly too, “that there were things that needed to be changed” (B5) and therefore
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the new post was a chalenge to bring in freshness even though she was never bent on
leadership and had for many years been content in the classsoom as a leader of her “little
band of people’ (B18).

Findly, in a dass of her own PC had no one sngle mentor to shape her career it was the
influence of her high school science teacher that impacted on her. He was in some way, a
kind of a hero whom she was powerfully drawn to, one whom she very quickly emulated
and basad certain decisons about her future on: “If | become a teacher, that is the kind of
teacher that |1 would like to be” (B4). The example of this teacher gppears to have made
PC want to leed others by her own example. This is not unusud for the young and
impressionable and is paticularly characterigtic of some forms of leadership. According
to Bass (1990) charismatic leaders often emerge in times of crises as prospective saviours
and ae die to fullfil the unmet emotiond needs of ther completdy trugting, overly
dependent, and submissve followers and if successful are able to bring about radicd
change in ther groups and organisations. It is concelvable how this “classroom leader”
had such impact: he was able to return sdf esteem back into PC, make her redise her
learning potentid. Agan the fact that he was a highly regarded community member
because of, among other things, excdlence in character her beief in him and emulation of
what he stood for easly lead her into leadership. Unfortunately, however, while followers
will identify with a hero as a leader because of the abilities, interests and even persond
trats (Bass 1990) eventudly this wanes as the needs of the followers are met or otherwise.
In other words, the example of a leader is not sufficient to fuel leadership effectively and
for PC to believe that she can be a role modd her that will be followed is somewhat of a
fdlacy. A leader has to change and serve into Stuations and circumstances, and these will
demand a different leadership involvement and intensity.

5.3 Reading

According to Van der Mescht (1996), there is very little to be found in literature
connecting the role of reading to leadership. While it is true that there is some impact of
the written text upon a reader, the extent to which the impact will be followed by actionis
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unknown. This theme however, does emerge in this study. In particular, PA and PB
believe in reading to gain information, to broaden their scope in order to enable them to
gan ideas that will empower them in their job, and aso purely for the sake of enjoyment.

PA describes hersdf as an “avid reader” (A27), who reads across the board. Her
moativation is her interest in people and she will therefore read history, biographies and
autobiogrgphies. Van der Mescht in an explanation on the sgnificance of reading and its
bearing on leadership argued that by reading one inevitably involves the sdf and as one
becomes engaged as a reader, the sdf is chdlenged in evauative and criticd roles (Van
der Mescht 1996). As a leader PA is criticad of leaders and dert to the fact that it is not
everything that is contained within a leader that is necessarily good or worthy emulating.
Clearly that is why she will describe presdent Mandela as someone that South Africa can
be “proud of” yet be open to the redity that he is “not infdlible’ (A29) despite his
example of democratic leadership that is world renowned. Agan while she is impressed
by the fadtidiousness and iron will of Margaret Thatcher to stick to what she believed in,
she does not hold her in high esteem as a leader, gender notwithsanding! PA’s reading
engagements are  definitely  purposeful. In regard to outcomes and leadership
development, PA is inclined to shift and to keep abreast with the trends, the outcome of
which is her becoming more democratic in her style rather than autocratic. Her reading is
evidently a reflective endeavour, an interactive engagement where as a leeder she is

empowered or perhaps even disempowered.

PB has a different engagement with reading. From her description, she is a reader who
reads for the functiona purpose of getting over the leadership hurdles that she encounters
partticularly because of her newness to leadership. Of her sdection of reading materids -
Covey’'s Seven Habits of Highly Effective People and books on family and discipline -
there is the indication that her reading is danted towards seeking immediate solutions
rather than reading for simulaion, enrichment and growth. There is an explanation for
this operation. Prior to teking on the podtion, PB had litle or a poor mentoring
experience.  Once a the hem of it, she goes through leaps and bounds, grappling with the
position and feeding off the ideas that sheis able to “bounce off” (B20) her secretary and
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the advice she that she receives from one member of the board of governors who often just
prevents her from “fdling flat on the face’. That being the scenario, PB literdly has to
fend for her leadership needs and quickly too.

5.4 Family

As our societies become more diversified and influenced by the trends and fashions in the
current socidisation conventional family as we know it is less common and vulnerable.
Besdes an increase in dud worker families, families in South Africa are incressngly
becoming diverdfied in ther organisation with cetan feaures characteriang this
diversty. According to Hardambos and Holborn (1995) and Papdia and Olds (1995) the
recondituted family borne out of remariage is increesngly a common family type,
gmilaly the gngle parent family and to a lessr extent the lesbian and gay families
Pervading these family types are socid influences such as such as culturd diversty,
politica policy, indudridisation and migration, which ae fundamentdly affective upon
families in that they cause them to vadillae in trangtion as they adjust or dtogether
change. Leadersare born into such families or dse are the parentsin them.

To place this into context, it is important too to understand the point from which South
African families have come. It is worthwhile thet this is made dear a this point so that
two things important in this study are placed into their proper perspective. Firdly, there is
the principd or school leeder who is a family person and who additiondly may find
hersdf operating outsde of the bounds of the family. Then there is the background and
history agang which South African families have grown. This breeds an experience that
is unique for every individua as a consequence of ther socidisation. South Africa is now
in a post-gpartheld era, however, this higtoric indicator bears with it marks of socidisation
that only time can erase. These marks are a redity that penetrates into every school,
workplace and office. De la Rey et d. (1998) relate this and the current trandtory phase
inits entirety:
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Diversity in family structure and function can be found in any society, but in South Africait has a
number of unique features. Firstly, we are living in a society which is ethically diverse. This
includes a multiplicity of religious and cultural beliefs and practices. Widely different household
arrangements, child rearing and kinship patterns, and economic structures grew out of this diversity.
Opportunities for assimilation of aspects of one tradition into another have been limited until the
very recent past by separation of groups on political grounds. Moreover, segregation, a feature of
state policy for the past 100 years, ensured that there were no limits to the circulation of everyday

contact and knowledge between the groups.

Secondly, South African society is characterised by class divisions which, by and large, still follow
difference in racia classification. White families, whether English - or Afrikaans speaking, have
historically had access to middle class opportunities and lifestyle; black families have been
confined to the working class. Extreme poverty, unemployment, inadequate or crowded housing,
poor or non existent health and welfare facilities, and grossly inadequate provision of educational
resources, al contributed to an on going cycle of increasing economic, social and emotional
distress. Where white families were able to turn to the sate to provide assistance in times of crisis,

black families had no choice but to draw on informal resources within families and communities.

Thirdly, for a century, a succession of South African governments maintained labour policies which
resulted in the separation of black working men and women from their families. In the absence of
parents, the care of the children was undertaken by grandmothers, aunts or older sisters. Thistoo

affected the meaning of “family” in the South African context.

It is important a this point to understand that while South Africa is a new nation, certain
socid redities predominant or remain unchanged even where there is every endeavour to
bridge the socid gaps and to build the nation anew on the principas and ideology of

multiculturd diversty.

PA, PB, PC and PD are dl over forty years of age and have had the experience of both
pre-gpartheid and post-gparthed South Africa. While there is no intention to judge them
on the grounds of these experiences it is plainly evident that each individud’'s socidisation
has had some bearing upon their awareness and perhaps even shaped their thinking, be it

iN & CcoNsCious Or UNCONSCIOUsS Way.
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54.1 Marriage

While literature says little on the connection between and marriage and leadership, it is
clear from a socid and psychologica point of view that the support given by a spouse is
complementary to the effective functioning and consequent job fulfilment of the working
partner. According to Papaia and Olds (1995), of the severad benefits of marriage that
there are, friendship and companionship provide for emotiond growth. Married people
operate in a reciprocatory relationship and because of that, they tend to be hedthier
physicdly and even psychologicdly. There is evidence of psychologicd wel being as far
asthe principalship job is concerned in al of the four.

The engagement of and role of spouses came out prominently with PA and PB, showing a
bonding that spilled over into their jobs seen in encouragement and support. Of her
experiences, PA enjoys the encouragement of her spouse whom she describe as
“supportive’ and “interested” (A53) in her job. A telephone cdl to inquire about how a
goecia school event was or a weekend away from home with him to induct new school
prefects is one of the ways that she receives this support. PB receives support in practical
ways and beyond that her spouse is a times an advisor when his counsdl is sought.

In both of these cases, there is evidence that psycho-socio needs that come because of the
demands of a dressful job, are met in this partnership.  This, however is not to suggest that
women in leadership ought to be married in order that such needs are met. It is Smply to
reiterate that married women tend to involve their spouses in the onrgoings of ther jobs
and find fulfillment in doing s0. They adso recognise tdent and resources avalable to
them and know how to harness them to complement ther leadership. This is a naturd
order as dl people have a need or dedre for a dable, firmly based evduation of
themsdves, a dedre for sdf respect and sdf esteem as wdl as the esteem of others
(Napoli, Kibridie and Tebbs 1982). Where such need is satisfied prestige, status, fame and
glory, dominance, recognition, dtention, importance, dignity and gopreciaion  will
predominate.
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PC and PD made little mention of the involvement of their spouses, but PC did relate that
decisons concerning her reationship with her gdaff were determined by a mutud
agreement between hersdf and her husband. For instance closeness or intimacy between
hersdf and the gaff is limited to a respectable and comfortable distance because that is the
way that they prefer to work as a couple. Again such her interactions with her gtaff are
soldy within the confines of the school. Clearly, her husband is a mgor player in some of
the decisons that she makes.

PD’s partnership with her husband tends to be smilar to PC's.  She describes her husband
as “understanding” and patient or “able to wait” until she confides in him of the on-goings
a school. She particularly enjoys this support when she is “disturbed” (D44) about the

issues a school.

There is every indication that women engage communication dl of the time and seemingly
have no borders between the office and the home. The home serves to complement the
office and is the place where the more persond perhagps even mind boggling job rated
metters are decided upon. It is dso the place where the tired woman leader finds her
comfort and peace. In essence, the woman leaders seen here do not limit their
communication and expresson to work and to the work place. “Garbled communication”
(Rosener cited in Grint 1997 ) that characterises men leaders, where men talk about what
they do rather than about how they fed is not aleadership characteristic of women.

5.4.2 Dual careers. the mother/career woman dichotomy

From a socid perspective, parenting is perhaps more pronounced in the woman because of
amother’ s direct psychological, emotiona and physiological engagement.

Today women are increesngly finding themselves in dud roles with careers to develop
and homes to build. While developing a career may be the demand of an economic need,
agood education and sdf-fulfilment, asocid and psychologica need respectively,
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motherhood is the naturad course of nature. For women engaged in both roles, there is

contest for time, energy and priorities.

The four principads are mothers: one in the early forties, two in the late forties and one in
her ealy fifties Codllectively, thar children are in ther preteens, in college and some
young working adults.  Though dl of them have had very long teaching careers with
leadership spans of between sx months to 9x years collectively, they dl became leaders
late in their teaching careers conddering that entry into teaching was early. This delay
into leadership appears to be the pattern for women.

According to Shakeshaft (1989) the profile of the typicd woman adminigtrator differs
from the profile of the typical mae adminigtrator in a number of ways:

Specificaly, women in al levels of administration are older than men in similar positions ...are
more likely to have been teachers for alonger period of time, and earn less for doing the same job
as aman. Women have moved into administration later in their lives ... women administrators are
older than men primarily because of sex discrimination. Literature on life stages of women indicate
that career becomes afocus in midlife. Barnett and Baruch (1997) found that at midlife, self esteem
increased and women discovered their self-worth. This coupled for women with children with
fewer demands as mother, means that middle age often marks the birth of new or renewed career
commitment and focus. Paddock (1978) found that the demands of the role of the homemaker and

mother were listed as a major difficulty for women attempting to move from teacher to

administrator (Shakeshaft 1989: 61).

In a sudy of Turkish women managers by Katrinli and Ozmen (cited in Morgan 1994),
the following findings that are relevant to and that dso correspond to my study was found.
Of 31 women mangers in a pilot study, the demographic characteridic of the sample
showed that seven of the single women feared tha marriage would affect the success of
their careers. They fdt that marriage would decrease their effectiveness because they
would have to take care of their homes and husbands and children. They fdt that they
would become tired and would not have the energy to work hard a work. Of the 16
married women some talked of career/parenting related conflicts that they had had in their

lives.
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In my findings each principal undertook leadership for a different resson, however, the
one common reason to al of them was that, they fdt that they could be able to cope with
the rigours of leadership once teir children matured. The argument here is not to say that
motherhood was the dngle one factor that dissuaded them from an ealy entry into
leadership, rather it scored highly when it came to prioritisng factors that were to
determine the decisons that they had to make in connection with the development of their

careers.

According to psychologists, there are persondity changes that come as a result of
motherhood experiences.  Gerdes (1988) identifies four: redefinition of identity, maturity,
openness and motherliness. | wish to focus on dl four. The contention is that a podtive
relaionship exiss between motheriness, sdf actudisaion and meaningfulness in life and
that motherhood can serve to integrate these aspects. PB demondrates the pattern and
shows how priorities were ordered among the many other factors that determined her
decison to take on leadership: “... my family is no longer a young family as such | could
accept that and try it ...[leadership]” (B35). This accomplishment was dgnificant enough
to give her the impetus to adlow hersdlf to be chalenged so that as she accepted to take on
leadership she did 0 bdieving that she “had things to offe” (B5). Being a leader was
like being on a road to her own sdf-actudisation and the fact that money was and Hill is
not a motivationad factor points to her maturity, her redefinition of her identity and her
readiness to be involved in the running of a school that she felt had a lot going for it. Her
motivation in this matter moves her postion of authority and places the welfare of the
daff and the children in her charge fird. Her sole objective as a school leader is

summarised as “ doing something for others’ (B25).

Motherhood brings about a redefinition of one's identity because it is a role that requires
one to relegate their own interests to a lower postion than those of their child (Gerdes
1988). This is gmilar to transformationd leadership where a leader relegates higher
interests to those of the followers by seeking to influence for good among potentia
resources. PA’s leadership demondrates this, she believes in offering the best as a
teacher, principa and mother. She dso maintains the principle that parenting and
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leadership are complementary providing direction with each sarving the other. The
following statement captures her redlity school leadership

If you are amother or afather you can very easily ascertain with the education that you are offering

children ...isthisthe sort of education that you would want you own children to receive? (A35)

As a school leader, it matters that the quality of education should be of the kind that one
would offer one's own child, therefore PA’s every facet of leadership maintains this tenet,
and though she no longer is a young mother with school going children, she will not dlow
herself to become removed or isolated. She fdls back on her own experiences as a parent
and keeps abreast of the changing needs and interests of the children and daff. She is
aware that she must be a leader who is contemporary and adjusted to the times. This she
does by being “in their classsoom at least for one lesson in a cycle s0 the [she] can see
them functioning within their dasssoom and [she can see] how ther classoom dynamics
areworking” (A26).

Another thing is the dignity of the child. Not only is this important to her but she believes
that “every child has a place under the sun” (A3). In the light of the growing multi-
culturd enrolment that is rapidly becoming the norm for the former Mode ‘C schools.
Of the 330 children in her school, | did observe a representation of the various “colours’
of the South African nation. Clearly, because of race, the children were dso from
different socio-economic backgrounds, cultures and beliefs.  An ungpoken chdlenge that
PA probably faces is fostering her school through the trandtion from a previoudy
segregated  privileged school to one that is suddenly multiculturd in its enrolment and
egpecidly a a time when the redities and the tensons of South Africas apartheid history
keep recurring time and again. It is, | believe, in such circumstances tha her parenting
experiences favour her because they draw on interactive leadership which in this case
would be the best suited to the circumstances because first and foremost it enhances other
people s self-worth ( Rosener 1990, Gosetti et a.1991, Leithwood 1992).
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The experiences of mothering and a wifely roles enhance leadership. PA believes that
being a wife and a mother makes her more understanding of mothers and family demands.

She cites tha being familiar with the process involved in getting a child to school on a
school day makes her able to understand a flustered or upset school child or even a
frustrated mother who might happen to be a teacher on her gaff. She is adamant that a
school leader cannot afford to isolate knowledge, roles one engages in out of school and
experiences. They dl serve to enrich one s0 that where a leader Smply devotes energies
on school matters adone he/she loses touch with redity and is likdly to become insulated.

This recognition is made by Sergiovanni, he is emphatic tha leaders ought to be haligtic
and encompassing of dl that trangpires around them:

.. the person in a particular position in an organisation occupies a certain specified role and is
shaped through the interaction with his various elements of the social systems, at the same time, as
an individual, he/she shapes that role too by his/her needs, drives, talents and training or the various
capacities he/she has as an individual (Sergiovanni 1990:22).

Sergiovanni describes leadership adminigration as a mord craft meaning thet there is the
integration of the heart, the head and the hand. There is evidence of leadership by the
heart in both PB and PA as ther leadership has to do with what they believe in ther
vaues, dreams about and the things they fed committed to, what is described as a
“personal vison” (Sergiovanni 1992: 321).

According to Lassdlle and Spokane (cited in Cook 1993), many women continue to choose
a continuous career patern to accommodate the needs of their families dthough
sgnificant occupationd advancement often requires more persstent and intensve work
over involvement over time. Now, in her fifties and having had a head dart at school, PC
should have been a leader much earlier in her career. The fact that it took her ten years to
get to her current pogtion from the time that she began to seek leadership or “promotion
posts’ (C36, C37) can be dtributed to unprecedented family commitments, discrimination
agangt her gender and unfavourable promotion dructures within the education
department.  The second and third point are going to be deferred for discusson to a later
point, but it istrue to say at this point in the observation of career professonals, Betz and
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Fitzgerdd, that women's participation in the labour force differs from that of men's (Betz
and Fitzgerad cited in Cook 1993). As such, where mgor developments have occurred in
the career devdopment of women, with more women joining the ranks of management
and leadership and the narrowing of wage gaps, the fact that women will dways be the
wives and mothers means that when and if they do prioritise family, these family meatters
become contentions upon their career progression. Perhaps this is why Cook (1993)
argues that our lives are governed by a gendered context whereby the sexes are different
and live in different worlds so that in our socidisation processes men and women tend to
develop different orientations with respect to achievement and interpersonad relationships.
When these differences are coupled with interactions with the broader socid culturd
norms, the sexes produce a behaviour that s quite different in lifestyle, opportunities and

demands.

In this connection then, the dtuationd context that influenced PC's career development
was her marriage, her husband’s own career and her own hedth problems. By and large,
PC was satisfied to be a mudic teacher until she got married in the mid seventies and had
to move away from her province so as to join her husband who was making his career.

The development of her career as a leader was ddled longer by the fact that her new
province did not have openings for her music teaching and had to “be satisfied with what
was available.. and jus fdl in line with what subjects were passed [her] way” (C33 ). At
any rate, in the seventies this kind of imbalance of opportunities was characterigtic of the
education system then because of the gpartheid policies, in particular, some races were
harder hit (see Behr 1988, Hartshorne 1992, Morrow and King 1998). The decison to
sudy and to venture into other subjects was taken as the only dternative to regain her
forcibly logt vison. To get promotion she had to gart a the bottom rung of the leadership
ladder in a smdl fam school run by her church and suffered the indignity of losing her
years of experience as a subject advisor and a subgtantia teaching experience of fifteen

years.

Unlike the others PD’s own family does not gppear to be instrumental in the development

and shaping of her career. However, the one observation that her son makes about never
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wanting to be a teacher suggests that there are certain experiences that she has had as a

school leader that impact on  her in a way tha is dgnificant enough for her family to take
note of.

The perceptions or vaues seen here are unique to women leaders when they dect to
operate as women rather than as leaders socidised to a masculine way of performance.
They use their womanhood to their advantage. Rosener (1990) contends that the success
of such leaders comes as a consequence of the fact that they acknowledge that there is
grength in being feminine and therefore “womanish” characterigics and other such
qudities are gpplicable to leadership even though they are often dighted as wesk and
ingppropriate for leadership. It is for a reason such as this that leadership ought to be
diginctly “ a recognition of and emphass on experience and viewpoint” (Gostti et d.
1991:10). In other words, there is nothing prescriptive about leadership, it draws on and
from a whole variety of things, from the Stuation of the person to the person himsdf or
hersdf.

To conclude are the following remarks that draw a pardld to the discusson made here.

The comments are taken from a UK study of Six senior managers who are al'so mothers:

Becoming a mother and making decisions about whether to continue their careers had forced these
women to consider what gave their lives real meaning , and therefore to rethink the fundamental
source of their identity. In doing this, however they did not appear to be denying the value of old
sources of identity, but rather to be establishing a new balance, recognizing and valuing different
aspects of themselves. This seems to support Joan Gallos's assertion (Gallos 1989) that, while men
look to increased autonomy and distance from others as a means of strengthening their identity and
achieving a satisfying lifestyle, women look to their attachments, relationships and responsibilities
for their identity formation (Morgan 1994).

5.5 Theoffice of the principal

Roe and Drake back in 1980 described the school office as “the communication,
information, and production services center for the school” (Roe and Drake 1980:339).
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That role has not changed even where there is decentraisation and other modern forms of
office management. The principd’s office remains a nerve centre.  This seemingly
territorial set up is primarily because schools, take much longer to change and do so long

after inditutions in industry and commerce have.

In South Africa, the set up of a school will differ one from another as a consequence of the
of separate schooling palicies the effects of which are Hill evident today. The implication
might seem to suggest tha it is only among the school leaders of the better equipped
schools that effective leadership can be found. This is not true. The absence or the
presence of such an office wel equipped or otherwise, does not determine a school
leader's perception of leadership even though such technology may hinder or enhance
efficient job performance.

A case in paint is PC whose smdl crammed office adjacent to a noisy classroom serves as
the principd’s office, the guidance and counsdling room and accounts office.  In her
multiple roles leadership becomes paticularly difficult and Strenuous but she is dble to
brace herself through dl the roles including the resultant physical weariness:

| had atough teaching day and | am about to collapse. | will take two vitamin tablets instead of one
when | get home (Jour nal entry 14" August 1998).

Julia came to help me today ... | have to do this every now and again when my office becomes
chaotic. She has also helped mewith my classroom (Journal entry 25" August).

... several calls to different numbers at the Nature Reserve were unsuccessful. | had to do thisin
between teaching my class, a truly impossible task. | cannot blame the children for making noise

when | haveto nip out of the classroom (Journal entry 26" August).

Ergonomics, the behaviourd science that studies people's rdationships to their physica
environments, seeks to adapt the working condition to suit the task of the worker (Roe and
Dreke 1980). The chdlenge of working in difficult circumgtances is not unfamiliar to
many school leaders. In RSA the chdlenge is greater for leaders in the former DET
schoolsand PC and PD fal into this category. However, it is Sgnificant thet as leaders
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and within the difficult cdrcumdtances and limitations they are in, they maintan versdtility.
The positions they hold do not stop them from attending to te derica and adminidrative
work. Thisessentidly is executing leedership beyond the dictates of their limitations.

PA and PB are fortunate to have adminidtrative support but they too have ways to enhance
their leadership. PB for one recognises the expertise, knowledge and long experience in
her secretary and uses her to “bounce ideas off” (B20), implying tha she seeks her
counsdl even though it may not be in an explicit way. Her plans for a fully computerisd
office indicates that she has the vidon of an office nework that will enhance her
leadership by cregting time away from the paperwork for other things more pertinent and
related to leadership, such as meeting specia needs among some of the children (B22).

5.6 Stakeholders

The office and podtion of the principd is open and is a place of interaction with
dakeholders. There are dways people that by chance or plan play a role and impact in
some way on the person of the leader. They can be defined as stakeholders because they
ae in daly interaction with the leader where there develops a rdationship that has a
conscious or unconscious influence on the leader and impacting on the leadership postion.

In view of this it would not be inaccurate to say that such persons shegpe the
developmenta path of the leader, and that the collective experiences definitely bear in
some way on the leaders perceptions and attitudes about leadership. Important, however,
Isthe fact that such influence may or may not be known to the leader.

According to Sarason (1995), it is quite fashionable to proclam the necessty and
desrability of parent involvement in our public schools. Such proclamation has a ring of
virtue, incluson and democratic ethos. This in South Africa is a conflict so that the school
leader is torn between the roles of the education department and school governing bodies
which largely comprise parents.  This extremdy thin and ddicate ground is compounded
in many of the former DET schools by illiterate parents who must be made to understand
their role and involvement in the school. The situation is worsened by increasing gpathy
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and a lack of committed follow-up on the empowerment policies by the department of
education depatment. The frudtration that school leaders have to work with is candidly
expressed:

.. we do not know whether we are going to get teachers appointed ... or to get funding ... wedo
not know if the decisions we make today are going to be the right decisions which will prepare the
school for the future(A42).

There is a lack of communication between the education department and schools and | think that

caused afeeling of insecurity because we may well be pulling in different directions (A43).

Since they are department problems, | only just send letters through the correct channels begging
them to help us(D42).

Sergiovanni in an explication of this, spesks of principds having “potentid power”
(Sergiovanni 1990:99). This leadership power evolves from within the leader and from
without. The former has to do with the person of the principa while the latter with those
“forces of leadership” (ibid.) around the principaship.

The discusson of stakeholders, revolves around these forces of leadership, specificaly
“the human force® which is the school’s socid and interpersona potentid.  The human
force in the context of this study includes two groups. Firdt, there are the teachers and the
sudents with whom the leader has dally contact and interaction, and there is the second
group comprising the governing body, parents and the education department, al of whom
are dgnificant contact persons but of a different levd of interaction in that they are not
engaged in the daily on-goings with the school leader neither are they physicaly present.

As PB daes, “the school must work wel” (B15), so irrepective of the prevailing
circumgtances and obgtacles, a school like a busness must be steered on. It is in this
respect that transformationd leadership has the edge, because the transformationd leader
is vesaile, and wel adgpted to change and unpredictability.  Within the school
organisation are chalenges that test the leadership quality, effectiveness and direction of
the leadership.
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Contingency arangements are not uncommon for the transformationa leader, PA for lack
of a cohesve and professiona provincid association of school principas is able to keep
hersdf and her schoal afloat through the support of a network of principas with whom she
shares the same concerns (A40). She believes that cohesveness among school principas
is vitd if not criticd for the future of schooling in South Africa  Davis (1998) reindates
this when he says that the essence of such leadership diversty, is in principdship, a job
that requires a high degree of politicd acuity, vighility and accesshility, the &bility to
delegate tasks and the ability to see the big picture.

There is dso a role that the education department ought to be playing more effectively,
that of mentoring school principads.  In the hubbub of transformation, there is more
fluidity in education than in the padt; apart from teachers changing jobs or professons, or
retiring, teacher turnover has been accelerated over the past few years and as such there
has been a multitude of new principas with little traning for ther new responghilities
(Turkington 1998). While it is the responghility of every school leader to manage his
professond growth as a leader, it is dso the resgpongbility of the department to induct,
tran consdently these principas It is imperative that the crcuit managers should
function as mentors to them in order to minimise the likdihood of crigs resulting from

poor induction and ignorance.

5.6.2 The school gover ning body

The White Paper on Education stipulates that governance is based on the core vaues of
democracy which in practicad terms trandate into a flourishing partnership based on
mutud interes and mutua confidence among the many congtituencies which make up and
support the school (White Paper on Education 1995).

All four principas portray a working partnership with their respective governing bodies
but their perceptions of the body partnership differss PB and PC appear paticularly
involved in co-leadership. PB not only shares decison making with the body but has
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developed a working relaionship with the members of the Governing Body whom she is
comfortable to “lean on and usg” (B20). Understandably, as inexperienced leader she does
require the wisdom and the guidance of the more experienced educators and by drawing
on this expertise, she is ale to maintain the legacy and tradition of this successful school.

Smilarly, PC takes the advice and counsd of her governing body and in particular enjoys
their support in times of crigs.  In doing this both principds demondrate effective
adminigration characterised by intdligence, knowledge and bdance. Ther counsd with
the School Governing Body (SBG) illustrates that their concerns are to do the right thing
as opposed to doing things right.

5.6.2 Parents

The involvement of parents perhaps evidenced by frequent visits by parents and their keen
involvement in school activities is often teling of the rdaionship tha governs within a
schooal.

It is the school leader that steers a school, and the impact of parents as a body on the
leader is indisputable.  Where the impact upon the leader is postive there flourishes a
working harmony whereby the leader is adle to enjoy the counsd and advice of parents in
their roles as professonds, as parents, as a younger generation with fresh ingghts or even
as an older generation with the wisdom of experience. The support that comes from
parents is critical to a school and in South Africa, this is an area tha is particularly
wanting. The higory of education has records of tensons emanding from a lack of
understanding between the leadership and the followers, leaders and parents and even
leaders and students. The point is that when parents ae in a good or even a bad working
relaionship with a school leader they are a formidable force. Irresponsible parenting and
child neglect are the two things that emerged as particularly harrowing experiences and
subsequently greet leedership challenges for dl four. Perhaps it was because of the fact
that al four are mothers. In particular, PA thinks that a lot of her time intended for other
things is spent dedling with “parents who refuse to take responghility for their own
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children” (Journal entry Thursday 20" August). Inasimilar situation, PD goes out of

her way to make clear to every parent, including the illiterate ones, how the school
operates, encouraging them to take greater participatory roles in the school activities such
as parents meetings and more interest in the education of their children. PC, often is
compeled to be the mother to the children in her school when the parents become
negligent. She does however make every effort to guide and counsel such parents making
it clear that disadvantaged socid circumstances are no excuse for one to abandon
parenting. This particular instance explains how her efforts to inform and educeate parents

at times comes to nothing which isfor her a daunting experience.

| had a visit from the parents of three brothers schooling here. The parents worked as cleanersin
1996. Their youngest child was a little girl in grade 1. The child has TB and some problems with
her heart valves. | have often had to speak to the parents about the fact that they were neglecting
their children. One of the sons also has TB. The parents came to inform me that the little girl died
on Friday. They had taken her out of school and she was living on the farm with her parents. The
child's condition deteriorated because she was not on any medication. The parents have also been
drinking heavily. They came to ask me to allow the boys to be absent from school this Friday to
attend the funeral. The parents also had another baby and | am concerned about her welfare.
(Journal entry Thursday 17th August).

Following, it does appear that the changing face of principaship includes wearing many
hats, adl of which cary many roles and respongbilities. As Portin, Shen and Williams
(1998) point out, school principas in American schools, are struggling to meet challenges
aisgng from family bresk-up, povety. As parents with families, job requirements limit
the time available to be with ther own children. The impact of these socid changes on
principas cannot be assumed, and in South Africa, school leaders are especidly more
pressed with the changesin society having direct impact on schools. The flux from the

confuson that comes with the pressure and chdlenge of adjusments to de-segregate,
integrate, and transform directly impacts on school leaders.
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5.6.3 Teaches

School leadership revolves on teachers and students but teachers are the more direct
recipients of it. Genedly, | found dl four principds very secure in ther leadership
whereby they had collegid partnerships with their teachers, they did not clam to be
threstened by the sze of the daff, gender or even tdents and &bilities of ther <aff.
Reather, they recognize these abilities and encouraged teachers to use and develop them.
The shaing of tdents and abilities is characterigtic of trandformationd leadership and in
particullar common to interactive leadership. The interactive leader has the ability to make
things happen; such a leader recognises that results cannot be forced out of the people and
can only occur when individuas collaborate under a leader’'s simulation and inspiration
griving toward a worthy common goa. The line between a leader and a manager is drawvn
in this relationship between teachers and principds. As Engstrom says, “the leader
usudly is a good manager, but a good manager is not necessarily a good leader because he
may be wesk in terms of motivating action in others’ (Engstrom 1976:2) While dl of
them emphasse team work and collegidity each one has a different aspect of attention.
Between them there is the corporation and clear guidelines as to how each of the teachers
can sarve to complement the leadership of the principa and the limits beyond which one

can serve.

PA deegates duties, shares decison making with her daff, encourages collegidity,
promotes the development of one's skills and professondism. She is aware that it is these
attributes that complement her leadership and make a success of her efforts as a leader
(A8, A12, A13, Al4, A15, Al16, A21). Nevethdess, it is clear from her that they must
accept responshility for ther actions and their decison making (A11) whereas team work
is encouraged, she is aware of the respongbility and accountability she holds in her
principdship pogtion, as she puts it the buck stops with her (A21). This, essentidly, is
leadership maturity, where a leader is aile not only to wecome friendship, but dso to
mantain inner drength to dand done in the midd of difficult crcumdances and

oppostion.
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In effect, her perception of leadership is continuoudy enriched as she works and interacts
with colleagues. Essentidly, leadership for her is a partnership even though it is gpparent
that she is the one that initiates the partnership by reaching out to her gtaff tirdesdy and
by showing them that she believes in them. Her partnership network spreads beyond the
school and in an effort to keep informed and enriched as a leader she maintains a network
of principds like hersdf with whom she can interact and share idess PB like PA
perceives leadership in terms of a collegid partnership. For her it is particularly important
that teachers fed free to volunteer themsdlves, and when circumstances dictate she takes a
back seat. She is only too willing to do so and to have them as the “captain of the team”
(B12).

Smilarly, PD often releases the reins of leadership to her gaff in Smilar way to that of her
own experience. She will encourage her daff to char meetings and make reports of
proceeding. Shelikesto throw them into the deep end like she was.

In contrast, PC, appears to do little delegation and where she is not able to communicate in
her own subtle way, she does what she has to in the hope that her example will rub off.
Evidently, she is unclear of how to execute her role and. Perhgps this emanates from a
lack of confidence and clear definition of what leadership is:

... sometimes | wonder whether | am not too fussy, whether | am being too negative about things
and in that way that | am rubbing people the wrong way. | would not like to be doing that and |
would just wish that people would be free to tell me...(C18).

It isvitaly important that aleader knows on what they are grounded.

5.6.4 School prefects

Of the three schools with a school prefect body the principas attached vaue to the young
leadership. This is seen in the way that the body is incorporated as an am of the school
adminigration. It would be a fdlacy to ignore young leaders in the making. Many

schools in South Africa are scarred with a history of chaos and disorder and for this
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reason, more than anything else, a prefect sysem is a way of restoring faith in leadership
and a way of tdling young people that they too have a pat to play and a sgnificant
contribution to make. It is the recognition that leadership is a game of patnership that
operates where one nurtures the other.  The nurturing is characterisic of visonary
leedership and in these times of change and trandformation, it is the collective
reponsbility of the civil society to promote leaders.  Schools particularly, have the
responshbility of tapping young leadership, indructing, inducting and guiding these minds
in the roles and vaues of leadership.

Indeed, it because of her awareness of this need, that PB operates a two-week prefect cycle
in her preparatory school. She knows that a school replicates the bigger society and for
that reason gives recognition to the fact that it is never too early to take on leadership
respongbility.

Sightly different is PD’'s dyle which revolves around having her representatives of
learners involved in matters of school governance.  Being the principd of a formerly
volatile school she is keen on edtablishing a new order founded on the guiddines on
schools  governance in the new South Africa. For her, change and trandformation is an
evayday redity as she druggles with the chdlenge of indilling discipling, order and
channds of communication in her school. The digruptive higory of *“ toyi-toying” or mass
demondrations and other forms of rebdlion is uprooted giving way to diplomatic and
democratic forums of communication. She is particularly postive about change because
of her belief that $udents are unlikely to break away when brought close to the leadership
of the schooal, through their representatives. She fedls strongly that they witness respect as

their opinions are acknowledged and accepted and therefore do not fed margindised but
included.

5.7 Leadership values

Tom Peters, the lifestyle changing leadership guru, dates that the leadership era of women
succeeding by learning to play men’s gamesis gone (Peters and Waterman cited in Grint
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1997). He dates that leadership is now played on the bass of who one is and the values
that one holds. In other words, there are many factors such as the type of followers,
leadership legacy and school tradition that may make support and hep to make an
effective leader, but the thrust of leadership lies in the person of the leader; the vaues,
beliefs and dreams that one holds and is committed to. This according to Sergiovanni
(1992) isthe heart of leadership.

It is gpparent from this dudy that leedership fulfilment is vitdly important to a leader
whether one plaoned to be in that podstion or found themsdves thrugt into it
Empowerment of the sdf and of others are valued milesones whose atanment is
somewhat of an actudisation. Another important factor is the recognition of the leader as
able and effective, a leader can make things happen not only because of others but aso
because of the leader’ s own initiative and perception of who he/she is as aleader.

There ae four dgnificant features that emerged as particulaly important vaues to
leadership:

1. Nurturing

2. Democrétic values

3. Communication

4. Professiona development

5.7.1 Nurturing

Nurturing, in this study emerged as a driving force behind leadership. The indinaion to
nurture others clearly gave leadership satisfaction to each of the principds. Perhaps it is
for this reason that Marshdl et d.(1996) say that caring cannot be accomplished by
formula and that it is gdtuation and person specific.  Compassion is often linked to
motherhood and mothering is perhaps peculiar to women and here dl four women
principas draw on the skills and attitudes that are the shared experience of womanhood,
they use them in valuable ways to foster leadership. The vaues become mechanisms.
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PD condders hersdf a “Samaritan” and in her other role as a community leader and
“Manyano mamd’ she is concerned about the welfare of her immediate community and
paticulaly school going children on her dreet.  While her devated datus in the
community might be atributed to her being a school principa, the nurturing atributes are
in this ingance trandered to the wider community where she makes ggnificant
contributions such as being an advisor to her Street Club. The vaues of community well
being, compasson for the less privileged and the initigtive to make a difference confirm
that red leadership not only stems from the heart (Sergiovanni 1992) but it cannot be
confined. A dmilar vaue is found in PC who shows deep compassion for her gaff. As a
head of the school she has had to ded with difficult and perhgps even very persond
metters that are not directly the concern of the school but that affect those working there
greatly. Family counsdling is a role that she has found hersdf thrown into and she has a
times had to draw from her Christian background and offer counse based on Chrigtian
vaues and where need be pray.

People focussed leadership can be said to come naturdly to these women because ther
nature as mothers is to interact. Women aso tend to be more emotive and because of that
they are inclined to rdationships, perhgps then that is why interactive leadership is well
suited and comfortable for them. It is aso argued that emotiondity is a strength that helps
leaders in ther rdaionships (Morgan 1994) and according to Hoy and Miskd (1987), the
quality of organisationa relationshipsis primarily determined by the leaders persondity

and behaviour. Mashd e d. dae that “the ethic of caring emphasises connection
through responghility to others rather than to rights and rules. It involves fiddity to
relaionships with others that is based on more than just persond liking or regard. An
ethic of caring does not establish a lig of guiding principles to blindly follow, but rather a
mora touchstone for decison making” (1996:278).

5.7.2 Democratic values

Democratic vaues are at the core of any leadership that upholds the follower as a partner.

Vaues such as these are now being embraced as vehicles through which change and
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tranformation can be achieved in increesngly more education inditutions in  South
Africa This, however, has not been without resstance. PA cites that she has over the
years been a spokesperson for women often bringing to the attention of biassed school
leaders that women are significant contributors to the collective efforts of a school daff
and therefore need to be recognised for that. Similarly, PC's adamant refusd to believe
that she could not be a school head when told so, does indicate that the leadership climb

does not come eadlly.

In their current experience of leadership, PA and PC, cite that democratic vaues are
important to them and that the contribution of teachers, non teaching saff, students and
parents is taken into account where for instance there are decisons to be made. In
partticular teachers conditute the forums and committees that handle meatters such as
academic performance, prefect induction, school concerts, trips and sporting activities.
The senior teachers especidly form many of these groups. They have the mandate to
execute ther roles in the way tha they wish as long as it is within the misson and vison
of the school.

5.7.3 Communication

Where leader and followers ae in interaction, communication is highly valued both
verticaly and horizontally. It isthe heart beet of effective leadership, group harmony and

the proper functioning of a school. A good leader is only too aware of their responsbility
and they also are aware that they must be gpproachable and open to their followers.

5.7.4 Professonal development

Professond development is important and the value of it is seen in the fact that dl four
principas hold more than one college cetificate and PA even has a specid education
degree.  The implication of this is that they vaue professond development and advocate
such development in their own respective schools. PB and PD like to attend heads of
schools conferences, an experience that PB finds particularly enriching. PC, now in her
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ealy fifties is a part time sudent a a universty because she wants to improve hersdlf as
seen in the way that she uses the information and skills to develop and plant new idess
into her work.

5.8 Gender issues

The discrimination agang women and more paticularly job reated discrimination is not
new. Among the difficulties that women face in the job is discrimination againg them
where it is implied that they are not wel suited for management postions because, coming
from a traditional mind s, such jobs require rationdity and objectivity which women do
not have.

For women in school leadership, discrimination on the bads of gender is facilitated and
enabled by the following things discriminatory employment policies where the promotion
dructures are unfar on women, limited openings for women in the traditiondly mde
school head pogitions and a strong dominance of mae socidization that is characteristic of
the races found in South Africa Generdly spesking, men in South Africa continue to

occupy the upper categories even where women have the same educationd attainment.

A survey of follower perceptions of women leaders by Mnguni’s in 1988 echoes this.
Asked whether femde leaders in secondary schools could control pupils and daff to
achieve the ams and the objectives of the school, ninety five percent of the followers
conceded pogtively but with the following ressons: the femde leader has to be “firm” and
“far’, “not biassed in her judgement” and “have the necessary command” (Mnguni,
1988:201). Underlying these podtive remarks was the assumption that school discipline
required the traditiond authoritative leader, erroneoudy epitomised solely by maes. This
same mind-set believes that school leaders must and can only be authoritarian. It is wdll
documented in the South African school scene where it is a serious obstacle, standing in
the way of professona deveopment for women. According to Morrdl (1992) mde
educators date that “women are not ‘srong enough to mantan discipling’  (ibid.

1992:19). They usethisasareason to bar them from promotion to senior positions.
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Criticd of this mind-set Paton (1998) attributes the continued existence of this to the old
patterns of the former segregated days where the structures caused problems for women,
nalling them because of their gender. The chalenge to develop policy that is practica and
that will tackle gender discrimination is criticd if and where opportunities are to be
equitable and women dlowed to demondrate ther effectiveness even if it be from a
different leadership plane.

While much has been done in the new South Africa to dreamline the education
department, from school governance to the redeployment of teachers (Adkins 1999,
Bridgrg 1999), the past legacy of separate policies, gender discrimination, left marks on
the careers of those that were unfortunate enough to have had such experiences. The
preference to have maes rather than femaes on the teaching saff was one form of
discrimination leashed out against PA and PC.

According to PA there are cultura norms among the Afrikaner folk so that “they find it
difficult to percelve a woman who has a family and is married and dso has a job ... some
of them fed that men should be better qudified than women” (A63). To accept this as
true would be a red problem for PA and it is dso the observation of PB that, “in South
Africa, women have been trodden down for a long time” (B37). Clearly this scenario is
more than merdy the discrimination of women in schoals, it is recognisable as an attribute
of the socidisation to which much of the South African society is schooled. For PA a
school policy that prevented women from becoming full time employees was one way of
keeping their numbers down. This experience in a boys school where she taught coupled
with the disregard for women on the staff by a made school leader, brought as it were, an
awakening to her pogtion and that of her women folk. It is here that PA made the
decison to be a voice for the quiet and intimidated women wherever she worked. She
came to the redization that this was a form of discrimination deeply entrenched or rooted
in socidisation of her society and therefore needing of a person or people to initiste some

form of resgtance againdt it.
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The 1970's were the years when PC might have made entry into leadership spheres but the
fact that women were openly regjected from such postions in some of the provinces then,
meant that she had to seek dternative avenues to get to her to the podtion she dways
wanted to be in. Gender discriminaion has two impacts on women, it ether crushes them
or causes them to rise aove the circumstances and to seek ways of changing the Stuation
for themsdves and for others. In this connection, the refusd to accept discrimingtion is
empowerment, it comes with the recognition of on€'s worth, potentid and contribution.
The resgtance to intimidation on the pat of PA and PC and the gan of wha was
rightfully thers confirms that though they were victims of discriminaion they
successfully were able to fight, indicating that it is possble  This is both important and
ggnificant in view of the fact that welfare policies and “protective’ legidation can only do
0 much and have their limits. There is need, therefore, for the victimology syndrome to
come to a close and to have women perceive themsdves as effective socid agents Harding
(1987). Findly, in school leadership such change is demondrated by the continued
resgance to dl forms of discrimination as seen in the way that PA and PC continue to
asert themsalves.
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CHAPTERG6
SUMMARY AND IMPLICATIONS

6.1 Introduction

This find chapter concludes the study firs by summarizing those themes that have stood
out as unique to women in school leadership, second, by evaduating the dudy in the light
of research methodology; third by making recommendations.

6.2 Research results

This summary is the drawing together of threads because the sudy in itsdf is not
conclusve or fact finding, rather it is a search endeavour for answers to the many
unanswered questions. It is aso an opportunity that opens up new avenues that are worthy
of further exploration. Nonetheless, it isimportant that the study draws some conclusion.

As discussed in chapter two, the socid factors that influence and drive leadership trends to
what we know them to be today are perhaps more concentrated in South Africa where
there is a deep patriarchd orientation rooted, perpetuated and sustained by the
socio/cultural higtory of the place.  This one factor notwithstanding, the sudy does
confirm the findings of other researchers like Shakeshaft (1989), Rosener (1990), Gosetti
et d. (1991) and Morgan (1994) and has shown that women are leaders in their own right
and can operate in their own syle  As a matter of concluson only the more pertinent
factors will be highlighted.

The leadership vaues emanding from this study revolve around metters related to the
school and the family both of which are inter-linked. In the case of the school, the welfare
of the child predominates together with teacher empowerment and professiona
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devdlopment. Those vaues emanating from the family were role rdaed as were the
issues tied to the department
of education.

6.2.1 Child-centredness

The well being and wdfare of the school going child came out paticulaly strongly and
could be related to the fact that each of these leaders is a mother and therefore the
undenigble attributes of motherhood play a sgnificant role, enough for there to emerge
dtitudind amilarity between the way tha they fed about their own children and those in
ther charge. Strong influencing factors, for indance, the difficulties of raigng children
with specia needs as in the case of a deaf son, children needing speciad care and attention
were persond experiences that made them more sendtive to the needs of children, so that
where a child had urgent needs, a bresk in their professona development was not
untypicd. Invarigbly, the same ethos of care and nurture was found to largdy influence
their perceptions and attitudes towards school leadership so that the well being, dignity
and growth of the child was a the fore in al the school plans This one vaue is wdll
summed up by one principal who advocates the need of awareness among school leaders
that “Every child deserves his place under the sun” (PA3). Such an awareness ought to be
borne by school leaders so that the kind of education that they offer in ther schodl is of
the kind thet they would give to their own children.

This essentidly, is a redefinition of what conditutes leadership, a contrary to the rigid
control that characterises the set up of education in South Africa. The profound effects of
the horizontd or bureaucraic set up in education stands in contest with the liberd form of
leadership and management. It is apparent that change is in place and that leadership is in

the era of change and transformation.
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6.2.2 Leadership, thewoman’sway

To redefine leadership means that one moves beyond “the officg’” and begins to view
leadership as a partnership; where individuals meet their own persona needs reach sdf-
actudisation. The change trends subsequent to independence in 1994 were dow if one
were to look a leadership transformation in the light of changed dructures and diverse
dyles and ethos. This duggishness, however, is not to indicate that school leaders are
unaccommodating of new trends, neither does it mean that change and diverse forms of
leadership are not in place. Mkihize (1995) and Nhlabathi (1996) are two school heads in
the forefront in initiating change endeavours in thelir schools and succeeding because of
resolving to embrace a vison. This study does demongrates that there is a form of
leadership that is interactive that is perhaps better suited to serve the needs of schools in
this era of change and transformation in South Africa.

The term empowerment is often linked to women and is a voice that is in oppostion to
ther discrimination and exploitation.  From the perspective of the evolvement of
feminism, empowerment caries a least two connotations. The feminism wave of the
1970's was radicd and came in blatant confrontation of male establishment, where literaly
everything male was either contested and/or condemned, so that even reproduction was
thought to be tyrannicd, and freeing women from it, emancipatory (Manddl 1995). The
second wave fegtured in the late 1980's becoming more refined in the 1990's and here
there is neither contest nor confrontation in the severe blatant form, rather there is the
recognition of the srength that lies in the atributes, qudities and design of the feminine
form. These qudities are seen to enhance rather than detract women in ther roles and
performance as a leaders. This sudy in paticular illuminates an dmogt inherent ability to
nurture. Nurture does not contest the male and the masculine and neither is it a shadow or
imitation of a prescriptive form. It is in fact, a trait that eadily blends into an interactive
foom so that leadership bears a people focus is transformationd and inclined to
continuoudy interchange, with the effect, that in their complementary roles, leader and the
follower stand to gain (Gosetti et al 1991, Padayachee 1997, Rosener 1990).
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In the context of leadership, this study aso found the empowerment of followers a
dggnificant value because it commanded satifaction in the leader to a level perhaps only
comparable to sdf -actudisation. Cook (1993) states that women will view their power a
work in relation to their capacity to nurture others. As seen earlier in chapter four and
five, the vdues of collegidity, friendliness, communication, openness and responghility
characterise women in leadership. The inclingtion to nurture a leadership that is relationa
or bonded is the srength of autonomous operations whereby the leaders adlow thar
followers, including prefects, to make contributions and decisons.  The prevadent
leadership ethos is effected upon the premise and underganding that al parties should
operate around an understanding of the governing ethicss misson and vison of the
respective schools.  This non-threstened style that gives the follower the power to function
as a trused and productive member of a team is empowerment and is in line with the
tenets of transformationa |eadership.

6.2.3 Theperson in theleader

An additiond finding, was that of leadership and the rdationship to intangible human
qudities (Bolman and Ded 1994) or leadership that emanates from the heart (Sergiovanni
1992). From this study, there was evidence of the fact that these leaders were steered to
leadership by vaues that they hed in high regard vaues centered around those that they
led and the subsequent circumstances.

6.2.4 Professional development

Professond development indicates that empowerment is in play and from this study, there
emerged two dimensons to it. There is the professond development of the leader and
there is tha of the followers, more particularly that of the teechers. Tracing the career
pah of these leaders tdls that ther teaching careers culminating in leadership have
followed a somewhat discontinuous pettern.  The pettern is condgtent with petterns
documented by Lasdlle and Spokane (cited in Cook 1993), Morgan (1994), Marsnal
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(1995) where women discontinue careers for a short while to serve family needs. In South
Africa, the consequence of this pattern has been that women have found themsdves
unfavoured by the promotion sructures forcing them to resgn or ese to compromise their
career advancement and accept a lower grade (Paton 1998, Rickard 1998, Women At
Work 1998). Mamphda Ramphee illugrates this graphicdly when she points out that
“being a black woman, mother and professona places one in a chdlenging postion
anywhere in the world, but more paticularly so in South Africa’ (Mamphela 1995:153).
While highlighting thet family needs are strong determinants of the time and place that
leadership is tenable, she dso suggedts that there are boundaries that women have had to
traverse of gender, cdass and race while edablishing and maintaining relationships leading
to and sudaining ther careers. The indication of this is dl too clear from this sudy and
the fact that there is need for policies that are more accommodating of the dud roles that
women take without leaving them to be discriminated againg need not be emphasized.
The intersection of the home and career domains is not untypicad of professond women
much less of those in leadership and as such there has to be a redress to it for the changes
that are anticipated with the era of change and transformation to make sense.  Role nflict
according to Atkinson et d. (1994) is paticularly acute among women school leaders in
South Africa because of the struggle to excd in amyriad of roles.

The woman's staying power is illugrated in the smal segment of the four leaders in this
sudy who are able to cope in the job embracing it as a growing career marked in this
indance by the fact that dl four have a college degree with some specidisation, and one
principad pursuing an honours degree a the age of 50! Ancther interesting aspect is the
utility of specidised degrees as resource and skill useful in serving specid needs found
among children.

A further indication of the seriousness with which they undertake professond
advancement is the willingness to be involved in the heads conferences and seminars.
These are professond forums which serve as platforms from which these leaders engage

in the exchange of ideas, network and therefore grow in the professon. Maintaining a
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network of principds aso indicates leadership maturity in as far as the recognition of the

need to consult and be informed is concerned.

The forums tha the leaders encourage for professond development are both forma and
non forma but each serves to complement the well being of the individud and that of the
others in an environment thet is non thregtening and conducive to learning and the
exchange of ideas It is a such paticulaly a informa forums that leadership and other
taents are nurtured, encouraged, shared and sharpened through various forms such as
teechers chairing and teking charge of meetings, organisng sporting activities, leading a
team through assessment eva uation and even inducting new prefects.

6.2.5 Roleconflict

According to Cook (1993), traditiona i0les in our society prescribe that men should be the
providers and women the nurturers of the home and family. Because of the dua-career
pattern, women find that they are the ones who have to adapt to serve the needs of the
family and as such, the demands are conspicuous on them. The case of the South African
woman is not untypicad of that of her counterparts dsewhere in the world. According to
Erasmus (1997) South African working women experience problems in the workplace that
are gender specific. Included in the chdlenges of the job are the redities that confront
women such as childcare, dderly care and household respongbilities.  These demands
notwithganding, it is evident tha women leaders are adle to commit themsdves to
leadership and wel beyond the bounds of what their jobs specify so that they serve even

thair locd communities.

Whether the role demands being involved in locad sporting activities, church activities or
community leadership, the work is viewed as a point from which one can postion
themsalves to lead as well as nurture. It is in such light that an explanation can be found
for the drong inclination that women leaders have towards sarvice in the community.
Also important is the fact that the lack of women in postions of influence in South Africa,
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has had great demands made on women school leaders by the communities and this is
epecidly in roles reaed to leadership.  Cherryl Waker's (1990) expostion of the
“Manyano mamd’ cdealy shows that women will generate leedership from among
themsdves, will identify, nurture and support leaders whom they can trust to lead and to
save ther needs This facet of leadership is in many ways condgent with “ubuntu’
(Mbigi 1995). As advisors and facilitators a the community level, these school leaders
exhibit the ethos of the Afro-centric philosophy that encapsulates “ubuntu’ from which a
link that can be drawn between the concept of “ubuntu’ and transformationa leadership.
Avolvio (1995) argues that the essence of trandformeationa leadership is conggtent with
the Afro-centric philosophy and therefore encapsulated is the concept of “ubuntu’ because
enshrined in transformationd leadership are vaues as developing credtive co-operation,

open communication, teamwork and reciproca mora obligations.

6.2.6 Wherearethewomen leaders?

The 1995 Annua Household Survey mentioned on in chapter one. illustrates a labour
dtudion that is in dire need of women leaders. Notable is the fact that little has changed
where leadership disparities are concerned and in as much as the new South African
government has programmes tailored to promote women, the awareness that leadership is
from within rather than from without is the one essentid dement that needs to go with
leadership awareness campaigns. It is clear from this study that there ill is formidable
oppostion to the efforts that women make in the climb to leadership. This in itsdf is an
obstacle that women in need to address by asserting themsdlves in their own style.

6.3 Limitations of the study

In-depth interviews are unmatched where research necesstates an in-depth understanding
of the phenomena (Seidman 1991, Kvae 1996, Vandenburg 1997). Nevertheess, the
undertaking is not without methodologicd limitations. The fact that the sample did not
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represent a larger segment of the population of school leaders meant that the findings
could not be generalised. In addition to that, because the sample was drawn purposively it
meant that the views of the respondents could only be generalised to persons tha were
gmilar. Regardless of thislimitation, the rigour of the study lay in the interviews which,

coupled with the journad entries gave deep indghts into the experiences of leadership
making clear the leadership perceptions.

A mgor drawback of the study, however, was that two of the four principals were unable
to make the week long journa entries and for that reason, but this is not to say that the
leadership values were lacking because of the absence of this confirmatory reinforcement.

Perhaps it is necessary to mention here that negotiation with a respondent for access to
information is an ongoing process that a researcher must undertake with every stage of the
research. Clearly, there is no guarantee that information promised will be given as it is the
ethics of goodwill that prevails.

In terms of edablishing that certain leadership vdues are common to the mgority of
women school leaders it would have been ided that the sudy invedtigate a larger sample
but this was not possble given the intendty of and involvement required of the interview
as a method. The sdlection of principals across the board, from preparatory to high school
and again from across the races was dgnificant in bringing socio/culturd  leedership
experiences to the fore  This in the light of South African multi-racid and multi-cultura
society it was an important research.  The expanson of such research could assigt to
devdop and relate aspects of policy that is informed and integrated and because it is fed
from the diversty of the South African Nation. It is therefore important leadership
perceptions, idedls, aspirations, vison and even are expressed.

In this respect, | srongly fed the phenomenologica technique is particularly appropriate
as it dicits these very important vaues that perhagps have been closeted but reign as
important and sgnificant idedls in the leadership of women. Ancther facet to this is that
dudies such as this and others like it perhaps on a larger scale could provide vauable
information that could form the rationae from which to develop programmes and other
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traning criteria for school leaders on the bass of vaues that are defined by the leaders
themsdves. The need for sound leadership in many of the schools in South Africa need
not be emphasized.

6.4 Recommendations

If a new, democratic South Africais to be realized, efforts must be made to cultivate and develop
the potential of dl South Africa's citizens. No institution will be more important than that of the
school principal (Atkinson et al. 1994).

Research findings on women school leaders in the US suggest that among other things,
women ae effective principads who are able to build pogtive school climates that promote
better pupil learning and better teacher performance as well as facilitating postive school
and community relations (Atkinson et d. 1994). Hence, to deny women opportunities for
school leadership when they make the maority of teachers in South African schoals is to
deny them the opportunity to be dl tha they can be. This sudy, though only a smdl
presentation of school leaders, has shown what women school leaders are and therefore

has in fact pointed to the enormous potentid that lies in women to be effective leaders.

In linking this study to the school leadership Stuaion, | fed obliged to make the following

recommendations.

o As the current redeployment exercise of teachers is carried out, provision for the
gppointment of senior teachers and especidly women into school leadership ought
to be made, particularly in secondary schools. Seeing that it is true tha women are
inclined to a leadership approach that emphasizes participatory and shared
decisonrmaking rather than the “take charge’ approach, promoting such a stance
should promote vaues that encourage fedings sdf-worth, active participation and
the sharing of power and information. Clearly, whether these vaues are naturdly
inherent or are nurtured, transformationd leadership is definitely the way to the
leadership of the future.
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o While the depatment of education draws up manuas for the training of school
leaders, it is important that it tekes into account the diversty of leadership
perceptions that are the result of various backgrounds and socidisation and values
the latter of which changes from time to time. It is strongly recommended that
leadership training manuds afford the space for experiment too because in this era
of change and trandformation the prescriptive form will only serve to return
leadership to the past forms.

o The badly needed effective school leaders can only be born out of the investment
that is made in the teacher resource there is now. There is evidence from the study
that teachers and principas dike are interested in their persona and professiond
development the indication of which is that as educators the interest to be properly
equipped and knowledgeable ranks high. Incorporating professond development
programmes into policy drategies so tha opportunities to develop professondly
do not come into conflict with the one's terms of employment should be taken on
by the depatment of education as a matter of urgency in view of encouraging
professiona growth which in turn will become an expanding pool of educators and
leaders with expertise in diversefidds.

o More dudies smilar to that of Wyatt, Pigford and Tonnsen in 1992 need to be
done but with a shift from leadership barriers to the leadership experiences in the
lagt five years including the perceptions concelved in this era where schools have
been seen to become increasingly integrated on a multi-culturd and multiracid
bass. It would be expedient to give condderation to the school leader of the
future, as and findly when the demanding and chdlenging Curriculum 2005 is
totaly indituted in al schools in South Africa, it is only the transormationd
leader that can have the much needed versdtility.

o Findly, as the number of women school leaders increases, they will be able to
influence the culture of school and perhgps even tetiary leadership in the
following ways they will encourage the dimination of ingtitutionalized gender
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dereotypes, they will redefine power and the power Structures of ingditutions, raise
inditutional  consciousness and initiate didogue on gender and rdated issues and
take a proactive stance on public policy and debate beyond the loca indtitution to
important  forums of the Teachers Unions, Principd Associations and Education

department.

6.5 Conclusion

The school leader as a person is the one thing that this research has sendtised me to and
aso brought to my awareness that the crux of leadership fird and foremost lies in the
vaues that the person holds and that the background of a leader and even past experiences
play a role in the shaping of the vaues and the perception of leadership that takes form.

Thisimportant fact is at the base of issues such as:

1 What criteriaought to be used in the selection of school leaders?

2 How ought the curricula for the training of school leaders be drawn up and by
whom?

3. With the implementation of Curriculum 2005, how does the depatment of
education hope to dlow and accommodate leadership individudism and flexibility
0 tha it is congruent with this broad child-centred curricullum? How does
curricullum 2005 hope to give time, and dlowance, and incorporation of the
divergty in the multi-racia and multi-cultura form of the South African society.

Findly, | found research in the quditative paradigm very refreshing because, as was the
cae in this study, of the penetrative nature that the techniques in the methodology
dlowed. The indghts into leadership are therefore very dgnificant even though this may
be a vy smdl dudy in the context of school leadership in South Africa | would
therefore, strongly recommend that research undertaken on leadership be done along this
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paradigm and even employ smilar methodology and techniques because the method has
enabled me to get into the heart of leadership. What criteria ought to be used in the
selection of school leaders?
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APPENDIX A

PRINCIPAL A

Natural meaning units (NMUS)

Explication of themes

A1l: | wasvery fortunate when | began teaching to
have worked under an exceptional leader ... a
principal who was avery good role model.

She attributes her early initiation to |eadership to
her tenure under this exceptional leader who wasin
every way a very good role model.

A2: Theman that | dealt with was an extremely
caring person, he had dignity and he believed in the
dignity of children.

She believes that |eadership characteristics easily
rub off and have a lot to do with the attitude of the
leader and the beliefs that one holds.

A3: ... one of the statements he said which | still
remember was that, AEvery child deserves his place
under the sun.f | thought that was a beautiful way of
focussing on what we asteachers and what we a
principals should be doing.

It was impressed upon her that leadership is about
caring for those that you lead and handling them
with dignity.

A4: | do not think that one goes into education for
finance or for wealth, | think it really isacalling
rather than ajob asit were. | would say that itis
really acommitment to improving the standards of
education, to seeing children grow into maturity.

She believes that education leadership is a calling
where the leader-s commitment is to the job, to
improving standards of education and the children-s
welfare. Such calling ranks far above financial gain

A5: Onesslife experiences as awhole colour your
impressions of what you believein.

She thinks that oness life experiences impress upon
what one believesin.

AG6: | do not feel that aleader these days needs to be
ahigh profile dictatorial type leader.

She does not believe that |eadership need be a high
profile dictatorial type.

A7: | would like to feel that people see me as
someone they can approach, feel free to give their
ideas and impressions.

She sees herself as approachable and opento the
ideas and impressions of others.

A8: | think a leader is more someone who is
prepared to get in and work with the group, certain
members of ones staff have probably better
qualifications in certain areas than | would have and
there we need to tap on their leadership ability.

Sheviews leadership as best operating in a team
where the qualifications and abilities of othersare
acknowledged and tap on.

A9: | think that one can be too isolated if you simply
liveyour life asaleader of aspecific area. If one
simply devotes oness energy on school matters one
loses touch with reality and you become insulated in
away.

Leadership isdiverse and isnot focussed onasingle
area because one loses touch with reality and the
|leader becomes insulated.

A10: I-d like to think that the leadership style we use
in this school is ademocratic style and so thiswill
also have itsimpact on those who work within the
school because they must also buy into any decisions
that we make and we need to work together if we are

Sheisconvinced that she uses democratic style
|eader ship and perceivesitsimpact on the school as
coming fromthe fact that they have to reach a
consensus.
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going to have any element of success.

A11: There must be delegation of duties ... people
accepting responsibility for their actions, their
decision making.

In leader ship there has to be mutual understanding
between the leader and the followers so that people
can accept responsibility for the actions and the
decisions that they make.

A12: usually we introduce things and allow the staff
to speak through them and then put their point of
view on them ... we can see the value that changes
can make so we do not have difficulty finding
consensus.

Again a leader needsto allow the staff to reflect on
new things and to have a consensus on changes
because they see the valueinit.

A13: We meet as aschool. We have what we call
our executive which isasmall group of experienced
teachersin leadership roles. We have the staff and
we have various leadership structures within which
each person can make some sort of meaningful
contribution.

Leadership istapping on the leadership roles of the
experienced teachers and using the leader ship
structures so that each person can make a
meaningful contribution.

A14: We have executive meetings once amonth ...
discuss staffing, make sure that we have the correct
people on the staff, the correct spread of talents and
that everybody has the opportunity to use their
talents to the best of their ability.

She believes that |eader ship invol ves having the staff
discuss matters pertaining to staffing in order to
allow every person to function fully in their talents
and ability.

A15 ... every little aspect of what happensin the day
to day calendar of the school is reviewed under
critical evaluation, not just by me but by the staff ...
that is professionalism in that they are doing the best
job they can ... and they take pride in what they are
doing.

Conscientious leadership is being able to critically
evaluate with the staff all aspects of the school
calendar in order to maintain professionalism and
the pridein thejob.

A16: Soif we have any performance, we always
have what we call our post mortem and we take it
apart and say, well, next year what could we do to
make it a better one, more pleasurable and more of a
learning experience. Then the staff will befreeto
offer their ideas where we could be better prepared
or more successful.

She believes that scrutiny or postmortem of school
activities fosters constructive criticism and the staff
become sharing professionals who strive for a
harmonious working relationship.

A17: Every single class we have a meeting, every
single teacher involved in the class will discuss
every individual-s mark. If the child isnot up to
scratch we look for areas of strength and areas of
weakness and how we can help them.

Sheisinvolved in the evaluation of academic
performance a task that is assessed from both the
strengths and weaknesses of the students.

A18: | regard the break times ascritical ... for meit

is probably one of the most important times just to
see each staff member ... to see how they arerelating
to othersinthe group ... to interact with the staff. |
means making contact with each staff member for a
moment.

Leadership means being constant interaction with
each member of staff and observing group dynamics
on adaily basis.

A19: | haveto greet them in the morning just to see
that they are well and that they are happy with what

She believes in maintaining camaraderie among
staff, initiating goodwill each day by maintaining
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they aredoing ... and if | can do that each day and as
soon as possible in the morning, then at least it sets
the tone for the day.

close contact with the staff on a daily basis.

A20: If they [followers] are having abad day or a

bad year, | must be their for them. | must be ableto
guide them. | must be able to encourage them, give
them the advice they need or just be aware of the fact
that they are not functioning ...

She must be sensitive and empathetic. She must be
discerning and abl e to detect when staff are not able
to function.

A21: | know that they are also supportive of mein
the sasmeway | care for them. If | am not well they
might say to meAY ou are not looking well@, | see us
functioning asateam. Itisnot meand them, itisus
together for the benefit of the school ... | am not
advocating that the leadership role falls away
because the buck has got to stop with someone.

Her staff are a cushion of support and are sensitive
to her well being. Her vulnerability is open to them
and even then sheis aware that shealoneis
answerabl e to the principal ship position.

A22: ...if they need guidance or correction | give
them but in apositive way ... thereis constructive
criticism rather than negative criticism.

Believesthat a leader should engage only
constructive criticism where correction and
guidanceis made.

A23: | see myself as being someone to whom parents
can cometo, | must be able to give them some
guidance or assist them in some way by pointing
them to the right direction, to support servicesthat is
available ... provide them with the knowledge that

they require.

Perceives herself as approachabl e by parents and
believesthat it is her duty to assist them by showing
themthe right direction and providing the knowledge
that they require.

A24: | asoliketo feel that | am keeping intouch
with the children and that | do not move too far away
from the children in assuming these |eadership roles.

Believes strongly in maintaining close contact with
the children at all times and being wary of

|eader ship roles that remove her from being
informed about the children.

A25: The child that we see in the classroom is just
part of that child, there are other experiences which
must have an effect on them ... the home experience
... experiencesin the play ground ... social pressures.

A leader is sensitive and discerning and able to
detect various experiences that affect a child.

A26: If possiblel liketo bein their classroom at
least once a cycle so that | can see them functioning
within their classroom and how their classroom
dynamics are working ...

Believesthat it isimportant for her asa principal to
teach in order to experience classroom dynamics
and to know the children.

A27: ... if onelooks at them in retrospect, the
historically older |eaders were autocrats through and
through and if one then moved to the sort of
democratic leaders, thereis adifference and that will
obviously colour oness view of leadership ... | aman
avid reader, so | read right across the board, history,
biographies, autobiographiesand | am interested in
people so | enjoy that sort of reading. Probably that
iswhat lead to sort of influence me.

A leader isinfluenced as a leader by the various
|eader ship alternatives that there are, and
increasingly by emerging democratic styles.

Reading isimportant to her because sheis able to
interact with the characters and their experiences
and as a consequence sheisinfluenced a | ot by
reading

A28: ... though you meet many people, no single one
person is going to be the person that you are going to
say, well, | am going to emulate that person entirely
... one builds up from reading books and talking to

She believes that leader ship grows progressively and
isinfluenced by characteristics emulated from
others, what one builds up from reading books, from
talking to people and the experience of working in
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people ... then worked in various schools where one
can establish the type of leadership stylethat suits
theindividual or suits a particular philosophy of
education.

various schools.

Believes that a style of leader ship must suit the
individual and also their philosophy of education.

A29: | think that president Mandelais avery good
leader ... heisan example of ademocratic leader.
Heisnot infallible but he is something that South
Africacan be proud of. Winston Churchill had the
staying power and the ability to express himself very
effectively. Margaret Thatcher had that sort of iron-
willed determination of hers. She obviously made an
impression on me that women can be fastidious and
work for what they believed in. But | would not say
that asaleader | hold her in high esteem.

Perceives a good leader as democratic, able to
maintain a staying power, able to effectively express
oneself, having an iron willed determination and the
fastidiousness to maintain what they believein.

A30: The ones who do not impress me are the ones
that are the Hitlers and the Clinton:s of thisworld.

| just feel that charismatic leadership is perhaps not
the ideal type of leader. Charismaticisfine aslong
asthe person who isthe leader is ethically or morally
correct as a person, but just to use charismato sway
peopleto follow oneisimmoral. To use charm to
follow you.

She believes that morally questionable leaders are
unacceptable and unimpressive.

Shefeelsstrongly that charismatic leaders are
mani pul ative because they Asway@ people and
therefore are unethical and immoral.

A3L: | believe that children need to develop skills....
and that only through the development of skills and
self responsibility and maturity can they develop into
people who can make meaningful contribution in the
yearsto come.

Leadership is made up of concepts that can be taught
and learned as skills by even children.

A32: Wetake our leader teams for aweekend where
we allow them to devel op through leadership
activities and to practice the concepts themsel ves and
form more of a united group so that when they come
back to school, they are working together ... you also
have to learn leadership roles.

She believesin the need to investin children by
imparting leadership skills through teaching
concepts and devel oping skills and also by giving
them examples that they can emul ate.

A33: ... we do take them away together so that they
can see usin our role as parentsaswell. So her [the
senior HOD] her husband and my husband join me
when we go on camp.

She believesleadership isintertwined with
parenting and the family.

A34: 1 am aschool principal firstly because | enjoy
children, | love children and | believein education. |
think the sheer joy of seeing children achieve and
grow into little people that have self-confidence
motivates me as aleader.

Sheisaleader because she loves children and
believesin their education which means building
theminto self confident people.

A35: 1 would liketo feel that if achild who has been
through my care goes and does make a contribution,
then that in itself isamotivational factor.

If you are amother or afather you can very easily
ascertain with the education that you are offering
children ...isthisthe sort of education that you would
want your own children to receive.

To be aleader isto make a contribution to the life of
a child through education

Parenting and education are bedfellows and the one
informs the other and vice versa. The value that a
parent attachesto the education of their own childis
the same to that one attaches on the education of
children put under oness charge.
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A36: | would like to give something back as regards
what | got of my education as achild and the
upbringing | had as achild.

Sheis motivated by the desire to return something
back of what she got as a child.

A38: ... my family isvery supportive ... they are
interested in the activities of the school. They are
thefirst to say that they feel that the girls have done
well. They indirectly motivate me by saying that
they are very impressed with what is happening.

She believes that her motivation emanates from her
family=sinterest in her work and the recognition that
they make of her efforts when the school does well.

A39: ... oneis prepared to go the extramile not
because | will get overtime for thisone or | will
become famous or because there will be some sort of
external reward but because of the reward of actually
knowing that you have done your job well.

She believes that motivation also comes from
knowing that one has done their job well as a leader
and therefore fame and external reward are
insignificant in the face of it.

A40: We have an Eastern Cape province association
of school principals. The difficulty isthat many of
the principals of certain schools who belong to
another union feel threatened by this ... the union
itself does not support this so called elitist group. It
isnot an elitist group ... it is because we have
different concerns.

...asaprincipal | have built up anetwork of
principals| feel freeto phoneif | wish to discuss
anything ... probably all principals have an internal
network where they can discuss and shareideasin a
non threatening way and | think that is essential.

She believes that the lack of a unified body among
school principals emanates from the fact that the
various groups have different leader ship concerns.
Thislack of cohesion among the leadersis
unfortunate.

She believesin conaultation, and she thrives on the
ideas that she is able to exchange with other
principals. The free atmosphere within which she
can consult isfor her very important. Shefeels
accepted and integrated in the group, a part of the
network.

A41: | think we really do need to get as many
principals together to work towards looking at the
future of education in this country.

Again, the cohesiveness among school principalsis
critical for the future of education in South Africa.

A42: ... being an education leader in the country at
the moment and in atime of flux we do not know
whether we are going to get teachers appointed ... or
to get funding ... we do not know if the decisions we
make today are going to be the right decisions which
will prepare the school for the future.

She believestoo that the current uncertainties among
education leaders that make decision making
difficult are perpetuated by the flux in the education
department.

A43: ... thereisalack of communication between
the education department and schools and | think
that caused afeeling of insecurity because we may
well be pulling in different directions.

She attributes improper communication between the
department of education and schools as the cause of
insecurity and reason for unfocussed direction
among principals.

A44: When | am in the class teaching, | wear the hat
of the teacher. When | have to make adecision or |
am involved in meetings, or when | am representing
the school, then | wear the hat of a principal.

She operates dual roles; as a teacher and asa
school principal.

A46: | can seethat children respondto meina
different way as a class teacher from the way they
respond to measaprincipal. Asaprincipal, |
represent the head of school. Asaclassteacher | am
pretty much closeto the children then | am as
principal. | feel in many waysthat | am the same
person.

She experiences her roles differently. As principal,
|eader ship predominates and she isthe leader of the
school. Asteacher sheiscloser to the children but
essentially remains the same person.
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A47: | have arole as a head of the school asfar as
the children are concerned ... | must be there for
them, | must be involved with their leadership group
... must keep in contact with them ... with what they
arethinking about ... what they are interested in ...
what books they read. Where they are at.

Believesthat it isimportant that a leader keepsin
touch with the children, maintains contact with them
and isin touch with their thinking and interests.

A48: | havetherole of being head of the other
teachersin the sense that | must care for them, make
sure that they have the facilities with which to
function effectively asteachers.

She perceives herself asthe leader of the teachers
but more importantly with the responsibility of
caring for them so that they function effectively as
teachers.

A49: Financialy, | think too we have become
managers of schools ... we have to manage school
fees, get the best value for money. Make sure we
have contingency funds... we are no longer just
school principals and the funds flow from a
benevolent society.

She operates as a financial manager and hasto
handle money matters with keenness and
accountability.

A50 ... each school forms apart of acommunity, so
thereisadifferent role, therole of parents. | see
myself as someone to whom parents can cometo.

She believes that she is approachable and
accountable to parents as a leader.

A51: | care about every single teacher knowing that
some of them probably have problems at home,
some of them worries and they have concerns as well
because they are individuals.

Shetakesinterest in, cares and is concerned about
the problems of every teacher. Sheissensitiveto
them, their vulnerability and their personal needs.

A52: | married aman who had children and he had
custody of the children and so although | had not set
out to be an educationalist, | felt that thiswas an area
where | could make a contribution. Because these
little children needed alot of care, more than the
normal parental care, by working as ateacher | could
be with them during their school holidays and
supervise their extramural activities and help them

in those ways.

Believes that being an educationalist hasthe
advantage of allowing one to spend more time with
family and especially growing children.

A53: | have a supportive husband ... heisinterested
inwhat | am doing. If | have got a special assembly
on, my husband will phone and ask how did it go.

She gains motivation from the support that she
receives from her husband.

A54: Being awife makes me more understanding of
mothers and the family demands. Being a mother as
well | know what probably happensin most families
before the child comesto school in the morning ... |
am better in tune to understand why achild islate for
school or why she might be flustered or upset when
she getsto school.

Her status as a wife and as mother enables her to
under stand the position of a family with school -
going children. Sheistherefore empathetic to the
state of the children in her school.

AB5: When | was setting out to teach, | was certainly
not setting out to become a school principal, that was
not my end objective. | have always enjoyed my
teaching and | believe that that will always be my
primary concern ...

She believes that her objective in education was
primarily to teach and not to become a school
principal.
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A56: It was really forces or circumstances that got
me into the leadership position ... | was never keen
on climbing the corporate |adder, | wanted to make a
contribution where | saw fit.

She believes strongly that her climb to principalship
was influenced by circumstances not of her own.

AS57: ...many people perceive women to be the
weaker sort of sex and perhaps not as capabl e of
making management decisions as men, which | think
is probably wrong.

She strongly believes that the commonly held
perception that women are a weaker sort of sex and
incapabl e of making management decisionsis
€rroneous.

A58: | certainly would defend woman [sic] because |
know how hard we have had to work to get
recognition for what we have done.

Believes that women ought to be defended because of
the hard work that has been done by her to gain
recognition.

A59: | have worked with male colleagues and male
bosses and very often, men are not as sensitive as
women areto general feelings... | can remember a
principal saying to astaff of about twenty teachers
after they had appointed 2 new teachersA We now
have 8 men on our staff,§ implying that the 16
women on the staff were not half asimportant to him
as the men were and that it was an issue to be excited
about at a staff meeting.

Her experience working among with male colleagues
and bosses has led her to believe that male leaders
areinsensitive to general feelings.

AG60: ... that has been one of my experiencesand |
have been prepared to go to the male bosses and say,
well, | do not think you a handled that well ... | think
their interpersonal skillsarelacking. Either because
they have disagreed with someone or because they
think that to talk people down or to argue isthe way
to win, whereas women will first be more reasoning
and more involved in trying to sort out things
logically.

She believes that the only way in which women can
be heard isto speak out the issues that concern them
and in so doing relateissuesin alogical and well
reasoned way .

Believes that male bosses lack interpersonal skills
and resort to aggressive behaviour when confronted,
unlike women bosses who will communicate.

A61: | also worked in aboys school where the policy
was not to give women permanent teaching status
and to employ only men.

Experience has shown her that women are
discriminated against where opportunities are
concerned.

A62: | think stereotyping isreally aproblemin
South Africa, the apartheid and pre apartheid era
colonial erawhere women was expected to be at
home and to bring up the children and to leave the
management and leadership of course to the men.

She believes that apartheid isresponsible for the
stereotyped roles that women have been caught up
in.

A63: Certainly there are some cultural norms ... for
many of the Afrikaner folk, they find it difficult to
perceive awoman who has afamily and is married
and also has ajob, and maybe successful within that
job ... some of them feel that the men should be
better qualified than the women and to methat isa
real problem.

She believes that cultural norms that accept with
difficulty the woman career with family rolesare
obstacles, likewise the mistaken belief that men
should be better qualified than women.

A64: | know | have not sat down and tabulated
whether | have gained recognition in any one
specific way. | was known for the person who
always used to make my voice heard for the woman.

She believes that the only way that woman can be
empower ed to speak out the things that concern
them.

A65: Perhaps the fact that they recognised that there

She believesthat it isimportant that people see a
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wasvaluein it and that they were prepared to listen
to me was sort of arecognition that was sufficient
for me. | felt then that at least | was putting a
different point of view to the one that they may have
advanced.

different point of view of woman to the one that they
have always known. For her, recognition comes
fromknowing that she has assisted othersto view
woman differently, that is empower ment.

A66: | would liketo think that we have something
special to add to management or leadership ... we are
cutting ground all the time proving that we have a
valuable contribution to make, in whatever field we
arein.

She strongly believes that women have something
special to offer, to add to management or to
leadership. She perceives such as a contribution
whatever the field the women arein.
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PRINCIPAL B

Natural meaning units (NMUS)

Explication of themes

B1: | think that it probably goes back to my early
childhood where my father alwaystold us- we were
al girlsin our family - that we could do anything.

She thinks that her inspiration to take on leadership
began with her father who encouraged and enjoyed
her being in areas of leadership irrespective of her
gender.

B2: He enjoyed the fact that if | became class captain
he would be very pleased about it ... if | became
captain of tennis... he enjoyed mein areas of
leadership and so | enjoyed his good feeling about
me. | did go into asociety and | did take aleadership
position there, in a religious society.

She believes that the encouragement and recognition
that she received from her father for being a leader
was a motivation.

B3: | think | do get on with people generally. | find
it difficult to deal with negative people ... even when
hard times are upon us | feel that thereis till
something that you can be hopeful about and work
towards and drive towards.

She perceives herself as positive and optimistic even
in the face of adversity.

B4: | have always got on very well with fellow
teachers and so | guess | thought that it would be
worthwhile to give this position ago.

She believes that her ability to get on well with
teachersisan asset to her leadership.

B5: Well | think | perceive myself as abusy person,

| am fairly driven | think. | do not like my classroom
upside down so | liketo be organised. | think | had a
lot to offer, new ideas....

She believes that sheisa fairly driven person, full of
ideas and isa change initiator who likes to be
organised.

B6: | feel happy within myself that | am actually
doing something for others aswell as myself ... to
add something to society. To be ableto look back
on my work and think | have actually made a
difference.

She believes that happiness comes from doing
something for others and making a difference to
society.

B7: | look at where the education department is and
how it isin such a state of flux at the moment ... if
you keep your own school going well then you are
achieving something.

There must be some areawhere the school remains a
place of refuge, asit were, for children and teachers.

Her definition of an achievement is an
accomplishment made in a situation of difficulty such
as keeping her school going when educationisin
such flux.

She feelsthat the school has got to deliver the right
goods even though the environment around it is
hostile

B8: | liketobeorganised ... | would love to be more
organised ... have more things on computer, | am not
aperfectionist though.

| think | mean not being worried by it [being a
leader], not being stressed by it and finding it
stimulating and challenging and able to be done. It
is not something that isan impossibletask . Itis
something that is possible to be done.

Believesin being more organised leader and and
even improve by making more use of computer
technology.

PB elects to perceive leader ship as challenge that
stimulates her and that is not at all impossible even
though it may be difficult.
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B9: What is familiar to me is managing children and
what is new to me now is managing adultsand so |
think I must be very careful not to manage adultsas|
do children.

... just to be careful not to speak to adults as one
would children ... | have seen the mistake done by
othersand | really do not want to fall into that one...
not to be dictatorial and authoritarian when thereis
not the need to be doing that.

It isof great importance that sheis consciously
aware that she must handle teachers differently
fromthe way that she does children.

Sheisso alert to mistakes that she has seen others

do and isvery alert to the fact that the teachers are
colleagues and she must therefore not be dictatorial
or authoritarian

B10: | believe very strongly on staff training and
right through this year, the teachers have gone for
courses and meetings and they mu st feel that they are
up to date with what they are doing ... the teachers
must feel happy with their job.

She strongly advocates for staff training which she
believesisintegral to the teachers development,
subsequently their happiness and satisfaction with
the profession.

B11: | went to aprincipals conference and learnt a
huge amount as to where education is going now ...
keeping in contact with other school principals...
share ideas because there are times when one feels
alone...thereis absolutely no way we can be left
behind, we must keep going. Particularly in times of
hardship that there is at the moment ...

She believes that a principal needsto be
knowledgeable and informed about the trendsin
education and the future of it. It isimportant too to
keep networking with colleague professionalsasone
easily feelslonely asa leader.

She believes that she and the school must move
ahead. That isthe only way to keep above the
difficult times and the turbulence that is consuming
education.

B12: | think | could read more...thereislovely book
on discipline called ADiscipline with Dignity@ that |
have read halfway and that | would like to read more
of. Then there is Covey §Seven Principals of most
Effective Peoplef, AMost Effective Families(

There are education journals that are excellent ... and
again reflect and take notes.

She believes that reading education related material
would develop her and be useful. Sheisparticularly
interested in things to do with principalship and
discipline and the family- the three formthe triangle
around which school revolves.

B13: Sometimes| think to myself, Al wonder if | am
the right person for thisjob?i ... thereis alwaysthe
thought that you are making them wrong decision
and that some decision that you have made is going
to be proved wrong ... that you are going in the
wrong direction and that it will affect alot of people
and affect the school which has had avery good
name for along time, so | think that does bother me.
So making adecision isfairly stressful.

The challenge of decision making compounded by
the challenge of maintaining the good reputation of
the school is stressful and makes her doubtful of her
capability asthe principal of the school.

Sheis conscious every day, of the fact that sheisthe
head of a school with a good reputation and that that
reputation hasto be maintained.

B14: | need to make sure that | manage the school
well ... that all teachersfeel fulfilledin their jobs...
that the children are happy when coming to school.

She per ceives achievement in her job as done when
the teachers arefulfilled in their job and the children
are happy about school.

B15: The school must work well. 1t worksabit like
abusiness ... we have to have agreat deal to do with
money, accounts must be paid and fees must be got
in, appointments must be kept and stationery must be
there ...telephone answered ... queries from parents
answered .. maintenance of the school is kept...

things like representing the school.

Her work portfolio sheis the head of the school and
its representative, other dutiesinclude dealing with
money mattersand the general maintenance of the
school.
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B16: | feel far more that maybe | am the captain of
the team and that we are working together for the
same ends ... | do feel the support of my staff very
much.

Perceives herself as the captain of the team of with
whom she wor ks towar ds the same end.
She feels supported by her staff too.

B17: | could never be somebody who worked on her
own ... that would not work for me... but certainly
with ateam of teachers and everybody else who
works at the school, the cleaners, the people who are
in the same position in other school, | am finding
camaraderie with them aswell.

| would like to reflect when this year is over because
thereisstill quitealot that thereisto bedone... |
think I will sit down and reflect right through the
year and see where things could have been done
better and where thing s could have been left out, of
people around me who | might not have been aware
could have been very helpful. | need ayear to
reflect and certainly when the year comes about
again and | am faced with the same thing, | will have
some experience to lean on.

Believes that she cannot work on her own, she isa
team worker who enjoys team camaderie and
involving everybody who works in the school.

Taking stock of the past year is something that she
looks forward to doing. So even though sheis aware
that there maybe things that arise that are
weaknesses she is not threatened by that but rather
prefersto use that as a learning experience from
which she can plan ahead and forge on.

B18: First and foremost everybody must know what
is going on and what you are requiring of them ... it
is niceto chat through something.

We have just done the school play and we talked
about it at length and we decided together what we
were going to do. We made sure that everybody had
duties. Onelady kindly said that she would produce
the play ... | took astep back then ... shewasin
charge of the play. | helped her in every way | could
but she was actually in that case, the captain of the
team ...every time there was a problem, she would
come to with it and together we would work on that
one, or | would say, | will sort that one out.

She believesthat it isimportant to explain to people
therolesrequired of them and to chat about them.

PB acceptsthat there are times that she hasto take a
back seat and let otherslead. She appreciatesand
acknowledges that other s have expertise that she
does not have and is willing to give them the

leader ship role and the credit for their work.

B19: Wetalk the problem through trying to seeit
from all angles and asking other people for their
advice aswell.

Believesin consulting others and looking at
problems from all perspectives.

B20: | do share this decision making with the
governing body of the school ... the questions of
decisions | have taken to other people and we have
discussed it through and made joint decision about
things. We have various other people on the
Governing Body who | aso lean on and use. My
secretary is agood person to bounce ideas off and
other teachers particularly the senior teachers.

She believesin using the counsel and advice and
ideas of others that she works with and often
undertakes decisionsin collaboration with those
concerned with the matter.

B21: There are times when one might feel alone
because you have to make a decision that is not very
popular but | do feel that the staff are with me most
of thetime.

Feelsthat having to make decisions aloneis not
easy but at timesit has to be done.
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B22: | like to be able to help people whenever | can
but | do not fool myself in being the one who can
solve all problems. | know people who can help who
are professionals ... psychologists and speech
therapists and occupational therapists and | am quick
to give names and numbers of therapists who can
help but very often what parents want isjust to talk,
because while we are talking it through they are
working out their own problems. | liketo think that
my door is open.

Believesthat it isimportant to consult othersin
problem solving, especially professionals and
expertsin the matter.

She does have many a time parents that have their
own psychological problems and sheis comfortable
|etting them talk through their problems. Sheisin
that sense a counsellor or even a therapist of a sort.
She believes and leaves he door-which is herself-
open to peoplethat need help.

B23: Nothing alwaysever runs smoothly so there are
times when | will disagree with them, then they will
disagree with me.

Believes that conflict for aleader isinevitable.

B24: ... until | became principal, | wasjust minding
my own business in the classroom with my little
pupils ... that might sound totally unambitious but
thefact is| was. | love the thought of being the sort
of leader of my little class, my little band of people
that | lead as teacher.

And so it has been amuch bigger load than | have
ever done before ... this| found so challenging, that |
am here on weekends now ... hereon holidays. | am
working harder and that isalright ... | am happy with
that because | am enjoying it and so | am fine with
working hard ... | think | mean not being worried by
it and finding it stimulating and challenging and able
to be done.

Shefinds |eader ship a challenging experience
because she had no prior |eadership experience.

She finds leader ship a taxing but stimulating and
challenging experience.

B25: ... | alsoliketo have afulfilling job ... |

suppose fulfilling my own feeling about myself ... it
isessential that | have ajob that | enjoy...

| feel happy with myself that | am actually doing
something for others as well as for myself.

For her it isimportant that she derives satisfaction
and fulfilment from her job. It is essential tat she
enjoys what she does.

B26: When parents cometo talk a problem through,
| redlisethat | am in aposition of great confidence
because they tell me things that are closest to their
hearts and closest to their families.

Recognises that she as a head isin a position of
great confidence. She has had people open up to her
and that puts her in a situation where she has to
counsel or simply lend a ear.

B27: | want to contribute to education, to the
children who are directly with me ... when | look
back on the many children whom | have taught
before | feel happy about that.

Believes that she derives satisfaction and happiness
fromthe contribution that she makes to education.

B28: Because | am teaching the little ones, | get to
know the children and the parentsright from the
word go! And | know the parentsreally well by the
time they leave, and that is fascinating.

Teaching the little ones involves not only getting to
know the children and their parents but for her itisa
fascinating experience.

B29: | think what | have found difficult just recently
is having these piles of applications for my school
and having to pick and choose ... | have not enjoyed
saying Anofl to people and saying we are full.

Experiences difficulty in making decisions when she
hasto say Anof to parents that want placesin her
school.
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B30: We could have schools for children with
specia problems but wedo not ... Soitisapity
having to say Anofl to children because they have
specia problems.

Itisparticularly hard for her to reject children with
special needs simply because the school does not
have a special needs class, a provision that ought to
bethere.

B31: Sometimes teachers are not well and | haveto
do locum teaching, that kind of thing whichis
difficult. | interact constantly with my teachers|
teach my classin the morning and do the
administration in the afternoon so that givesme a
very full day.

Perceives leadership as being able to take on the
difficult and the unplanned and executing it
effectively.

B32: | am less active at church ... | simply do not
have thetime. The same with my personal sport.

Experiences her |eadership as a exacting on time as
it leaves one with no time for personal activitieslike
sports.

B33: | am very aware of my family, of my children
and my husband and my extended family and so if |
am going for something, it iswith them in mind as
well as everything else. | want to do agood job
where | am but not to the detriment of everything
else.

| feel completely backed up by my family whichis
wonderful. My husband isright behind. Heisvery
good on computers and desktop publishing ..my
children came along and sold programmes and
showed people where to sit which | appreciated very
much ... they help me with hands on practical things.
| do not discuss everything with my husband but
now and again when | do discuss something with
him, he gives another aspect to whatever itisand |
enjoy that.

Her family takes precedence over her career.

The family isfully behind her efforts and come out to
help her in practical ways. Sheis appreciative of
that more than anything else.

Her husband is a confidante of sorts and he does
give her different perspectives to some of the issues
that she allows himinto.

B34: | was never readly striving to become a
principal. It wasnot something | wanted to do or
had a big problem about. Just suddenly the position
wasthere and | thought | would giveit ago. | think
it is something that was thrust on me.

| really thoroughly enjoy thislittle school, I think it
had alot going for it and | thought | could giveit a
go.

She believes that she did not have any ambitious
plans about becoming principal until the position
became vacant and she was made awar e of her
potential, literally pushing her into leader ship.

Again, she was motivated to make a decision by the
fact that she loved the little school and now began to
see the many things that she could do for it.
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B35: | was asked by the previous principal if | would
take the position, nobody on the staff was keen to do
it, they all had other thingsto do ... my family isno
longer ayoung family so | could accept that and try
it ... so my job as an active mother who is doing
things for her children has come to an end now.

| do not think I=d have taken ajob like this, without
knowing that there was a hard working staff who
were prepared to work in the afternoons ... and with
the new teacher we were taking on, in our advert we
wrote that this teacher must be prepared to take on
extramural activities. So | feel the support of my
staff very much.

The previous principal had been herefor along time
and there were things that needed to be changed and
others that needed to be kept and so | thought that |
had thingsto offer.

She believes that her decision to take up

principal ship was deter mined by conducive family
circumstances and also by an appeal made by her
predecessor.

She began to see that there was another phase that
she could beginin her life.

Other than the above personal factors, she was
motivated by the highly motivated and supportive
team of teacher s that the school had.

She felt that she had Athings to offerf) to make
changesin the school especially because the
previous head had been in the school for such along
time.

B36: ... well the extramoney does help in pressing
times ... that was not the motivating feature ...

She believes that money, it is not a motivating factor
for principalship even though it does help.

B37: | think that particularly in South Africa ...
women have been trodden down for along time.

She believes, generally speaking, that South African
women are down trodden and have been for a long
time.

B38: | do not think | am afeminist as such although
| do believe in femaleissues. That they should be
addressed. | feel women should be able to take their
place in society and do whichever job they want to.

Shefirmly believes that women issues ought to be
addressed and that women should be able to take
their placein the society.

B39: | like to think that women are coming forward
and are being treated well just like everybody else.

Believes that women are making progressin their
advancement and enjoying equal status treatment
with everybody else.

B40: | do not have a problem with either male or
female or the maleness or the femal eness of people.

| do not see them as male or female.

| see people as being hard workers or not being hard
workers be they male or female.

She believes that people are either diligent workers
or not and that their gender haslittle to do with their
performance.

B41.: teachers have their own families and their own
children and thisis very important to them. Likefor
instance on Monday, there are two teachers who
have asked special time because their children are
becoming prefects at school where they are going ...
| did not hesitate to let them go.

She believesthat it isimportant not to ignore the
things that are significant and important to the
teachers because that motivates them and tells them
that their affairs also matter.

B42: | think | do get on well with people generally.
Obviously there are somethat | find more difficult. |
find it difficult to deal with negative people, | find
that areal trial and even when the hard times are
upon us| feel that thereis still something that you
can be hopeful about and work towards and drive
towards.

She perceives herself asa friendly person to all
people and generally findsit difficult to get along
with people that are negative.

She believes that no matter how grave the
circumstances might be, that there is always
something to hope for, believe in and strive towards.
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PRINCIPAL C

Natural meaning units (NMUS)

Explication of themes

C1: 1 went to high school, | was a prefect from
standard six right through to matric, | was the head
girl. Right from primary school already we were
made aware of the importance of setting an example
... inmy home, because | was the eldest, it was
expected of me to set thetone asit were.

Thinks her |eader ship role began from childhood
where she was expected to set an example both at
school and a home.

C2: While at school, | was a Sunday school teacher,

| was the youth leader so that definitely played a
significant role. | was elected the chairperson of the
youth organisation and there readily found myself in
|eadership positions, where people considered me a
hero, quite suitable.

Believes that teaching Sunday School and being a
youth leader played a significant role in devel oping
her |eader ship.

C3: My parents were community leaders ... both of
them were involved in the freedom struggle ... they
wereinvolved in organisations like the Teachers
League of South Africa. | know about |eadership
from my parents.

Believes her parents wereinstrumental in inducting
her into leader ship where she learnt from what she
heard and what she saw.

C4: | know about leadership from my parents and
then from my teacherstoo. In high school especially
| remember my science teacher as avery exemplary
person whom | respected ... and even when | wasin
school | used to say to myself, Alf | become a teacher
that isthe kind of teacher that | would like to be.g
Well morally, in the community, he was a person
people looked up to. Hewas involved in community
activities and was respected in his community and
his church generally ... arespectable person and not
troublesome. If he had a problem with somebody he
isthe type of person who would go to the person and
actually sort out the matter ...

Believes that leadership is being exemplary,
respectful and moral.

Leader ship encompasses the ability to stand out
abovetherest. It means being ableto resolve
conflict and to uphold ones dignity.

C5: | felt very differently about myself after being in
that teacher=s class. He managed to just get the best
out of us.

Perceives one who is able to get the best out of
othersasa good |leader, irrespective of the
formalization of the position.

C6: | am acommitted Christian and | feel in that
sensethat | oweit to my Master to do the right thing,
to be there for people and to be supportive ... and
because | have leadership characteristics our children
arein need of strong role models and that sort of
motivates me to strive towards actually setting that
example and being that role mode! ...

Believesthat a leader needs to be moral, an
exemplary role model and respectful.

Sheisaware that her calling to serviceisto God and
so she must execute it to man in servitude.

C7: The most important thing to meisthe whole
guestion of service and being able to do something
about the circumstance around me.

Perceives |eader ship as doing service to others and
being able to do something about the circumstances
around one.
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C8: | fed | know and understand people and because
of that | will be sensitive to the needs of the children
and that | would be able to respond compassionately
to any situation.

Believes strongly that sheis sensitiveto people and
isableto understand their need. Believes sheis able
to respond with compassion to any situation.

C9: | am very considerate, patient and | tend to be
almost sacrificial to the extent that | sometimes do it
to the expense of my health ... | was actually quite
happy to make asacrifice to actually go and teach
full time ... it made very heavy demands on me but

in any case, | did not hesitate to do it, even though in
the course of the term | thought | was going to
collapse.

Even as | eader ship duties are demanding and even
taxing on her health she believesthat it isimportant
that she makes personal sacrifices.

C10. | think | am generally not difficult to get along
with. | am avery tolerant person. | can accept the
situation and make the best of a situation even if |
disagree withit. | can adapt and livewith a
situation. | think that iswhat makes the difference.

Believesthat sheisnot difficult to get along with , is
tolerant and adaptable, both of which she believes
make a difference to leader ship.

C11. 1 am aschool principal because | have always
felt that | could contribute significantly to the
education of our children.

Perceives herself as having the ability to make a
significant contribution to the education of children.

C12. Our children arein need of strong role models
and that sort of motivates meto strive towards
actually setting that example and being that role
model.

Believes sheis the badly needed role model that
children need.

C13: | have always been painfully aware of the need
for strong leadership and for some positive influence
... | felt that | had the potential to actually fulfil that
role.

She strongly believes that she has the potential to
provide strong leadership and a positive influence.

C14: | see myself asthe principal of the school for
thetimethat | am around in the school.

Her leadership responsibility is for the duration of
her tenure asprincipal.

C15: | seemyself asaguidein that | have some
vision of sorts and because as aleader, | think, the
people around you look up to you and they expect
you to give them some direction.

She perceives that the leader isthe vision bearer and
the guide who gives direction and the one to whom
people can look up to.

C16: | see myself asacolleague, asafriend. | do not
se myself as being way above everybody else.

She perceives herself as an approachabl e |leader who
is not only a colleague but also a friend.

C17: Well, all of them respect me, | do not get the
impression that they feel | an domineering and that |
want to bulldoze everybody.

Believes that sheis respected by her followers and
that she is not domineering and intimidating.

C18: Asaleader, | wonder whether | am not too
fussy, whether | am being too negative about things
inthat | am rubbing people thewrong way ... 1 am
just aware of the fact that | should not push myself
too hard, or | become aslave driver.

Sometimes she per ceives herself as a little fussy but
she does believe in the importance of not being
antagonistic or pushy as a leader.

C19: | need to look ahead, plan ahead but share with
my colleagues. To me leadership means faithful,
being trustworthy. Being arole model, setting an
example and being honest.

Perceives leadership as a commitment executed in
trust and honesty. Leadership isdone by setting an
example that is worthy of modelling and by sharing
with colleagues.
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C20: One of my main concernsisthat | should
always consider the human aspect and just let people
follow what they are and be thankful for what they
do and alwaysto try and see that people are trying
their best.

Leader ship means being positive, accepting people
and believing in them and their efforts.

She believesthat it isimportant to consider the
human aspect in people, their vulnerability.

C21: Having afriendly relationship but not an
intimate relationship ... we can feel free to share
things with each other if we have aproblem ... to feel
freeto confide in a person and to talk your feelings.

Perceives |eadership as a friendly relation ship with
followerswhere there is the freedomto share, to
confide and to talk.

C22: | realize one has to motivate people
intrinsically ... it makes people feel good about
themselves and al so makes them more productive
more spontaneous and more successful.

She believes aleader ought to motivate people
intrinsically, to appreciatethemin order to facilitate
mor e production, more spontaneity for their
satisfaction and success in what they are doing.

C23: My leadership has had positive effectsin some
ways, in other ways it hasled to abit of friction
because my predecessor did not have much of a
disciplined way of running the school in that people
were allowed to do then whatever they wished ... so
when | came here | was very much the principal .

Believesthat conflict isinevitable but it can be
resolved by ensuring that a school isrunina
disciplined and a regulated way. Believes that
running a school requires rules and regulations to
ensure order in how thingsare run.

C24: Then also the question of definite work ethic, it
has been difficult for meto actually say thingsin so
many words but | felt that by setting the example,
that it would rub off. When we have meetings| just
drop little suggestions and try not to be antagonistic
about things that people do wrong ... things like that,
by subtly just making people aware.

Believesthat a leader should set an example through
her standard of work ethic that can be emulated.
She does not believe in being confrontational.

C25: We have had very heavy arguments and so
aready, we have clashed and we have had to sort out
our differences ... there are those times when we
agree and others when we will disagree, those | have
taken in my stride. | have tried not to order them but
to have agood relationship with them.

Believes that conflict resolution isimportant as it
maintains a working atmosphere that is friendly and
open to communication.

C26: They have had the freedom to come and tell me
where they were not supported, | was ableto explain.

Believesthat the followers should have the freedom
to expresstheir ideas and to criticize her where they
feel unsupported.

C27: | have not had serious problems with males ... |
have always felt respected in the circleswhere | have
worked.

Malesin her experience are respectful working
colleagues.

C28: | feel accepted besides this case where | think
thereisapower struggle with amale teacher and for,
really what are personal problems, | think and one
which cannot be easily resolved because of the deep
psychological aspect of it.

Believes that power struggles or leadership contest
are likely experiences and it isimportant to
under stand the reason for it.
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C29: ... | felt that they had come out of allegiance to
me because they could see where this thing was
going to and that he was out to put mein abad light.
And by just saying to me AWe have decided to be
there,d they really camein support of me.... just there
presence made such a great difference and also that
told me exactly where | stood ... things like that
indicate to me that | am accepted.

The allegiance shown by her followersin a time of
crisisisan indication of their acceptance of her.

C30: ... the situation of the husband and wife where
heisan abuser, | am particularly aware of the
situation which | find myself not having to choose
sides with any one of them, not being partisan.
Realising that there are two sides to a story. It is not
pleasant, it haunts me everyday.

It wasreally very bad and | do not know what |
would do in that situation, if perhaps there was some
way of preventing it from happening, you know, |

am constantly thinking about it...as| sit here | do not
know which way | would move if the crisis came
back. Soitisavery worrying, nagging situation.

Believesthat a leader ought to brace herself for
conflict in a mature and non partisan manner.
Conflict has the potential to reach highly sensitive
and traumatizing levels that could wreck the
personality of a leader.

The thought that the crisis could return haunts her
making her feel totally helpless.

C31: | am very aware of the kinds of problems that
children experience at school and at home too, where
the home situation can become tense and so on and
can impact on performance at school ... | am very
aware of the stressthe children can experience at
school and they can bring that baggage to school.

Sheissensitive to children-s experiencesand is
especially awar e of the impact of such experiences
ontheir performance.

C32: ... with regards to learning disabilities, | am

very aware of that because my son has a deaf ear and
he experienceslearning problems ... it makes me

very sensitive to that situation.

Sheiskeen and alert to conditions that might cause
learning problems, this sensitivity is built out of her
own experience as a parent.

C33: | wasin music posts and because we had been
moving around, you know obviously you cannot
expect a school to promote you when you have been
there for only ayear or two years... at the end of
1985 we moved so since then we sort of settled
down, | was able to study alittle bit more and
because | had |eft the inspectorate, the Subject
Advisory Service, they demoted meright back to
year one, like | was starting from the beginning ... so
| actually had to work my way up again.

| had to be satisfied with what was available ... and
just fall in line with what subjects were passed my
way.

Believes that her climb to leadership was long and
frustrating because of the job shifts she had to make
out of family obligations, and lack of qualifications
both of which were not conducive to the promotion
structuresthan.

With no choices available to her, she had to teach
anything just to ensure that she had a job close to
where her family was.

C34: Principals were aways male and whenever the
subject was broached, the response would always be
A No, women will not be ableto do it, they will not

be able to encounter stress, they do not think they
will be able to do that kind of thing.d

She believes that principal ship has been a male
domain and therefore that this aspect has been a
stumbling block to the progress of women.
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C35: Gradually things started changing, there were
indications that women were going to get some
recognition. And | was bent you know, should the
opportunity for women cometo get into those
positions, then | would go for it because | felt that |
was quite capable, equally capable of doing it.

She has always believed that she is a leader because
of her |eadership capabilities even when women got
little recognition for leader ship jobs.

C36: When | was already in my seventh or eighth
year of teaching there were promotion posts going at
the school ... | said to my principal, ALook, | am

going to apply f# and he said, Ayou know you women
do not stand a chance!@

She believes that the education system has been
basically sexist and that is why she has experienced
discrimination.

C37: People kept making comments ... you know
women are the ones who should have the babies, be
in the kitchen, be at home. If they are onthese
promotion posts when they have to go off on leave, it
would interfere with their professional life and
prevent them from performing on par with the men
asit were.

Believes that the society isresponsible for the
discrimination of women and their deprivation from
| eader ship positions because of the way that it
maintains that women are incapable of being
effectivein dual roles of career and parenting.

C38: | was never perturbed by it [denial of
promotion], | was always convinced that | would
have an opportunity at some point.

She believesin herself and her abilities even in the
face of gender discrimination.

C39: | see myself first of all equipping myself and
then being instrumental in the ensuring that the rest
of our staff is empowered aswell.

She believes that empower ment means being able to
equip oneself firstly and others.

C40:My studies at the moment are influencing my
immediate situation in that | am gaining tremendous
insights and that we are grappling with this whole
question of transformation which isreally a painful
process but one that | have looked forward to.

She believes that knowledge informs and it enables
oneto work better and with an impact as it opens
one up per spectives.

C41. ... grappling with those issues [transformation]
in the BEd course is helping me with the work load.
It definitely isimpacting on my work at the school. |
am seeing many things from avery different
perspective.

Believes that knowledge not only informs but brings
awareness and illuminates the means through which
one can be a change facilitator.

C42: | found that going into the BEd has helped me a
lot ... one sees the ways and means in which you can
promote change ... to be facilitators of that process.

Perceives her leader ship situation as dynamic, and
that changes she is making are facilitated by
knowledge gained out of her current studies.

C43: By what | do and what | say and the way that |
conduct myself as aleader, that | would contribute to
empowering children, colleagues and people around
mein general ... that | make a contribution to
growth, development.

She perceives leadership as an opportunity to
empower children and those around her and in so
doing promote their growth and development as well
asthat of the institution.

C44: there is so much administrative work, if | had a
secretary | would not have had to spend so much
time ... but forever something is coming in between
my paperwork and my other responsibilities. | just
do not ever stay on top of my work.

Her experience of leadershipisthatitis and
strenuous, often involving office duties and clerical
work that have little to do with leader ship practice.
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C45: And there are other things | need to do for the
school, you know. | haveto seeto it that the worker
comesin and does the gardening ... do the financial
management ... see that bills get paid ... extrawork
that other principals do not have to do.

Perceives her job asthe principal as encompassing
all areaswithin the school. She hasto be
knowledgeable in other areas besides school
principalship.

C46: It isvery hard to cope but | enjoy teaching even
though the situation demands that | spend moretime
in my office. Theideal situation could beif | could
spend the whole day doing administration ... on the
other hand | think | would miss the contact with the
children because | also get to know them and | think
it will be asad day for meif they should move
through the school system without my having got to
know them.

Believesthat dual roles asteacher and principal
disadvantage her because administrative demands
overwhelm classroom teaching and for her it is of
vital importance that she does not break contact with
the children astheir teacher.

C47: | see myself asamother and as awife with
great responsibilities towards my husband and my
children first and foremost.

Perceives her self as a family woman the family
takes precedence over other responsibilities.

C48: A person in the community. | have always
been involved in some community activities too so
asto bein touch with the people.

Believesin being involved with the community,
knowing the people and being touch with them.

C49: | am involved with the Sunday school and in
thewomen-swork. | have a good working
relationship with older women as well as younger
women and we are able to bring the two together
fromtimetotime... | have gradually becomein
charge of the senior choir and much of the playing.
Ya, | guess| am achurch leader.

She perceives herself as a leader within the church
and isinvolved in the activities there, including
bringing people together in working harmony.

158




PRINCIPAL D

Natural meaning units (NMUS)

Explication of themes

D1: | was one of the bright students because | started
being aprefect in standard eight ... that iswhere |
could seethat | have leadership qualities.

She believes her |eadership potential was nurtured
as early as childhood when she realized she had
|eader ship qualities.

D2: | wasdisciplined ... managed my time very well.
| always did my work, homework was up to date,
cleanliness was up to date.

She believes that discipline, time management and
cleanliness are helpful qualitiesto develop asa
leader.

D3:[relating what shaped her leadership]. Working
with other people ..shareideas, teamwork helped me
and above all discipline. Conflict at times,
punctuality and communication.

Per ceives teamwork, sharing, discipline,
communication and even conflict and punctuality as
vital ingredientsto leadership.

D4: my male boss was avery kind person. He was
the kind of person who would liketo advice all of us.
He once said to me, AY ou know what, the only
mistake with you isthat you are alittle bit short
tempered.§ Since then | have taught myself that |
must listen first and keep quiet until the other person
has finished their story.

Believesthat it isimportant to learn from the advice
of others more especially from unsolicited comments.
She believes that a leader needsto nurture a
listening ear.

D5: | perceive myself as avery ambitious woman. |
really hate failure, whenever | am involved in any
type of work | want it to be a success.

Sheisambitious and driven by a strong desire to
succeed in all her undertakings.

D6: | think | am a Samaritan, | like to help people.

She considers herself a philanthropist and enjoys
helping otherstoo.

D7: 1 am not adifficult person to approach and |
think maybe my openness or maybe the way | talk to
them helpsmealot ... if thereisanything, they come
to the office and advise me.

Perceives herself as approachable and open, a
characteristic that helps her leader ship because
people willingly consult her and to seek her advice.

D8: | believethat | can never do anything alone. Y ou
must consult, you must involve the people who are
working with you, the administrative staff ... also the
maintenance staff.

She believesin teamwork and consultation, whereby
sheinvolves the entire school staff.

D9: Respect others because there is the tendency that
if you are aprincipal, you see things the way you
want to seeit and do as you want.

She believes in maintaining respect between herself
and her followers, avoiding egocentric behaviour by
seeing things from other perspectives.

D10: | do feel accepted as principal ... | think the
respect | deserve, they do show it and | am also
trying that there should always be peace amongst us.

Believes that sheis accepted and awar ded the
respect that she deserves as a principal.

D11: They [followers] see me as astrict person ...
they know what | like, they know what | hate ... |
think they like the fact that there is openness. ...
nobody is afraid to approach me.

Perceives herself as strict but is open and
approachable.
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D12: | hate gossip ... if oneisafraid to cometo onel
believe that down there, little note, small Anyanaj
you writeASo and so ... | hate what you have said,
why haveyou said it} | think in any school positive
communication plays an important role.

Believes that communication in all itsformsis
important in the running of a school but more
importantly that it needs to be positive.

D14: ... if somebody comesto this office and tells
me a secret it isnot easy for meto tell another
person that she has said this and that.

Believes that she is a confidante for others.

D15: | do not place my status as principal or teacher
... | amavery flexible person, very sociable. | am
open to everybody ... my home isthe home of the
poor you find that whenever one have a problem he
or she goesto me.

Perceives herself as a down-to-earth, and
approachable. She therefore believesin maintaining
an open house both at home and at work.

D16: there are people who do not know what is
meant by authority. They want to do thingstheir
ownway ... asfar as| am concerned thisis not
acceptable.

Believes that people need to under stand what
authority encompasses and to respect it.

D17:By authority | mean that in any institution in
any sector, there are people who are responsible for
that area.

Perceives authority as the responsibility one has
when put in charge of a particular sector.

D18: My roleisto manage the school ... to control
everything. Drafting lettersto parents, organising
parents meetings, giving guidance to teachersto
pupils. Control over buildings, furniture, book
requisitions, reports, pupils work, teachers work,
control meetings ... everything that is happening in
the school. | have got to have afeel of it.

Perceives her role asthat of a controller who must
have a feel of everything that is happening in the
school.

D19: ... having asay | mean that when we have a
meeting and there is something that needs the special
attention of the principal, | give advice. Not that |
amdictating but if | aminvited to any meeting and |
seethat | can have an input there, | just advise.

Having a say means being able to offer advice and to
make inputs at meetings.

D20: Maybe sometimes | attend meetings and other
times| do not even attend those meetings. Infact, |
look at the agenda, if it needs aprincipal | send one
of the HOD:s or the deputy.

She believesthat it isimportant to delegate
|eader ship duties when thereis no need for her
presence.

D22: Thereisalot involved in conflict, for example
ateacher who is not doing hiswork. Being a
principal | talk to that teacher ... but if it is something
that is sensitive or something that | cannot handle, |
refer the matter to the governing body.

She believes that conflict ought to be handled
cautiously, likewise sensitive mattersthat the
principal cannot handle arereferred to the
Governing Body.

D23 | think the openness that is taking placein our
school s hel ps us because we - | am not saying the
principal, we sit around and discuss things.

Perceives openness as a vital ingredient to
meaningful and fruitful discussions.

D24: | believe that parents should take amajor role
at the school ... no decisions can be made without
parents...

She believes that parents are important playersin
decision making and that they cannot beignored.
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D25: ... we have meetings, the school governing
body meets, we have parents meetings, we have
Parents Day, ... | think that has hel ped us because
they foresee things.

Believesin engaging meetings at different forumsin
order to open up as many perspectives asis possible.

D26: You will find that there are parents who are
illiterate and we have got to show them and they
have got to be satisfied how we teach the pupils... |
encourage parents to come to the school now and

again.

She believesthat as a leader she must satisfy the
needs of all parents more especially theilliterate
ones who must be convinced that the school is
running well.

D27: My roleisto advise the representatives of
learners or prefects, to involve them because today
the students want to do everything that istaking
placein our schools. | believethat if you bring
them closeto us, it is not easy for them to take the
wrong way because they can see they are allowed,
they are respected and their opinion is accepted by
the school.

She believesin taking an advisory role and involving
prefectsin school activities by listening to them
respecting and accepting their opinion.

D28: ... introduction of the Tea Club was my
initiation ... everybody appreciatesit ... thereisalot
of openness, communication ... lots of laughter,
happy times.

She encourages informal gatherings to break
tensions and open up free communication between
people. She believes that they bring in an important
ingredient joy and laughter.

D29: | awaysinvolve myself ... | have acommittee
that deals with exams but | am always with them. |
believe that if you instruct people, they will do the
work ... do their work effectively because they can
see | am there. Not that | am supervising them or
running after them. No, just helping each other.

She believes that |eader ship by instruction foll owed
by example produces effective work output among
followers, rather than supervising and running after
them.

D30: | do not preach and then not practiseit.
Eventoday | am thefirst to arrive at school and | am
thelast toleave. | follow instructions, | am
exemplary. If | say that people must sign the register
everyday, that iswhat | do. If we say that meetings
will start at 11:00am then | amthereat 11:00 am
waiting for these people.

| am agood example on punctuality.

She perceives that leadership is best executed by
example. Punctuality isan important aspect of her
|eadership.

D31: | am aschool principal because when | arrived
here as a post level teacher | attended management
courses ... was made head of department (HOD) ...
after that deputy principal ... transformation as far as
education isconcerned . | liketo stay in oneplace, |
never applied for asenior post .. category wise | was
not qualified ... point number two is the availability
of posts.

Believes that she rose the ranks of leadership
because of her management skills and her rise
through the school ranks.

Believes that one hindrance a quick rise was the lack
of suitable qualifications, unavailability of posts and
her preference to remain in one place.

D33: Some thing that bothers me as aleader. When
it comesto politicsah ... ah ... ah when it comes to
politics| feel so unmotivated.

She believes strongly that politicsis an demotivating
factor for a school leader.
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D34: Another thing that bothers meiswhen thereis
acrisis at school, where we have to waste time
discussing cheap politics. Politics should not be
mingled with education.

She perceives political interference in schools as a
hindrance to the autonomous gover nance of a
school.

D35: | am not apolitician but being aleader, you
need to know something concerning politics
(protracted laughter) ... | am not apolitician but
having people who are political minded, they do help
me.

She believes that a leader needs some political
awarenessin order to be ableto operatein a
volatile political world or else affiliate themselves
with the politically minded.

D36: ... transformation as far as education is
concerned ... things have changed because long ago
or years back, you were supposed to have a certain
category or degreeto get apost ... things are made
easier for people so that people can reach for the
skies.

She believes that the current structuresin the
education department are favourable to promotion.

D37: | also served as amember of the ASECA and
ABET doing the same work of adult education ...
also as amember of the Makansakop Creche ... in
church | do not have any status, | am just a
AManyano mamag.

Besides principalship, sheisa community leader
with a number of community education related
portfolios.

D38: | play amajor rolein our committees. Wherel
am staying | have managed to build a club for our
street. Thisclub helpsduring bereavement, when
thereisawedding.

She believesthat sheisan instrumental figurein the
community where she initiated and runs a
community welfare club that serves the needs of the
community.

D39: | behave like asocial worker, because
whenever they have problems, they will first go to
me and | will advise them whereto go. | dowrite
letters to them of sometimes | even phone so that
things would be quicker for them.

Perceives herself as a social worker, a problem
solver and advisor to the community

D40: And | do visit them just to say AHi, how are
your children doing at school ?f AWhy don:t you
children cometo me, | have apencil, | have got a
pen if this oneisthe problem..0 | know there home
circumstances.

Believesthat it is her duty to get involved and assist
children in her community, especially those froman
under privileged background.

D41: Asamother, motherly love helps me. Because

| also have children at home, so the way | treat those
people at home helps me even at work because |
know where thereislovethereisaway. Theway |
talk to people ... theway | advise them as| always
advice people at home.

She believes that the motherly love she extends from
home to her work place assists her in her job.

D42: Sincethey are department problems, | only just
send letters through the correct channels begging
them to help us.

She hasto endure the frustration of begging the
department of education to do ajob that istheirs.

D43: | hate gossip, why | am saying thisisbecause |
prefer aperson to come and tell methat thisis what
someone has done or, can:t we approach thislike
that?

She believes that gossip isan evil that stifles proper
communication.
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D44: At home | am amother ... thereisan impact on
my |leadership but sometimes you do not understand
it. Youredlizelater on ... sometimesyou are
disturbed at school and when you go back home you
still have got that feeling. Asaresult at home, you
do not show the usual love you usually show them.
But having an understanding husband and child,
when they see that there is something that has
disturbed you they just wait until you tell them.

Sheiswell taken care of by her family who support
her emotionally especially when there is something
that weighs her down from school.

D45: .. If you are not happy at home then obviously
even at work you cannot be happy.

She believes that the happiness that one exudes at
school emanates from the experiences at home. Itis
also her belief that if one has not got this happiness
they cannot function happily at school.

D47: | do not have a secretary so | have to answer
even the phone.

Thelack of a secretary in the officeisa major
setback for her, perhaps even on how well she
functions because she hasto do all the clerical and
general office duties such as answering telephone.

D48: Whenever | am involved in anything, | want it
to beasuccess. If | am not exemplary as the leader
of the school, what do | expect other teachers will
do?

PD believes that she as a leader must initiate an
example that can be emulated by others. That to her
isvery important after her desire to succeed in
everything that she does.
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APPENDIX B
JOURNAL ENTRIES

| started the day feeling tired, as | have been feeling since the beginning of the
term. We are feeling the effects of overcrowding and the financial constraints
of the Education department. The prayer of thanks giving at the beginning of
the day was inspirational and | felt that we were one day closer to a solution of
out problems.

( PC-Thursday 13th August)

Yesterday was one of those days | like a replay of for a while. There seemed to
be so many fires to put out. Duty teachers upset with matrons, general
assistants angry with their supervisor and vice versa. The net-ball tour
organizers had failed to budget correctly and there will be a huge deficit,

according to calculations, if no alternative arrangement is made.

However, there were positives as well. Much of the above was amicably resolved

and there has been a learning curve for all concerned.

The plans to improve the appearance of the classrooms are going ahead- and
that is exciting for the children. They are always positive, cheerful and friendly.
It is such a pleasure going the extra mile for them.

(PA-Friday 14" August)

My colleague who is under stress was very quiet. | hardly heard her
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teaching at all today. During the break colleagues told me that she was
dreading the weekend. | felt helpless, as all previous efforts to be of assistance
had failed. After school she came to me in the office and cried bitterly ... | held
her tightly in my arms and reassured her of my support. | also said a prayer

for her. It was the best | could do.

| had a tough teaching day and | am about to collapse. | will take two vitamin
tablets instead of one when | get home.

(PC-Friday 14" August)

It was good to relax and do very little yesterday. The news on education was
rather depressing. What struck me as a poor reflection on the state of
education was the report that in order to improve education, pupils should
report their Alazy teachers@ to their governing bodies and that one plan to
improve standard 10 results would be to only allow the pupils who did well in the
trail exam to sit the final exam. That seems like manipulation of statistics to

me!

The net-ball team arrived in the evening to collect the key for the holiday home.
They were all full of energy - despite the miserable weather, the journey and the
match they played. Even the teachers did not look too jaded.

(PA-Sunday 16" August)

We attended an OBE workshop ... we have been inundated with workshops and |

was not particularly interested in going. The very dramatic presentation
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of what OBE entails was good. The message came across very well. Even
though it is being implemented in Grade ! Only this year, we have began doing it
in all the grades. Our learners definitely benefit from the new approach.
Despite the shortage of resources, we try to overcome the problems by using
recycled material.

(PC-Tuesday 18" August)

Yet another accident involving a school A pupil yesterday. Are motorists
becoming more important?

(PA-Tuesday 18" August)

The inter-house hockey was well supported and the girls thoroughly enjoyed
their matches.

(PA- Wednesday 19*" August)

| feel more organized today, having some assistance yesterday to tidy my
office. Being

able to find my way through the papers on my desk is a relief.
(PC-Saturday 26 August)
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APPENDIX C

THE CONTENTS OF THIS FORM ARE ABSOLUTELY CONFIDENTIAL.
INFORMATION IDENTIFYING THE RESPONDENT WILL NOT BE DISCLOSED
UNDER ANY CIRCUMSTANCES.

SCHOOIL HISTORY
L When was your school founded and by whom ?
2. What is the category of your school ? (TICK ONE)
Former model “C”
Former DET
Farm school
Home school

Independent school

3.  What is the composition of the school governing body ?
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4.  Other than yourself, how many principals have there been at your

school ?

male

female

5.  Indicate the numbers you have of the following categories.

Deputy principal(s)

Head of department

Teachers

Administrative staff

Support staff

Prefects

Students

male
female
male
female
male
female

male
female

male
female
male
female
male

Female
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TO HELP ME CLASSIFY YOUR ANSWERS AND TO MAKE COMPARISONS,
WOULD YOU MIND TELLING ME THE FOLLOWING DETAILS.

6. Name in full

7. Areyou (TICK ONE)
Married
Divorced or separated
Single
Widowed
8.  Areyou (TICK ONE)
Under 30 years of age
Between  31-35
36-40
41-45
46-50
50-55
Over 55

9. How many children do you have and what are their ages ?

10.  Areyou (TICK ONE)
Christian
Moslem
Hindu
other (PLEASE INDICATE)
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11, What professional qualification do you hold ? (PLEASE INDICATE)
Teaching certificate
Diploma in Education
Bachelor of Education
Master of Education

Other (PLEASE INDICATE)

12. For how many years have you been a teacher ?
a. been a teacher
b. been a deputy principal

C. been a principal in your current school

13. If you have been a principal elsewhere please indicate the school(s)

and year(s).

14.  Explain your reasons for taking up the principalship.
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15.  What do you enjoy and /or dislike about leadership ?

16. From what or from whom do you draw your inspiration ?

17. What are your strengths and your weaknesses as a leader ?

18.  If you were to interview a person for the post of principal, what would

you look for ?
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