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Abstract

This 1is a study of a principal succession in a Vnon—racial,
“multicultural High-School in the Northfﬁe§t Province of South Africa,
formerly the independent homeland known as “Bophuthatswana”. I was
employed at the school at the time and am, therefore, a complete-
member-researcher. I use a qualitative research approach which relies
mostITy on in-depth interviews, individually and in groups. I chose my

sample by administering a short biographical questionnaire.

I have sought to establish *“what is happening?” in the succession
process by reporting the insights and experienceé of a staff and its
new piincipal. While I use the stage frame&orks'of more traditional
researchers in succession to provide a coherent structure for my
analysis, I use the organisational socialisation perspective
extensively to analyse the insights provided by the étaf%xrand

principal. Unlike other principal succession studies, I include the

- -

insights of both the principal and the staff. The organisational
socialisation approach emphasises that succession is an interactiygf
multidirectional process. i

My study reinforces many of the observations of other researchers in
leadership succession, whether in business or Education. However, two
elements of succession emerge which appear to be unique in terms of
other succession literature. These elements include the impactt of
socio-political events and what I call “ethno-cultural” aspects on
the succession socialisation process. I provide examples of the

influence these factors exert in this principal succession. This

study is therefore of potential significance to administrators in



both Education and business in the South African context where there
are significant changes taking place in the power structures and

-ethnie makeup of relevant organisations? i also identify a number of

areas for further research.
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CHAPTER ONE

INTRODUCTION

In this chapter I provide background and explain my interest as
well as the purpose, potential significance and limitations of

this research.

Background

The school is a secondary school (Standard 5-10), located in the
North West Province of South Africa, formerly known as
Bophuthatswana. The school, known as Mmabatho High Schoocl (MHS),
was initiated by Kgosi Lucas Mangopé, ¥f5;ﬁer President of
Bophuthatswana, in his desire to remove the constraints of the
segregated and inferior Bantu education inherited from apartheid
South Africa. The school was granted cartg blanche by the
Bophuthatswanan Education Department in order to achieve the
goals envisioned by Mangope. These goals included establishing a
non-racial, multicultural school where children could obtain the
best instruction available, especially in subjects such as
Mathematics and Science. Teachers were selected to ensure the
realisation of this vision; The school operated in this manner
from 1980 until April 1994. I joined the school in January 1990

after working for several years in state schools in South

Africa.
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After many vyears of continued resistance to the apartheid
system, of which the homelands were . an integral part, the
existing government of South Africa -apd former homeland leaders
were replaced by elected leadersféf the New South Africé in
April 1994. With the succession of President Mandela and the ANC
to government these homelands were reintegrated %ntg South
Af{ica. Former leaders of these states {in most instances) no
longer had any role in government. Leaders in Bophuthatswana
however, resisted reintegration. Popular opinion in Mmabatho
supported reintegration and what has now become known as the

“Insurrection” occurred in March 1994. Mangope was ousted and

Bophuthatswana became part of the New South Africa.

During the ensuing months, as governments chagged hands, much of
what had been established during the so-called “Bop- regiﬁé”
continued to operate as it had in the past. However, the new
government indicated c¢learly through varieus policy draft
documents such as the African National Congress draft education
policy document (1994) that things were set to change. The hé&4
government wished to changé much of what had existed under the
apartheid education system. There was to be a more equitable
distribution of educational resources amongst‘ previously
disadvantaged population groups. The former South African
government’s segregation of schools élbng racial lines was no

longer allowed. Institutions seen to be exclusive or elitist for

any reason came under scrutiny and pressure to change - in fact



there was no debate - they had to change. Schools which had
previously maintained selective admissions were instructed to

allow more students to be admittede This meant that these

school’s populations (grew consiaerably as the government
insisted on a ratio of between thirty to thirty-five pupils to
one teacher. If there were too many teachers with respect to
student numbers a number of teachers were asked to leave or be
redeployed in order to achieve the predetermined pupil/teacher

ratio.

MHS, a non-racial, multicultural school, had -operated as one of
a handful of designated schools. As such, it had operated under
the auspices of said Department but independently in most
respects. The school recruited its own staff ;nd selected pupils
on the basis of previous academic results and a series‘f;f
entrance tests. There was freedom to institute educational
practices approved of Dby the school’s Management body, the
principal and the staff.

The school was seen by fhe new Education Department to be
failing to meet the needs of the community - as catering to a
small elite section of the community who had the ability to pass
the school’s fntrance tests. Because the legal status of
designated schools was uncertain the new government disregarded

the designated status of schools such as MHS and insisted that

they fall in line with other government schools. Pressure for

A



the school to change increased during 1994 and at the beginning
of 1995, legislation required the schoel to increase its pupil
numbers and hence, its pupil/teacher gatio. Expatriate teachers
were under pressure to leave vln order to provide local
unemployed teachers with work opportunities which they felt were
rightfully theirs. As such, the school and its sgtaff were
experiencing changes to the long established modus operandi. At
the same time, the school experienced a change in leadership.
The principal who had been at the school since January 1991
resigned and left in December 199%94. A new principal started in
January 1995. This principal succession 1is- the source of my

study.

Nature of the problem and purpose of my study

Various succession studies in sport and business (Gouldner,
1954; Grusky, 1961, 1963, 1964; Gﬁést, 1962; aamson and Scotch,
1964; Gordon and Becker, 1964; Helmich and BRrown, 19872; Gepharyf‘
1978; Allen, Panianrand Lptz,‘1979} and in schools (Carlson,
1961; Miskel and Cosgrove, 1985; Fauske and Ogawa, 1987;
Firestone, 1990; Ogawa, 1991; Hart, 1993), have shown that this
is an area about which there is much controversy. Leadership
succession 1is sregarded as worthy of research since leaders
and/or managers are seen to be instrﬁméntal in determining” the
efficiency and productivity of organisations. The debate centres

around whether succession within management structures does or



does not have any effect on the organisation and its members.
Although there is increasing interest .in principal "succession
(see, for example, Ogawa,1991; Rapt,1983), the literature
reflects research done predominangly in industry, businesé and
sporting concerns. Earlier studies such as those conducted by
Grusky (1961;1963) also reflect a focus on establ}sging the
causal relationship between leader succession and various
performance factors. More recently, researchers on principal
succession such as Firestone (19%0) and Ogawa (1991) have
focused on understanding succession, not only as a process, but
also in terms of the sense-making practices of the participants.

Hart- (1993) suggests that succession, in particular principal

succession, should be seen as an interactive, multidirectional

process where the principal is no longer central to the whole

scenario but part of a greater socialisation process. R

The nature of the problem and the purpose of my research is,
therefore, to establish “what is going on?¥ when principal
succession occurred at MHS and what the ramifications were for
the school and its staff. I do this by docgumenting the
experiences and perceptions (sense-making) of the principal

successor and the teachers who were at the school during this

time of principal succession.
=3
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Significance of Research

First, as Allison (1983) states, “in”centrast to using knowledge
about ([school’s as] organisationsvéo help forge valid images of
schools, the literature of organisational theory has Dbeen
plundered in a search for ready-made models of organisations
that could be substituted for the needed images of schools”
(p-.13). BAs already noted, a small proportion of research on
succession has been done within schools. My research at MHS
provides insights not only within the school setting but also

within the South African school context. To my knowledge, no

research has been done in this area in South Africa.

s

Second, since MHS is a school which reflects a wide diversity of
cultures, my research provides evidence of how cultural nSrms
and expectations impact on the process of principal succession.

MHS is wunique in South Africa Im terms of its student and

teacher population. Unlike the majority of schools in South

Africa, MHS has a racially representative staff. According fo
Hansard (10 g col 709, 217April 1992, cited in Edusource 1993)
there were only nineteen non-white teachers among 5200 teachers
in White state schools in 1992 (cited in Smith,i995:5). The
racial composition of state schools is certain to have changed
since this statistic was derived in 1992 because of the change
in staffing policies at state schools. The situation at MHS

provides an opportunity to establish the role culture plays in

5
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the participants sense-making processes. While fhere is a large
body of literature on “organisational culture” and “culture in
organisations”, Hart (1993) is the only author on succession, as
far as I can ascertain, who doéhﬁents the role of race, as
linked to culture {ethno-culture), in the principal succession
process per se.
Third, my research has revealed an element of succession which
is not reported in the succession literature. While several
succession studies (Fauske and Ogawa, 1987; Firestone, 1990;
Ogawa; 1991) refer to the influence of environmental factors,

such as the community, on the succession process, none of these

studies reflect the influence of socio-political events

accompanying the succession. Principal succéésion at MHS took
place during a time of great, ongoing political and seci;l
transformation in South BAfrica. Insights provided during
interviews indicate that sociospolitical =~ events impacted
significantly on principal succession. I have already provided
some background to these socio-political events in fhé
introduction to this chapter. I will provide a more
comprehensive overview to these socio-political events in
Chapter Four.

Fourth, as school-based research, it narrows the gap that exists

in educational research between theory and practice. This can be

done by taking information back to the field and in so doing, as
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Garfinkel (1967) suggests, “overcome the vast irrelevance of the
topics, methods, findings and problems of most social science

[and educationall] research for practitioners” (cited in Adler

¥ e

and Adler,1987:30). e

Limitations of this study

First, this is a case-study. My survey of the succession
literature reveals that most studies are limited to industrial
and sporting organisations. Purthermore, to my knowledge,
similar research has not been undertaken within South African
schools. In order to make comparisons, further case-study
research in schools within South Africa and elsewhere would have
to be undertaken. Suttles (1986) states &thgé “ethnography is
almost always a highly localised effort. Findings need to- be
linked to other studies, to place them 1in a cumulative and

comparative research tradition ie.,~ to see whexre each study fits

in the whole picture, and to give direction to further study”

(cited in Smith, 1995:8) .

Second, while I have used several data sources, the major
contribution has been in the form of in—depth‘ interviews,
conducted over a period of two months. While Seidman (1991)
states that inidepth interviews may be the most appropriate

method of investigation when attempting to establish

understanding of other people’s experiences, he warns that
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“researchers who rely on in-depth interviews have to allow
considerable tolerance for uncertainty” {({cited -in Smith,

1995:9). By using a triangulated research approach involving
M

questionnaires, in addition to in-depth interviews and focus

groups, I limit potential bias and distortion.

-

Third, as a member of the school being researched, my role is
whét Adler and Adler (1987) call a complete-member-researcher. I
am a member of the staff at MHS and have been employed at the
school since January 1990. This role has no doubt had some
influence on the information collected and the_quality of that
information since I obviéusly have “roots” in the school
concerned. Seidman {1991) strongly recommends that “researchers,
especially those using in-depth infer&iéaé, identify and
acknowledge those roots in order to channel that enerﬁy
appropriately and to minimise distortion such interest can cause
in the way that they carry out thejir research” (cited in Smith,
1985:8). I have also tried to follow Madsen’s (1983) advice not
to “be tempted to ignore data that seems at odds with a forgone
conclusion, or to4minimise'them or shape them to suit {(my) own

purposes” (cited in Smith,1995:10).
Protocol

I received written permission from the Principal of MHS to

conduct this study. This letter is included in the appendix. See



I

Appendix C.

Teachers were asked to sign a consent form (Bppendix A) before
i =
paiticipating' in the reseaich‘ and they were given‘ the
opportunity to withdraw at any time. I hired the services of a
typist who has no 1links whatsoever with the MHS community and
whose confidentiality can be relied upon. Where I have used
information provided by participants in my discourse I have
given them pseudonyms. Participants were placed in focus groups
identified after the first interviews. The purpose of these
focus groups was to clarify and enhance infopmation provided in
individual interviews. Whilé the object of focus groups is to
briﬁg a number of different perspectives into contact, these
groups pose certain ethical problems‘ in fhat the material
provided during the interviews is shared with  group
participants. However, within the group context, participants
could decline to comment on issues or themes raised. I have not

linked information provided during interviews to any

individual(s). I did this in order to protect confidentiality. =~
Editorial comment

While certain references used in the interviews are commonplace
in a South African setting, they require explanation in a
broader context. South Africa, historically segregated along

racial lines, continues to use labels such as “black” and

10



“white”. In addition, thehrstaff’ at MHS reflects the wvarious

language groups and as such, the interviews are filled with many

non-English expressions and colloquialisms. While there are a
. T o=

ﬁuﬁber of Asiaﬁ teachers on the staff, none volunteered fo be

interviewed and thus my study reflects the insights and

experiences of black, white and coloured teachers only. I did

-

not investigate why wvarious teachers did not wish to participate

in the research.

Since the object of this study is to document the experiences of
teachers and their sense-making of the process of principal
succgssion, I have made exﬁensive use of material {quotations)
taken from interviews. Quotations have been given verbatim with
occasional comments provided by myself; Wﬁefgql have felt that
an expression needs further explanation, I have provided ;his

within square brackets.

- -
-

Overview of the study

Chapter Two provides a broad overview of the development of
succession theories. I give a broad outline of the frames of
reference used by Miskel and Cosgrove ({1985) and‘Hart {1993)
since I use them as explanatory aids for understanding and

synthesising the sense-making practice§ of the staff involved in

this research.

11

b



In Chapter Three I describe the limitations of past research in

educational administration. I explain my choice of a qualitative

research approach using a case-study. 1 also explain the
L

rationale for the use of my © data-gathering and analysis

techniques I employ.

.
~

In Chapter Four I give a contextual background to the fesearch.
The insights provided on the process and perceptions of
succession by both staff and principal prove meaningless without
recreating the historical and socio-political setting in which

the succession occurred.

In Chapter Five, 1 report and analyse the data, relying
extensively on the framework provided byLMfgkel and Cosgrove

(1985).

In Chapter Six I have isolated, analysed and discussed two
elements of this succession which I feel are of particular
importance for the = South African context of principal”

succession.

In the closing chapter I provide a summary and some conclusions.
I draw comparisons with the research outlined in Chapter Two and
highlight new insights gained in this.-succession study. I also
outline the implications of this research for administrative

practice in schools, and identify areas for future research.

12
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CHAPTER TWO

REVIEW OF SELECTED RESEARGH AND LITERATURE

Principal succession is an area in education in which very
little research has been done. Most of the research done in the
field has been conducted on the effects of leadership or
managerial succession in large businesses, industrial or
sporting concerns. In the articles written about leadership
succession in schools few report the views, opinions or sense-
making practices of both the staff and princibai involved in the
process. |

Succession, or the process “by which key officials are replaced”
(Grusky,1962:261), is an area of organisational theory théﬁﬁﬁas
produced controversial literature over the years. The
controversy about succession liesiin the fagt that as Grusky
(1961) states, while the event 1is acknowledged as being

universal “it does not mean that the consequences are uniform”

(p.262) .

Theories on Succession

Within the school setting, the principal is identified as a key
figure in school effectiveness. Edmonds (1979) states “one of

the most tangible and indispensable characteristics of effective

13
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schools is strong administrative leadership, without which the
disparate elements of schooling can neither be brought together

nor kept together” (cited in Hart,1993:7).
S

It is the consequences of principal succession and their impact

on the effectiveness of schocls that is of concern to many, if

- -

not all, who study succession in this context. Some researchers
(Firestone, 1990; Ogawa, 1991; Hart, 1993), are more interested
in documenting it as a process during which a series of

interactions take place within a social system.

There are a number of )traditionally held’ beliefs about
leaaership succession. Some sociologists arewscepticél of the
expectation that replacement of key figdiééﬁ in organisations
will have any significant influence on organisational

functioning. In Brown'’s (1982) review he states that ... among

other views, there are those who believe that succession has no

-
-

causal impact and is better viewed as ritual scapegoating”
{p.1). That 1is, "“succession ... 1is better seen as a scapegoating-
ritual performed during transitéry pe%formance slides to appease
... and to mask more fundamental organisational weaknesses”
(cited in Gamson and Scotch,1964:69) . Studies’ Dby other
researchers such as Grusky' {(1961) and Friesberg (1%62) have
largely been responsible for the widely held view of succession

as a “...perturbing event with deleterious consequences for

organisational performance (where there 1is) an increase in

14
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tensions and a deterioration of morale and productivity”

(Brown,1982:2).

Yo

Based on the view that succession is disruptive, researchers
have sought to establish the causal relationship between

succession and organisational effectiveness and performance.

Within this framework researchers have focused primarily on
is;ues such as the rate of succession, length of tenure and the
size of the organisation. More recent researchers in the field,
such as Miskel and Cosgrove (1985), while still believing that
succession is disruptive, have focused primarily on factors such
asifreason for succession”! “demography” and “schoolrculture”.
In doing so they have moved away from trying to establish the
causal relationship between successionkzggd organisational
effectiveness towards an approach which emphasises the need. to
examine how members of organisations interpret and make sense of
succession events. This interpretive approach reflects a growing
interest amongst organisation theorists and researchers in the
cultural dimensions of organisations. Within this paradigm,
leaders and managers are seen as operating in an environment
which changes from one community to another. Gephart (1978)
states, “Sense made of the succession events was framed by the

norms of the organisation in which the succession occurred”

(cited in Fauske and Ogawa,1987:28). -
All these views of the process of succession have, however, one

15
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aspect in common. They focus on the variables and outcomes of
succession and they all dimplicitly assume that the Ileader,

manager, and in the case of schools, the principal, is central

Y o=

to the issue of succession. Hart (1993} takes a slightly

different stance.

Hart (1993), who has conducted an extensive review of current
theories and research on leadership succession within school
settings states that traditional succession research has failed
to provide any real understanding of the process of succession.
She suggests that principal succession should be seen, and 1is
best understood, as a group experience in which the school and
the successor interact and influence each other. Hart (19383)
states: s =T
Whatever our idealized wview of leaders and despite
calls for principals who shape the fundamental
culture, structure, and goals of schools, research
and practice support a more complex, interactive view
of principal succession. Although they fill a
legitimate and powerful autherity position in the
school structure, successors are still new members of
a group and are subject to the social forces that
shape people who 3join established social groups - -~-.
(p.299). -
Within this perspective, known as organisational socialisation,
succession in schools 1s seen as a process where leaders both

act within, and are acted upon by, the group they are assigned

to lead.

Because of the different theories and research approaches, and

for the purpose of establishing guidelines for analysis and

16
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understanding of individual’s sense-making practices, I have
adopted and adapted Miskel and Cosgrove’s (1985) “Framework to

Guide the Study of Leader Succession” {(p.89).

¥ os

Miskel and Cosgrove’s (1985) framework represents a synthesis of

a number of themes which recur throughout succession literature.

-_—— -

They have grouped these themes within three categories'based on
a ‘loosely defined time-span for each succession. These
categories are: (1) Pre-arrival factors (ii) Arrival factors and
(iii) Succession factors. I use these categories and themes to
provide a review of a selection of succession factors identified
not _only by Miskel and éosgrove (l98§), bu£ also by other

researchers.

Pre-arrival factors

a) Reasons for succession

There are always a large number ~of reasons”for why a leader

leaves an organisation. The reasons for succession are important

in that they may impact on the situation which the successor
encounters. The reasons for succession may also determine how

the successor will deal with the situation encountered.

Gephart (1978)_ispeaks about forced and unforced successions.
However, it would appear that the most important issue is- not
whether the succession is forced or unforced but rather whether

there 1is perceived legitimacy for that removal by the

17
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subordinates concerned.

If the removal of a leader is seen as illegitimate it is likely

¥ os

to precipitate negative reactiens. Thus, the perceived
legitimacy of successions has to be considered when assessing

circumstances which influence subordinates’ sense-making of

-

succession.

b)Selection processes

Miskel and Cosgrove (1985) differentiate between two sources for
future leaders stating that?
When current members of the hiring organisation are
promoted, they are said to be 1insiders. = When
successors are selected from an entirely separate
organisation, they are outsiders (p.90) ..~
To a large degree, the appointmeﬁt of an insider or outsider
will be determined by existing circumstances wifhiﬁ;ﬁfhe
organisation concerned, especially circumstances relating to the
departure of the previous leader. ;Ee way in ;hich the successor
is appointed is also important because, as Allen and Panian
{1982) point out, %it providés valuable evidence about the
distribution of power within the organisatibn" (p.538).
Therefore, who 1is appointed, by whom and for what purpose has
important implications for the process of succession and the
sense-making practices of subordinates: Birnbaum {(1971) suggests
that the choice of an insider is preferable to an outsider, the

reason being that “when intra-organisational conflict is high, a

candidate from within may better understand and be able to cope

18
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than outsiders” (cited in Miskel and Cosgrove,1985:50}. As Ogawa
(1991) comments, the reason for this is probably -linked the

insider’s familiarity with organisational norms, since, “several
Y e

studies have found that organisaftiional norms greatly influence

members responses to managerial succession” (p.33}.

-

However, as Miskel and Cosgrove (1985) point out “hiring from
thé (same) or similar organisations leads to a homogeneity that
may represent a significant failing for the institution”
{(p-91). Why? Smith and White (1987) observe:

The recent decline in American industrial
competitiveness in world markets has led to an
increasing focus in the literature on how
corporations and industries adapt to changing market
structures ... (where it is seen that) the choice of
CEOs and coalitions of senior executives. to implement
strategies under conditions of market change can be
critical to successful organisational adaptation and,
ultimately, organisational survival (p.263).

Selection processes are, however, not Jjust about who is selected
and why. Equally important to the process is who is involved in
the selection of the successor. Traditionally, teachers,

certainly in the South African setting, are not involved in the’

selection of new principals. “The mandate is usually made by
superordinates who want to see changes” (Miskel and
Cosgrove,1985:94). However, Ogawa (1991) notes that researchers

such as Goldman and Fraas (1964) found that members tended to be
more receptive-}o successors who had.'been elected rather than

appointed.

19



e -
-

c) Reputation of leaders

Within the school context, succession differs from other

contexts in that, “The replacement of principals is a relatively

common and seemingly undramatic occurrence” (Ogawa,199l;30).
Cgawa’'s study also illustrates that there 1is a general
expectation and acceptance amongst teachers thag_‘;he new
principal will introduce changes.

This assumption has two dimensions: (a) a belief that
each principal can set school-wide direction and (b)
a belief that each principal brings his or her notion
of what the school’s direction should be
{Ogawa, 1991:53).

Therefore, the reputation of the principal successor will be of
great importance to the school to which she or he has been

appointed. Staff will anticipate certain behaVviours and changes

based on the reputation which precedes the principal successor’s

arrival.

Hart (1993) brings an interesting <thallenge te® the whole debate

by stating that:

Principals may bring a fine reputation with them;
they may have prestigious degrees or possess special
expertise ... but the validation of their right to
act for the group, to speak for the group, to lead
the group towards new goals and new ways of pursuing
them emerges from social affirmation, from what
Dornbusch and Scott (1975) call the moral legitimacy
of authority (p.275). "

=
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d) Orientation of leaders

Miskel and Cosgrove observe:

Regardless of the source, new gadministrators bring
unique orientations towards: personnel and mandates”

for change based on personal beliefs, attitudes and
ideclogy (p.94).

Traditional researchers, such as Grusky {1963), observe that the
arrival of a new leader will often mean that “membéfs{are not
only forced to adapt to the successor’s new way of doing things,
but also to the new informal coalitions that inevitably develop”
{p-29). However, more recent research demonstrates that the
reaction to the changes linked to the leadership style and
orientation of the new principal will depen& iargely upon what
aré.perceived by the staff to be the nbrms established within

the organisation. e e

The influence of norms on sense-making will be elaborated upon

under the heading “School culture”.

-
-

Arrival Factors e

a) Demography

Researchers such Simon, 1958; Grusky, 1961; Gordon‘and Becker,
1964; Helmich %pd Brown, 13972; Firestone, 1990, report changes
in the demographics of organisatibhs. Staff turnover. in
succession is linked to dissatisfaction of members in relation

to the management style of the successor and changes in status
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for previously influential groups.

&

b) School culture .

The concept of organisational culture is one that is largely un-
researched, within the context of principal succession.
Possible relationships between succession and culture
have not been examined directly...but several authors
have addressed topics related to culture that begin
" to shed some 1light on how shared ideology about
leadership might affect the organisation (Miskel and
Cosgrove,1985:97).
A cultural group may be broadly defined as a group within which
there is a system of shared beliefs and expectations called
“norms”. Smith and White (1987) state that the creation of a
dominant culture “is seen as a function necessary' for the
corporation to preserve its values...” (p.263). This dominant
culture has, 1in terms of group-theory literature, developed

“commonly understood perceptions of reality...norms of behaviour

(which) can be enforced by the group and transmitted from one

-
-

generation to subsequent generations” (Smith and

White,1987:264). 7 Ca

The norms that researchers speak about are as numerous and
varied as the groups that have been researched. Fauske and Ogawa
(1987) found that teachers, unlike members of other
organisations, attributed much of the responsibility for the

setting of norms to the principal.

Whatever the setting for the research, what becomes clear is

22



that if the predecessor has, imposes or assumes norms which

conflict with those of the dominant group (culture), then

problems arise. Fauske and Ogawa (1987) note, as did Gephart
o . Y oe

(1987), that the predecessor’s stéitus was degraded when he or

she was seen to violate existing norms.

—— -

Despite the fact that an insider succession 1is génerally
reéarded as less conflict-ridden than outsider succession
because the insider is familiar with the organisational culture,
Lieberman (1956) found that even this type of succession was

accompanied by «conflict 1linked to changes 1in the power

distribution within the organisation.

Where there has been a mandate for chéhgé and a conscious
decision to select a successor who will not adjust ‘to
organisational norms, an outsider will normally be selected.

However, research by Gordon and Rosen (1981) illustrates that

-
-

“the combination of authority and strangeness inhibited
important informal communications that could provide information-
about the culture- of the group”r {cited in Miskel and
Cosgrove,1985:988). It would appear that regardless of whether
the successor 1is an outsider or an insider, in order to be
accepted and validated as ieader of the group, he or she needs

to be completely aufait with the norms of the dominant group. To

ignore these would be to entertain alienation and resistance.
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Succession effects

In summary, the literature on succesgion provides a number of

generalised themes relating to succession.

These generalisations are:

1) The reasons for succession create different reactions to
the succession process.

2) Those who select the successor and the manner in which

this is done will impact on sense-making practices.

3) There will be different reasons for and reactions to the
appointment of an insider or outsider.

4) . The norms of the organisation -greatly influence the
perceptions of the predecessor and‘succeSSOr.

5} The appointment of an outsider is u;ﬁéily linked to poor
performance and a desire to improve effectiveness.

6} Community and environmental factors will influence the
succession process. -, -

7) Change in leadership will give rise to a change in the

demographics of the organisation. (Adapted from Miskel and

Cosgrove,1985:pp.100-101)

I list these generalisations advisedly, since, as I pointed out
in the introduction to this chapter, generalisations based on
the research of large and varied types of organisations may be

indiscriminate. I keep in mind, as Allison (1983), Ogawa (1991),

suggest, that schools must be considered as significantly
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different organisations - as discrete social phenomena.
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CHAPTER THREE
METHOD
The limitations of past »regéarch on succession in

educational administration

"

The problem with using research generated by the investigation

of industrial, sporting and business organisations is that this
research has contributed to the formulation of models of
organisations and organisational theory which are then used as a
framework within which the nature of school administration is
researched. As Allison (1985) states: |

(while)...the literature 1is replete with myriad
theories of organisations and is littered with
attempts to understand schools throughh the various
perspectives they afford, it is virtually bereft of
serious attempts to describe or analyse schools
themselves... (and) this omission constitutes a major
impediment to the development of useful knowledge in
the study and practice of educational administration

(p.8) .

-
-

In other words, as Allison (1983) comments, there is a need to

move away from the uncritical reliance on theory and models
related to other formal oréanisations; a reliance -which is seen
to impede the direct study of schools as discrete social
phenomena. “It is the administration of schools rather than of
other related, organisations that serves to distinguish
educational from other forms of jadministration” (Allison,

1983:9) .
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I outline how I address this problem in my choice of research

method.

-

L

Research Method

This research represents a gqualitative case-study oﬁwp;incipal
suqcession by a complete-member-researcher (CMR) or what Adler
and Adler (1987) call “an opportunistic researcher” (p.68).
Opportunistic in the sense that I am researching a setting in
which I am already a member. As such, I am a “native” of the
research setting. CMRs or “natives” often encounter “from both
lay- outsiders and most especially, other academics, the special

stigmata associated with going native in the research setting”

-

{Adler and Adler,1987:81).

Wolcott (1990) counsels that it is no longer necessary to defend
or Justify qualitative naturaldstic research approaches.
Therefore, I provide a rationale for adopting a qualitative
approach in the form of a case-study. I also describe the

techniques I have used to gather data and how I have set about

analysing my data.
Rationale for a Qualitative Approach

There are a number of reasons why I have adopted a qualitative

research approach.
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Adler and Adler (1987), in a critique of traditional field

research approaches state that meth?dqlogically, -scientific

research procedures which separate the subject from the object,
¥ =

that is, that objectify theif observations Mare a lingéfing

throwback to the absolute empiricism of positivist sociological

and anthropological thought ... (of) the 1940s and 1950s”

I
-

{(p.31). Researchers such as Cicourel (1964) and Douglas (1976)
reject this dualism. Cicourel states that the separation of the
subiject from the object is impossible since “all human knowledge
is fundamentally influenced by the subjective character of the
human beings who collect and interpret it” (qited in Adler and
Adler,1987:31). Allison (1@83) supports this kstating that,
conérary to belief, science 1is not free 9or iﬁmune to
superstition and that Y“images may ofteh Be“abcepted as valid
merely because they have been accorded a spurious scientific

status” (p.11).

- -
-

Hart (1993) observes that traditional succession research is in

danger of failing because while it “has facilitated the

identification of &ariables.;.the numger of factors are so large
that meaningful relationships are evaded” (p.247). Hart feels
that traditional research 1in succession fails to expand the
understanding of the interactions processes that are a result of
succession - thé how and why of outcomes and changes in the
organisation. There 1s no acknowledgment of how the social group

impacts on each new member and how social wvalidation of the
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principal successor is gained and affects the behaviour of the

participants.

Y os

Allison (1983) states that while rone of the knowledge proéésses
(folk, 1literary, scientific) has a monopoly on truth, folk

knowledge or knowledge consisting of images formed and modified

P

“through the organisation and integration of the peréeptions,
exberiences and creative thoughts of individuals” (p.10) can
provide wvalid insights dinto the system in which they are
formulated. Garfinkel (1967), who pioneered much of the research
done within the ethnomethodological framework, states that
research should focus on “ﬁow people, in their everyday lives,
make sense out of, ascribe meaning to, and create Va social
structure of the world through a pidééés of continual
negotiation and interpretation” (cited in Adler _ and

Adler,1987:25).

- -
-

A qualitative approach allows the researcher to examine a large
number and range of behaviours and meanings amongst members vE-
an organisation which would be overlooked in guantitative

research programmes.

In addition to a largely quantitative approach to succession
=

research, researchers have largely .-focused on the outcomes

rather than the process of succession. There are an increasing

number of researchers, such as Garfinkel (1980) and Hart (1993}
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who are calling for attention to “what 1is going on?” and “what

people do” (Smith, 1985:33).

Y e

My research as a CMR within a schdol which is multicultural and
desegregated may present opportunities and insights into how

race, as linked to <culture, impacts on the sense-making

—-— -

practices of those involved in succession. To my knowledge, no

research representing this particular angle of the succession
debate has been conducted either 1in the United States of

America, the United Kingdom or South Africa. Smith (1995) points

out “Different cultural groups have different world
views...or... paradigms that provide a frame of reference for
perception, belief and behaviour” {(p.-34). A naturalistic

approach to research allows the reseércﬁef}-to uncover these
world views and how they interact. Within the organisational
soclalisation framework, it is these world views and patterns of
interaction that are seen to be crucial fx:_understanding the
process and outcomes of principal succession.

As a complete neﬁber of the settiné being researched, 1 have
been part of the succession process. While this may pose certain
limitations {(as discussed in Chapter One), I have used a number
of data-gathering techniqués in order to check and cross-check
information. This multiple approach or triangulation has helped
me to ensure that “the data are not simply artefacts of one

specific method of collection” (Cohen and Manion,1991:270).

30

~Eye




=
=

Finally, being a complete-member-researcher, while it may have
certain problems, also has some research advantages. As a CMR I
had developed a rapport with teachegsﬁprior to the research and
this meant there was less maniéulé%ion of the research setging.
Adler and Adler (1887) also observe and recommend that as an
insider “I have a deep and direct personal experienc§_{n their
{the teachers) world (and as such I should) draw on (my)
obsérvations, experiences, and feelings as primary sources of
data...cross—checking them against common-sense, the accounts of

others and hard facts whenever possible” (p.21).

Rationale for Case-Study

~ T e

As Grusky (1961) states, while the process of succession may be
universal, the consequences lack uniformity. He advocated tHat
“...the nature of the process...may be "“discovered” through the

case studies of any organisation...” . (p.262).

The single case-study provides. a framework within which to
investigate these events which are unique to this particular
research setting. Second, the case-study is the most common
means of conducting educational research where ethnographic
techniques such as interviews and observation are used. As Hart
(1893) suggests, ethnomethods, such as Case-studies:

...rely on detailed analysis of interaction processes

among peop}e, especially the analysis of talk...({(and

are a) uniquely suitable method (for} understanding
Principal’s leadership, because the wvast majority of
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these interactions are verbal (p.103).

Third, according to researchers such as Gephart (1978), Miskel

and Cosgrove (1983), Fauske and OgéW% (1987), the case-study

allows “a movement beyond formal conceptions of the organisation

to the consideration of informal phenomena that reflects the

members meanings and sense-making practices...

Finally, as Cohen and Manion (199%1) observe,

carefully attending to social situations,

(p.101) .

case-studies

\\by

represent something of

the discrepancies or conflicts between the viewpoints held by

the participants...{they) . recognise

embeddedness of social truths” (p.1530).

Data Gathering

I used three data gathering methods.

-
-

1.Biographical Questionnaire

the

I used a Dbiographical and demographic

complexity

questionnaire,

and

as

suggested by Judd, Smith and Kidder (1991) and Smith (1995). The

questionnaire was distributed to forty two teachers who teach at

MHS. The teachers were informed that there was no obligation to

participate in the research. Thirty teachers responded to the

guestionnaire. I used the information provided

in terms

of

questions on race, sex, length of tenure and language group to

determine the range of people for my sample of interviewees. I

32
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also provided the principal with the same questionnaire with
additional questions specific to his leadership background. A

copy of these questionnaires is inq}géed in the appendix. See

Appéndix B.

2.In-depth Interviews

Citing Bertaux (1981), Seidman (1991) states “if given a chance
to %alk freely, people appear to know a lot about what is going
on” (cited in Smith,1935:39). In terms of organisational
socialisation theory, as advocated by Hart (19%3), it is ‘“by
concentrating on subtle conversational patterns (that) scholars
...learn about processes of interaction and implicit assumptions
and beliefs about reality held in common by members of a group”

(p.103).

In accordance with Seidman (1991) and Smith (1985), I adopted a
three-interview series of open—endeq(questions-conducted over a
period of twe months. I interviewed each participant for forty
minutes at each interview because of Fhe time constraints caused
by teaching schedules. Some participants reported back that they

had found the interviews interesting as they hadn’t consciously

structured their thoughts about the succession process.

In the first interview sessions I asked participants to provide
some background about themselves, their basic educational

beliefs and reasons for teaching at MHS. In the second round of
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interviews, guided by traditional and current literature on
succession, as well as insights provided in the first <dnterview,
I began by asking participants Iu@esthey had felt when the
pfééecessor had iesigned. I hoéed‘that participants would'help
reconstruct the situation at the school at the end of 1994, as 1

was unable to do any research of pre-succession events as

o

recommended by researchers such as Miskel and Cosgrove (1985)
and Ogawa (1991). In the third interview I followed up on
insights provided in the second interview by asking participants
to expand and elaborate on certain statements they had made.
This type of interview technique is recommended by Judd, Smith &
Kiddgr (1991) who state that:
it allows a more intense study of perceptions,
attitudes, and motivations than a = _standardised
questionnaire permits. This type of interview 1is
useful in scouting a new area of research, to find
out what the basic issues are, how people . .-
conceptualise the topic, what terminology people use
and what their level of understanding is (cited in
Smith,1995:pp.40-41).
In addition, interviews permit the "researcher to identify the
conversational patterns which Hart (1993) speaks about. Seidman
(1991) also speaks about patterns, defining them as “connections
among the experiences of the participants (where such
connections) 1link people whose individual 1lives are quite
different but who are affected by common structural and social
forces” (cited in Smith,1995:31). Seidman (1991) also states
that (i) the discovery of these patterns or connections offers

the researcher some alternative to generalisability, and (ii)

the three interview structure includes features that facilitate
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“authenticity” or research wvalidity.
The structure of the interviews, the passage of time
over which they are conducted, the internal
consistency, and the researcher s sense of discovery,
- lend authenticity to the rgse§rch and allow the .
researcher to have confidence in the validity (cited
in Smith,1995:41).

I interviewed the principal in a similar way.

Sampling

I égnducted purposeful sampling as recommended by Seidman (1991)
and Smith (1995) “as the most effective strategy for interview
studies” (p.42). As noted previously, only thirty out of the
forty-two teachers completed the biographical questionnaire.
When . determining the range of the sample to. be interviewed I
considered criteria such as gender, race and' language groups,
age, experience, position and length of‘tehﬁ;é at MHS. I tried
to obtain a broad spectrum of participants in terms of these
criteria. I divided the interviewees, taking these criteria into
consideration, into three broad gzoups. These groups were (1)
teachers who had been at the school from the time of the
founding headmaster, {ii) teachers whp had been at the schodl
with the previous principal who had succeeded the founding
principal, and (iii) teachers who had been at the school since
the arrival of the new principal. I chose 11 teachers (25%) to

represent the teaching population. As Axelrod (1975) points out,
to be selective 1in the choice of -participants enables the
researcher “to concentrate on those population segments that

are going to provide the most meaningful information” (cited in
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Smith,1995:45). BAlso, by ensuring that participants did not
represent the same or similar social and educational backgrounds
(maximum variation sampling) I hoped to avoid what Seidman
_ . _ r&
(1991) warns against, that is, “gi¥(ing) enormous power to the
stories of a relatively few participants” {cited 1in
Smith,19585:42).
3.Focus Groups
There are a number of reasons for using focus groups. Hart
(1993) states:
People must talk together about a succession event,
interpret the meanings others are beginning to
.develop, and share their interpretations with each
other to establish a dgroup version of what - is
happening...a series of...exchanges and feedback
loops...creates a group version of the facts (p.104).
Hart also states that conversations amongst participants becomes
an important focus because “solidarity in the form of'jafébn
then frames the real world, the interpretations and claims of

all the members of the group and what actuallf’is happening and

what it means” (p.105). Focus groups are also seen as a means

whereby information obtained in individual interviews can be
elaborated upon and enhanced. Morgan (1988) observes that “the
hallmark of focus groups 1is the explicit use of the group
interaction to¢ produce data and insights that would be less
accessible without the interaction found in the group” (cited in

Smith,1995:44).

I arranged the focus groups in terms of whether participants had
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seen the principal’s succession as essentially positive or
problematic in some respects. Morgan (1988) suggested that
) hqmggeneity or the perception thegegf helps discussion and
promotes a sense‘of being “free to talk” amongst participahts.

Because of the nature of the research, that is, the staff’'s

perception of their principal’s succession, I had to be

P——

sensitive to the fact that participants might feel disiﬁclined
to openly discuss any reservations they had about the process
and the principal’s role. No one was forced to speak openly in
these groups and I observed a degree of reticence on the part of
those who did. I did not include the principal in these group
discussions because of the confidentiality of the information

provided.

Because the initial sample was small, I was unable to comply
with Morgan’s (1988) recommendation that there be six to ten
participants in each group. I selec}ed eight gf the original 11
participants and placed them in two focus groups. When working
with the focus groups I adopted a st;ategy recommended by Morgan-
{1988) where the groups, once presented with broadly defined
questions, proceeded to manage their own interaction with myself
acting, from time to time, as facilitator. I intervened when- I
thought it was relevant t§ do so, mainly to explore certain
jargon used by ;he participants. Hence; my data gathering was as
Suttles (1986) suggests ™“informed by opportunism” (citedr in

Smith,1995:47).
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The data gathered in the form of questionnaires and interviews
remains confidential and I have used pseudonyms in my discussion
in Chapter Five

- . . &

Data analysis

-— =

First, I have found it useful to conduct my data analysis within
the framework I adapted from Miskel and Cosgrove (1985) as
outlined in Chapter Two. The 1literature research helped me

formulate a frame of reference for asking gquestions.

Second, because of the emphasis in organisational socialisation
thecry on patterns in communication I looked for commén use of
jargon such as “supportive” or “trustwofth&ﬁijccording to Agar
(19803, the goal of analysis is to identify the themesrghét
summarise the key concerns of participants and which recur
throughout the interview data. Aga¥_ (1988) argues that there is
no apparent substitute for the scanning of the qualitative eye
to identify these themes (cited in Smith,1995:49). A number OI-
themes came to the fore such as “the role of theypredecessor”,
“the role of the department” and aspects of organisational
socialisation such as “validation”, “vision” and “trust”. I have
used these themes to guide my forthcoming analysis and

=

discussion.
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CHAPTER FOUR

: . THE CONTEXT.

In the opening chapter I provide a broad background to the
school in which the principal succession occurred. However, in
order to place the insights of the teachers and principal
involved in perspective, it is necessary to outline some of the
historical and socio-political events surrounding the
succession. Granovetter (1986) recommends that a macro and meso
contextual overview be established in order “to understand what
is 5appening and what can and cannot behdone'by attending only

to the micro-level of analysis” (cited imn Smith,1995:52).

First, the school was established as a non-racial, multicultural

institution. Its founding mission was to provide historically

disadvantaged, predominantly black,  students from all over South

Africa, but particularly those from Bophuthatswana, with an

education that had previously been unavailable to them. As Rita,
a senior staff member for some fifteen years statesd:

The ethos was very much in line with progressively
thinking people that were around in the 1980s,
wanting to educate pupils so that they could grow
into young men and women that could take their place
in society. At that time we didn’t know what was
going to happen down the line-'in South Africa. We
were worried about how pupils would fit in, how they -
would make it in the South Africa into which we were
sending them. Therefore it was always one of the main
concerns to send out confident pupils because at
first lots of pupils were traumatised by what had
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happened in Soweto in 1976. There were some students
who had direct personal experiences and we wvere
picking up the pieces. So we were very aware that
what we were doing with these studerits would enable
them to face up to, cope with, 1live with in a
positive way with what was wWasting for them out
there. o

The school used a number of entrance tests to select students
and this led to accusations from the community tha%i it only
catered to a small, elite group. Paulina comments:

The community was against our entrance exams accusing

us of accepting students whose parents were known,
whose parents are elite.

Second, MHS had a high dégree of autgnomy in terms of its
management structures. Also, unlike most schools in South
Africa, MHS aspired toc and implemented démocratic principles.
Students had a Student Representative Council rather than.a
prefect body. They were encouraged to have a say in the rﬁgging
of the school. Staff too had the freedom to participate in
decision-making with respect to scgool policies. All staff were
appointed by the principal in consultation with senior members
of staff, the parent body and assiétant teachers. Staff were
recruited on the basis of merit without consideraéion for place
of origin, gender or race. Unlike many other institutions either
in South Africa or elsewhére (Ogawa, 1991), staff, parents and

students were involved 1in the selection of the principal

sSuccessor.
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Third, conditions of service were considerably better than those
provided for other teachers on the ggve:nment payroll. This
hadn’t always been the case, but it;was felt that in order to
- - £ =3
ensure the best feaching possible,” the best teachers needed to
be recruited. These improved service conditions included better
salaries, free housing and a tax-free gratuity at the end of the
contract period. The rationale was that in order for ;ﬁ; school

to recruit the best teachers there needed to be scme financial

incentive.

Fourth, unlike other schools in the community, MHS students
wrote an examination considered the most demanding and
associated with some of the most elite private schools in the

country. This added to the perception of elitism.

Thus, MHS 1s a wunique institution by most standards for
government secondary schools, let_alone a predominantly black

school in South Africa.

In 1994, with the succession of the gew government, the autonomy
of the school came under review. At the begigning of 18895
Departmental officials arrived at the school and instructed the
principal-successor to admit more students immediately. At that
point the pupgl/teacher ratio was 13:1. At the beginning of
1997, with “right-sizing” it will be 30:1. Since 1995x the

school has virtually doubled its numbers, going from 432 pupils
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in January 1995 to 782 pupils at the end of 1996. The number of
staff has been reduced from 42 in January 1985 to 27 in January
1997. Staff reactions to these chang@s&have been mixed. Merissa,
whéihas been at fhe school sincé 1988, étates:

I think they {[the Department] want to destroy cour

school...the whole way in which we operate and all
the structures here.

- -

John, who has been at the school since 1990, feels differently.

I agree with the department. I think education should
be made available to everyone as much as possible.

In addition to changes in the demographics Qf”the school, the
status of the contracts and‘special conditions of service they
protected was challenged with threats by the Deparfment to
nullify all agreements made with the‘ férmgf Bophuthatswanan
government. Thus, much time was dedicated to establishing the
legality of these contracts, to the point where the Education
Department was taken to court by gﬁher staff_members of other

designated schools.

Expatriate teachers were told that there would be no work or
residence permits for them and as “aliens” they could be
repatriated at a moment’s notice. Extensions to these permits
were grudgingly obtained ‘on a short-term basis. Those on
contract were p;otected for as long as-their contract was valid.

At the end of 1996 the status of expatriates is still uncertain.

Constant battles have been fought with the Education Department
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and the Department of Home Affairs to protect the positions of
expatriate staff at MHS. This has been seen as highly
problematic by the South African gp%?ocratic Teachers’ Union
(SAbTU) who havé placed pressﬁfe ‘on those in senior posifions

within the FEducation Department. They are not happy with what

they regard as the protected, elite status of teachers at MHS.

-

Those coming off contract no longer benefit from special service
conditions and employment 1is offered on a temporary basis.
Positions have to be applied for through government channels but
the Education Department has not published a gazette since 1994.
The staff turnover during the years 1994, 1995 and 1996 has
increased dramatically. The yearly average for staff
resignations has been 4 or 5 since I afri%égﬁat the school in
1990. 12 teachers are leaving at the end of 1996. However,étﬁe
school will replace very few of these teachers. The school’s
teaching complement has been redueed as pari of the “right-
sizing” exercise. While the school is in a position to pay for
what it calls “management posts” funded by the parent body, the -
Education Department has instructed the school that it may not
advertise for teachers to fill wvacant posts. The idea is that
the school will be allocated teachers who are registered with
the Department as unemployed;

The principal successor arrived at a time in the school’s

history when significant changes were occurring. These changes
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were being implemented from outside the school as part of a
socio-political revolution. Ogbu (1986) states that it is

important to consider how historical and structural forces
. Y oe

impact on how individuals participate in and interpret social
events. While Ogbu 1is referring to observations made about

desegregation in schools, “he was concerned with how societal

- -

institutions and forces influence the education system and
participants perceptions and behaviour in it” (cited 1in
Smith,1995:52). Consideration of these forces is also pertinent

to understanding the process of principal succession.
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CHAPTER FIVE

. _ THE SUCCESSION

In this chapter I report and analyse the staff and principal’s
perceptions of the succession process they have experienced.
I use some aspects of the framework provided by Miskel and

Cosgrove (1985) to introduce the succession scenario.

Pre-arrival Factors

a.Reasons for the succession

Miskel and Cosgrove (1985) recommend that any study of
succession should establish the background to the succession

since, “The successor confronts different consequences depending

on the reason for the wvacancy” (p.89).

The predecessor, resigned at the end of 1994. Staff reveal
certaln perceptions about why they think he chose to leave at

that time.

=

Merissa states:

[He left because] he could not cope with the new
changes which Jjust came upon him all of a sudden.
Maybe to some extent he created it for himself
because of the attitude he had towards the new
Education Department. In the end he couldn’t cope
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with the problem.
Rita feels that:

The place became too hot for him and he felt that the
- type of contribution he was mékfng was not going to .
be appreciated. It looked to me as if he had to run
away to a calmer, more liberal situation. When I say
liberal I'm thinking of white 1liberal attitudes. I
think he had to go where he could live out those
principles no longer fitting here in Mmabatho.

L

Tumi observes:

He couldn’t stand the pressure as a leader. It looked
like he was running away.

The predecessor is seen to be running away from problems he
couldn’t face. The political pressures and the inability to
adapt to them is seen to be instrumental in his decision to

leave. As Richard notes:

T e

I think he was the wrong person to be here at that
particular time in the schoolfs history.

Teachers’ responses to the departure of the predecessor are

mixed. Merissa states: - -

It was a time that was very disruptive for everyone
so when he said he was leaving I was shocked. I
thought Shoco!" what are we going to get now...maybe
somebody much worse. ‘ )

Botho feels that:

He should have stayed and fought for what 1is
right...our right to remain as we were.

Henrietta concurs with Merissa. She observes:

I was worried when I heard he was-'leaving. Alright he
had his weaknesses but I have had principals that
have been a lot worse and I was concerned about who
would take over...afraid that who would take over
from him would be worse than him.
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Members of staff indicate feelings of uncertainty and insecurity

about the successor. Others felt happy about the imminent

departure of the predecessor.

Rita states:

There was a sense of relief when he left because I
had lost all respect for him and it was difficult for
me to work with that person...after all, he was head
of the school. S

John, a senior member of staff elaborates:

Towards the end of his rule I was starting to get a
little uncomfortable about certain things...the way
he dealt with the department. I think he tended to
disregard the opinicns of women. He was democratic as
long as his authority wasn’t challenged.

Richard feels that:

" Nobody really knew where he was coming from. When he
tock a stand it was often seen as inappropriate.

~

Tumi states:

He favoured whites. I saw him as a racist.

Socio-political events in 1994 are seen by the staff to

- -

precipitated the predecessor’s —resignation. Evidence

suggests that there were other problems 1linked to

his_

relationships with staff members. In terms of Gephart’s (1978)

definition of unforced and forced successions, the resignation

of the predecessor would appear on the surface to have

been

unforced but in reality it may have been a forced succession,

that 1is, one where the predecessor’s performance is assessed

negatively, in this case, by the Education Department and the

staff. Certainly, the perception is that the predecessor and the

Education Department clashed in terms of what they wanted for
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MHS.

While the predecessor resigned of his own volition, staff
Y oe

perceptions indicate a sense of thé political pressure on him to
do so. If language is used as Hart (1993) suggests to construct
the truth or reality then the common terms which frequently

.

occur amongst the language of interviewees may be seen as a
construct of a common reality. Terms such as “running away” and
“could not cope” seem to indicate the staff’s understanding of

the reasons for the resignation.

Insights provided by staff‘about pre—-succession events can be
summarised as follows:

1. The principal was forced to leave beéauéengf socio-political
events with which he was unable to cope. This is discusse@,ih
more detail in Chapter Six.

2. While some staff indicate that they felt relieved for various
reasons, the majority of those interviewed expressed a great
degree of uncertainty and insecurity about the prospect of a new
principal. These feelings were linked to whether tﬁe successor
would be capable of dealing with the pressures which has caused
the predecessor to leave, as well as their concerns about their
professional lives as teachers.

Merissa states: .

I had mixed feelings that day after the interview of
{the successor]. I wasn’t too sure about him.
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Kwaku observes:

Initially staff were very apprehensive. They were not
sure about what sort of person he [the successor] was
until he was confronted.

Y os

All these factors impact on the fears and expectations of the

successor because even when members have been involved in the

L

selection process and changes in policy and personnel are

anticipated, they may still feel, as Miskel and Cosgrove (1985)
observe:

...1lnsecure, suspicious and under
inspection...withhold expressions of warmth, and may
adversely react to the uncertainties that are
introduced into their...surroundings (p.95).

b. The selection process

There were three candidates who applied and were interviewed for
the principal’s post. Two of these applicants were local
Motswanas (one male, one female), and one was a white male from

- -

Gauteng. There were no applicants from within the school.

In accordance with the school’s policy of appointing staff, all
candidates underwent extensive interviewing by the outgoing
principal, deputy, senior staff, assistant staff, parents and

students. The white male was selected and appointed.

=

How did teachers at MHS feel about their opportunity ~to

interview and select their own principal?
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Rita states:

I think that when there is a change over in principal
many people fear what the next principal is going to
be like. Many people have certain expectations...but

- if you don’t have a say you feérésort of helpless as .
to what is going to come youtr way, especially at MHS
where I find there is traditionally so much contact
with the principal. I think for me personally I felt
empowered to determine the destiny of the school
because there is no way you can run away from the
principal. A principal is a wvital figure in thé& way
the school is run and in the way the school operates

. and the success of education that is happening. So I
could raise my fears, even mention my eXxpectations
and feel that I am part of a process.

John concurs with this viewpoint saying:

You don’t feel that you have a leader that has been
imposed upon you but that you have had a definite
role in trying to chooese him because he shares your
ideas, your vision and so on.

Tumi observes:

If you interview the person you would like to know
about certain things. If you get these things from )
the person then you feel he is the right person, but _.
if somebody just comes then you have never talked to
this person and you don’t know what kind of person he

is.

Martha feels:
At least when you have seen wrong in the previous
person you can actually try and form your opinion of
this new person. Past experience can definitely help
you and whatever bothers you, you can ask the person

if he is going to 1live up to it and hoéld him
accountable to promises made in the interview.

Teachers indicate a positive attitude towards being involwved in

the selection process. First, they feel that the successor has

not been imposed upon them.
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Rita observes:
I was very grateful that were still allowed the
opportunity to select our own principal. The

Education Department could haye sent somebody here
that was going to fulfill their alms and objectives.

Second, the staff feel empowered by being able to choose someone
who shares the same “vision” as themselves. Ogawa“~ (1991)
observes that organisational norms will determine the response
to the successor. This can occur even at the point of selection
should staff be given a chance to choose their own leader.
Richard comments:

He [the predecessor] didn’t have the right kind of
.. vision to steer the school through that stage.

Whereas Rita states:
I thought [the principal successor] was the best person to
take over at that point. He seemed to know what was
happening in educational circles [and] at that time ..in
South Africa, in Mmabatho, in MHS, we needed a person with
vision.

observes:
The social structure of the existing organisation,
its needs as perceived by current members, and its
sacred and tacit practices exert tremendous influence
over perceived outcomes. [The] group’s social

validation of the legitimate authority of the new
leader is critical (p.57).

The predecessorn is perceived as not having the necessary
“vision” which staff indicate is important to the school at that
point in its history. Martha identifies another element in the

selection process. She feels that it is important to select a
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successor who will not engage in the inappropriate behaviours
associated with the predecessor. She states:
[The predecessor] gave mixed megsages to students and
staff. Some people could getxawéy with things. Some
of the staff were favourites. Hée favoured the whites.

Ogawa (1991) notes in his research that the reputation of the

successor gave rise to certain expectations because:

PR

Teachers hoped that the new principal would possess
- characteristics that they had found lacking in the
predecessor (p-35).
Unlike the appointment of successors by superordinates,
selection by staff, as Martha points out, makes the successor
accountable to his or her staff in terms of promises made during

the interview. If the successor fails to observe these promises

the implication is that he will lose the support of those who

i

selected him.

The principal successor was selected on the basis of the
impressions and expectations he cn§ated during the interview.
As Miskel and Cosgrove (1985) note, the reputation of leaders
impacts on the sense-making processes of staff. By creatirg
certain expectations and impressions in the ipterview the
successor established a reputation of sorts. What were these
expectations and impressions?
Tumi :
It was vef; clear that he was a-‘hard worker which I
admired, so I expected him to come and work really

hard. I was hoping that his hard work would pull us
up again.
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Rita
We were looking forward to having a strong person who
was prepared to listen to students, listen to staff,
listen to the general voice of education out there

and make the most of what he hears...not just pretend
to hear but really tries ‘to do Something about what ..
he hears. ’

These comments are made against the background of perceptions
about the predecessor who as Martha points out:

would get very angry with you 1f you challenged him
- on anything. In that respect I wasn’t happy to ask

questions.
Merissa also observes:

[The predecessor] wasn’t a man of his word whereas

[the successor]...l saw from the interview...I saw

him as somebody who likes to stand by his word.
A selection process where the staff are involved may thgs become
a status degradation ceremony {(Gephart,1978}) of the predecessor.
Staff speak about wanting someone with “ﬁiéiégé and someone who
will “stand by his word”. The staff select the new principéi
because they perceive him to have qualities they saw lacking in
the predecessor. Berger (1984) ﬁeund that _leaders must Dbe
compatible with the people involved in the selection process.
While Berger is Qommenting on the ;appointment of successors
whose “definitions of reality” differ from those of the
selectors, his observations about the successor’s divergence
from these definitions of reality in terms of orientation and
management style provide vsome understanding of why the
predecessor resi;ned. He states that if the relationship between

relevant parties becomes strained, the successor [the

predecessor] may find the situation so untenable that he or she
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is forced to leave, that is, “the probability of succession is
increased” (Berger,1984:102). The predecessor’s relationship

with the Education Department and his staff was problematic. As
. _ R » &

Richard notes:

[The predecessor] couldn’t negotiate a new
relationship with what was coming.

Finally, allowing staff as opposed to senior officials to select
their own successor may alsoc resolve some of the debate
surrounding the choice or selection of an insider versus an
outsider. Seen within the organisational socialisation
framework, the new principal, whatever his or her origin
(iﬁéider/outsider) “must be...validated by social processes and
granted legitimacy by subordinates” SH@??,1*93:13). Staff
perceptions at MHS about being allowed to select their own
principal successor support the legitimacy debate preéentéawby
Hart (1993). Citing from research done by Goldman and Fraas
(1964), Ogawa (1991) states "“The éifference in receptiveness to
successors...may be traced to the legitimising effect of

subordinates’ participation in the succession process” (p.35).
Arrival Factors

The principal” successor started at MHS in January 1995. What

were the circumstances in the school at that time?
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January 1995 - Staff perceptions
Merissa:

The staff were depressed because the future was so
uncertain. . Everybody felt gn&e&tain and we felt
stressed because the previous headmaster wasn’t firm

like a rock for us.

John:
I think our morale as a staff had been eroded by many
factors...the conflict with the Department, the-fact
that the conditions of service are not the same.

Martha:
I think we are scared of the Department. They are
trying to break the school down by giving us problems
in every single way they can think of - I don’t know
if they want us to throw in the towel or what?

Rita:
When he [the successor] came here there was almost a
feeling of despair after [the predecessor] 1left us
and the circumstances under which he left. We were
sort of...we felt sort of like orphans. Quite a few
of us felt sort of abandoned.

Merissa:

I think the staff as a group was just falling apart.
Everybody was Jjust drifting away; everything was
going down in the school. *

The successor’s perceptions

I came into a situation for which I was " totally
unprepared. I hadn’t been given any information about
what was happening with the Department. I think it
would have helped to have a hand-over period the
previous year...you know, the negotiations that had
happened with the Department would have been clearer
to me. It-would have been clearer to me as to what
direction the school should takew I think it was only
in my second term that I really started understanding -
some of the issues and being able therefore to tackle
them. I sensed a sort of chaos and demotivation, so
my first few terms were spent trying to stabilise
what I thought I saw as a very insecure staff. I had
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to prioritise what I wanted to do. I focused on the
staff. I put morale as very high on the list. I was
worried that there would be a big turnover of
staff...which there wasn’t actually. I tried by all
means to prevent that by {trying to keep our

- relationship with the Department. I fought battles to
maintain some kind of stability.

Both the new principal and the staff speak of the “unqgrtainty"
and the “decline in morale” that was felt amongst them. The
priécipal successor’s insights confirm those of Weindling and
Early (1987) who note that while others, such as the deputy-
principal are often granted time to familiarise themselves with
the situation, the new principal is thrown into the "“deep-end”,

having to “function as mediators between diverse and conflicting

interest groups [such as the staff, Department and parents]”

(cited in Hart,1993:128). Duke, 1Isaacson and Schmuck (19

[e4)

4)
comment, as does the new principal, on the unexpected demands
made on the successor “the unanticipated time press and the
disconcerting feelings of unpreparednesg” (cited in

Hart,1953:128j.

The Successor’s Response

I thought it was very important for me, for the staff
to trust me that I was working in their interests and
the interests of the school. I have consciously taken
a different route. I have given a lot of time to
motivating the staff because what is happening at the
school and out there in education’’is impacting on all
teachers.

Turner (1988) speaks of “ontological security” where “For a
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person to feel ontological security in a social situation, she

must believe that no critical dimension of the situation remains

o8}

hidden” {(cited in Hart,1993:111). The principal successor speaks
S } Y oe
about prioritising “morale” and “maintaining stability” by

“keeping the staff informed on a daily basis about what was

happening”. He indicates that he wished to gain the “trust” of

——

the staff which as Rita states “felt abandoned”. The principal
successor, by prioritising motivation and getting the staff “to
trust me that I am working in their interests’” includes himself
in the social reality of the staff. In so doing he makes himself
part of the group’s concerns and “establishesrthat he possesses
the common experiences, critical and wvalued skills, and wvalues
and beliefs...that contribute to the trust necessary fof healthy
interaction” (Hart,1993:110). Tumi, Qhéh’}ésked about her
feelings towards the new principal, states:

He is a man of his word unlike [the predecessor]. He
develops a procedure and sticks to it.

-
-

In dealing with the situation as he finds it, Weiss (1978) and

Nicholson and West (1988) observe that sense-making for a new
leader depends on the amount of change occurring beétween the old
and new environment. When the successor was asked to clarify his
particular stance with the Department his response provides some
interesting insights.
I have had an experience of coming into a bad
situation and turning it around in time. What I
learnt there I have been able to almost

subconsciously bring into this environment. If I had
come here without that experience I would have been
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eaten for breakfast by this whole system. I would
have drowned here if I hadn’t brought that experience
that was very transferable. If I hadn’t brought it
here I would not have coped. Also, the successions I
have been involved in have ,h%}ped me with this
succession. -

This observation supports that made by Smith and White (1987)
which suggests that organisations should not select successors
with the same institutional experiences as the ptredecessor
because this might lead to poor adaptation in the face of
change. While the situation at MHS provided the principal
successor with an opportunity to transfer the knowledge and
socio-political skills he had gained 1in one environment to
another, the successor’s skills and backgroundrwére different to

that of the predecessor.

- a

Speaking on why he felt his predecessor resigned, the principal

successor states:

He and his deputy were trying to maintain something
that was changing. He felt he-had to leave because he
did not have the experience to deal with these
changes. He did not have the experience because he
had been here all the time. He had never had to cope
with change. The school was set on a course which
inevitably brought it into ‘conflict with the
Department. '

Carlson (1961) notes that it is the possession of knowledge
forged in other organisations which allows the outside successor
to cope with a changing environment as well as to change it.

Also, experience of previous successiohs develops coping skills

which assist in further successions.
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Problems facing the principal successor at the time of

succession

During the focus-group sessions the staff identified & number of
common problematic areas with which they felt the new principal

had to contend.

a.””The Department”

Staff perceptions
Merissa states:

. The Education Department was a problem. [The

principal successor] had to wipe out past problems we
had and start afresh. People were already very

negative. There was a general uncertainty amongst the
staff and pupils about the future of the  school.

Kwaku observes:

The school’s status was uncertain. It was not certain
whether it was going to be closed down. The plight of
foreign teachers like myself was uncertain.

-

John comments:

You know, when you come to think of it, we have been - --.
on the edge of collapsing completely as an
institution because ©of the external threats which
could have amounted to the complete and utter
collapse of the school.

The Principal Successor’s perceptions

The Department were forcing change faster than they
were legally allowed to in 1995. I tried to prevent a
complete slide by looking at our relationship with
the Department. I decided to take a stand on the -
expatriate issue. Diane once said to me “Why don’t
you go and get some lessons from Harry [another
principal of a designated school] on how to run the
school. I resisted her and discussed my differences
in approach with Harry. I work with people, respect
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them, but I am firm and diplomatic. Recently
Mr.Visser rang me from the Department and said he has
no problems with us, so my approach has worked. There
is more acceptance. We are not a punch bag any more.
Now things can move in a diifg;ent direction. The
staff are more secure and I, can get on with other .

things.
The staff and the new principal speak of the school “sliding”
and being under threat from the department. The school is seen

to be on the edge of disaster in January 1995. The successor’s

perception that the crisis has been averted is confirmed by
Jdohn, who states:

The threat from the department is much less now.
b. “Disunity on the Staff”

Staff perceptions
John notes:

There do tend to be groups amongst the staff. I find -
it disconcerting for example where a lot of Afrikaans
teachers tend to sit together every break-time. There
seems to be something symbolic about the fact that

-

they are facing the wall. . -
Tumi observes:

I think [the principal successor] realised that there
was no unity amongst the staff. People preach about a
lack of wunity but they do not want to meet. They
don’t want to make the effort.

John adds:

By the time [the successor] came to the school the
seeds of uncertainty had been sowed. I think that in
1995, despite all the problems, we had more sense of
unity because we all felt we were fighting a common
enemy, the common enemy being the Department. In 1996
we have had other serious problems to address vyet
there doesn’t seem to be the same sort of unity now.

When asked about the origins of the perceived disunity amongst
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the staff various black members of staff make the following
observations. Tumi notes:

People were wondering when the new principal arrived

- if they would be treated aseth%y had been by the
previous principal. There are teachers who were the
favourites, who are used to feeling special. They are
now feeling uncomfortable and they are taking it out
on other people.

Martha elaborates on what Tumi says:
- Certain people could get away with murder. They could
lie to {the predecesscr]. Somehow I always felt he
was a racist. He always made fun of other cultures.
The whites get away with more. They go in and demand
whatever they want and get it [all whites?]...yes,
all whites.
Botho confirms what Tumi observes. She comments:_
.When [the new principal] arrived there was a feeling
of uncertainty. People were wondering if they would
be treated like they were by [the predecessor]. He

had favourites and they wanted to -know _if they were
going to be free like before.

MHS is a non-racial, multicultural school. The predecessor 1is
seen to have violated the organisat}onal norm of non-racism. In
so doing, he created a situation where there is a perception of
a dominant group along racial rather than cultural or
professional lines. In an environment where such a delineation
is problematic, the perception amongst staff members, especially
black members, indicates uncertainty about whether the successor
will continue to support whét was regarded as the dominant group
during the teghre of the predecessor. On the other hand,
Merissa, who forms part of what the black staff regard as the

“favourites”, states:
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I was anxious that [the successor] answer my
questions about Afrikaners [in the interview] because
{the founding principall didn’t 1like Afrikaners. I
wanted to find out where [the principal successor]

stood. -
. - &

This perception of favourites and those less-favoured has been

perceived since the time of the founding principal.

I qill comment in more detail on the role of race (ethnicity?)

in the succession process in Chapter 3ix.
c. “Staff turnover”

There has been a change in the demographics of the school since

the arrival of the principal successor. Between December 1995

-

and December 1996 there has been a thirty percent turnover in

staff. The reason for this is difficult to assess. However,

seven of the twelve staff members who left at the end of 1996

-

are expatriates. -

Staff perceptions’

Kwaku states:

This province seems to have a vendetta out on all
expatriate teachers. '

Commenting on some of the changes taking place in the school,

Richard says:

There has Dbeen an increase in the numbers of
students. There is a lot 1less creative energy. I
think we lost that in 1993, 1994 with all the
political pressures and uncertainty.
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Simon (1958) argues that:

At any time in the life of an organisation when a
change is made that (a) explicitly alters the
inducements offered to any group of participants
and/or (b)...alters the contrib8tion demanded from
them or alters organisational activity in any
way...the effect may be immeasurable in terms of
turnover rates of employees (cited in Helmich and
Brown,1972:378).

StaTf at MHS have seen changes in the following aspects of their

work lives:

1. The status of expatriate teachers.
2. The status of contracts and hence, service conditions.
3. Increases in student numbers and hence, work loads.

All three factors mentioned above are linked to- changes

implemented by the new Education Department. _.

The Principal Successor’s Perceptions

I tried by all means to prevent a high turnover in
staff. I took a stand on the expatriate issue and
tried to ensure conditions for those coming off
contract. However, there are some staff who have left
because they were “anti” my progressive stance. The
negative people have left.

The principal successor’s perceptions indicate that he feels
that staff are leaving not only because of environmental
factors, such as the influence of the Education Department, but
also because of his progressive stand. When asked to elaborate
on this stand the new principal states:
I refused to take the same direction as other
designated school principals. I decided to take the

diplomatic route and work on our relationship with
the Department. There was no point in taking a hard-

63

Ve



line attitude. Change was inevitable. Not that I
wanted to, but we couldn’t vresist that sort of
political pressure. It would have been very foolhardy
to even try, both for the staff and the future of the
school and its students. .

&

Rita concurs. She states:

There are some people who feel that [the successor]
is far too soft, too understanding {towards] the
Education Department. They feel he gives in. There is
a group who feel he should resist the demands of the
Education Department.

Whiie change is associated with principal succession, the
changes which staff are resisting are imposed from outside of
the school. Conflict occurs between the staff and the principal
successor who have different perceptions about how to deal with

these changes.

d. “Problems with the new staff”

Staff perceptions

-

Kwaku states: - -

There is a problem with the new young teachers. They
try to win the students’ sympathy, to be popular. Cee
They are not aware of the school’s history and the
role that [the successor] has played in trying to
keep staff. .

Rita feels:

There is a decline in enthusiasm amongst the staff.
There are some staff members who do not go to class.
Something has crept into the school. You find
teachers sKiving off. There is no loyalty from these
people, no knowledge about what the school stands
for, no loyalty in terms of “this is what MHS is all
about”. The ethos of work and commitment seems to be
lacking amongst the young teachers.

John observes:
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I think the fact that the school hasn’t collapsed has
a lot to do with [the successor’s] leadership. I
think that some of the new teachers are not aware of
this and they react differently to [the successor]
than more established teachers goé

Rita, who has been at the school for many years, accounts for
this. She states:

I think the problem with new staff lies with the way
in which we have appointed people. Often it was™ a
last resort issue. We don’t have as many applicants

- as we used to have where we could really sift through
them. I think we have Jjust appointed people who are
less committed, less enthusiastic about education,
often just taking up a job. I think it has been the
case of weak choices.

John adds:

I think we always used to get staff with a strong
~.sense of commitment. I think the new teachers have a
sense of commitment but I don’t think its quite as
strong as it used to be. The good, old days are gone.

The Principal Successor’s perceptions

There are a lot of staff whose educational values are
different. I am not saying they are worse than mine,
or bad. They have come from different backgrounds and
when I say this I am not Jjust referring to local
teachers who have come in with a very poor image of
what the schoocl is all about and what has happened to
the school. T find the 1lack of commitment very
disappointing and difficult to wunderstand. People
just don’t keep basic book-keeping as we call it. I
am not quite sure how I can handle this problem
because it is a dual thing to both discipline and
then motivate staff. It takes a lot of time and quite
frankly I haven’t had the time. I feel there aren’t
enough people on the staff who work extra hours or as
a team. Its an uphill battle to try and get people to
try and change their attitude and behaviour. Often
there is ne spark, nothing extra, nothing different.
Its the same old thing, year after year.

The perceptions amongst staff differ with those of the new
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principal. The successor feels that the apathy amongst the staff

is more general than just amongst the new teachers. Whilst older

members of staff speak of “a lack of creativity” amongst
- » .

themselves, they appear to feel that this is different from the

lack of commitment amongst the new teachers.

J—

Henrietta feels that the problem amongst the new teachers has

arisen because:
There has been very little in-service training for
new teachers. We are all so busy with our own work
and some of the staff have a “sink-or-swim” attitude.
The family relationship has gone. There 1is no

interest in one another anymore. The compassion for
other members of staff, the workers has disappeared.

Staff members who have been at the school for several years
express a sense of having lost the family atmosphere at the
school and complain about the new teachers who have no sense of
the school’s history. Of interest 1is the status of the new
principal and the new teachers sincé both are newcomers in terms
of the school’s history. Schein (1985) contends that the members
of staff who have been at the school prior to the successor or
the new teachers, represent an organisational <dJdulture which
operates on a system of beliefs and assumptions:

which are shared by the members...they operate

unconsciously and are learned responses to a groups

problems of internal integration...a learned product

of group experience...to be found only where there is

a definable group with a significant history (cited

in Hart,1993:92).

However, as Deal and Petersen (1990) point out, the new staff
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and principal “will carry cultural imprints from their previous
place” (cited in Hart,1993:136). Perhaps the problems with the
new teachers lie in the fagt thaE! unlike the principal
successor, they ﬁave not had to familiarise themselves with‘the
school culture in order to stabilise a crisis situation which is
closely linked to the school’s perception of its self. The staff

indicate having problems with the “changing vision” and the fact
that they have no time for ™in-service training”. Rita also
indicates that she feels that the interest in each other, “the
family relationship” has gone. If this is so, perhaps the new
teachers are not being socialised into the MHS ™“family” or

organisational culture in the same way they were in the past.

As such, they retain their “cultural imprints” which set them

apart from those who have a history with the school. They are
also not part of the crisis which has been instrumental .in

uniting the “older” staff against “the common enemy”.

Conclusions drawn about perceptions

The problems identified and discussed were identified as common
both by the principal successor and the staff. However, there is
some divergence in perceptions which are of interest because
they represent a conflict in terms of the “definitions of

=

reality” that Berger (1984) refers to.
The successor states that while the Department was foisting
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change on schools, he was surprised at:

...the politically conservative attitude amongst
staff and parents.

He also feels that:

The school was trading on its reputation from the
past. What I had been led to believe was not here.
Staff are moribund.

When asked how this situation has impacted on his succession, he

states:

I feel very depressed by it. The problems with the
Department and the resistance to change from staff
and parents has retarded the implementation of
programmes I had in mind. Ive had to prioritise what
I’ve need to do. I have had to bring the crisis under
control which has meant that I haven’t been able to
communicate my vision. '

The principal successor’s insights support Hart’s (1993) idea of
a multidirectional view of principal succession. Smith and

Petersen (1988) state:

The findings of researchers provide firm evidence for
the view that influence processes between superiors
and subordinates are two-wdy rather than one-way
(causing) leaders to perceive subordinates in certain
ways and consequently to employ certain behaviours
towards them  rather than others (cited in -
Hart,1993:9). ' :

The principal successor, speaking about his initial reaction to
the staff, comments:
In prior*tising what I needed to do to stabilise the
situation, I made it my first priority to understand

the staff culture, the things which were driving and-
concerning the staff. They were very threatened.
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Hart {1993) «calls this process described by the principal
successor as “socialisation”, a process which involves:

the individuals’ adjustment qnqh adaptation to the

- expectations of the group.  Through this process,
people come to internalise the values, norms, and
beliefs of the groups to which they belong and to
accept the meanings these groups ascribe to events,
other people and ideas (Hart,1993:10).

The principal successor acknowledges:

- I have had to modify my management style in the
circumstances. First, the staff do not react to
anything authoritarian although I have had to be
authoritarian on occasions where I felt there was a
practical need for it. Second, I’'ve had to
compromise. I suggest something and then leave it for
a while, and when I think the time is right I try to
reintroduce it. I don’t 1like to impose ideas. I have
spent a lot of time trying to learn the culture and
trying to understand the transformation process. I
believe I am starting to communicate but it has taken
me a while. I didn’'t want to go off half-cocked and
bring in my own personal mission. It-had to be a
mission that evolved in terms- of my values matching
those of staff and parents. It has been a bit of a -
juggling act matching the needs of the staff, parents . .=~
and community with those of the Department.

The principal successor’s experiemnces at the outset of the
succession support Wanous’ (1980) categorisation of stage
frameworks in organisational socialisation. Instead of exertiﬁa
his authority as a formal leader and imposing “his mission”, the
principal successor has “confront(ed) and accept{ed) the reality
of the new social setting (where) expectations are éonfirmed or
disconfirmed, conflicts bethen personal values and needs and

the climate of the organisation are confronted” (cited in

Hart,1993:31). Comments by the successor, such as "I suggest

something and then leave it for a while” indicate what Wanous
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(1980) <categorises as the second stage of organisational
socialisation or “role clarity” where “The tasks of the new Jjob

are assessed (and) the newcomer learns to cope with resistance
. N L3

to change” (cited in Hart,1993:31ff Nicholson and West (1388)
call this phase the “adjustment phase” where the successor “must
reach accommodation with the work rcle, the people with whom she

interacts and the culture of the school” (cited in

Hart,1993:31).

These observations contradict those made by traditional
that the arrival of a new leader will often mean that “members
are...forced to adapt to the successor’s new way of doing
things” (p.29). On the contrary, as Haft }i§§3) suggests, the
principal successor’s observations indicate that he “..,is,paft
of a social context that wields a combined source of power over

{(his) beliefs and actions greatexr than the_power of either

previous professicnal socialisation or (his) own formal
authority” (p.13). The new principal acknowledges this when He -
states:

I have had tc manage the situation and put my own
plans on hold.
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Succession Effects

Changes

— ) . ¥ IS

Change is an inherent part of the succession process. As
(1993) peoints out:

The expectation of change dominates pre-arrival and
early encounter experiences in schools (p.237).

Hart

Miskel and Cosgrove (1985) suggest change is inevitable since:

Regardless of the source, new administrators bring
unique orientations toward personnel and mandates for
change based on personal beliefs, attitudes and
ideclogy (p.94).

Grusky (1963) states:

A managerial change inevitably upsets old patterns of
behaviour. The recruitment of the successor from
outside may be an important factor affecting the
degree of stability created by the successor (p.29).

a. “The vision is changing”

Staff perceptions indicate a sense of a number of changes

-

-
-

the arrival of the principal successor.
John comments:

I think the vision is changing. I think some of us
are still trying to retain the wvision, the ideals of
the school, but I think it is becoming diluted and
that we are getting a lot of new people in the
school. We are trying to get them involved in the
whole ethos of the school, the aims and ideals.

Rita observes:
&

It is not just as simple as saying that the school

since

has changed since Dick and Harry took over. It has

been a gradual process. I think it has been happening
over a number of years. I think that with the whole
of South Africa changing, the whole educational scene
changing, together with the staff turnover and the
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change in principal. I think I see it as a complete
situation in South Africa, including everything, the

community, teachers, principal and South Africa in
general.

John and Rita identify the role’of'§5cfo—political changes, both
locally and nationally, in the changes at the schcocol. The
increase in student numbers, as outlined in Chapter Four, is
linked to changes in the national Education Policy. Some staff
see- these changes as problematic.

John comments:

The high morale that was here in the early days was
due to the fact that the school was smaller and we
were more sure of ourselves.

Tumi states:

I think that when I first came to this school when
[the founding principal] was here, there was a better
relationship between staff and pupils. I think this
was because it was a smaller school and there was an
intimate family air. But, I am afraid, that the sort

of family ethos of the school 1is definitely being .
eroded away as we get larger. The school is becoming

a lot more impersonal.

Staff indicate a resistance to the. increase ip student numbers

for a number of reasons. First, the school is perceived as

losing its intimacy. Second, as Rita notes:

Teachers are under a lot of pressure because of an
increase in numbers and the subsequent increase in
teaching loads.

However, not all staff feel negatively about the changes linked

to increased student numbers.

As Richard observes:

The initial wvision has become inappropriate in the
new South Africa. Now I think we have the challenge,
not only to provide a creative learning environment
but tec do it on a much broader scale. We have to do
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it without the extra privileges and things that we
had in the past. We don’t have to change the fact
that we are a good school but just do things in a
more eguitable way.

Y e

b. "Disciplinary problems are comin%'to light”
Staff also indicate that they see changes in student discipline.

Henrietta states:

[

I think the school has gone worse with discipline. It
- wasn’t as bad as this in the past.

Rita comments:

Many disciplinary problems are coming to light. I
can’t say whether these problems have been here all
the time. I don’t know where the problem is coming
from but its not general. I want to say that since
1994 what is happening in the school is a reflection
.0f the community out there. We want to impart certain
models to the students yet the parents are. not
setting the example. You feel like you are fighting
a losing battle. :

-

John feels:
Problems exist with the general sort of discipline; I
think the problem has escalated over the last two
years.
When asked why she thinks this change in student discipline is
occurring, Petro states:
I think part of the reason is the fact that there are
more students and that perhaps we have more 1local
students. )
John, like Rita, attributes the changes in student discipline to
a change in the community. He observes:
Under the . Mangope regime there was an authority
structure 1in the community based on fear, perhaps
also based to some extent on traditional values as
well. The regard for authority is not as prevalent as

it used to be prior to the insurrection.

Thus, some staff link the changes in student discipline to
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changes in community values. Some see them as linked to
increase in student numbers. Others, such as Tumi attribute
changes to the principal successor. §h§ feels:

[The principal successor] is Far too tolerant.
Petro observes:

Sometimes I feel that [the successor] is too
democratic. -

Kwaku comments:

Sometimes I think ([the principal successor} is too
democratic. Students are taking advantage of his
liberal attitude.

Merissa adds:

[The new principal] involves the students too much.
There should be less student involvement in decision-
making. I think their role is far too dominant.

Commenting on changes in the school and the role played by
principal successor, Petro observes:

It feels we have more disciplinary problems. I can’t
remember if we had them last year [1%395] but then
[the principal successor] was struggling to get the
school going and it didn’t come to his attention.

Botho observes:
I think [the principal successor’s] energies were
tied to administrative responsibilities and battles
with the department in 1995. So in many way he wasn’t
able to focus on discipline problems.

Kwaku feels:
[The successor] treats students in an adult way, but

they are not used to that kind -0f treatment and have
taken advantage of it as being overly liberal. )

the

the

the

Thus, the staff attribute the perceived changes in discipline to
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a number of factors. First, the increase in numbers. Second, the

changes in the community. Third, the fact that staff feel the

successor hasn’t had time to deal with the problems within the
- * &

school. Fourth, the successor’s style of managing students.

Yet another perspective is raised by staff members. When asked
if the successor’s management style was contributing to changes
in student discipline, Merissa states:

The problems with discipline were always here. They
were here when [the founding principal] was here, but
it was always pushed under the carpet. [The principal
successor] has just brought these problems out and is
trying to iron them out.

Tumi concurs. She says:

I think the problems with discipliine have  been here a
long time. [The successor] is dealing with them.

Kwaku observes:

Problems have multiplied since the [successor’ s]
arrival. Possibly his style of management allows
problems to emerge more distinctly than they used to.
Discipliine problems have alyays been _here. [The
successor] has inherited them. °

Rita feels:
What 1s happening right now in the school has very
little to do -with {[the successor’s] management style
or him being the head of a school. I think from
television to the broader South Africa is what is
impacting on the school and making changes
unavoidable.

These staff perceptions indicate a sense that the successor has

inherited problems in student discipline which existed even in

the days of the founding principal. As such, the successor’s

management style 1is seen to have had no influence on the

emerging disciplinary problems. Rather, the successor’s style of
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management is seen to allow inherited problems to emerge.

The perceptions from different sectors of the staff are

¥ oe

therefore contradictory. However, the common thread in all’ the
interviewees responses is (1) the influence of the community and
socio-political events on changes within the school community,

and (2) the role that the principal successor’s management style

pla&s in observed changes in student discipline.

The role played by the community and socio-political events in

this succession will be discussed in greater depth in Chapter

Six.

c. "Always trying to see both sides”
Staff comments about the interview of the successor and,_thé
expectations created during the interview indicate a desire for

a successor who, as Rita puts it:

was prepared to listen to students and listen to
staff unlike [the predecessor] who often put students
badly on the line when they were going against him. o
He Dbadly humiliated students- if they dared to
question him. :
Merissa and others assess the principal successor. Merissa
states:
Very important to me is the fact that [the successor]
is always frying to look at both sides of the story
and to accommodate you whenever he can. He is trying
to get everyone to be open about everything and he is

trying to create a better environment.

Petro observes:
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I can’t see that anybody can accuse him of not being
democratic. He tries his best.

Kwaku feels:

He is more democratic in hiss ¢ approach than [the
predecssor]. <

However, while acknowledging a desire for a democratic approach

to decision-making and supporting the democratic stance taken by

the successor in relation to staff concerns,

staff appear to

want this democratic process to be limited when applied to

student matters.

Comments from the principal successor indicate a fundamental

difference in the approach to student discipline.

The

I have tried to empower the Student <Representative
Council (SRC). I have tried to make the students feel
that they are cared for, that they understand what

the bottom lines are and that I will not tolerate-the.-

stepping over of established boundaries. I have also
changed the school constitution and brought the
students onto the management side of the school. The
students have also felt ery threatened by the
changes. They need to know what is going on in their
school. There is a problem with discipline but I
gather 1t has always been a problem. It is Jjust
coming to -the surface. What. has happened in the
community has impacted Theavily on the school.
Together with the staff, I have put a disciplinary
committee in place and all misdemeanours are reviewed
by this committee.

successor accounts for the stance he has adopted

students. He states:

EJ
When I was at [one of my previous school’s] the

students challenged the staff. I was heavily involved

with negotiations with students about various issues.
I prefer to bring students “on board” and by doing
that, familiarising them with the whole process of
negotiation and the responsibility for their
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decisions. I think the powers of the SRC have been
limited at MHS. I am trying to improve and expand
these. I don’t find the student demands threatening
but then I have had a lot -of experience 1in
negotiating with students in very difficult,
demanding situations. There 18 & very conservative
element amongst the staff at MHS.

The principal successor acknowledges, as do the staff, the

influence of events in the community on the school. He also

L -

observes that he feels, or has been informed, that the
disciplinary problems are not new to the school. He
differentiates between himself and the staff in terms of his
experience in dealing with students. He perceives a
“con;ervative element” that are resistant ,té his style of
managing students.
Gabarro {1987) notes that: ST
prior experience profoundly influences the manager’s -
actions and what he tends to focus on, as well as the

kinds of problems he 1is 1ikely to face (cited in
Hart,1993:77).

The successor’s experience has inflruenced the€ way in which he

sees and deals with students. He wishes to “empower them” and

“bring them “on «board" in decision-making. He believes tﬁét
there should be more, rathef than “less student involvement” as
Merissa suggests. While some staff have, as the principal
successor observes:

automatica%ly clicked into the way I‘m thinking and
have come on stream very quickly, .

other staff members indicate that they find the successor’s

approach highly problematic.
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Petro states:
To me it feels like democrazy.
The principal successor acknowledges this resistance adding:
. M
There has been resistance to ‘what some people regard
as my progressive stance, not only with the
Department, but also with the students. However, I
was determined to use my particular approach because
it was the right one for me and it has given me
results in the past. It is my way of operating. -- =
The successor’s observations support those of Hart (1893) who
states:
Successors come into an organisation with a set of
...beliefs...learned in other settings [which] seem

to have a major effect on the way in which change is
approached (p.77).

However valid these beliefs are, or whether the successor, as an
outsider, as Miskel and Cosgrove (1985) ‘su§éest “provides a
healthy importation of new knowledge and skills |[which] beg@ﬁe
the catalyst for innovation within the organisation” (p.91), the
fact that the successor does not appear to diggriminate between
staff and students’ democratic rights contravenes certain staff
“norms”. Grusky (1967) states that these norms are established -
as a shared set of understandings; based on people working
together over a number of years. Ogawa (1991) observes that the
reaction to the leadership style and orientation of the new
principal will depend largely upon what are perceived by the
staff to be the norms established within the organisation. If,

as Gouldner (1954) and Gephart (1978) establish, the successor

violates existing norms, staff members react negatively. Staff
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support becomes ambivalent and potentially alienating. Tumi
comments:

[The founding principal] was much firmer with his
management of students. ) Y e

Petro feels:
[The successor] needs to become much firmer if he
doesn’t want the situation with the students to
deteriorate completely. I feel that the pupils should
know that up to here they can negotiate and no

.  further. I think there 1is a line he has to draw. He

is far too idealistic.

These contradictory perceptions amongst the staff are gquite

normal since, according to Morgan (1986):
Modern anaysis of organisational politics 1is guite
explicit in treating the organisation and its
environment as a set of conflicting groups with
divergent values and interests - (cited in
Firestone,1990:352). '

These groups represent different cultures. Norms are an integral
part of any culture. The use of terms such as “too democratic”

and “too idealistic” display the grouping of certain members of

-
-

staff in terms of what they think is an acceptable or “normal”
educational philosophy for the successor. Firestone (1930)
suggests decisidn—making ,witﬁin aﬁy organisation becomes a
bargaining process Dbetween these groups or’ subcultures.
Firestone (1990) points out that “such bargaining will lead to
coalitions that determine the organisation’s structure...[and]

reflect the inferests of some groups more than others” (p.352).
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d. “The white triumvirate”

The principal successor indicates a _desire to retain and
imp}ement a process which some stagﬁ see as being Yoverly
liberal”. Gouldnér’s (1954 reseaf;ﬁ establishes that when’the
members refuse to implement and enforce a “new regime”, the
successor may overcome the problem by employing what if;gnown as

“strategic replacement”. In so doing, the successor’s use of

strategic replacements “empowers the manager to form a new,

informal social circle, which revolves around himself and
supports his own status and policies” (Helmich and
Brown,1972:371). Martha perceives such a change in the power

structure of the school. She states:

The school is being run by three people. I call them

the “white triumvirate”. There is. a- fourth in
training. People are being appointed and promoted
within families. It is becoming a family business. .
Things are being done and then only do we hear about .-
them. Tony [one of the “triumvirate”] does whatever

he wants and then the staff are left sitting with the
baby.

It is interesting to note Richard’s insights. He feels:

I think [the successor] is committed to involving the
staff in all decision-making. He is a very creative
person and many of the solutions he has come up with
do both things at once and that excites me. That
makes me happy in my work. I think that although some
of the staff don’t like the changes they have had to
accept them as a necessity for survival. I feel we
have had to change the initial vision and the way of
doing things in order- - for the school to survive in
the changing environment. I’m sure that with another
principal #t would have been much worse.

Richard clearly demonstrates his support of the principal
successor. His perception of the principal successor, unlike

Martha, is one of encouraging involvement rather than exclusion.
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The successor’s response to resistance from certain sectors of
the staff is:

The negative staff members have left and are leaving.
I am gquite happy about that. b

In being happy to release staff who oppose his “progressive
stance”, it would appear that the principal successor is
gathering a supportive group around himself. Some staff iIndicate
that they are not happy about this grouping. Berger {(1984) notes
that if the successor tries to change the status quo, that is,
by adopting a progressive stance, this “triggers community
opposition, which may in turn transform the forward-thinking
chief executive into a scapegoat” (p.104). The fact that the
triumvirate, or supportive group, is “white” complicates the
issue and obviously raises certain suspicigﬁs amongst black
staff members. If it wasn’t an issue it would not have been
mentioned. Atkinson’s {1984) observation that “blacks are SEill
extremely wary of whites; that trust has not been built up and
that there are sensitivities ~ partgbularly amghg those who have
lived in South Africa - which take a long time to remove” (p.19)

would still appear to hold true.’ )

What is happening 1is perhaps best understood within the
organisational socialisation perspective. The new social
structure forms .the context for socialisation. Within the social
context, contact, communication and\ éimilarity are seen” as
important factors. The successor becomes an “insider” when he is

afforded moral legitimacy to act on behalf of the staff. If this
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doesn’t occur, the successor, as Firestone (1989) notes, Yis

never socialised into the group to the extent of allowing others

to give him influence over their values and beliefs” {cited in
o . =

Hart,1993:131). fhe creation of what Martha calls “the white

triumvirate” or a group who are seen to hold all the power in

decision-making, is regarded as problematic, especially since,

-_— -

as Martha notes "“its a triumvirate Fjust 1ike the one that
existed during the time of [the predecessor]”. It is also
problematic because this perception may lead to the exclusion of
the principal successor from the black ethno-cultural group on

the basis that he only represents the interests of white staff

members.

The emergence of areas of conflict represeﬁfékfhe third stage of
organisational socialisation process as outlined by Feldman
(1976} and Wanous (1980). It is during this phase where, as

Feldman (1976) suggests:

>
P

-

The newcomer and the group come to an agreement about

this person’s fit into the group ([andl the newcomer
resolves conflicts about how his work fits into the ---
organisation and resolves the conflicts that arise
within the work itself (cited in Hart,1993:30).

Wanous (1980) calls this stage the “Location Stage” where the
successor learns to deal with the ambiguities he finds in his
work and shows “increased commitment to the organisation, an

altered or reaffirmed self-image.- ~and values, and new

interpersonal relationships develop” (cited in Hart,1993:31).
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The successor’s observations confirm those of Feldman (1
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716}

Wanous (1980). He states:

I have found the disciplinary problems and process
challenging and rewarding. I hawe grown through the
whole experience and I hope “the staff and students
have too. So many staff are seeing the students in a
different way. I think those staff who don’t
understand are very confused and they can’t get on
stream, they <can’t be committed, they can’t be
enthusiastic. It is my Jjob to encourage staff +to
understand that wvision and my goals and Ifve seen
that as soon as someone buys into it there is no
stopping them. I need our staff to be dynamic and to
be encouraged to feel dynamic and growing. There have
been a lot of changes, fundamental changes 1in the
whole of society and we need to change our approach.
I've struggled and believe it has taken a while but I
have clarity of purpose now which is much stronger
than I ever had in my whole 1ife. People like Tony
and Clive [part of the “triumvirate”] have come on

~side. Tony has always been on my side. He told me

recently he was very excited about what we are doing.
I think he went through a patch where he was really
guestioning his role. He is very excited about the
restructuring of his post. Clive as well. He was a
very conservative element to begin with. He 1s a
classic case where I could have alienated him so
easily if I had been a different person. Now he
questions me honestly and openly. I 1ike people to
build, to come together as a team and actually
operate as a team. When I first came here people were
very divided and insecure. I think Ty role is
changing. At first people saw me as a father figure
who was going to sort out all their problems. It was
a learning phase, learning what the culture was here,
what the expectations were. I-believe that I have
worked my way right out of that now and that I am
very much in a growth and development phase. I think
there are things that still need to be done but there
is a greater confidence in that at least I know what
I am doing and staff are prepared to trust that even
if they don’t fully understand. There 1is more
consensus, more meshing of gears than grinding of
gears.

and

Another element influencing the social context and hence the

socialisation process of the successor is that of race.
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element will be discussed in more detail in Chapter Six.

The Principal Successor’s Performance

Up to this point I have reported the staff and new principal’s
sense-making of the succession. Feldman (1976), Waneus {(1980)
and Nicholson and West (1988) provide useful frames of reference
within the organisational socialisation perspective for
analysing the stages of soclalisation displayed within the

succession process.

After the initial phase of “socialisation” (Feldman,1976), “role

clarity” (Wanous,1980) and “adjustmentfr’_(Nicholson and

-

West,1988), Feldman suggests that “the group and the newcomer
come to see how this person [the principal successor] fits into

the organisation [and] evaluate his performance” (cited 1in

- -

Hart,1993:30). -

Staff perceptions
Rita says:

His management style reflects a deep concern for the
young person of South Africa. I think he has given so
much 1in terms of time, emotion and himself to the
school.

=

Merissa states:

I feel he 1is open. He really 1s an example of
transparency. I feel he can adapt to the changes. He
is flexible, and, very important to me, he is always
trying to look at all sides of the story and to
accommodate you whenever he can. He has a lot of
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patience in difficult situations.

Kwaku comments: .
&

He is somebody who stands by his word unlike [the
predecessor] and he tries to implement decisions
taken by the staff.

Martha observes:

-— -

He has come into a real mess and tried to get the
- best for everyone. He is trying his best to iron
everything out.
Richard states:
I think he is a committed democrat. He 1is always
interested in giving the benefit of the doubt before
he takes any action.

The staff perceive a man who is democratic, open, transparent, a

“man of his word”.

Thus, the principal successor fulfills the expectations,creatéd
during the interview. Merissa says that during the interview she
saw the new principal as “a man of,%is word”. Lomments by other
staff members support this impression. Rita indicates that in
the selection process she “was looking forward to havingAzi‘
strong person who would listen to the staff”. Kwaku’s comment
suggests that the new principal fulfills this expectation.

In Rita’s assessment she says:

The shortcomings are there but I would say he has
lived up to.ninety-percent of my expectations.

Richard feels
[the successor] has a balance of being able to listen

and negotiate when it is necessary, but also being
able to make tough decisions. He doesn’t get
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defensive and threatened.

In addition, since the school has always, as part of its
M

founding mission, aspired to “democratic principles, the
successorfs commitment to these principles is commented on by

virtually all staff who were interviewed.

Thé‘behaviours of the successor are contrasted with those of the
predecessor.
John observes:

I don’t think he [the predecessor] took too kindly to
people who disagreed with him. There was a bit of
laziness because I think it takes a lot of energy if
‘you are running a truly democratic school.

Merissa states: L
[the predecessor] wasn’t a man of his word. If you
told him something confidential he always brought it
out into the open. He would be wvery autocratic and
sometimes very easy come, easy go.

In terms of a comparative assessmept with the_predecessor, the

principal successor is rated more favourably amongst the staff

interviewed.

The Principals Successor’s perceptions

I was aware of some Jlevel of resistance to my
appointment. Some staff and parents were “anti” what
they felt was my progressive stance with the
Department., I was depressed by it to begin with. But
I have grown. I have learnt a- lot. I feel more
accepted. I would say there was a lot of staff who
automatically clicked into some of my ideas but there
were others who were definitely holding back. They
wanted to see if I could take the “flack”. I feel
that I can now go to many different sectors and there

87



will be a good proportion of the people who will
welcome my company and welcome my guidance and,
unless I misjudge it, the majority of staff support
me, although not all. I feel much more comfortable
now about what I can actually say at staff meetings.
- I can actually say things which I may regret but _
don’t because I know the stdff will let me know if
they don’t like what I say.

This impression is confirmed by Rita who states:

I think one can divide the staff into about three
groups. There are some people who think he [the

. principal successor] is far too soft, too
understanding. They feel he is far too understanding
of the staff, the pupils who have problems and the
education department. They feel he gives in. Then
there is a group who think he should resist the
demands of the department and should be harder on the
staff and pupils. There is a group who appreciate the
demands he feels and lend them their support. There
is also a group who have very little feeling for the
school and I don’t think that anything [the
" successor] does really rubs off or  makes -any
difference. It is a very small group who Jjust doesn’t
care.

C e

Hollander (1979) argues that acceptance of a leader takes place
over a time period where a number of exchanges are made .
Hollander states:

As leaders demonstrate their’ competenéé at tasks
valued by the group and conform to group norms [such
as democratic principles], they provide benefits to
individuals and the group. Validation also results,
securing for the new principal the right to be
different, to make changes {(cited in Hart,1993:101).

The successor has identified the willingness of the staff to
accept errors he might make or Y“regret”. This observation is
supported by comments from the staff.
Rita observes:

The shortcomings are due to human error. If I have a

problem I can go to him and chat about it. He is
trying his best.
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Kwaku says:

I like his present style. He pursues the truth and
takes action.

Martha comments:.

Sometimes he does run contrary to staff opinion but
he has admitted that he went wrong or he has gone the
wrong way.

Tumi feels:

-~ He 1is democratic. You are free to go to his office
and say “I don’t like this” and he appreciates it.

Henrietta says:
He has tried as much as possible to implement what is
decided upon by staff. He has tried to get feedback
from the staff to assist his line of action and
whether he is on the right path or not. '

Hollander (1979) suggests that by demonstrgtiég a commitment to
the organisation and its members, the successor will accumulage
what are called “idiosyncracy credits’. Buchanan (1974) sté%es
that “These credits purchase for the holder the right to deviate
from rigid expectations and group gbrms without penalty” (cited

in Hart,1993:101)

Commenting on why he has given the principal successor his
support, Richard observes:
It is mainly to do with his consistency and strength

of character. I think [the successor’s] wvalue system
is quite clear to himself and to others.

Hart (1993) states “The relative stability of the core self-

concept affects the process and outcomes of social interaction,
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especially during critical events such as leader succession. A
number of interaction theories acknowledge that self-<esteem and
consistency are important factors shgping interaction” (p.121}.

. &

This is an aspect of the succession process which goes beyond

the scope of this research.

90



-
=

CHAPTER SIX

- ) ENVIRONMENT A@E)ﬂjILTURE

I have set aside a separate chapter within which to discuss two
elements of the succession process that have emergéa‘auring my

research.

During my literature research I found accounts of research on

“organisational” or “school culture” and its influence on the

succession process. Howevéer, while Hart (1993) mentions, in
paééing, the role o¢f culture and thér rolé of environmental
factors in organisational socialisation, .no. researchers appear
to have documented the impact of socio-political events (as part

of environmental factors) or race on the succession process,

principal succession in particular.

> -
-

a. Socio-political events - “Political pressure” e

While aspects of the political <changes that occurred in
Bophuthatswana in 1994, 1995 and 1996 emerge within the
discussion of other elements of the principal succession, I feel
it is necessa%y to 1link these socio-political aspects more
coherently in terms of how they have influenced the staf£ and
principal’s perception of the succession, Dbecause, as John

observes:



The insurrection of 1994 has had a devastating and

ongoing effect on the whole Mmabatho community and
these effects are being felt within the school. .

Y e

First, with reference to why tHe staff felt the predecessor

left, Rita observes:
Mmabatho was definitely a place where a lot of
politics was going around in educational circles/ in
the community, in the school. I don’t think [the

- predecessor] wanted to be part of the political

transformation process.

Tumi adds:
I think {[the ©predecessor] 1left because of the
pressure from the government, because the government
were demanding things from MHS. He couldn’t accept
the changes demanded by the Department about the
change in student numbers and our entrance tests.

Kwaku comments:

I think he left because of the political pressure.

Second, at the point of selection of the successor, staff
indicate a number of factors which influenced their response to

the selection process. Rita comments that she was happy to be

part of the selection process because:
At Jeast I know that if a person is appointed then
that person was not sent by the Department. The
Department were so “anti” us at that time.
The Education Department are seen, as John suggests, as “the
common enemy”, the represéntative of the government who were
“demanding ceréain things”. Merissa sums up the perceptions of
some staff. She states:
They want to make us just another black school like

the old Bantu Education schools. They are jealous of
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what we have achieved. They want to put other people,
their people, in the school and to get rid of the ocld
staff. ’

The predecessor is seen to leave because of “pressure from the
P _ &

government which “he couldn’t acceépt”. Rita speaks about “the
politics going round in educational circles” and Kwaku observes

that there was “political pressure” on the previous principal.

-

Thus, socio-political events have, through affecting pre-

succession events, also affected the succession because the
principal successor inherits a situation where the staff fear
the “total collapse of the school” and feel that maybe the

Department wants them “to throw in the towel”.

The principal successor  provides an insight into his

understanding of the socio-political environment at the time of

his succession. He comments:

The whole of South African society, not Just
Mmabatho, is in a state of revolution. I came into a
school that was fighting to. retain the identity it
had in a defunct regime. There had been a huge clash
between the management of the school and the
Department. It was not of my making. I found many
staff, pupils and parents who wanted to retain the
status guo. The school community refused to accept
the changes and felt wvery threatened. Parents took
their children out of the school because they felt
that their children weren’t going to get the same
type of education they had received in the past. The
school management of the past is seen by the present
Department to have by-passed official channels. MHS
was seen to have the ear of higher authorities which
granted the school special favours. The new
Department wants to change this. It is also under
pressure from the South African Teacher’s Democratic
Union (SADTU)} to change the situation at MHS. SADTU
want to see changes in student numbers, the
appointment of local teachers and the removal of
special privileges for teachers at MHS.
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The principal successor also refers to the “internal politics”
that operate in the school, as opposed to the “external

politics” of the Department. He observes:
M S

Some pebpie accused me of béing weak when I wouldn’t
take a stand on certain issues like the “four-term
year”. As far as I was concerned, it could have been
very, very politically incorrect for me to do so.
The new principal elaborates on how his previous--exXperience
helps in his decision-making. He comments:
I don’t think many people would have coped with all
the politics. I think the wvery special political
experiences I’'ve had as a conscientious objector have
helped.
Pfeffer (1978) identifies the settings in which leaders work as
one of the constraints which might impact on the leader’s
influence and performance in an organisation. These
environmental factors include community'AﬁSEms and government-
policies. As Hart (1993) states, “not only must [the successor]
respond to forces in the environment, [he] alsc finds that the
alternatives available to [him] ip making degisions are defined
by powerful constituencies in the environment” (p.52). Richard
sums up the role he feels the principal successor has to play in
dealing with these constituencies. He observes:
I think [the ©principal successor] 1is trying to
compromise the wvision of the Department with the
socio-political responsibility he feels, the specific
needs of the school community and obviously the
parents want the best for their children. So, it has
been a bit of a trade-off.
Responding to how he feels these demands have impacted on the

succession, Richard adds:

I was hoping that [the principal successor] would be
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able to implement his whole educational philosophy. I
think this was his expectation too, but I don’t think
he has been able to do much. I think his energies
have been tied to administrative responsibilities, to
the battles with the Department. In many ways, a lot
of what [the principal successog] wants to implement
in the school he just hasn’t been able to do. :

Martha adds:

[The principal successor] hasn’t had much time to
spend on the school. Problems with the Department
have taken a hell of a lot of time. He hasn’t had

- time to blossom as a principal with his academic
work. He has so many ideas which he wishes to
implement but he just doesn’t get the time.

John feels:
It is rather sad that he has had to be so tied up in

his office with problems with the department. They
seem to be ongoing. . :

Thus, the soclio-political changes in South Africa, and in

I

particular, those in Mmabatho, and their consequences for the
MHS community are seen to have a direct influence onf ;he
succession, influencing both the predecessor and the successor,
albeit in different ways. The prihcipal succ®ssor is seen to be

locked in a battle with the Department which diminishes his time

at the school. The new principal acknowledges this. He states:
The political demands of the job and the ongoing
problems with the Department have meant that I have
had to focus my energies elsewhere. It has retarded
the implementation of educational programmes I wanted
to do at the school.

Rather than  using his educational skills, the principal

successor has had to use his politidal skills to “manage and

stabilise a crisis situation”. As Hart (1993) suggests, “most

people who work in schools assume that succession will occur and
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that the primary influence flow is downward from the principal
to the school” (p.40). However, insights provided by both staff

and principal appear to support the organisational socialisation

- ¥ s

perspective of succession, that is, that succession is two-way
process where the principal successor, as a leader both acts and
is acted upon by the social context in which he finds himself.
In this succession, this includes the socio~politicalrédhtext.

The influence of the teachers’ organisation SADTU, and the
pressure it is placing on the Education Department, brings
another element to the succession process. SADTU is a union
rep;esenting the interesté and concerns of- teachers on a
national level. As such, it expresses the norms and beliefs of
the people it represents. Demands by- SADTU, through the
Education Department, for MHS to change its basic operatien,

demonstrate the extent of the influence of other organisations

on the sense-making involved in succession. Perhaps, as Ogawa

-
P

-

{1991) suggests, schools, as a particular type of organisation:

based on the type of work they undertake and thus on . _. .
the type of workforce they employ, differ in the
extent to which groups outside the organisation
influence the manner in which organisational members

make sense of administrative succession (p.56).

This element of succession in schools goes beyond the scope of

this paper and requires further research.

=
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b. Culture - “There is a conflict of cultures”

Hart (1993) suggests that “The nafure of existing cultures is
. - _ &

viewed as influential in shaﬁlhg the outcomes of leader
succession” (p.31). Schein (1985) asserts that “any leader must

develop an understanding of an existing cultural environment”

—-——

(cited 4in Hart,1993:13Z). The term “culture” requires some

explanation since, as Smircich (1983} observes, “there are a
number of different ways in which the concept of culture has

been used in organisation studies” (p.340).

Using the work of other researchers .in the field, Smircich
{1983) derives a composite definition of “culture”. She states:

Culture is the social or normative glue that holds an
organisation [group] together. It expresses the
values or social ideals and the beliefs that the ..
organisational [group] members have come to share.
These values or patterns of belief are manifested by
symbolic devices such as...specialised language
(p.344). -

-

-

Thus, one may speak of an “organisational” or “school culture”
as well as “culture in the organisation”. The school’s mission
statement “We are a non-racial, multicultural ‘school” 1is an
aspect of the school’s culture. The expression “culture in
organisations” or “culture in schools” refers to subgroups
within the organisation Qho have their own cultural identity

=

defined by such elements as shared norms, customs and

specialised language or jargon. At MHS there are several groups

identified by certain ethnic factors such as race and spoken
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language. I use the term “ethno-cultural” when referring to

these groups.

- > .

When Kwaku speaks of “a conflibt of cﬁltures" on the MHS staff,
he is speaking about ethno-cultural conflict. During the initial
interviews, several staff members indicated a perception of
“"racial conflict” amongst the staff. Using the pegééétion of
réﬁisn& as a basis for discussion, I formed a focus-group to
investigate this feeling, with particular reference to the role
of the principal successor and its influence on the sense-making
of the succession. Schein (1985) suggests that in order to
establish a common version of the sense—making practices of
staff members, one needs to call all those concerned together as
a group. This group is identified by their <ommonly held views
which are expressed though the language (jargon) they use. This

jargon 1is accepted and understoocd by those who belong to the

group. As Hart (1993) suggests, “Solidarity in the form of

-
-

jargon then frames the real world, the interpretations and
claims of all the members of the group about what is actually
happening and what . it means"r(p.lGS). Smith (1995) also notes
that “Members of the same societal culture whg share common
taken-for-granted beliefs, wvalues, and standards of behaviour
are likely to ascribe similar meanings to events” (p.223). The
focus—-group included all the black members of staff who were
participants in the research since the terms “racial tenéion”,

“racism®” and “cultural conflict”, “the whites” or like-terms
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were common to all their responses.

Kwaku identifies the problem. He states:

-

- *

One of the students was kiiled in a car accident. -
There was an issue about whether lessons should be
suspended so that staff and pupils could attend the
memorial service. It brought about a clear division
because [the principal successor] said that 1lessons
would continue and staff and pupils could _chose
whether they wanted to go. There were staff members
- who felt that everything should have been suspended.
It resulted in a very unpleasant situation.

Staff account for why they think this “split” or “division”
amongst them occurred. Martha comments:

Basically we are a black majority culture and somehow
that is not taken into consideration. There was one
white person who went to that funeral. In the past,
when [the founding principal] was here, we would all
have been present at the memorial service. Everybody,
staff and students should have gone. It was close by.
When people were interviewed they were asked about
their attitude to cultural things and on that basis
they got the post. I was so disappointed on that day .
because so many staff showed that they were -not-
concerned about the culture of the community they
live in.

Whether a homogeneous black cultufe, that is a “black majority

culture” exists, 1s open to question. However, for the purposes

of this research, I will use this term since it is the term used

by the black staff.

Black staff feel that as a majority, their Culﬁure is being
overlooked in decision-making. Martha recalls the interview of
the principal successor and other sﬁéff members and holds them
accountable to certain promises they made and expectations they

created. She feels that the funeral incident indicates that
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these promises were insincere. The credibility of those staff
members who did not go to the funeral has been compromised,

particularly as they form part of the MHS organisational culture
¥ e

which claims, as part of its mission statement, to acknowledge
the customs and traditions of all cultural groups within the

school. Commenting on the funeral incident, Tumi observes:

——

It 1is extremely important that [the principal

. successor] as the leader of the school, knows and
understands the different cultures of the staff. I
personally think that the problem about the funeral
and no whites being there is a cultural problem, but
other staff are seeing it as racist. [The principal
successor] needs to call in all the different groups
on the staff. [The Deputy, a Motswana] should be
assisting [the principal successor] with the customs
of the Batswanas. :

Blalock (1986) states that “ignorance or unconscious arrogance

can produce unintentional insult, competition, misunderstanding

-

and conflict” (cited inSmith,1995:22).
Kwaku supports this observation. He adds:

[The principal successor] apologised about the
decision he had made concerning the funeral stating
that because he comes from a-different Tulture he has

a different perception about attending funerals.
However, the new, younger staff have used what is a
difference 1n culture to make statements like “[The -.-.
principal successor] is-a racist”. They say things
like that without realising that cultural differences

or <cultural background lead to certain -decisions
which may be different.

Botho elaborates on why the incident about the funeral is of
such importance, particularly in terms of the credibility with
the black members of staff. She statééﬁ

A leader in this community cannot say “I don’t attend

funerals because it is not part c¢f my culture”. He is
part of a majority culture and must make sure he
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understands its customs and traditions. A funeral is
a community event amongst the Batswana. Everyone goes
to funerals. If a person is a leader in a community
he must be at the funeral, even speak about the
person who dies. It is compulsory to attend, and when

- the student from MHS died, all &he staff and students
should have attended the ftfemorial service. If you
can’t go, then you must go and pay your respects to
the family to show vyour concern. [The founding
principal] always attended funerals. He went as far
away as Bloemfontein and Soweto. A parent died in
Vryburg. [The founding ©principal] went te- -the
funeral. BAs a leader in the community {[the principal

. successor] must do what the community expects in
order to gain respect. [The principal successor’s]
failure to attend the funeral, even if he sent a
representative, has caused a lot of bad feeling. In
the past we even used to attend Indian funerals.
Because [the principal successor] has not learned
about our culture and there were no whites at the
funeral, there are accusations of racism. Funerals
are extremely important in our community. If you
don’t attend you are treated as an outcast. The
[principal successor] made a bad mistake in the eyes
of the community.

The principal successor is being held accountable Vnot(ﬁohly
within a cultural context in the school, but alsc as a leader
within a larger cultural environment. His begaviour is compared
with that of the founding principal. Botho and Tumi have been at
the school since the time of the founding principal. Of interest
in their response to the—principal;successor is the fact that
the successor’s Dbehaviours are compared with those of the
founding principal and not the predecessor. Schein (1983)
observes that “the founder’s values will be staunchly defended

because they form the basis for the group’s [school’s] identity”

{cited in Smith,1995:97).
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The principal successor, when asked to elaborate on the funeral
incident, 1links his decisions to the wvalue he places on
individualism as opposed to group culture. Herein 1lies the

>

. . R &
conflict. He states: «

The worth of the individual is one of my priorities.
However, the sense of the black majority group comes
up quite often. Like the funeral. That kind of thing
actually clashes with my thought of a student as_an
individual with a choice about whether to attend the
funeral or not.

According to Botho, cultural traditions dictate that there is no
choice. The principal successor’s decision, based on personal
beliefs, contravenes the dictates of a cultural group to which
he does not belong and this compromises his . credibility with
that group. Because, as is often the case in South Africa, a
particular culture is linked with a particular race, the issues
of race and culture become blurred, and there are accusations of
“racism”. Within a school which espouses “non-racism”,- the
perception of “racist” is problematic.
Hart {(1993) observes: e -
Validation lends the power of the group to the
principal’s goals. Validation emerges gradually and
cumulatively. If a new principal hopes to affect this
process, she should. give careful attention to the
complex array of people and cultivate the skills of
cultural analysis (p.274).
The principal successor states on a number of occasions, in
different ways that “The first priority on my 1list was to
understand the staff culture”. However, the criticism provided
by black staff members indicate that they feel the prinbipal

successor needs to develop an awareness of not only “the staff
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culture” but also the ethno-cultural aspects of various

subgroups on the staff. As Wherein, Van Maanen and Schein (1979)

note, there is:
. ¥ os
An ideology that edits members’ everyday experiences,
shared standards of relevance as to prejudices,
models of social etiquette and demeanour, certain

customs and rituals...a sort of category regarding
what 1is appropriate and what 1is not (cited in
Hart,19%83:130). -

Since the “ideology” of the Dblack subgroup on the staff
represents that of the greater community, the same censorship of
the successor’s behaviour within the school subgroup will also
occur 1in the broader community and amongst- the parents. In
addition to his accountability as a  leader in the broader

community, the principal successor, as the leader of the school,

is seen to set the example for the rest of the staff. The issue
of white staff’s attendance at the funeral is seen to be part of
the racism amongst the white staff which the principal successor

is seen to sanction by not attendi®kg himself.~



CHAPTER SEVEN

-

SUMMARY, IMPLICATIONS AND FUTURE RESEARCH

At the end of Chapter Two, I listed a number of generalisations
provided by Miskel and Cosgrove (1983). These generaiisations
concern themes which have emerged in other research. I have used
some of these themes, when relevant, within which to summarise a

few aspects of my research.

. SUMMARY

1.7”The reasons for succession - create different

reactions to the succession process”

This succession demonstrates that the perceived reasons for the
departure of the predecessor have-~ a significant effect on the
sense-making of the succession for both the staff and principal
successor. Staff imply that the predecessor left for a numberﬂgf

reasons.

First, he left because of political pressure. The predecessor’s

problematic relationship with the Department sets the scenario

£

for the principal successor’s encounters with the selfsame
Department. The principal successor constantly refers to having

to focus on his relationship and that of the schoeol with the
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Department. He alsoc refers to having to having to concentrate on

politicking rather than educational issues. The predecessor 1is

seen to have created this clash by hilis inability to adapt to the
¥ oe

deﬁands for chaﬁge_

Second, staff indicate that their relationshippww}th the
predecessor was compromised by certain behaviours he exhibited.
Status degradation occurs when staff indicate that the selection
of the successor was influenced by a desire to avoid selecting a
new principal who would behave 1in the same ways as the

predecessor.

Third, staff indicate mixed reactions to the appointment of the
principal successor. Some indicate that théy ;§uld “rather have
the devil I know than the devil I don’t know”. Others .are
pleased to have selected someone they feel has the same “vision”
as themselves. The principal succegssor indicgtes that he was

unaware of the situation with the Department and felt that he

should have known so that he could have been better prepared.

2."”Those who select the successor and the manner in
which this is done will impact on sense-making

practices” -

MHS staff are in a unique position in terms of most South
African schools. They are permitted to be part of the selection

of their principal successor. As other researchers such as
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Firestone (19390} and Ogawaj(1991) note, the selection of the
principal successor 1s often done by senior Departmental
officials. Involving the staff in tﬁe/ selection process is
éméowering as it includes membegsf in decision-making wusually
left to those at management level. As such, the threat of hidden
agendas that are often associated with Departmental appointments
and which cause suspicion of the successor, are Ffemoved. It
aiéo, although not totally, removes the insecurity linked with
“*not knowing who vyou are getting”. Some staff indicate
resistance to the appointment and indicate a “wait-and-see”
attitude because “promises are not always kept”. An interesting
element in this succession which must changé the nature of the
principal successor’s relationship witﬁrtherétaff, is the fact
that because the staff have a say 1in  the selection, the
potential successor must “sell” himself to those who intery}ew
him. This introduces a level of accountability to stéffrféfher

than just to those in senior positions. Martha refers to this

-
-

accountability on a number of occasions.

3."There will be different reasons for and reactions

to the appointment of an insider or outsider”

The principal successor is an outsider, unlike the predecessor
who was promoted from within the ranks. Although considerable
research has focused on this element of succession, there are no
references from the staff to the fact that the successor was an

outsider. This may be due in part to the fact that, as the

106



-
LA

principal successor states, “I make a concerted effort not to
refer to my experiences 1in previous schools”. ~The whole

discourse about whether it 1s better to appoint an insider or

¥ e

outsider becomes rather involvedy -since much of the research
findings are contradictory. The organisational socialisation

perspective provides another approach to the whole debate. I

—-_—

will discuss this further on in this chapter.

4."The norms of the organisation greatly influence the

perceptions of the predecessor and successor”

Part of the resistance to the predecessor and the evaluation of
the- principal successor is linked to the organisational norms of

MHS as expressed by the mission statement “Welare a non-racial,

=

democratic, multicultural school”. This is revealed through
perceptions of staff that ethno-cultural traditions ~ are
neglected, and the accusations of racism against Dboth the
predecessor and the principal succdssor. The ptredecessor is also

heavily criticised for his perceived disregard of the school

culture of democratic procedure. The principal successor is

afforded support because of his adherence to this norm.

5.”Community and environmental factors will influence

the succession process”

The socio-political events in Mmabatho and environs, and their

impact on the school community, are marked in this succession.
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Researchers such as Fauske and Ogawa (1987), Firestone (13390)
and Hart (1993) speak about the low morale associated with some

successions. However, low morale, as documented by these
. &

researchers is largely 1linked %6 the disenchantment staff

members feel with the principal successor. In the succession at

J—

MHS, however, the low morale is seen to have been present prior
to the arrival of the successor and is linked to the %“external
threat” posed by changes in the Education Department and its

demands for changes in the status of the school.

6."”Change in leadership will give rise to a change in
demographics”

MHS exhibits an increasing staff turnover. Perceptions on behalf
of both staff and the new principal link this increase, in part,

to the principal successor’s “progressive stance” with “the

common enemy®.

Some staff wanted the principal successor to reject the demands
being made by the Department to increase student numbers. Some
teachers wanted MHS to become a private school in order to avoid
what they felt was interference from the Education Department.
The principal successor felt that it was politically unwise to
challienge what was part of national drive to bring about a more

equitable distribution of students in relation to teachers.

Part of the change in demographics is linked to the Department’s
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intolerance of expatriates and the bureaucratic obstacles used

to terminate their services.

M

Oféanisational Socialisatibn:" “"What is going on?”

The generalisations I have wused provide a useful means of
summarising some elements and outcomes of the succession
process, but they do very little to further the understanding of
the succession process itself. Therefore, they are limited. The
organisational socialisation perspective, on the other hand,
encourages the researcher to ask “why?”. Why, for instance, is
the  fact that the principal successor 1is- - an outsider not
significant in this succession? Why do pre-succession events

appear to be more disruptive than the succession itself?

Staff speak about the school being on a collision course with
the Department since 1994. Pereeptions of the staff and
principal successor at the end of 1996 indicate that instead of
the Department “picking on the school”, MHS is “ no longer the
punchbag”. In terms of research by Gephart (1978) the principal
successor could have been held responsible for perceptions of
deterioration in the school, such as “the deteriorating
discipline”. This accusatioﬁ does occur in some cases, but the
majority of st;ff attribute the changes to influences outside
the school or the principal successor’s management style which

they feel allows problems which “have been inherited” from both
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the founding principal and predecessor to emerge. The answers to

“what is happening?” and “how, and why, is it happening?” appear

to lie with what Hart (1993) terms “social wvalidation”.
Y e

“Social Validation”

The assumption that a new principal may arrive and use his or

-

her formal authority to implement or impose change is challenged

by social interaction and organisational soclalisation

theorists.

Firestone (1990) and Hart (1993) observe that the use of the
formal authority invested 1in principals 1is insufficient in

effective school leadership. Within the organisational

-

socialisation framework, the new principalriébéeen as a newcomer
to a social group (the school and its staff). Like any newcqmé},
the principal successor is required to gain acceptance through
social walidation from the group. As Hart. (1993) suggests,
social validation occurs only after repeated interactions where
the staff learn to trust and respec§ the principal successor on’
the basis of outcomes valued by the group. Validation of the
principal successor’s right to act on behalf of the staff
emerges from social affirmation. Blau (1964) states that within
the context of the sociai relationship between leaders and
subordinates “;e cannot force others to give their apprgval,

regardless of how much power we have over them” (cited in

Hart,1983:9).
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Thus, rather than succession being a process where the principal
successor and the outcomes of his or her performance become the
focus of attention, the two-way intgriction between the staff as
éréroup and the principal suécesédr gains importance. Sbcial
validation must occur within the group as a whole because, if it
only occurs with a few individuals, others may see _this as
unacceptable influence on the part of a few staff. This may give
rise to accusations of favouritism as is the case with the staff
perception that both the founding principal and the predecessor
had “favourites”. The perception that there is the creation of a
“white triumvirate” is problematic for the validation of the

principal successor.

Validation may also occur if the principai’;ﬁccessor takes the
time to familiarise himself with the beliefs that represent«ghe
common reality of the staff. While the principal successor
speaks of what he regards as a J['conservatiye element on the

-

staff” who are “threatened by the changes which are occurring”,
he demonstrates an acceptance Qf these feelings by “tryingA%b‘
secure the positions of staff and ensure that contracts are
honoured”. He also speaks about putting “morale as a priority”
and “trying to get the staff to trust that I am working in their
interests”. In doing thié, the principal successor, while
feeling differegtly about Departmental’ demands, accepts how the
staff are feeling and tries to resolve the situation with the

Department so that, the successor states, “the staff can work
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without worrying about their salaries or their work permits”.

The principal successor states that he established what was
M 3

important to staff by interviewing them individually when he

first arrived at the school. This enabled him “to prioritise, to

focus”. Hart (1983) observes that wvalidation occurs, when a

-

principal successor takes the time to “work towards
unéerstanding the norms, Dbeliefs and assumptions that are
essential components of the new group’s sense of professiocnal
and social worth and the essence of good practice and decent
behaviour in the school which must not be violated” (p.276). In
dealing successfully with fhe socio—political,pressures to the
point where "“The Department now leave us alone”, the principal
successor 1is seen as skilled, in contraét £oxzﬁe predecessor who
“couldn’t cope”. Hart (1993) asserts that “the more skilledwghd
knowledgeable the principal, the more prepared she will be to
adjust to a new school and move fhrough the. stages of leader
succession and organisational socialisation that will bring her
to a position of influence in the school” (p.278). Staff
indicate that they see the principal successor as a “man of his
word”, “a committed democrat”, who “develops a procedure and
sticks to it”. Others speak about “his consiétency" and
“strength of character”, whére “there are shortcomings but they
are due to human error”. In this way the principal successor
achieves social affirmation and is accepted by the group, or if

one likes, becomes an “insider”. Thus, the process of
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organisational socialisation would appear to resolve the debate
about insider versus outsider. It demonstrates that without

social wvalidation, even an insider, as was the case of the
Y oe

predecessor, will be treated as "an outsider if he or she

violates group norms.

P

This 1s also clearly indicated in the incident about the
fugeral. In this instance, the principal successor is seen to
violate the norms of the ethno-cultural subgroup. However, these
norms may not be totally cultural in origin. Like Atkinson
(1984), Ogbu (1986) comments that “historically there have been
many events in black—white‘relationships that have 1left blacks
with the feeling that whites and the institutions they control,
cannot be trusted” (p.38). Thus, the hist6f§ﬁof certain groups -

may be as important as their cultural identity.

The feelings about the development ,of a contrglling group called
“the white triumvirate”, together with the funeral incident,
may appear very threatening tora group of black staff who have
been historically and culturally marginalised and overlooked
during the era of apartheid in South Africa. The apparent lack
of awareness and lack of sensitivity of the principal successor
to these aspects of the pebple he works with, compromises the
trust the prinéipal successor has built in other areas. The

reaction of this ethno-cultural group to the decision taken

about the funeral also displays the limitations placed on the
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ability of the principal successor to impose his own values, in

this instance, that of individualism.

Y e

To conclude, a number of factors place constraints on the way in
which the principal successor performs. First, socio-political

upheaval and all its ramifications for the school community and

o
-

hence, the succession. Second, the staff hold the principal
suécessor accountable for certain promises made and expectations
created during the interview process. Social wvalidation is
achieved 1if these expectations are met. If, however, the
principal successor contravenes any of the promises he makes or
the norms of any group, crédibility wanes and hard won trust is
Jjeopardised. While staff indicate making allowances for human
error, an 1issue as sensitive as perceiﬁéd;fracisni is not so -
easily laid aside. Thus, while the principal succ@sgor
traditionally represents the ultimate decision maker in the
school setting, this succession demonstrates the ability of the
staff to hold the principal successor accountable and show
disapproval. The principal successor himself acknowledges the
two-way influence when he states, “I have worked hard to win the
confidence of the staff. It has been a slow process. I feel more
accepted”. As Blau (1964) observes, “The pressure to follow
suggestions and orders does.not come from the superior who gives

them but from the collectivity of.: subordinates” (cited in

Hart,1993:14).
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Succession would therefore appear to be more disruptive in
situations where the principal  successor transgresses
organisational norms and assumes thgt&he or she can implement or
iﬁéose norms and values that do not have the sanction of the
staff. It is only once the principal’s actions have demonstrated
valued outcomes that social affirmation and 'valida};qn. occur.
Then, as an “insider”, the principal successor 1is afforded the
suéport te bring about change. However, if at any time the
principal successor fails to observe the group norms which the
group regards as non-negotiable, the group may withdraw its
support while the principal successor 1s given time to make
amends_ Social validation, énce given, 1s not unconditional. The
successor has to continue to negotiate and maintain a place in
the society in which he or she leads. it1W6£id appear that the
schools in which principal successors continue to be,sociafly

integrated, whether consciously or not, are the schools that

experience less disruptive successigns.
Suggested implications

1. The succession at MHS represents a unique setting. The
staff were involved with the selection of thé successor.
The staff are multicultural. The succession took place
during a t;me when a succession in government brought about

extensive socio-political change with implications for the

school and thus, for the principal successor. Observations
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and subsequent analysis, in the context of socio-political
change, need to be substantiated by research -in similar
situations in South Africa and flsewhere. Spindier (1982)
suggests, “An in-depth sfﬁdy{that gives accurate kno&iedge
of one setting not markedly dissimilar from other relevant
settings is likely to Dbe generalisable in ;u?stantial
degree to these other settings” (cited in Smith,1995:304).
Research by Firestone (1990), Ogawa (1991) and Hart (1993)
and my own research show that there is a need for potential
principal successors to familiarise themselves with pre-
succession events. The principal successor felt that there
“Should have been a hahd—over period” prior to assuming the
post of principal. He feels that -this would have
facilitated his knowledge of a ‘si%ﬁgéion which had a
significant influence on his succession.

Hart (1993) suggests that potential principal successors
should be educated about the process of succession prior to
the event. As Smith (1995) notes, very few principals in
South Africa receive any training in management skills such
as “Conflict” ‘and “Crisis management” and "“Negotiation
skills”. Very few have any knowledge of the elements that
are central to succession, or the explanatory contribution
of interaction thebry, or social psycholiogy, or
anthropoloay. Principal successors need to acquire

knowledge in these areas. Where new principals are already

“installed”, they could attend exploratory workshops where
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they can reflect on their own experiences and those of

other principal successors. Even principals with experience

of previous successions could benefit, since  each
N &

succession is a unique experience in terms of the

organisational culture that principal successors encounter.

There will be areas that overlap, but there will be areas

-

which are unknown and, therefore, unforseen.

In the socio-political environment in South Africa, where
“democracy” 1is the buzz-word, leaders will increasingly
encounter resistance to leadership Dbased on formal
authority. They have to be willing to engage in the
socialisation process if they wish to be effective.

Staff recommend that the principal successor should call
the ethno-cultural groups that are‘rebfégented on the staff”
together in order that they might inform the principal
successor about their traditions, customs and expectations
in this regard. Staff regommend that the ©principal
successor should have a “cultural advisor”. Staff
observations suggest that if the principal succes§or
chooses to ignore thé norms of “black majo;ity culture”,
accusations of racism, whether real or imagined, will make
the management of multicultural settings increasingly
problematic. The priﬁcipal successor indicated that, in
response go the funeral incidenty he had asked for staff to

form a committee which would ™“look at a bereavement

policy”. As school settings become more integrated in terms
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of their staff populations, this issue will gain increasing
importance in managing the succession process effectively.

6. The role and influence of outside organisations such as

,, ¥ e

SADTU should not be ignored.

Future Research

J——

1 ?ave referred extensively to the organisational socialisation
perspective as outlined by Hart (1993). Several suggestions by
researchers such as Miskel and Cosgrove (1985) prove useful in
establishing pre-succession and succession events. Traditional
researchers such as Gouldngr (1954), Grusky .(1961;1963), Gamson
and - Scotch (1964) focus on the outcomes of the succession
process in relation to organisational performance, and hence, on
the successor who they see as central to éhé;Qhole process. The
organisational socialisation framework adds another dimension to
research on succession since 1t views succession as a two-way
process where the successor and s&aff are granted equal status
in influencing succession outcomes.

Therefore, future researchers could investigate a number of
elements of the succession process which emerge when viewed as a
socialisation process.

1. The role of self-esteem and how it influences the way in

=

which the principal successor interacts with staff.

N
.

The role of Yorganisational culture”, but particularly,

“culture 1in organisations” in the succession process
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appears to be largely overlooked.

There are references to the rolg that the community and
environs might play in the succession process but these
. M
generally refer to the impatt of community norms on the
succession process. Further research could be conducted in
the area of socio-political influences in leadership

succession. '

The use of language (jargon) in the construction of
“definitions of reality” in multicultural settings might be
of interest to those who study succession, since so much of
the interaction which takes place between staff and the
principal successor ié determined by communication, or the
lack of it. |

In my succession research, I report ﬁhé;berceptions of the -
staff and principal after the principal successorrhas_béen
in office for eighteen months. At what point does the
succession end? Feldman (1976) and Wanous (1980) suggest
that the new principal reaches a point where he or she
setties in and there are “feelings of mutual acceptance”
(cited in Hart,1993:31). This succession appears to support
the observations of Fulk and Cummings (1984) and Nicholson
and West (1988) who suggest that “stabilisation never

occurs” (cited in Hart,19%3:29), and the principal
successor has to engage in .ongoing consultation and
negotiation with staff and students, where they

“continually project into the future, combining their
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appraisal and assessment of current work performance with
preparation for future transitions” (cited in

Hart,1993:30).

I would suggest that those who research the succession process,

have more than a working knowledge of various disciplines such

- =

as sociology, social psychology and anthropology. I <found
aspects of these disciplines critical to my whole understanding
of the ways in which the staff and principal successor were

interacting.

Conclusions

It would appear that the principal successor inherits a

situation in which certain dynamics of interé;tion exist between
the staff as a social group, and the greater schoola“gnd
community environments. Whether the principal successor’s
succession is disruptive to the organisation er not would appear
to depend on his or her willingness to become part of this group

and the broader environment. through wvarious socialisation

Y

In this succession the ©principal successor encounters a
situation where outside forces have precipitated a crisis of
identity for both the staff and school. By dealing with the

crisis and stabilising the influence of the disruptive elements

from outside the school, to the point where the staff and the
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principal successor no longer feel that the school is focus of
Departmental attention, the principal successor is seen to have
prevented the feared “collapse”. +4dn, doing this he achieves
valued outcomes and 1is affora;a social affirmation. The
principal successor states, "I feel more accepted”. This
perception is supported by the staff. The disruption_is clearly
linked by the staff to socio-political events and problems that

have either been inherited (discipline) or acqguired {(new

teachers).

The succession 1is generally perceived in -a . positive 1light.
However, the issues linked to ethno-cultural transgressions are

potentially very disruptive and demonstrate the need for leaders

-

to familiarise themselves with the organisational culture,

including its sub-cultures.

Traditional researchers, such as~”.Gouldner =1954) and Grusky

{1961;1963), 1link successful successions to the appointment of

insiders in preference to outsiders. It would appear that social
validation of the successor is more important in the success of
the successor than whether he or she is an outsider or not.
Despite all the support from staff for his work “in their
interests” with the Department, this support is rapidly
withdrawn when he is seen to traﬁégress the norms of the
majority culture. Should the principal successor’s interactions

continue to compromise his inclusion in the dominant ethno-
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cultural group, the implication 1is that his support will

diminish, as did the support of the predecessor.

_ ) i Y &

In conducting this research ; found the organisational
socialisation perspective the most wuseful within which to
conduct my analysis. My research could be summed up in a few
simple sentences 1f the purpose had been to document the
outcomes of this succession since my observations support many
of the outcomes observed by other researchers such as Grusky
(1961;1963), Helmich and Brown (1972), Gephart (1978), Miskel
and Cosgrove, and Fauske and Ogawa (1987).. However, the
organisational socialisation framework, -which draws on social

interaction theory, symbolic interactionism, social pschology

and anthropology permits the 'researcher to develop an

understanding of the nature of succession, and “how”¢v€he
principal successor interacts with the staff in his newfound
role. Also, within this perspective, where suecession 1s seen as
a two-way process, it is essential to record the sense-making of
both the staff and principal successor. This enables ‘the
researcher to establish how staff culture impacts on the
principal successor’s sense-making of his own succession and
visa wversa. Hart (1993) sums up the need to -approach the
process of succession as a socialisation process. She states:

=

The mix of persons and group is unique for each
succession. This uniqueness poses dilemmas for those
who study succession [as well as those who experience
it]. If we fail to examine it 9only from the
perspective of the principal, we fail to explain the
history of the event, or the school, and are unable to
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account for the conduct of the people involved. But if
we go too far in focusing on outcomes and ignore the
dynamic mix of people, processes. and contexts” that
shape succession, and the schools and districts in
which succession occurs, wes Jose track of the
qualities and power of the individual. We fail to tap-
the uniqueness and creativity of the single person
that stimulates so much of our interest in leadership
in the first place (p.8).
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APPENDIX A

CONSENT FORM
. ¥ os
You are invited to participate in a research study conducted by
Susan  Dowding from the Education Department at  Rhodes
University, Grahamstown. I hope to gain some understanding of
staff experiences with the new principal. The account will
contribute to my Masters in Education mini-thesis. You were
selected as a possible participant of this study because you are

a member of the Mmabatho High School staff.

If you decide to participate, I will ask you to complete a
biographical gquestionnaire. I will use this .questionnaire to
select teachers to participate in two forty minute interviews
over two months. I will also ask you to participate in one, one
hour group interview with fellow teachers. . I appreciate the
demands this will place on your time, and will arrange interview
times to fit in with your schedules and preference. I propose“to

audiotape all interviews.

Any information that is obtained that can be #dentified with you
will remain confidential and will be disclosed only with your
permission. Your identity will be kept confidential by the use
of pseudonyms. I intend to use Mmabatho High School’s name.
Tapes will be transcribéd by a typist of integrity. All

information will remain in my possession.

Your participation is voluntary. If you decide to participate,
you are free to withdraw your <consent and discontinue

participation at any time.

Signature: Date:
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APPENDIX B

BIOGRAPHICAL QUESTIONNAIRE

&

2. PLACE OF BIRTH @ ..ttt tcacensenasenaennsassossaseanans
3. NATIONALITY . ittt inennesenenssonnasssssoansnsssenssssness
4. HOME LANGUAGE: @ .ttt ieennssnnnessrsennnoenneonsncnnsenns

5. QUALIFICATIONS:  tutreseestressensnsnessssssnsssanaesesas
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{Additional questions only to be answered by the principal)
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9. Have you ever been a principal before?.......ccveveeennan.

11.What sort of responsibilities have vyou had 1in previous

................................................................
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_ » . [—' "“‘" '—-—~
Mmabatho High School o
Office of the Principal L paliawes
; ' s piees
_ Foex D1a024138+
R —"

21 October 1995

Dear Sue,

You are hereby granted permission to conduct research at Mmabatho High School. You may
interview any sta{f who so volunteer and you may use any other resources and materials that
could be of value lo your research. [ understand and acknowiedge that this research will be
uscd for your Master's Degree.

Good Luck! Could we please have a copy when your thesis is complete? =~

Yours gincertly,

My Chris de Villicrs
I(principal)
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