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This module is about the management of teaching and learning. We begin by exploring the school as a learning organization and promoting a culture of learning and teaching, which is dedicated to constant renewal and improvement. We will also tackle the issue of context, and will look at the ways in which the physical environment of the school impacts on the quality of learning. This leads us into an exploration of the challenges of effectively planning, implementing, monitoring and evaluating a curriculum that needs constantly to change and reinvent itself in line with the changing needs of a changing society. In particular, we focus on what is required to improve teaching and learning in order to produce enhanced learner outcomes. This paves the way for the identification and development of the skills and processes needed to lead and manage effective teaching and learning.Read less
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	9. Overview
Word of welcome
Welcome  to this core ACE module on Managing teaching and learning.

In the core ACE module on Understanding school leadership and management in
the South African context, you explored principles and values that inform
educational transformation in South Africa. In the other core modules you explore
various aspects of this transformation process, focussing on issues such as
leading and managing people, working with policy, and managing organisational,
physical and financial resources. This module focuses on the core business of
transforming schools, that of teaching and learning. The purpose of this module is
to enable you to acquire relevant knowledge and skills as well as to develop
appropriate attitudes and values in order to manage teaching and learning
effectively.

What this module is about
This module is about the management of teaching and learning. We begin by
exploring the school as a learning organization and promoting a culture of learning
and teaching, which is dedicated to constant renewal and improvement. We will
also tackle the issue of context, and will look at the ways in which the physical
environment of the school impacts on the quality of learning. This leads us into
an exploration of the challenges of effectively planning, implementing, monitoring
and evaluating a curriculum that needs constantly to change and reinvent itself in
line with the changing needs of a changing society. In particular, we focus on
what is required to improve teaching and learning in order to produce enhanced
learner outcomes. This paves the way for the identification and development of
the skills and processes needed to lead and manage effective teaching and
learning.

Module outcomes
By the end of the module you should be able to:
     Demonstrate the personal and professional qualities necessary for effective
      management of teaching and learning in the school as a learning
      organisation
     Create, manage and sustain a caring, disciplined and effective learning
      environment
     Manage the planning and implementation of teaching in a transformed
      learning school
     Monitor and evaluate teaching and learning in a transformed learning school
     Understand and be able to lead an effective programme of classroom
      observation
     Be aware of good teaching practice and arrange for it to be modelled in your
      school
     Understand and be able to apply relevant content knowledge for the
      evaluation and renewal of effective teaching and learning.
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         Learning time
         This module carries 20 credits. It should, therefore, take the average learner
         approximately 200 hours to successfully complete the module. The 200 hours
         includes contact time, reading time, research time and time required to write
         assignments. Remember that about half of your time will be spent completing
         practice-based activities in your school. This will often involve you in discussions
         with your colleagues. A more specific indication of time to be spent on each of
         these activities will be provided in each of the units that make up the Learning
         Guide part of the module, as well as in additional communications from your HEI.

         Link with other modules
         Managing teaching and learning is a core module. In the actual process of
         managing teaching and learning, you will find yourself needing to draw upon the
         work covered in all of the other core modules:
                 Understand school leadership and management in the South African
                  context
                 Lead and manage people
                 Manage organisational systems, physical and financial resources
                 Manage policy, planning, school development and governance
                 Language in leadership and management.
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	13. Leading and managing  a
    school as a learning
    organization
1.1 Introduction
    As a principal or prospective principal you are a leader and manager of your
    school, with a critical role to play in its ongoing development. Your focus should
    be to expect all the learners in your school to improve their knowledge and
    develop into the best people they can be, for the educators to teach and support
    the development of learners, and for the community to support the school in this
    quest. So, it is about the learners and your staff, not you.

    However, no school is a perfect environment and school managers need to focus
    centrally on teaching and learning as the main purpose of education, through
    becoming a learning organisation. The role of principals and other school
    managers is to adopt a critical perspective, constantly questioning how to
    improve teaching and learning in your school.

    In the other parts of this module the focus is on the detailed aspects on which
    school managers need to work in order to ensure an environment for effective
    learning such as how to evaluate this quest for improvement through professional
    performance evaluations, and what to focus on in the learning process (or details
    about the curriculum).

    Issues
    The unit will explore the following issues:
         What are the characteristics of a successful principal? What are their roles
          as managers and leaders with respect to teaching and learning?
         How do we identify a “good” school?
         How does a principal facilitate his/her staff and learners to be “better”?
          How does s/he lead? How does s/he manage?
         How would you (as principal) establish a “learning culture”?
         What is a learning culture?
         How do we create a learning culture?
         How do we facilitate learning? How does this process relate to the planning
          of a learning context in a school or learning organization?
         How does the principal help educators to develop innovative teaching?
         How does the principal support the professional development of the
          teachers and staff? To do so, how does a principal facilitate access to the
          required resources?
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         Learning outcomes
         By the end of this unit, you should be better able to:
                 demonstrate your personal qualities as an “instructional” leader;
                 demonstrate your management and leadership style to lead all stakeholders
                  involved in the teaching and learning at a typical “learning” school;
                 explore ways of how, and under which conditions, your learners learn best;
                 explore how to improve and relate your learners’ academic achievements to
                  the quality of your leadership and to the school’s learning culture;
                 indicate how your own achievements , your students’ achievements , and
                  your staff’s achievements are all supported by international research and
                  your collective research culture;
                 improve the current professional development plans (according to national
                  and provincial policies and guidelines).


         Recommended reading
         Harris, A. (2004), Distributed leadership and school improvement: leading or
         misleading? Educational Management, Administration and Leadership, 32 (1), 11-
         24.
         Leithwood, K., Day, C., Sammons, P., Harris, A. and Hopkins, D. (2006), Seven
         Strong Claims about Successful School Leadership, Nottingham, NCSL
         (www.ncsl.org.uk)
         Lumby, J. (1997), The learning organisation, in Bush, T. and Middlewood, D.
         (Eds.), Managing People in Education, London, Paul Chapman Publishing, 31-42.
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               1.2 Preparing yourself as a curriculum leader
                        In this section we will investigate your own personal views on leadership and
                        management at a school and then move on to developing a more collective view.

                           YOUR ROLE AND VISION AS A PRINCIPAL

                           Reflect on the following issues privately for your journal. Leave space to add to
                           this activity later.
                                1. What are your opinions about the issues faced by principals in schools
                                   today? State your country or regional context clearly. Explain/validate
                                   your opinions with examples from your experience. (Do not worry to
                                   validate your experience with other people’s knowledge at this stage;
                                   we will come back to this issue later.)
                                2. What is your vision/hope for teaching and learning at your school?

                           You may have written a lot in your own words, stating freely your opinions,
                           excitement about your job, and you may have included a few real frustrating
                           areas that concern you at the same time. Go back to your writing and mark
                           each statement as: Exciting! (with green pen); or, Concern! (with red pen).
                           This process of writing is a good starting point for a number of psychological
                           and learning reasons, such as stating to yourself where you are now and where
                           you want to go. After your learning we will come back to this exercise to
                           compare how you may have changed or not.



       1.2.1            Leadership qualities and strategies for instructional leadership
                        Instructional leadership may be defined as follows:
                                  ‘Instructional leadership focuses on teaching and learning and on the
                                  behaviour of teachers in working with students. Leaders’ influence is
                                  targeted at student learning via teachers’ (Bush and Glover 2002: 10).
                        Southworth (2002, 2004) prefers to use the term ‘learning-centred leadership’
                        and he argues that school leaders influence teaching and learning through three
                        main activities:
                               Modelling
                               Monitoring
                               Dialogue.

                        We shall examine each of these processes later in this module.

                        Southworth (2004: 78) adds that the influence of the principal on teaching and
                        learning takes three forms:
                             Direct effects – where your actions directly influence school outcomes.
                             Indirect effects – where you affect outcomes indirectly through other
                              people.
                             Reciprocal effects – where leaders affect educators and educators affect
                              leaders.
 


	16. |         16    |   ACE SML   |   MANAGING TEACHING AND LEARNING




               Indirect effects are the most common because principals and other managers
               work with and through others.

                   Drawing on Southworth’s three forms of influence above, give one example of
    1a             each type of effect. These may be based on your current practice or be an
                   example of an innovation you would like to consider introducing at your school.



    ± 30 min


                   Your examples will reflect your experience and may relate to existing, or
                   possible new, practice in your school. Our answers are:
                   Direct effects include your own practice as a teacher, and demonstrating (or
                   modelling) good practice to your educators.
                   Indirect effects include changes made by educators in response to your role in
                   monitoring teaching and learning, and providing constructive feedback.
                   Reciprocal effects arise from dialogue (see discussion above). In conversations
                   between leaders and educators, whether formal or informal, the exchange of
                   ideas leads to improved classroom practice.

               Leithwood et al (2006) are undertaking a major study of the impact of school
               leadership on student outcomes, for the English government. One of their early
               publications makes ‘seven strong claims’ about the impact of school leadership
               based on a comprehensive review of the international literature. These ‘claims’
               are shown below, with our comments (in italics):
                     1. School leadership is second only to classroom teaching as an influence on
                        pupil learning (so you can make a real difference to your learners).
                     2. Almost all successful leaders draw on the same repertoire of basic
                        leadership practices (see below for a fuller discussion of this repertoire).
                     3. The ways in which leaders apply these basic leadership practices
                        demonstrate responsiveness to, rather than dictation by, the contexts in
                        which they work (so sensitivity to context is vital but should not be an
                        excuse for poor learning outcomes).
                     4. School leaders improve teaching and learning indirectly and most
                        powerfully through their influence on staff motivation, commitment and
                        working conditions (see below for a fuller discussion of this issue).
                     5. School leadership has a greater influence on schools and students when it
                        is widely distributed (the more effective leaders there are, the greater the
                        potential impact on learning outcomes).
                     6. Some patterns of distribution are more effective than others (notably
                        when leadership influence is co-ordinated, for example within SMTs).
                     7. A small handful of personal traits explains a high proportion of the variation
                        in leadership effectiveness (the most successful leaders are open-minded,
                        flexible, persistent, resilient and optimistic).
 


	17. UNIT ONE    |   LEADING AND MANAGING A SCHOOL AS A LEARNING ORGANIZATION                 |       17        |




                        Basic leadership practices
                        Leithwood et al (2006) identify four leadership practices associated with
                        successful principals and other school managers. These practices are shown
                        below with our comments in italics:
                             Building vision and setting directions (what are the school’s purposes?).
                             Understanding and developing people (notably to improve staff motivation
                              and commitment).
                             Redesigning the organisation (for example, team building, delegating,
                              consulting and networking).
                             Managing the teaching and learning programme (including staffing the
                              teaching programme and monitoring performance).


                        Influencing staff motivation, commitment and working conditions
                        According to Leithwood et al (2006), successful school leaders have strong
                        positive influences on staff motivation, commitment and working conditions,
                        leading to enhanced classroom practices. Principals need to develop staff
                        capacity and capability, for example through professional development and
                        working in teams to identify and address challenges.
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          1.3 The context for school leadership
               The third of the seven ‘strong claims’ about successful school leadership refers
               to the importance of applying leadership learning to the particular context where
               leadership is practised. During the ACE programme, and particularly after you
               become a principal, making a systematic analysis of the specific school context
               will be a vital part of your role.

                   Reflect on the strengths and weaknesses of your school’s context. Identify
    1b             three factors that underpin and support effective teaching and learning. Also
                   identify three factors that inhibit or limit effective teaching and learning.



    ± 30 min


                   One of the challenges facing principals in many South African schools is to
                   work with stakeholders to overcome the problems arising from the school’s
                   context and to build on the supportive factors. Your analysis is bound to be
                   individual but you may wish to compare your list with those identified in the
                   eight South African township and rural schools studied by Bush, Joubert,
                   Kiggundu and Van Rooyen (2008). Their main points are shown in Table 1:


               TABLE 1: FACTORS SUPPORTING AND INHIBITING EFFECTIVE TEACHING AND LEARNING
               (ADAPTED FROM BUSH ET AL 2008)

               Factors supporting effective teaching              Problems inhibiting effective teaching
               and learning                                       and learning

               Lively and motivated learners                      Hungry and demotivated learners

               Committed and experienced educators                Demotivated and inflexible educators

               Supportive parents                                 Disinterested and/or illiterate parents and/or
                                                                  dysfunctional families

               Good classrooms                                    Overcrowded classrooms

               Good LTSM                                          Limited LTSM

               Committed managers                                 Lazy managers

               Good team work                                     Weak team work

               Effective learning in previous schools or grades   Ineffective learning in previous schools or grades

               Extra lessons to address learning deficiencies     No extra lessons to address learning deficiencies


               How do your responses compare with the factors identified by Bush et al (2008)?
               If your answers mostly match those in the left hand column, you have a good
               basis for effective teaching and learning. If your answers mostly match those in
               the right hand column, you need to develop action plans to address these
               problems. Successful leaders do not simply ‘accept’ negative factors but work
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                         hard to overcome them. One strategy for school improvement is to support
                         distributed leadership.




               1.4 Distributed leadership for effective teaching
                   and learning
                         Two of the seven ‘strong claims’ identified above relate to distributed leadership.
                         You were introduced to this concept in the core module Understanding
                         leadership and management in the South African context. This concept has
                         become increasingly important in practice, amid growing recognition that a single-
                         handed leadership model, involving the principal alone, does not produce
                         maximum benefits for the school. Distributed leadership is defined as follows:
                                    ‘Distributed leadership concentrates on engaging expertise wherever it
                                   exists within the organisation rather than seeking this only within formal
                                   position or role. Distributed leadership is characterised as a form of
                                   collective leadership in which teachers develop expertise by working
                                   together. In short, distributed leadership equates with maximising the
                                   human capacity within the organisation.’ (Harris 2004: 14)
                         In this model, the principal is not the sole leader, but is at the heart of a series
                         of interlocking teams, working together to improve the school and enhance
                         learner outcomes.

       1.4.1             The principal as part of the leadership team
                         Team-work is at the heart of a distributed leadership approach. The principal
                         needs to be a member of some school teams, and a coach to others. As such,
                         the principal is the catalyst for: improved student achievement, provision of
                         resources, and architect of improvement plans, assessor of progress, and reward
                         giver.

                            What leadership teams exist in your school? Use a broad definition of
  1c                        leadership in identifying these teams.




  ± 30 min


                            The most obvious leadership team in most South African schools is the School
                            Management Team (SMT). This body comprises all educators with
                            management roles – the principal, deputy principal(s) and heads of department
                            (HoDs). When the SMT is working well, it provides good potential for
                            generating and sustaining high quality teaching and learning.
                            However, this is not the only leadership team. Good HoDs organise their
                            educators into highly effective teams, sharing their expertise on their common
                            learning areas to improve teaching and maximise learner outcomes. There may
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                    also be informal teams designed to improve aspects of school life, for example
                    school sport.
                    Leadership teams may also exist beyond the professional staff of the school.
                    For example, the most effective school governing bodies (SGBs) also operate
                    as teams, with lay and professional stakeholders working together to improve
                    the school.


                Many ‘teams’ in South African schools do not operate effectively. Bush et al’s
                (2008) research on the management of teaching and learning (MTL) in eight
                schools in Limpopo and Mpumalanga shows that many teams were
                dysfunctional. They report that their respondents were often unable to make a
                clear distinction between the work of individual HoDs and the collective work of
                the SMT in curriculum leadership. Five of the eight SMTs (62.5%) have little
                impact on teaching and learning either because they rarely meet or because they
                don’t engage with teaching and learning issues. At two schools, the SMTs do
                have a formal role in managing teaching and learning while the principal at
                another school is planning a stronger role for the SMT from 2009.

                Bush et al (2008) conclude that, where SMTs operate successfully, they have
                great potential to improve classroom practice through HoDs sharing their ideas,
                developing school-wide policies and enacting consistent practice throughout the
                school. Only one of their eight case study schools comes close to this idealised
                model of the role of the SMT in instructional leadership.

                One of the principal’s central roles is to build the SMT into an effective force for
                school improvement.

                The principal may do this through one or more of the strategies identified below:
                            Use the team approach
                            Develop individual responsibility for collective gains
                            Reward people for successes
                            Build on successes and learn from failures
                            Examine and use a variety of models for self-development and team work
                             to improve teaching and learning through:
                                   o Peer coaching
                                   o Critical friends
                                   o New teacher/veteran partnerships
                                   o Action research teams or study groups.


                    FACTORS FOR SUCCESSFUL SCHOOLS
    1d
                    Read the following paper, noting the arguments and evidence used to support
                    the ‘seven strong claims’ for school leadership discussed above:
                            Leithwood, K., Day, C., Sammons, P., Harris, A., Hopkins, David. (2006)
                             Seven strong claims about successful school leadership. Accessed at
    ± 8 hours                http://www.ncsl.org.uk/media/767/B2/seven-claims-to-success.pdf
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                           This short paper summarises the international evidence on successful school
                           leadership. You should be aware that these leadership strategies are within the
                           grasp of all school principals and aspiring principals, including you! Remember
                           the authors’ distinctive comment that ‘there is not a single documented case of
                           a school turning around its pupil achievement trajectory in the absence of
                           talented leadership’ (Leithwood et al 2006: 5). We hope that this inspires you to
                           be an even better leader, so that your learners and educators can be motivated
                           to improve teaching and learning at your school.


       1.4.2            Teacher leadership
                        Distributed leadership often involves an emphasis on teacher leadership. This
                        concept recognises that individual educators, and educator teams, are able to
                        exercise leadership independently of the formal management roles exercised by
                        principals, deputy principals and HoDs. Teacher leadership may be regarded as
                        consisting of ‘teachers who lead within and beyond the classroom, identify with
                        and contribute to a community of teacher learners and leaders, and influence
                        others towards improved educational practice’ (Katzenmeyer and Moller 2001:
                        17).

                        Grant (2006) argues that teacher leadership is critical in the transformation of
                        South African schools:
                                  ‘ Given the inequalities that remain pervasive in the schooling system
                                  coupled with the range of new policies that require radical change in
                                  everyone of its systems, schools can no longer be led by a lone figure at
                                  the top of the hierarchy. The only way that schools will be able meet the
                                  challenges is to tap the potential of all staff members and allow teachers
                                  to experience a sense of ownership and inclusivity and lead aspects of the
                                  change process’ (Grant 2006: 514).

                        Grant (2006) identifies three factors likely to promote teacher leadership:
                               A collaborative culture with participatory decision-making and vision sharing.
                               A set of values, which assist in developing this collaborative culture.
                               Distributed leadership on the part of the principal and formal management
                                teams’ (p.521).

                        This final point is crucial and underlines the need for principals to empower their
                        educators to lead and manage teaching and learning effectively. Harris and Muijs
                        (2003) point to the need to broker and mediate relationships between colleagues,
                        for some surrender of power by senior leaders, who should be imbued with a
                        collaborative philosophy, and for a transformation of schools into professional
                        learning communities. This requires a substantial change of focus for many South
                        African principals (Bush and Glover 2008).
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                     How would you promote and develop teacher leadership in your school?
    1e               What barriers do you foresee in stressing this approach to leadership?




    ± 30 min


                     Different forms of teacher leadership have different positive activities and
                     outcomes. However, the principal needs to consider whether some or all of the
                     following enablers already exist or could be put in place.
                              A culture that is, or would be, supportive of distributed and teacher
                               leadership.
                              A clear commitment to this approach from the principal, the SMT and the
                               SGB.
                              Strong support for educator professional development.
                              A collective commitment to school improvement.
                              High levels of teacher participation and involvement.
                              Shared professional practice.
                              Recognition and reward for participants.


         1.4.3   Stimulating and motivating your educators
                 School principals have the overall responsibility for creating the conditions that
                 support effective teaching and learning, working with their SMTs and their
                 educators. Each school offers a unique challenge, and opportunity, in developing
                 and enhancing learner outcomes.

                     Read the case study. Answer the questions, making notes for your journal.
    1e                   1. How does this case description compare with the situation in your
                            school?
                         2. What advice can you, as a fellow principal, offer to Ms. Setlhako to help
                            her turn her school around into a successful learning school?
    ± 30 min             3. Write a similar case description of your own school. Ensure that your
                            case study makes one of your problems very clear.



                     Mbewu School
                     Ms Setlhako is the principal of Mbewu School. She was fairly happy with the
                     progress made by the school in recent months, but she remained worried.
                     As a manager, she was satisfied that the school had set up the necessary teams
                     to handle issues of governance, policy, finances, physical resources, staff
                     development, communication and school development. In addition, there were
                     various teams involved in curriculum planning and monitoring, the management
                     of assessment, and the support of learners with particular learning needs. She
                     also made sure that somebody from the school attended all the training
                     workshops and discussion forums that were communicated via the circuit office.
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                           Those teachers who attended the meetings always had to report back on what
                           they had learned at the next staff meeting and write a report to the school
                           management.
                           As a leader, Ms Setlhako remained concerned, however. Despite the fact that
                           the staff participated in teams, the teams met irregularly and no minutes of their
                           meetings were available, neither were action points shared or followed up. Even
                           if these were available, really nothing much changed. It felt to Ms Setlhako that
                           in many ways they were simply ‘going through the motions’. The group
                           discussions following training were superficial and not too frequent, people
                           finding little time or energy to get excited about it. Reflection on practice was still
                           very limited and she was unable to see how critical reflection changed the
                           practical situations; change based on reflection remained a rare occurrence. Her
                           staff seemed willing to cooperate and would normally try to implement
                           suggestions or changes that she suggested, but they seemed not really to
                           engage with issues, suggest new things, or implement change. In fact, they
                           seemed somehow jaded, “tired”, and functioned in what she thought of as
                           ‘survival mode’ rather than as the impassioned innovators that she had hoped to
                           nurture. She felt that the school needed to rediscover a sense of purpose and a
                           passion for learning. What can she do?

                           There are no ‘right’ answers to the question; we want you to think about Ms
                           Setlhako’s particular situation in order to help you to engage with issues of
                           innovation and self-evaluation at your own school. Many schools are like
                           Mbewu School - the staff simply ‘go-through-the-motions’ and they drift from
                           day to day - conforming, rather than transforming. Fundamental to addressing
                           the kind of staff malaise experienced by Ms Setlhako at Mbewu School is the
                           need to proceed from an understanding of the situation in which staff find
                           themselves. If you understand their lack of enthusiasm, perhaps you can
                           engage with them in a more appropriate and sensitive way. Your suggestions
                           could include the following:
                                   How many sessions for reflection will make it “regular” enough?
                                   What are the staff focussed on; their classrooms, extracurricular activities,
                                    stressful events, discipline?
                                   How are staff valued for, and required to, improve or change, or not?
                                   How are staff held accountable for the performance of their learners?
                                   How are staff supported in their own development?

                       How will the rest of the staff react to new developments; as a nuisance, or as a
                       welcome innovative solution?

                        The Department of Education, teacher unions, parents, learners and other stake-
                        holders need to work together in the interests of effective learning and teaching.
                        The principal must be able to communicate with the school community. S/he
                        should model, mentor, organise and coordinate as necessary in meetings with
                        these stakeholders.

                        Some leadership and management thinkers maintain that the road to great
                        leadership and management involves the following:
                               Challenging the process
                               Inspiring a shared vision
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                 Enabling others to act
                 Modelling the way and
                 Encouraging the heart.

         However, the ability to affect these kinds of processes will be helped or hindered
         by the endemic culture of the school. So, how ready are your school stakeholders
         to truly embrace the kind of transformational change envisaged by policy? Does
         the culture of your department and school support transformation?
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               1.5 Establishing a learning culture
                         Culture can be thought of as "the way we do things around here". Culture is
                         complex and includes attitudes, behaviours and routine practices. It may be
                         defined as follows:
                                   ‘Culture relates to the informal aspects of organisations rather than their
                                   official elements. They focus on the values, beliefs and norms of
                                   individuals in the organisation and how they coalesce into shared
                                   meanings. Culture is manifested by symbols and rituals’ (Bush and
                                   Middlewood 2005: 47).
                         The culture of a school may not facilitate school improvement and may serve to
                         inhibit change. One of the most difficult tasks of a change agent, is to encourage
                         stakeholders to understand the school's culture and the way in which it may be
                         counter-productive to effective schooling. An established culture often involves
                         long-held beliefs and values, levels of comfort and resistance to change.
                         One of the distinctive features of South African schools is that principals, other
                         managers and HoDs often remain in the same school for many years. This gives
                         them familiarity with the context but also means that they are not exposed to
                         ideas from other schools. Bush, Joubert, Kiggundu and Van Rooyen’s (2008)
                         research in Mpumalanga and Limpopo shows that staff are often in the same
                         school for more than twenty years.
                                   ‘Most staff are highly experienced with many years as leaders or
                                   educators in the case study school. Such experience is valuable in
                                   providing deep understanding of the school and its context but it is
                                   evident that it also contributes to a lack of innovation and to a certain
                                   fatalism about the academic prospects for learners in these schools’ (Ibid:
                                   43).
                         Bush et al (2008: 82) add that ‘there is little evidence of a structured approach to
                         the management of teaching and learning’ in these schools. They also note that
                         some of their case study schools are still not teaching according to the
                         requirements of the National Curriculum Statement (NCS), several years after it
                         was introduced, suggesting a culture of non-compliance.

                         Dimmock and Walker (2002) distinguish between societal and organisational
                         culture:
                                   ‘Societal cultures differ mostly at the level of basic values, while
                                   organisational cultures differ mostly at the level of more superficial
                                   practices, as reflected in the recognition of particular symbols, heroes and
                                   rituals. This allows organisational cultures to be deliberately managed and
                                   changed, whereas societal or national cultures are more enduring and
                                   change only gradually over longer time periods’ (Ibid: 71).
                         Because of the legal separation of communities in the Apartheid era, South Africa
                         has many societal cultures, reflected for example in the eleven official languages.
                         These cultures have changed little since the first democratic elections in 1994.

                         School cultures change more readily than societal cultures but such
                         transformation remains difficult, particularly where, as noted above, staff work in
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               the same school for many years. Bush and Middlewood (2005: 55) refer to the
               appointment of new staff as a way of shaping culture but add that ‘the
               established staff, and inertia, may still ensure that change is highly problematic’.
               Barriers to change include:
                         Staff wanting top-down change and not ‘ownership’.
                         ‘We’ve always done it this way’.
                         Individual reluctance to challenge the prevailing culture.
                         Staff blaming children’s home background for examination failure.
                         Personality clashes, personal agendas and fractured interpersonal
                          relationships.
                        (Reynolds 1996: 153-154).


                   Reflect on the barriers to change identified by Reynolds. Which of these factors
    1f             are relevant in your school? What can you do to overcome such barriers? Enter
                   these problems, and your possible solutions, in your journal.



    ± 30 min


                   Top down change is an endemic feature of South African education. National
                   and provincial departments promulgate change, which is passed down to
                   schools for implementation. Many principals, managers and educators now
                   accept this as ‘normal’ and find it difficult to innovate. Change is also inhibited
                   by people who are comfortable with working in a particular way and find
                   innovation threatening. Even staff open to innovation are reluctant to upset
                   colleagues by demanding change.

               Bush et al (2008) found widespread evidence of educators, HoDs and principals
               blaming learners, their parents, and their difficult home backgrounds, for poor
               results in their eight township and rural schools. They also report that fractured
               interpersonal relationships often make effective team work impossible.

               Overcoming such attitudes has to begin with you! Examine your own values and
               think what could be done to improve your school, and learner outcomes. When
               you have done this, consider how best to influence your colleagues to accept,
               and even welcome, change. There are three circumstances in which culture may
               be subject to rapid change:
                     When the school faces a crisis, such as very bad results, falling learner
                      numbers or a bad inspection report.
                     When the leader is charismatic, commanding trust, loyalty and
                      commitment.
                     When the principal succeeds a very poor leader. Staff will be looking for a
                      new sense of direction.
                        (Adapted from Hargreaves 1999: 59-60).

               Because South African principals often serve the same schools for several
               decades, the third bullet point may not apply, and not every leader can be
               charismatic. Bush et al (2008) report that a ‘crisis’ at their school B, falling matric
 


	27. UNIT ONE    |   LEADING AND MANAGING A SCHOOL AS A LEARNING ORGANIZATION                        |     27         |




                        results and provincial DoE intervention, led to the acceptance of a classroom
                        observation programme that had been previously rejected by educators.

       1.5.1            Defining a ‘learning culture’
                        Every learning organization has its way of operating which impacts on the identity
                        of the school. The order of the school, the management style and the appearance
                        says a lot about the culture of the school. You could call these the ‘artefacts’, or
                        clues, about the school's culture. They could have to do with noise level, with
                        punctuality, with lesson preparation, with uniform, with the state of repair of the
                        school, with the vision and mission of the school, and so on. They are observable
                        signs of the school's way of life. You need to be very careful not to jump to
                        conclusions about these artefacts. Just because there is a constant buzz of
                        talking from classrooms does not mean that there is no discipline. Your
                        interpretations need to be based on careful observation.

                        The management and leadership staff and structures in a school need to nurture
                        and facilitate a culture of learning. Establishing a general learning culture is
                        essential to the transformation of the school into a learning organisation.


                           AIM: To determine the prevailing culture in your school
  1g
                           Distribute the following questionnaire among 5 staff members to complete.
                           You, as leader, should also complete the questionnaire. When you have
                           completed it, each person should calculate a score for sociability and solidarity.
                           Following the investigation, call a meeting with the five other respondents to
  ‚ 60 min                 consider the results. Write a short report in which you include an action plan to
                           improve the culture of your school.


                        Judge the following in terms of the situation in                 LOW   MED   HIGH
                        your school                                                       1     2      3

                        SOCIABILITY

                        People try to make friends and keep their relationships strong

                        People get along very well

                        Our group often socialise outside the work place

                        People here really like one another

                        When people leave our group, we try to stay in touch

                        People do favours for others because they like each other

                        The people in the group often confide in one another about
                        personal matters
                                                                               SCORES

                        SOLIDARITY
                        The staff of our school understands and shares the same
                        objectives
                        Work gets done effectively and productively
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            Judge the following in terms of the situation in                LOW     MED     HIGH
            your school                                                      1       2        3

            The management of our school takes strong action to address
            poor performance

            Our collective will to win is high

            When opportunities for new challenges and advantage arise, we
            move quickly to capitalize on them

            We share the same strategic goals

            We know who the competition is.

                                                                SCORES



                High scores (14+) are an indication of a positive culture where staff maintain
                good relationships and work collectively to improve the school. Low scores (10)
                suggest a negative culture, where relationships are moderate or weak, and
                staff do not work collectively to improve the school. If the six responses vary
                significantly, this might be an indication of sociability and/or solidarity varying in
                different parts of the school or be a product of varying, and perhaps conflicting,
                sub-cultures based on departments or learning phases. Such differences might
                also lead to ‘within-school variation’ in learner outcomes (see unit 3).
                Whatever the outcomes, staff need to work collectively to maintain or enhance
                the school’s culture.


    1.5.2   Being responsible for creating a learning culture in a school
            The principal is responsible for building a culture of mutual respect, collaboration,
            trust and shared responsibility and for developing and supporting school
            communities of practice for continuous learning. South Africa is faced with
            transformation issues such as the Language of Learning and Teaching (LOLT),
            and Religion in Education policy requirements, which are directly affecting
            schools. The parents through the SGB decide upon the LOLT and other issues,
            and it is the duty of the principal to encourage SGBs to be familiar with the
            Departments’ policies.

            Bush and Glover (2008) say that producing profound changes in teaching and
            learning requires a cultural shift so that all school stakeholders understand the
            reasons for such changes. Southworth (2004: 85) stresses that ‘the kind of
            culture we need in schools today’ is characterised by collaboration and shared
            leadership. Successful learning cultures feature professional dialogue, with
            teachers and school leaders sharing their experiences, within and beyond their
            classrooms.

            Within South Africa, Motala and Pampallis (2001: 75) stress the need to
            ‘foreground teaching and learning’. They add that:
                           ‘The achievement of a quality education continues to be an enormous
                          challenge in South Africa. The restoration of a culture of teaching and
                          learning becomes increasingly urgent’ (p.76).
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                        Deventer and Kruger (2003) write that one of the major problems facing principals
                        is the creation of a sound culture of teaching and learning in which effective
                        teaching can take place. Based on research in two schools, they argue that lack
                        of discipline, low educator morale and other educational problems contribute to
                        poor matric results and other weak educational outcomes.

                        Coleman (2003: 145) considers the importance of developing supportive cultures
                        for teaching and learning. ‘Promoting effective learning and teaching and
                        encouraging a culture of learning have wide implications for those involved in the
                        management of schools. These include specific aspects of staff development, for
                        example, examining the nature of learning and the range of learning styles and
                        considering what these mean for classroom teachers and their teaching styles’.

                        Motshana (2004) carried out a survey of educators in the Mpumalanga province.
                        He concludes that effectiveness depends on positive school climate and school
                        culture. This means the ways in which schools determine and manage
                        relationships between teachers and learners, and the impact that this has on the
                        practices within the organisation and the ‘way we do things here’.
                        Changing school culture has to be a deliberate process, intended to achieve
                        specific results such as enhanced learner outcomes. Culture is usually deeply
                        embedded and is difficult to shift. As we noted above, most South African
                        educators have substantial experience in the same school and are used to
                        working in a certain way. It often takes an external stimulus or threat to produce
                        new patterns of working (see Hargreaves’ comments above).

       1.5.3            Leading the school as context and workplace
                        The school as a workplace has certain distinctive characteristics. The educator’s
                        “clients” are the learners; but, unlike the clients of most professionals, they are
                        learners that are forced to be in attendance in large groups (rather than as
                        individuals) while under the professional control of the educator over an extended
                        period.

                        Another distinctive feature of teaching is that the goals are broad and diverse and
                        capable of being addressed in different ways. The goals that society expects of
                        education, or that educators set for themselves, including the need to maximise
                        the full potential of all learners, are seldom fully achievable. Therefore, in a sense,
                        the educator’s work is seldom done and his/her professional competence may be
                        difficult to assess.

                        The school as a workplace has undergone considerable changes. It has become a
                        much more open system, that is, its internal activities are more directly shaped
                        by its environment. As a result of social and political change, the environment has
                        become much more challenging. The school increasingly has to justify its place in
                        society and account for the resources that it consumes. The educator’s role has
                        undergone a similar change as a result of the greater influence of factors outside
                        the school on what happens in individual schools and classrooms.
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          1.6 Developing plans to manage and lead
                    School improvement plans, or development plans, generally include a sequence
                    of activities beginning with a needs assessment or situational analysis, followed
                    by planning, implementation or action, and evaluation, leading to a further
                    development cycle.


                         ESTABLISHING SCHOOL NEEDS COLLABORATIVELY
    1a                   Answer the questions in the checklist below (table 2). Think in all cases about
                         your own school. As an individual, reflect on the picture that emerges. Try to be
                         as objective and honest in your responses to the checklist as you can.

    ± 60 min



                    TABLE 2: NEEDS ANALYSIS FOR WAYS OF LEADING AND MANAGING (ADAPTED FROM
                    EMERGING LEADERSHIP PRACTICES (2001), STINNETTE, L.J AND PETERSON, K.)


         WAYS OF LEADING AND MANAGING                              ALWAYS    OFTEN   SOME-   NEVER     STEPS FOR
                                                                                     TIMES           IMPROVEMENT

                                                                       (3)    (2)     (1)     (0)

         Do we (as SMT2) articulate our shared purpose
         and vision of learning?

         Do we protect a learning vision and make it
         visible?

         Do we communicate our values and mission in
         the things we do, how we spend our time, and
         what we consider important?

         Do we all take collective responsibility for
         school practices, safety, health, and discipline?

         Do we embody “power through” (no “power
         over” people)?

         Do we use (a) alternative punishment (not
         corporal/body punishment) and (b) positive
         rewards?

         Do we facilitate, guide, and/or coach others to
         adopt practices that advance the performance
         of our learners (academic and social)?

         Do we provide social support for high
         achievement (learners, staff)?

         Do we communicate a passion for learning
         (and challenge ineffective practices)?


                    2
                        SMT means School Management Team
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           WAYS OF LEADING AND MANAGING                                ALWAYS    OFTEN   SOME-   NEVER         STEPS FOR
                                                                                         TIMES               IMPROVEMENT

                                                                           (3)    (2)     (1)     (0)

           Do we support research-based risk-taking and
           innovative practices?

           Do we have discussions and inquiry about
           practices?

           Do we share information and research?

           Do we attempt to solve problems
           collaboratively/together?

           Do we use multiple approaches and solutions
           or rely on single answers from past practices?

           Do we consider a variety of points of view for
           solving important problems?

           Do we make decisions that are consensual and
           inclusive?

           Do we provide formal and informal ways for
           staff or learners to raise and/or solve
           problems?

           Do we ensure an accepted learning system to
           make learning focussed and clear?

           Do we expect teachers to keep the focus on
           learning?)

           Do learners acquire essential skills and
           knowledge at sufficiently high levels?

           Do we engage learners actively in sense-
           making events?

           Do classroom practices develop values,
           thinking skills and appropriate memorization of
           concepts and skill?

           Do classroom practices provide opportunities
           to apply and use knowledge in a variety of
           contexts?

           Do we support learners to be responsible for
           their own learning outcomes?

           Do we use a variety of learning experiences
           and styles (such as cooperative/group learning
           and independent work, with or without
           competition)?

           Do we have interdisciplinary learning in the
           curriculum?

           Do learning experiences in our school
           incorporate out-of-class resources (from visits,
           trips, experiences, practical work, the Internet,
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    WAYS OF LEADING AND MANAGING                                ALWAYS    OFTEN   SOME-   NEVER     STEPS FOR
                                                                                  TIMES           IMPROVEMENT

                                                                    (3)    (2)     (1)     (0)

    business)?

    Do we find the time, resources, and support
    for professional development to improve our
    teaching and learning?

    Do we share our new learning, successes, and
    failures (model life-long learning)?



                     This exercise provides a valuable means of establishing the school’s current
                     position, prior to introducing change. If your responses are mostly negative, you
                     have to think about how you will be able to introduce and sustain innovation to
                     bring about improvement. Asking other managers and your educators to
                     complete the exercise too would be a helpful starting point. Schools operate in
                     different contexts and different people interpret the strengths, weaknesses,
                     opportunities and threats of this context differently.
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               1.7 Concluding remarks
                        In this unit we explored the notion of the school as a learning organisation
                        promoting a learning culture. By reflecting on our own experiences, we realised
                        that staff will need support in developing the kind of critical reflection that makes
                        ongoing professional learning possible. We suggested that staff meetings should
                        focus as much on key learning and teaching issues as they do on administrative
                        matters. However, as we have seen, there are many other factors that have an
                        impact on the quality of teaching and learning in a school and which need to be
                        managed.

                        The notion of the school as a learning organization constantly engaged in critical
                        reflection on its practices and achievements is as important in the supporting
                        elements as it is in the central processes of teaching and learning.

                                  In order to continue to be relevant and to develop, the school needs to
                                   become a learning organisation.
                                  This means developing a learning culture and that presents particular
                                   challenges when working with experienced professionals.
                                  We looked at the nature of the school as a workplace and the tension
                                   between professional and organisational needs.
                                  We considered the notion of distributed leadership and how management
                                   has become a shared activity.
                                  We observed that schools and classrooms are much more open than in
                                   the past and increasingly need to be able to account for the resources
                                   that they use.
                                  Finally, we emphasized the need for continuous conversation and the
                                   asking of critical questions about core teaching and learning issues.
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	37. Plan and implement  a
    curriculum

2.1 Introduction
    Unit 1 dealt with general teaching and learning management issues, with a major
    focus on how our understanding of learning impacts on how we teach and how
    we manage teachers. We also examined the cultural factors underpinning the
    management of teaching and learning. In this unit, we focus on the curriculum
    and how it needs to be managed.

    Unit 2 comprises five sections as follows:
         The concept of curriculum (national and international perspective on
          curriculum management), the aims and values underpinning it, the school
          environment, learning teams for curriculum implementation (Whose
          curriculum gets into the classroom? The hidden curriculum.)
         The impact of organisational structures and procedures on curriculum
          delivery at classroom level
         An overview of the NCS
         Curriculum data collection and management (Benchmarking, Learner
          records (and reporting)). Analysing and interpreting data on the curriculum.
         Learning and Teaching Support Materials (LTSMs).

    Learning outcomes
    By the end of this unit you should be able to do the following:
         Demonstrate the understanding to manage a process for planning teaching
          and learning that promotes responsive, effective and creative approaches
          and is in line with National policy
         Understand how to deploy staff for teaching and learning based on sound
          pedagogical and human resource principles
         Understand the main principles and content of the NCS
         Show ability to manage the development of timetables that ensure effective
          use of time and support the goals of the curriculum
         Show understanding of how to manage learner assessment ethically and
          fairly, and in a manner that links curriculum and assessment policies
          effectively
         Ensure that detailed records and (reports) of learners’ work and
          performance are maintained, analysed and used for planning, problem
          solving and development
         Explain how to develop and manage strategies to ensure that all learners,
          whatever their background or special needs, are supported to achieve their
          potential
         Manage co- and extra-curricular activities in ways that involve and motivate
          staff and ensure that learners receive a rounded educational experience
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                     Prioritise, implement and monitor the deployment of physical and financial
                      resources for the delivery of teaching and learning based on agreed
                      principles
                     Justify the teaching practices at your school in relation to learning theory.

               Recommended readings:
               NCS policy documents.
               Hoadley, U & Jansen, J. with Gultig, J. & Adendorff, M. (Eds) 2002. Curriculum:
               from Plans to Practices. Learning Guide and Reader. Cape Town:OUP/Saide. (A
               new edition should become available during 2009.)
               Moll, I., Bradbury, J., Winkler, G. with Tshule, M. Van Voore, M., Slonimsky, L.
               and Gultig, J. (Ed). 2001. Learners and Learning. Learning Guide and Reader.
               Cape Town:OUP/Saide. (see www.saide.org.za )


                   CURRICULUM AS PLAN AND PRACTICE
    2a             Read the case study and then answer the questions. This activity will prepare
                   you for the ideas discussed in this unit.
                        1. What is the formal curriculum offered in the foundation and intermediate
                           phases at Mbewu and is it appropriate?
    ± 45 min            2. According to these records, what is the main criterion for promotion in
                           the foundation phase at Mbewu? Is it appropriate?
                        3. Is the overall performance in the foundation phase improving, declining
                           or staying about the same?
                        4. Compare the Grade 3 promotion figures and the Grade 6 enrolment
                           figures and comment on anything that strikes you about these figures.
                        5. Comment on the performance trends in the intermediate phase at
                           Mbewu. What are the key problem areas and what do you think could
                           be done about them?
                        6. Is Mbewu performing adequately? Why do you say this?
                        7. What recommendations would you make to Ms Setlhako on the basis of
                           the evidence presented in this case study?


                   Case study
                   Ms Setlhako, the principal of Mbewu school, was worried. All her teachers had
                   now been through NCS training and the school had set up curriculum planning
                   teams. Most of these teams were functioning, although there still seemed to be
                   some problems between the Grade 5 teachers, Nono and Rachel, and the new
                   teacher, Mr Van der Merwe, was still settling into the school and sometimes
                   ruffling a few feathers in the process.
                   Despite the common curriculum and training and the increasing use of team
                   planning, what was actually happening in the classroom seemed to vary
                   considerably from teacher to teacher. Some classrooms still seemed to operate
                   on very traditional lines with desks in rows, a lot of textbook-based individual
                   work and very little student work on display while other classrooms seemed
                   designed for group work with the walls covered in posters, newspaper cuttings
                   and student work. Some classrooms were often very quiet while others were
                   often very noisy and at times appeared chaotic. There also seemed a lot of
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                           inconsistency about assessment. Some teachers seemed to set homework tasks
                           almost every day and had assessment records with literally pages of marks for
                           each learner and other teachers seemed rarely to set homework and it was
                           difficult to see how they came to the conclusions they did in learner reports
                           based on the 2 or 3 marks and comments in their assessment records. She had
                           also noted that Rachel tended to assess performances in a narrow range focused
                           on Moderately Achieved to Achieved whereas Nono tended to cover the full
                           spectrum of achievement.
                           Ms Setlhako was also worried about the overall performance of the school.
                           After considering the school’s overall performance for the past three years, she
                           could not decide whether things were getting better or not. She decided that she
                           needed to put a team together to analyse the school’s performance and make
                           substantive recommendations for improvement with clear goals for the next
                           three years.
                           The school’s overall performance at two key exit points is summarised in the
                           following table:



       Mbewu School
       Grade/learning area                            2004              2005             2006

       Grade 3 enrolment                              160               174              183

       Literacy                                       O: 17             O: 18            O: 11
                                                      A: 80             A: 75            A: 77
                                                      PA: 47            PA: 55           PA: 64
                                                      NA: 16            NA: 26           NA: 31

       Numeracy                                       O: 10             O: 11            O: 11
                                                      A: 35             A: 35            A: 37
                                                      PA: 63            PA: 70           PA: 104
                                                      NA: 52            NA: 58           NA: 31

       Life skills                                    O: 33             O: 36            O: 49
                                                      A: 102            A: 107           A: 105
                                                      PA: 18            PA: 19           PA: 15
                                                      NA: 7             NA: 12           NA: 14

       Overall promotion                              144               148              152

       Overall retention                              16                26               31

       Grade 6 enrolment                              124               126              130

       Language (HL)                                  120/124 MA+       121/126 MA+      124/130 MA+

       Language FAL/LOLT                              92/124 MA+        93/126 MA+       98/130 MA+

       Mathematics                                    54/124 MA+        48/126 MA+       65/130 MA+

       Natural Sciences and Technology                52/124 MA+        50/126 MA+       63/130 MA+

       Social Sciences and EMS                        98/124 MA+        115/126 MA+      119/130 MA+

       Life orientation and Arts and Culture          116/124 MA+       120/126 MA+      122/130 MA+
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         Key: O = Outstanding; A = Achieved; PA = Partially achieved; NA = Not achieved
         and MA = Moderate achievement


             The foundation phase curriculum comprises three learning programmes –
             literacy, numeracy and life skills – while the intermediate phase programme
             consists of six learning programmes in which languages and mathematics are
             treated separately and the other three learning programmes comprise
             combinations of learning areas. This is in line with the 2002 policy document.
             Given the limited classroom space and staffing at Mbewu, combining learning
             areas seems to be an appropriate strategy.

             We note from the table that Mbewu seems to make literacy the sole basis for
             promotion, as the retention figures exactly reflect the NA figures for that
             learning programme. At Mbewu, learners would seem to be promoted even
             though they might not have achieved at the required level in the other two
             learning programmes. This raises questions about the interventions made in
             earlier grades, as it became apparent that some learners were not achieving
             well, and the remedial support offered after promotion to try to address the
             outstanding gaps. It also raises questions about the evidence on which these
             decisions are based. Mbewu will need to keep a close eye on national and
             provincial developments and guidelines regarding assessment and promotion.
             Performance in the foundation phase is declining as a larger proportion of
             learners each year is getting a partial or ‘not achieved’ rating. It should be noted
             that overall enrolment has increased each year despite the fact that the school
             has inadequate classroom space.

             The increasing overcrowding of the classrooms may well be a key contributing
             factor to the declining performance in the foundation phase.

             The figures for learners completing Grades 3 and 6 are quite similar. Unless
             Mbewu has a significant enrolment from other schools, this could indicate that
             the school is effective at retaining its learners despite the challenges that it
             faces.

             The proportion of learners achieving moderately or above is fairly consistent
             from year to year. Mathematics and the combined Natural Sciences and
             Technology are clearly key problem areas for Mbewu to address. A more
             detailed analysis of assessment records could indicate specific concepts or
             Assessment Standards that are proving problematic and these could be the
             focus of a more intensive planning effort within the school and, perhaps, the
             focus of possible inter-school support within the cluster.

             Ideally, of course, we would like to see all learners being successful and
             achieving the required Learning Outcomes and Assessment Standards. Where
             this is not the case, we would want to see that schools are identifying the
             problem areas, setting themselves reasonable improvement targets,
             implementing new strategies, and monitoring and evaluating these
             interventions on a continuous basis. This is a critical aspect of managing
             teaching and learning and explains why the school needs to have a dedicated
             School Assessment Team and why the promotion of continuous professional
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                           development should be a key focus of the School Development Team.
                           The fact that the school’s overall performance in the foundation phase is
                           declining, and that there is no evidence of improvement in the intermediate
                           phase over the three years for which figures are available, suggests that Ms
                           Setlhako has good reason to be concerned. The fact that she has recognised
                           this for herself is a very encouraging sign. Her idea of establishing a team to
                           undertake a more thorough investigation is a good one. She needs a more
                           detailed and systematic analysis of the trends and she needs to be able to
                           identify the key problem areas so that these can be addressed in the school’s
                           improvement planning. Some benchmarking against the performance of other
                           similarly positioned schools in the cluster would help the Mbewu team to set
                           themselves realistic improvement targets and timeframes.

                           As Ms Setlkako has observed, the curriculum as planned and what actually
                           happens in practice do not necessarily correspond.
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