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ABSTRACT

This single case study looked at the experiences of the School Management Team (SMT)
within one National Strategy for Learner Attainment (NSLA) School in the Umlazi District in
KwaZulu-Natal. The school in this study attained the NSLA status ay®or peformance

in the National Senior Certificate (NSC) examination, hence the study focused specifically at
the experiences of SMT members in trying to improve the NSC results. My study makes a
significant contribution towards the improvement and developmemMiSLA Schools in

South Africa who are struggling to meet the demands of the Department of Basic Education

and trying to achieve the minimum standards in the NSC examinations.

A qualitative research design was employed for this study which was located thie
interpretivist paradigm. One NSLA secondary school was chosen with its school management
members comprising of the principal, and four heads of departments, through purposeful
sampling. A thorough review of both local and international literattas conducted on the
School Management Teams within underperforming schools, and specifically, NSLA Schools
in South Africa  Kur t L e whamgktlseory(aridd@he Badership for learning theory
formed the theoretical frameworks for this study. Basetherdata that was analysed, these

were the key findings of this study:

The roles and responsibilities of the SMT within the NSLA School differs from other schools
based on an overload of management duties and administration related directly to the grade
12 learners and the improvement of the NSC results. The SMT in the NSLA School engage
in in-depth analysis and problem solving strategies to improve the NSC results. Most of the
management duties of the SMT revolve around the grade 12 learners and rif@ituco

which has impacted on their instruction time and resulted in stressful working conditions. The

SMT also manage serious discipline problems on a daily basis and are subjected to violent



learner behaviour and those learners who have drug relatelémps In trying to overcome

some of the challenges that this NSLA School is currently facing, the SMT plans regular
grade 12 intervention classes and host parent meetings. The SMT provide learners with
support in the form of mentorship and nutrition fbode learners that are affected by the
sociaeconomic ills of the community which they comenfroThe SMT dead with a host of
negative factors that seem to have contributed to the poor NSC pass rates and also low morale
and frustration. The SMT of the subl hold the progression policy accountable for the mass

of learners who get to grade, Bt fail because they are not ready. The Department of Basic
Education, besides monitoring and evaluating the SMT, provide very little support to improve
the NSC resits of the NSLA School. The SMT have also not received specialised training
from the Department of Basic Education to equip them for the challenges they currently face

in the NSLA School.

Based on the research findings, the study makes two recommendatengecommendation
is proposed to the SMT of the NSLA School while the other is directed towards the
Department of Basic Education, both with the aim of improvingrnier academic

performances the NSC examinations.
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CHAPTER ONE
ORIENTATION TO THE STUDY

1.1 Introduction

This study aimed to examine the experiences of the School Management Team (SMT) in
trying to improve the National Senior Certificate (NSC) results within the context of a
secondary school that has attained below a 60 % pass rate in the NSC examiestilimsg)

in the school being classified as a National Strategy for Learner Attainment (NSLA) School
by the Department of Basic Educati@BE). This first chapter is an orientation to the study

in which | have outlined the background of the stueiplain he statement of the problem,
providad a rationale fothe study, explaied the significance of the studgnd statedhe
objectives of the study and the research questidhs. delimitations of the study are

discussedand the structure of each chapteouslined.

1.2 Background of the study

Significant international tests that South Africa participates in ar@réeds in International
Mathematics and Science Stu@iyiMSS), Progress in International Reading and Literacy
Studies(PIRLS), andSouthernand Eastern African Consortium for Monitoring Education
Quality (SACMEQ) all of which South Africa has shown no improvement (Spaull, 2013). Of
even greater concern is the poor performance of learners in the National Senior Certificate
(NSC) examination. flere hae been growing concerns of accountability related to the NSC
results. The NSC examination has become a hallmark of the South African education system.
Furthermore, the involvement of the various newspapers which publish the NSC results
creates awaness amongst the general public and not just people from within the South
African education system (Spaull, 2013). The poor performance of learners in the NSC

examination has raised great concerns both educationally and publically.

While the national p&s rate has raised growing concerns from various stakeholders annually,
the schools that receive the most attention and reprimand are the underperforming schools in
the country.The National Strategy for Learner Attainment (NSLA) framework was designed
sokely for underperforming secondary schools in South Africa who had attained below 60%
pass rate in the final NSC exam. The Department of Education (2007) designed the NSLA
framework made up of strategies, interventions, and monitoring and evaluation pegcedu

which are both short and loAagrm with the aim of improving leaner achievement in



underperforming secondary schodis.the forefront of learner achievementle SMT who

are accountable for improvement in NSLA Schodlsee SMT of NSLA Schoolgteract with
learners in Grade 12 in various aspects related to the improvement of the NSC results. During
their interaction they experience wide range of factors related to underperformance in the
Grade 12 results within the context of the NSLA School.

1.3 Rationale for the study

As a cowriter of a chapter in a book that is a University of KwaZNhtal project related to
teachers work in a NSLA school, | noted that the NSLA context has provided a unique
research context as there is a paucity of literature on NSLA schbdlstwidelysaccepted

that the South African education system is not performing as well as it should be, thereby
constraining the production of skilled people and, ultimately economic growth and national
devel opment” ( KAcoodliag to BRdysiek 2009, .p4308), the SMT is
responsible for the professional management of the school which include all activities that

support teaching and learning.

| decided to conduct this research with the aim of gaining a perspective from school
management regarding NSLA Schools. Being a matric educator for many years in a NSLA
context and having to endure the pressures of accountability from DBE has drawn my
attention to this research study. Having taught in elite schools which have attained pass rates
of 100%, | have been placed in a contrasting situation of having to teach in a NSLA school
for the past three years with no change taking place thus far. | haarvaishat the SMT in

NSLA schools not only perform different functions, but also share different and unique
experiences in their attempts to improve their NSC results. The NSLA is also a phenomenon
that is unique to underperforming schools only, and lgpagimg in this research, the world of
academia will get a new perspective from the SMT because of the context of the schools in

this study.

1.4 Statement of the problem

Given the poor academic achievement in the NSC examinations within NSLA Schools,

someone has to be held accountable for the state of education in NSLA Schools. The NSLA
programme seems to be more of a surveillance tool for school management based @ the NS
resul ts. Li kewi se, o’ Nei | ( 2ddakeB )testirgrageu e s
sometimes used to judge the individuals performance and as a strategy to hold individuals



accountable, and not intended for improvement. The growing demand for abidynta

South African secondary schools has focused the attention towards the SMT of NSLA
Schools. In a post apartheid era of education, the Department of Education (2000) defines
the newschool environment as being democratic, inclusive, participatodydevelopmental.

The South African Schools Act, 84 (1996) applies these principals to schools and relates
them to schools becoming more selfeliant. It is with this notion that School Management

Teams (SMTs) were formed.

According to Heystek (2004dhe SMT is responsible for the professional management of the

school which includé all activities that support teaching and learning. Improvement in
student learning may come as a result of stakeholders such as the SMT reflecting on their

pr act iDag 3002). Bowever, this does not seem to be the case in NSLA Schools. The
SMTs of NSLA schools seem to face scathing attacks by the Department of Education after
receiving the final matric results. The NSLA Framewo(R007) highlights some punitive

measures including the redeployment of the principal for poor performance, and intense
monitoring and evaluation of SMTs in NSLA SchodBoth globally and locally school
management has to bear the brunt of underperformdieeburden that is carried by the

SMT with regards to the accountability of the NSC resullpact s on t he schoc
which also has a ripple effect on the count
NSLA Schools is however obstructed by various factors within the NSLfexbthat affects

school management, teaching deakning.

1.50bjectives of the study

The objectives of this study are to:

1 Explore the role of the school management teams in improving the NSC results in a
NSLA school.

1 Identify the factors within th&ISLA School that negatively and those that positively
affect the school management teams’ I ni ti

1 Explore how school management teams overcome the challenges they face when
improving the NSC results.



1.6 Research questions

The central question of this research is: What are the experiences of the SMTs in improving
the NSC results in a NSLA school? The research problem will be answered using the

following critical questions:

1 What is the role that schoolanagement teams play in improving the NSC results in a
NSLA school?

1 What are the factors that negatively and those that positively affect the school
management teams initiatives in improving the NSC results within the NSLA School?

1 How do school managemetdams overcome the challenges they encounter when

improving the NSC results?

1.7 Significance of the study

With the National Senior Certificate (NSC) examinations being one of the most important
external examinations for secondary schools, not all $shar@ able to attain pass rates
above the national norm of 60%. For the NSLA Schools in South Africa, this research study
can identify the problems associated with these schools and also provide solutions to those
negative factors that are hindering acate performance in the NSC examinations. This
research study also significantly identifies what schools are doing both locally and
internationally to improve learner academic performances indtaftes testing like the NSC

examinations.

This study isalso useful for SMT members in NSLA Schools in South Africa to allow them

to carry out their roles and responsibilities as effective leaders and managers within this high
challenging context school. Lastly, the recommendations of this study is not anficaig

for the SMTs of NSLA Schools to improve their NSC results, but also as a guide for the
Department of Basic Education to identify with the problems being encountered within
NSLA Schools and thereafter engage in ways with the SMT of these NSLAIS¢thdry to

bring about improvement in the NSC results.

1.8 Delimitations of the study

The school in this study is located in one of the poorest townships within the Drdait

of KwaZulu-Natal. This school has been plagued by seconomic ills like drugs,



gangsterism, domestic violence, unemployment and poverty. Due to the geographical
location of the school with easily accessible transport routes from towns aDoxlgan, the
school’”s population is consistently escal ati
Durban.

1.9 Structure of the study

This section outlines the structure of the study about the experiences of the School
Management Team (SMT) improving the National Senior Certificate (NSC) results within
the context of the National Strategy for Learner Attainment (NSLA) School. This study

comprises of five chapters which are summarised below:

Chapter One

Chapter one provides an overview oé tstudy.This chapter outlines the background of the
study, explains the statement of the problem, providestiarrale for the study and explains
the significance of the study. This chapter also outlines the objectives of this study and the
critical research questions. The delimitations of the study are discussed and lastly an

overview structure of the whole studyoutlined.

Chapter Two

The second chapter focuses on the literature reviewed in this study based on the experiences
of the School Management Team within underperforming schools and specifically NSLA
Schools in South Africa. The chapter also includedetailed discussion of the theoretical

frameworks which underpin this study.

Chapter Three

The third chapter provides a detailed explanation of the research design and methodology
utilised in this studyincluding a discussion of the research paradigm, sampling methods, data
generation methods and data analysis process followed in this study.

Chapter Four

Chapter four presents a discussion of the data that was generated througtruszared
interviews, and documents review. The four main themes which emerged are discussed with

subthemes.



Chapter Five

The last chapter summarises the study and presents a synthesis of the key findings of the

research and recommendations based on these key findings.

1.10 Chapter summary

This chapter provided an outline of the background to the study with the rationale for the
study as well as an explanation of the problem statement, the significance of the study, the
objectives of the study, the research questionstla@dlelimitations. Finally, a structure of

each chapter was outlined.



CHAPTER TWO
LITERATURE REVIEW AND THEORETICAL FRAMEWORKS
2.1 Introduction

This chapter provides a critical review of the body of literature and the various authors views
that have been studied about School Management Teams (SMTs) in underperforming
schools. Any secondary school in South Africa that has attained below 60%Niatibeal

Senior Certificate (NSC) examination is classified as a National Strategy for Learner
Attainment (NSLA) School. For the purpose of this study any underperforming secondary
school in South Africa will be referred to as a National Strategy for keeakttainment

(NSLA) School. The advent of democracy brought many changes to the South African
education system. Although freedom was celebrated, the apartheid system had left some scars
on our education system which may have led to a possible crisssenpr

Apartheid created many inequalities between white and black schools and even their
education departments (Daniel, Southa$l, Lutchman, 2004; Jansen, 2006). These
inequalities seem to have been most evident based on the National Senior Cdtificzte
examination results. Spaull (2013) amdodisaotsile (2012) has noted that the NSC
examination is characterised by mediocrity, a mass of learners who drop out before even
reachingGrade 12, and the NSC pass requirements which are of a low standatd due
learners shying away from the difficult subjects like Mathematics and Physical Sciences.
Taking into account Spaull’'s (2013) discussi
in a crisis even though matric learners are choosing the less damaunbjects?

With the state of education in South Africa and the annual NSC results triggering a great
cause for concern, the Department of Basic Education (DBE) through policy development, is
in the process of addressing key issues related to underparfce. The DBE has placed
significant emphasis on School Management Teams (SMTs) in underperforming schools both
internally and externally. This chapter critically evaluates the role of SMTs with a special
focus on those role functions that are importanmproving the NSC results. In this chapter

| will also discuss some of the challenges that are being faced in NSLA Schools and critically
evaluate ways in which SMTs overcome those challenges. This chapter concludes with a
critical discussion on Kurte wi n’ s ( stadge #pdel bflchaege, and the leadership
for learning modelwhich fornms the theoretical frameworks for this study.



2.2 The role of School Management Teams (SMTSs)

In South Africa the school management teams are the critical role players in monitoring and
evaluating their respective departments allocated to them. Most schools in South Africa are
structured where each school management team member is allocated a group of specialized
teachers and subjects to manage. However, this devolved form of managing has had little
impact on some school management teams. For example, Mogashoa (2013) has found that
school management team members were confused about their roles and responsibilities
Furthermore, Mogashoa (2013) highlighted through interviews with school management
teams that SMT members also were not clear about their critical role in implementing the
curriculum and more importantly, as managers. Similarly Ntshoe and Selesho ¢20dv4)

that HODs as part of the school management team lacked understanding of the content
associated with the range of subjects allocated to them to manage and supervise. This signals
a cause for concern with regards to the role played by school manageraers in
improving the academic performance in specific subject areas. Ntshoe and Selesho (2014)
argue that HODs lack of content knowledge in high ranking designated subjects like
Mathematics, Physical Science, and Accounting accounts for the poor ass ttee NSC
examinations.The arguments put forward by Nthsoe and Selesho indicate that the role of the
SMT focuses on two aspects: one is that the SMT has to improve academic performances and
the other suggests that their role entails content knowlefddpe subjects they supervise. The

SMT of NSLA School seem to stuck in between these two role responsibilities. Hence the
problem faced by SMT in NSLA Schools is improving learner academic performances when

they lack content knowledge in so many différembjects that they manage.

2.2.1 The role of the SMT in improving learner academic performances

The main role of SMTs is to provide a sound educational environment which will promote
quality teaching and learning (Nelly, 2008). In providing qualitchéag and learning the

SMT has to engage in tasks that will contribute to academic improvement of learners.
According to Blum (2006), SMTs have to provide assistance to teachers in specialized
subject areas. Blum (2006) comments on the dual role of the S®ne hand Blum (2006)
describes the role of the SMT as a team player engaging in tasks that involve tasks like
creating and implementing policy, and on the other hand, a team leader, who is in charge of
teachers and subjects within a department. BynB{2006) distinguishing between the two



roles that SMTs play, both as leaders and team players, we find that this distinction may clear
up some of the confusion surrounding the role of the SMT. In providing quality teaching and
learning, it seems that SMTeed to fulfil their responsibilities both as a player within a team

of managers, and a leader, who takes control of monitoring academic performance and the

improvement of results from the level of the learners and teachers.

The SMT is ultimately accowable for improving learner academic performance. Managing
and coordinating tasks and steering individuals to meet the goals and objectives of the
organgation rely on the type of leadership displayed by the SMT member (Mullins, 2010).
This suggests thatMBI's need to literally take the lead when trying to improve the NSC
results. However, this may seem problematic to NSLA Schools due to the high levels of
poverty, escalating discipline problems, substance abuse, violence, language barriers, and
social probéms, all of which impact on the SMTs initiatives of improving the NSC results.
However, Ylimaki, Jacobson, and Drysdale (2007) provide evidence that principals of high
poverty schools in USA, England, and Australia improved academic achievement through
thear leadership styles (all of which were similar). The improvement of student achievement
in challenging educational contexts was due to creativity and ability tcemngpit change
(Ylimaki et al 2007). This entailed principals and school management teams driving the
process of academic improvement through change, and best practices, even though they were
from high challenging contexts.

Leadership involves influencing others to achieve goalsoljettives (Mullins, 2010). The
dilemma that possibly faces leadership within school management teams is trying to get
people working together as a team. Mullins (2010) argues that leadership has been
characterised by the way in which leaders influencgpire and promote a shared vision
rather than power and contraVithin the context of NSLA Schools, if SMTs promote this
sense of shared vision, and inspire to lead, all individuals will assist in improving the NSC
results. This however, does not seenbé&happening in some NSLA Schools. A distinct
feature of NSLA Schools is that the poor NSC results portray a negative image of the whole
school. It is therefore the task of the SMT to turnaround the school through the improvement
of the NSC results. Harri2010) provides evidence that effective leadership of management
teams through strong moral purpose and maintaining high expectations impacts positively on
academic achievement within schools with challenging contexts. In order to improve the
NSC results,SMTs would need to work as a team with the teachers of their respective
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departments through their effective leadership. This would mean using effective leadership to
create a vision for their matric teachers and learners which is to improve the NSE fosult

the academic year.

Sethlodi and Lebeloane (2014) sought to explore the link between desired performance and
shared values in overcoming academic underperformance. Sethlodi and lebeloane (2014)
provide evidence that by SMTs incorporating values itheir tasks and activities like
improving the NSC results, it will result in a conducive environment where quality teaching
and learning prevails. However, the value system to be adopted by the SMT is underpinned
by effective leadership and Sethlodi andé®ane (2014) accentuate the importance of the

role that SMTs play in determining the overall culture of the school. Sethlodi and
Lebeloane’s (2014) work suggests that SMTs
based on Manni-prgnge apgrdadh:0dedisiont nakirgy,egaining trust, and
capacity building.

The threepronged approach is what SMTs should be engaged in when improving the NSC
results. For example, the planning and organising of testing and remediation programmes,
monitoring andevaluation of teachers and learners in their departments, dealing with
discipline problems and substance abuse or implementing a turnaround and school
improvement plan, all depend on decisions taken and implemented by the SMT (Everard,
Morris & Wilson, 2004). Everard et a[2004) assert that decision taking can be problematic
when dealing with issues like change, accountability, conflict, facts and data that signal a
need for alternatives. Some of the frustrations within NSLA Schools seem to be theeldgilur

the SMT to take decisions that will bring radical changes to the school taking them out of
their comfort zone. These SMTs however fail to realise that these decisions can improve the

quality of their NSC results.

2.2.2 The role of the SMT in supporing teaching and learning

According to Sethlodi and Lebeloane (2014), SMTs have to build strong relationships within
their environment through trust with those around them. Since SMTs interact on a daily basis
with teachers, there needs to be a senseusf between both stakeholders. NSLA Schools
seem to already be under a lot of pressure from the Department of Basic Education (DBE),
the SMT needs to allow them a certain amount of space to carry out their duties. In doing so,
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teachers may become more cuitied towards their subject specialisations, which in turn
may improve the NSC results of the school. In addition, Mullins (2010) states that school
management should not use control measures to gain results but rather provide support and
empowerment towds teachers. Significantly, teachers within NSLA Schools need as much
support from SMTs as they are subject to accountability processes by the DBE with regards
to the NSC progress and improvement plans. Gaining trust however, should not only occur
betweenthe SMT, teachers, and learners. Other important stakeheitlershould be taken
account into are the parents, School Governing Body, and community. Harris (2010)
accentuates the importance of a meaningful collaboration between school management,
parentsand the community. Harris (2010) further argues that when these partnerships are
developed in challenging contexts, there may be an improvement in learner academic
performance. When the SMTs begin to build strong partnerships of trust between all
stakehatlers, they should then include them in certain decisiaking processes in the
school. Within the context oiheNSLA School, this would certainly make a difference as the
parents of the matric learners know what challenges they are facing and whas [sbioziél

be implemented to turn the school around.

The last approach mentioned by Sethlodi and Lebeloane (2014) is capacity building. In trying
to improve the NSC results, SMTs play an important role in the development and
empowerment of the teachers wiithheir departments. The poor NSC results in subjects like
Mathematics, Physical Sciences, and Life Sciences signal a need for improvement and
development of skills and content knowledge which will impact on the overall NSC pass rate
of the school. SMTslpy an important role in providing support and development to teachers
where subjects perform poorly. In particular, SMTs focus on the instructional capacity will
result in an improvement in the NSC results of NSLA Schools. However, many learners in

NSLA Schools attain below 40% in English Home Language.
2.2.3 Managing the curriculum

Curriculum management involves managing what is taught, how it will be taught and
assessed, and the resources needed for teaching. SMTs are then tasked with managing of all
of these processes to ensure quality learning and teaching. By SMTs displayotiyesffe
leadership roles they will be able to produce curriculum delivery that may lead to improved

learner performances in the NSC examinations. The Department of Basic Education has
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provided training to SMTs in Curriculum 2005 (C2005), the Revised Nati@ogiculum
Statement (RNCS), National Curriculum Statement (NCS), and at present the Curriculum and
Assessment Policy Statement (CAPS) (Mogashoa
that although SMTs felt empowered by the curriculum training wogshthey still had
doubts about their role as managers of the curriculum. Mogashoa (2013) further notes that
confusion about the implementation and management of the curriculum was partly due to
SMTs interpreting the curriculum differently in schools. BMTs in South African schools
engage in various activities related to the curriculum like managing and planning of the
curriculum, classroom practical and curriculum development (Department of Education,
2008). SMTs as curriculum managers engage in plgrofiday to day activities based on the
prescribed curriculum. They also play an important role in the monitoring and supervision of
the curriculum through the teachers and learners on an ongoing basis. By monitoring and
evaluating the curriculum, SMTs aable to develop and improve, and implement strategies
which will impact positively on student achievement. With regards to curriculum planning,
SMTs need to provide support to teachers that will enable them to deliver a more effective
curriculum that willimpact positively on learner academic performance. Within NSLA
Schools, or any school in the country, these are the vital roles that SMTs play to ensure
guality teaching and learning is taking placbltshoe and Selesho (2014) sthtbat the
principal asthe main SMT member is at the helm of accountability for learner performance
and academic achievement. It is for this reason that principals have to assume the role of
instructional leaders and provide continuous professional development in ensuring the

improvement of academic achievement (Ntshoe & Selesho, 2014).

2.2.4 Policy formulation and implementation

Van Wyk and Marumoloa (2012) noted that policies are important as it assists SMTs in their
day to day activities at school. School policies also @8S8/5's in tasks that involve decision
making or problem solving (Van Wyk & Marumoloa, 2012). Gamage (2006)dsthé

policy making is one of the role functions of the senior management team in the school and
plays an important role in the implementatiohdevelopmental planning strategies in the
school. The SMTs of NSLA Schools plan, develop, and implement policies that will lead to
the improvement of the NSC results. Besides the official policies that are received from the
DBE, SMTs also decide intermyalon the drafting of policies that will lead to school
improvement, and more importantly, the improvement of the NSC results. The policies
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developed and implemented by SMTs serve as a framework for an action plan that is used in
areas like the assessmaitthe instructional programme (Gamage, 2006, p. 148). Policy
formulation and implementation can be especially significant for NSLA Schools as these
SMTs draft policies for an appraisal system which is used for \Addbeol Development

(WSD) and the profesonal development of educators. The appraisal system within South
African schools is known as the Integrated Quality Management System (IQMS). While
some educators may argue that the IQMS process is merely a process for gaining a 1% salary
increment, thigppraisal system assists SMTs of NSLA Schools in monitoring and evaluating
the teaching and learning. This appraisal system is especially beneficial for the improvement
of the NSC results.

2.2.5 Planning

Planning offers SMTs a framework from which to understand problems, find solutions, and
make changes within the school (Leask & Terrell, 2014). SMTs engage in curriculum
planning but also tasks and activities that will lead to improved academic learner
pefformances. Although there seems to be limited literature on the role of SMTs in NSLA
Schools, they do engage in planning activities that are found in most schools. For example,
the SMT, at the beginning of each year must present a school improvement plan t
Department of Basic Education. Before desi gl
plan, the SMTs discuss which are the main areas of concern for the school and focus the
improvement plan towards achieving that main goal. The SMTs of NSLA Schdotitise

the improvement of the NSC results within their improvement plan for the academic year. If
SMTs of NSLA Schools design and implement improvement plans, why do these schools
still seem to remain at the bottom with a poor NSC pass rate? LehSleamll (2014) argue

that school management needs to firstly analyse the problems that is impacting on student

achievement and thereafter provide support so that positive change can occur.
2.2.6 Capacity building

Capacity buildings the development afdividuals combined abilities needed to bring about
change (Full an, 2005) . |t I's quite <clear t |
interest is the need for change to improve learner academic performances. Change that will
bring about successfslchool improvement can be achieved through capacity building. The
change through capacity building can be both internal and external. IntethallgMT is

accountable for capacity building of teachers to ensure improvement in examination results.
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According to Stoll (2009), capacity building that effects change involves critical reflection of
practices, skills, professional responsibilities, and motivations. Taking into account the
challenges faced withinndNSLA School, Stoll (2009) asserts that an unideding of the
context and commitment is needed to foster capacity building that enhances school

improvement.

According to Leithwood, Harris, and Strauss (2010) successful schools are led by good
principals and leadershipltshoe and Selesho (2014) sththat the Education Amendments

Act (2007) identifies the principal as the main SMT member who is at the helm of
accountability for learner performance and academic achievement. It is for this reason that
principals have to assume the role of instructiofeaders and provide continuous
professional development in ensuring the improvement of academic achievement (Ntshoe &
Selesho, 2014)Leithwood et al. (2010) has noted that the principal has to lead turnaround
initiatives by leading teachers, parentsl @ngaging in capacity building of the staff. The
principal as the head of the institution has to initiate improvement prochssesver, within

the changing and challenging contexts we are currently faced with, especially NSLA Schools,
the principal camo longer undertake improvement processes alone. The use of the whole
composition of the school management team may lead to better results in learner
performances. Kinsler (2008) argues that literature has shown that a collaborative partnership
between mazagement, results in an increase in learner academic performances, especially in

challenging contexts like NSLA Schools.

2.2.7 Developing a school improvement plan

One of the key functions of the school management team is to develop a school action plan
(Nelly, 2008). In South African schools this is commonly known as a School Improvement

Pl an (SIP). The South African Sc prioapblefaAct ( 8
public schooidentified by theHead of Departmerih terms of section 58Bwust annually, at

the beginning of the year, prepare a plan setting out how academic performancechotie

wi || be i mproved. Every vyear principal s’ h
DBE. While it seems that some principals with excelld®C pass rates view this as an

event, the principals of NSLA Schools should use this as an important process in the quest for
improvement of the NSC pass rate. The Department of Basic Education either approves of

rejects the school improvement plan subaedtby the principal. Upon rejection the school
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improvement plan is returned with recommendations to the principal. Arguably, there seems

to be some inconsistency with the Department of Basic Education in terms of theysamdtin
approval process of thelrsml improvement plan. With NSLA Schools still finding difficulty

in improving their NSC results, the Department of Education seems to ignore the previous
year school i mprovement pl an. There seems t
improvementplan, but a new one is compulsory on Jun& 80ery year. Whatever the

feeling is towards the level of significance of the design and implementation process of the
school improvement plan, this remains one of the most effective and best practice ednsider

for school improvement (Dunaway, Kim, & Szad, 2012), especially for NSLA Schools to

improve their NSC results.

Reynolds, Harris, Clarke, Harris and James (2006) argue that schools in poorer,
disadvantaged areas tend to perform below the required nagtainlevels in national
standardised testing programmes. Reynolds et al. (2006) provides evidence that research done
in England based schools regarded as ‘schoo
recorded significant improvement based on schooleldgment programmes. Similar
research in Netherlands (Houtveen, Van de Grift, Kuijpers, Boot, G&adboijman, 2007)

based on schools that achieved low academic performances noted thatdavedelped

school improvement programme did make a positivderdice in learner academic
performances. There is a noticeable difference however in the school improvement design,
between the schools that show improvement in academic performances through evidence
based research and what is being done in South AfRegnplds et al. 2006; Houtveeret

al. 2007). Firstly, achievement levels in England and Netherlands in underperforming schools

use a ‘school d e vire domtrpsibce $otth Adricgonghroa muneeé s a ‘ s ¢
i mprovement pl an.’ A school devel opment pr o
“pl an’ whereas the school i mprovement pl an

improve learner performances. The school improvement plandshioeitefore support the

school development programme.

Van Der Voort and Wood’'s (2014) action resea
have shown that some schools do not even have a school improvement plan, even though this

is a compulsory reqeement for school management. As mentioned earlier, some school
management viesvthe design of a school improvement plan as an event, and this leads to
SMTs developing a degree of apathy towards the improvement of the school, especially in
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terms of learneracademic performances. The school improvement plan can be used
effectively in areas of teaching and learning, curriculum, teacher resource materials and
strategies for dealing with learners of various learning abilities (Houtwtead. 2007). In
contrat t o this effective 1 mprovement pl an, Va
some SMTs in underperforming South African schools show lack of understanding of how to
develop a school improvement plan in relation to the needs of the school and the sldlls
developed to ensure whedehool development. Taking into account the literature on school
improvement plans, it is quite evident that it remains an effective turnaround strategy in
underperforming schools in South Africa. The challergevever remains upon the SMTs

to construct the improvement plan which will ensure amongst other things, improvement in
learner academic performances. Van der Voort and Wood (2014) assert that this can only be
achieved through collaboration and critical reflection.

2.2.8 Effective leadership

Those individualsvho make up the leadership of the school play a vital role in ensuring the
success of the school (Horng & Loeb, 2010). According to Ngcobo (2012), South African
schools are experiencing difficulty in dealingthvchange as a result of the demands placed
upon by the government in order to transform education in the country. Ngcobo (2012)
further asserts that leadership is the key to dealing with change difficult situations that
schools are faced with. This is @assaid than donehowever taking into account the
disparities in education caused by apartheid. In agquettheid periodve find that there are

the schools which were always well resourced and financially secure and whose NSC results
are above averag On the opposite end, there are schools which are-uestairced, poor
finances and are underperforming ire tNSC examinations. Similarly recent study by
Chikoko, Naicker, and Mthiyane (2015) describes the South African schooling system as a
continwm made up of the best schools, dysfunctional schools, and schools in multiple
deprived areas that match up to the best schools in the country based on their excellent NSC
results. The research by Chikoko et al. (2015) concluded that leadership from tivthin

school was the key determinant factor in achieving excellent NSC results in deprived areas.

There is a plethora of international literature studies on the effects of leadership on student
achievement. For example, several researcliéilgmaki et al, 2007; Jacobson, 2011,
Sammons, Gu, Day, & Ko, 2011) show that principals as well as the rest of school
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management fheither a direct or indirect impact on student achievement through their
leadership practices. Some of the leadership practices asdowidke improved student
achievement include redesigning the organisation, setting goals or a shared vision, improving
the learning environment and providing support and professional development for teachers
(Jacoben, 2011; Sammons et,a011). Leadershipvithin some South African schools
especially NSLA Schools seem to be struggling to reach heights of improvement. The study
by Ngcobo (2012) is noteworthy as it examines the Advanced Certificate: Education (School
Management and Leadership) (ACE: SML). R@E: SML was designed to prepare school
principals and other school managers to cope with the changes and challenges of educational
transformation in South African education. Ngcobo (2012) argues that the ACE: SML
programme does not equip school manageideal with the challenges that face schools as

the ACE: SML programme does not address the specific leadership challenges and process of
change that school managers are faced with in their real contexts. Ngcobo (2012) states that
the ACE: SML programmealc ks t he key feature of the prog
rather focuses more on education laws, policies, and management suggesting that leadership
is underpinned by authority. In addition, Bhengu, Naicker, and Mthiyane (2014) noted that
although shool principals show understanding of the ACE: SLM programme, they cannot
apply their leadership skills acquired due to the challenging contexts that they work in. With
compelling evidence that the ACE: SLM has its flaws (Ngcobo, 2012), the answer to
effedive leadership practices may lie in empirical research both nationally and
internationally. Effective leadership remains, and | will argue, the key feature in turning

around underperforming schools.

There exists a buffet of leadership models availablectaol managers, but of particular
significance to SMTs of NSLA Schools may be the instructional leadership model. With
NSLA Schools main problem seeming to be teaching and learning, and which is also focused
on by the Department of Basic Education inemupts to improve the NSC results,
instructional leadership may be the answer for dealing with poor learner performances.
Instructional leadership focuses on the managing of teaching and learning as the core to
improving learning outcomes (Bush & Glover12). Bhengu and Mthembu (2014) looked at

the effective leadership practices between two schools in the same community within the
Umlazi District. This study is noteworthy as Bhengu and Mthembu (2014) provide evidence
that the school that performed bettexsma result of its principal using instructional leadership
practices and created a collaborative school environment and a positive school culture.
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Although there seems to be very limited literature on instructional leadership within South
African schoolssignificant studies of South African schools within deprived and challenging
contexts suggest that instructional leadership practices may overcome the challenges that
SMTs are facing (Bhengu & Mthemb@014 Mkhize & Bhengy 2015). Bush and Glover

(2014,p . 567) further argue that “whil e there
management , a focus on | eadership for | earni
el ement for successful schooling.”

We are very well awarei thafitbhemél i stbobnohe

practices. We canhowever, draw on inspiration from significant research done in
challenging contexts in South African schools, especially where we find that the school is
underperforming. One such sifnant study is that of Chikoko, Naicker, and Mthiyane
(2015), which concluded that servant leadership, and anlezssad approach to community
development did make a difference in schools from multiple deprived contexts. Servant
leadership as describeg €hikoko et al. (2015) within the context of schools in deprived
contexts, entails working and committing to the development of people within the school and
expressing value towards the people in the community that are vital to improving the school
espeially the NSC results. Lastly, Chikoko et al. (2015) proposed that the-lressed
approach as opposed to the neledsed approach is the key to transforming schools in
deprived contexts. According to Chikoko et al. (2015), the dmss#d approach allows
schools in deprived contexts to find solutions from within the organisation instead of looking
for answers from external sources like the Department of Basic Education. Although | have
discussed only a few leadership models, these models seem to béemmations to SMTs

of NSLA Schools given the contexts of these schools.

2.2.9 Building strong professional learning communities

A professional learning community is a group of professionals who work together to bring
about change that has a direct imipan studergt learning (Harris & Jones, 2010). Effective

school leaders play an integral part in creating professional learning communities (PLCs).
Cranston (2009) asserts that the principal, as the leader of the institution, has an integral role

to playin developing PLCs. Furthermore (Hord, 2004, p. 8) maintains that transforming a
school into a professional l earning communit

and motivation to develop thetaff as a learning communitiythe role of leadersp and
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management in developing and promoting shared vision, beliefs, and values of the
organisation is the cornerstone of developing a PLC (DuFour & Eaker, 1998, Senge, 1990).
The principal has to ignite the idea of a professional learning communitylandrp active

role in the professional development of the staff to ensure a PLC is successful. Hord and
Sommers (2008) argue that PAGeem to be a very promising innovation in education,
however they also caution us that without a change of old routindstte active
participation of the principal, a PLC may not impact on the school. LikeBmsage (1990)
advocates that change starts with the principal and suggests that the principal must become a
“lead teacher and | ead Wdevaopimgeand’ maraging a BLUlCe er t
HarrisandJones (2010) assert that in order for improvement to take place, there needs to be
collaboration. This collaboration is formed between school management teams and teachers.
To encourage and promote ideas like shared leadership, or a collaborative learning

environment, principals may require a review of their leadership style.

2.2.10 Socieeconomic factors that impact on NSLA Schools

Historically, the Coleman (1966) report was a significant document in that it claimed that
learners from poor socieconome backgrounds could not learn and achieve academically no

matter what the schooldid.he kegi figs of Col emastnu dermptor ft amiel
background was thenmasocotesasomnd dcomt pdor f
homes coulind rregtarildé @ ss o fLouw, Bayat, ahdhEeelagviediso o | di
(2011)l ooked at the factors that | ead Atstohiusnder |
study deal't witt he NSSIL@\o irStcircodbn ttidi hoinsc aanetskeatr ¢ h
under per foramgleggsalhmw@dan lopno or caormemucnliotsieelsy r ¢

(Louw et al. 201} Louw et al. (2011f ur t her argue that these uni

|l ocated within a *dysfunctiadalacdommunietsy’ ga
vi ol ence, substance abluhsee Sawld NtSeLeAn aSgceh oporl esg ne
theseeswmmcomi ¢ factors on a daily basis tryir

these troubled communities.

Since thesel NShAe S¢thheat ed within a dysfur
i mpr ovement initiatives appears to be a di

community may not share i n Bahag Louw, and &®Rena o f t |
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(2014)al so hi ghl mght andmmploogecrotnyomas ¢$acitors t
underperformance. The resultant factor of ur
NSLA schools to turn to crime and cases whe
for thei Bayfitetalg20l4¥ptl dy i s al so noteworthy as

structure of the | earners. Besi deRBayateh@a pr ob
(2014)not ed that a | adkootnlhygi €nwsod rceho rcreease ullognes
|l earners falling i1l1, r efcfoercdtiendg thhi egihr asbcsheonct |
mi ssed a | ot of wor k, t hereby cdrmter iabbuotvieng
mentioned factors creates a chall e8ghogl svor

|l eaving them accountable to the Department ¢

this section.

2.2.11 Inequality in education

Chikoko et al(2015) comments on the existence of two types of schools in South Africa, the
first class schools which are well resourced and produce excellent NSC results, and
dysfunctional schools who are struggling, evident by their poor NSC results. The legacy of
apartheid cannot be ignored for some of the inequalities that are evident in some schools in
South Africa. The contrast in schooling as mentioned by Chikoko et al. (2015) is partly due to
these top schools being situated in affluent former white areas Khet2613). Letseka
(2013) further asserts that parents who send their children tokbeser ModelC schools

are wealthy and play an active role in the teaching and learning of the school. These first
class schools have substantial finances, whichad effectively for teaching materials and

the employment of highly qualified teachers. This makes these first class schools a significant

contributor to the overall national NSC pass rate.

The SMT of Former ModeC schools do not contend with most of faetors as mentioned

in the previous section (2.2.10). Since the so called wealthy schools do not encompass a
challenging environment, the role of the SMT seems to be far more reandbe opposite

end, there are the township schools and rural schwoish lack finances to sustain their
schools. Letseka (2013) has noted that these schexksbasic facilities like electricity,
running water, proper classrooms, qualified teachers, functioning school governing bodies
and attain NSC pass rates of belo@®@ These factors all impact on SMTs initiative to

improving the NSC results. Without the necessary finances SMTs cannot purchase teaching
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and learning support materials, use technology effectively, and create a conducive learning
environment for learner§he SMT cannot manage their respective departments, and provide
the necessary resources without finences and basic needs like water and electricity. Also
the subjects that are offered by the NSLA Schools like Tourism, Hospitality and Computer
Application Technology, which is 50% assessment based to help poor performing learners
relies heavily on funding. The inequality of funding due to the quintile ranking system seems
to have impacted on the SMT in NSLA Schools as they are finding it hard to pfovitieir

learners and teachers in order to improve learner results.

2.2.12 Policy implementation

Ngcobo(2012) state that many schools are struggling with policy changes, many of which
have been introduced by the DBE in a bid to transform education since the dawn of
democracy. At presenthere seems to be frustration among SMTs in NSLA Schools due to
some statutory policies placed upon them by the DBE. One such policy that has caused much
controversy in South African education is the promotion and progression poliGyade 10

to Gradel2. Thepromotion and progression conditions is tadéarner can only fail once in

the Further Education and Training (FET) thus preventing the learner from spending more
than four years in the (FET) phase. Local literature on NSLA Schools in Soutla Aag

found that the progression policy impacted negatively on learner academic achievement and
the main contributor towards the poor NSC pass rates in some schools. This progression
policy allows learners to move to the next grade if they have failedltingsin a group of

Grade 12 candidates who would possibly contribute to the high NSC failure rate. One of the
reasons fom high failure rate of progressed learnersGrade 12, is that having not fulfilled

the minimum requirements fro@rade 10 and 1lthey are thrown into the deep end of
having to deal with demanding syllabi and external examination papers. The progression

policy seems to be a significant factor towards the poor NSC pass rate.

International literature has provided evidence of theiadify experienced by school
management due to state policies imposed in schools like the No Child Left Behind Act in
America which raises questions about the equality of the education sysfe@oéch,
Goldstein, Behuniak, & Reis, 2010aly, DerMartirodan, OngDean, Park, & Wishard
Guerra, 201l While these nationwide policies are implemented in various countries, school

management seems to be at the epicentre of the implementation phase process. The state then
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holds the school management accountabletlie success or failure of these policies. In
South Africa the progression policy has led to a high amount of learners who have reached
Grade 12 without passing according to minimum promotion requirements, burdening SMTs
with responsibility and accouriidity for the poor NSC pass rates contributed by these

learners.

2.3 Positive effects of the NSLA

There seems to be very limited literature on the posdffeets that NSLA Schools or under
performing schools have on SMTs, but a few authors have managed to provide noteworthy
studies. For exampld, ugi nbuhl , We b bi nk ) studynhds sBosvn thiédo | f * s
inspections by state departments of education Mapacted positively on school
performance, thus increasing test scores by 2 to 3%. Although the eatéofease is fairly

low, when considering the state of our NSLA Schools, every percentage increase signifies
hope for the lifeof a Grade 12 learner. Due tatense monitoring and evaluation measures
placed on by the DBE, SMTs strive for improvement in the NSC examinations to avoid being
guestioned by Department officials for poor resuikah, Akhtar, Zafar, and Riaz (2012)
assert that supervision impacts @b satisfaction. Although NSLA Schools present a
challenging context for SMTs, there may seem to be a strong sense-effisalfy towards
improving the NSC results in the school. While the NSLA offers strict external monitoring, it
also, impacts positely on the work of SMTs, triggering them to give off their best practices

in order to bring about wholschool change and improvement. Due to the NSLA
programme, the work of these SMTs seems to be driven by values, ethical motives and
intrinsic motivations, which Sahlberg (2010) regards as the essence of the teaching
profession. The accountability system wspd by the state is positive in the sense that it
leads to some improvement in learner academic performances as opposed to the absence of it

with no improvement (Hanushek & Raymond, 2005).

2.4Theoretical frameworks

The two theoretical lenses that wikb appl i ed to this study are
stage model of change and the leadership for learning mbldelLeadership for Learning
Theory which focuses on student learning through vision for learning, improving the

instructional, curricular andssessment programme and encouraging communities of learning
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was able to better understand the educational processes that the SMT are involved in to
improve learner achievement in the Grade 12. This theory is also used to supplement the Kurt
L e ws chang theory which was used to help me gain an understanding of how the SMT
experiences change or rather could affect change using this theory. Since the NSLA
Programme relies on change in order to improve the NSC results, the two theories used in
this study vill provide a framework of how change occurs based on the main principle of the
leadership for learning theory which is to improve learner achievement. Below is a detailed

discussion of the two theories used in this study.
24 1 Kurt Lewineory(1953) change
Kurt Lewin (1953) designed a thrsgéage model of changehich formed a significant part

s (1953) model of ch

in the change process:feezing, change and refreeze. Thet fatage, which is ufreezing,

of change theory. Lewin

is based on the assumption that past observational learning and cultural influences shape the
human behaviour (Wirth, 2004). Schein (2002) referred to the human behaviour as being
based on a “ guasi s pimnedbypafaae fieldefgnvingd andrestramihg un d e
forces. Schein (2002) further asserts that in order for change to take place, changes would
have to be made to this force field. In other wotasvin suggested that breaking the state of
equilibrium, which is the current way things ad®ne,is needed for change. Wirth (2004

states that making changes to the force field would require the addition of new change forces

or removing those factors that influence behaviour of the individiibks unfreezingtage is

further broken up into three sub processes that influence change (20@2nWirth, 2004).

The first step is disconfirmation. Disconfirmation is where individuals are dissatisfied with

their present conditionsvhich are data driven. Schein (®2) statd that this process is a
prerequisite for change. Disconfirmation triggers the secongpsulb cess “sur vi val
or “suryi weli cdiuiilst recogni si ng datadn oedercoe pt i n ¢
change.Schein (2002) and Wirth, (20p4owever warns that survival anxiety or guilt must

not be greater than the third sply oc e s s, | e ar niprogessasrassociatedy . T
with the difficulty of unlearning what has previously been learned and resistance to change.
Kritsonis (200% suggested that motivation, preparedness for change, and active participation

in problemsolving situations will assist the unfreezing phase.
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Lewin (1953) classified the second Schdnage of
(2002) a cognitivere-definition and unfreezing occur which leads to the desire to change.

Wirth (2004) describes this stage as making changes to wherever the desired changes are
needed and making a transition into the new way of doing things. Wirth (2004) thttta

degee of dissatisfaction with the current status quo and the urge to make changes happens in
this stage. This stage requires a vision of the new way of doing things so that individuals can
identify the current situation and the desired state of change. rRodiel imitation and

problem solving on an individual level through traalderror learning are characteristics of

the change activities in this process (Wirth, 2004). Faraderror learning also known as

scanni ng, i nvol ves laodsdilke aommianicdting rwdahupgdple, v ar i C
reading, exposure to new material, all of which may provide solutions to problems
experienced §chein, 200R This process involves individuals searching for meanings and
solutions through problem solving methods argkasingwhich is the best possible solution.

This new way of learning new ways of doing things in stage two is describ&tHhsin

(2002)as “cognitive restructuring.” The |l earni.
results in the following impactslentified bySchein (2002)semantic redefinitiondifferent

meanings of words to previous assumption; cognitive broadeaibgpader interpretation of

previous assumptions; and new standards of judgement or evalunatifixed judgements.

The finalsage i n Lewin's theory is ‘refreezing.’
changes and ways of doing things into the daily routine of the school (Wirth, Zxvin

(2002) however significantly notes that the new behaviour must match up with individual
personality and behaviour or the refreezing
beenlearnt from the change stadgchein (2002kuggests that the best way possible to reap
success from this stage is to encourage scanning which ahewsdividuals opportunity to

find the best possible solutions against the particular behaviour and personality.

Lewins (1953) model of change is important in this studytagoretical lens as it shows that
change is a process. Within the NSLA Schoolsngkas seen to be a key determinant factor

in trying to achieve at least some positive turnaround with regards to the NSC results. If
NSLA Schools are to change and show significant improvement in their NSC results,
s model o f ddhfaumdatien incdaating with the dhallengea facedo
by these schools.

Lewin
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2.4.2 Leadership for learning

Murphy, Elliott, Goldringand Porter (2007) describe leadership as an ingredient which is
integral for the success of student achievement. Mullins (2010, p. 373) defines leadership as
the emphasis of on “interpersonal behaviour
thewi I ' ing and enthusiastic behaviour of foll
concept of leadership for learning will be used as a theoretical framework to better
understand the leadership practices of school management teams in NSLA Schtiols. Wi

competing model s i ke i nstructional | ead:
researchers have turned their atetan2007pn t o
Hallinger & Heck, 2010). Leadership for learning focuses on student learnohgpther

school outcomes through leadership approaches used in various ways and not only by the
principal as in instructional leadership (Hallinger, 2011). The context of this study will be
framed using the following dimensions of behaviour as outlineHdynger (2011): vision

for learning, instructional programme, curricular programme, assessment programme,
communities of learningThis theory was used sindbe main dimensions identified by
Hallinger (2011) forms part of the NSLA Framework (2007). N8&LA Framework (2007)

is the guiding policy document for SMT of NSLA Schools. This theory therefore provides an
understanding of the experiences of the SMT within the NSLA School based also on their
interaction with the NSLA policy. This theory is also ds&s guide to determine to what

extent the SMT can improve the NSC results.

2.4.2.1 Vision for learning

It is incumbent on the leadership to steer the vision and mission of the school which is done
with the various stakeholdersi(rphy et al.2007). The principal not only creates the vision,

but has to also promote and market the vision on a continuous basis to all stakeholders in the
school (Hord & Sommers, 2008According to Murphy et al. (2007) the vision that is
created by educational leaders shoeiisage a high standard of student learning, a belief
that all learners can succeed educationally, and set timeframes for achieving outcomes.
Murphy et al. (2007hotead that personal modelling and communication are key concepts in
the creation of a vien for the school. Personal modelling involves the actions carried out by
school leaders whdemonstrate their willingness, dedication and those activities used to
achieve organisational goals. School leaders enlist stakeholders like teachers, ledroelrs, Sc
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Governing Body (SGB) through the process of communication. Christensen 1992 (cited in
Murph et al. 2007 refers tiond'opanatifehapherdi ng’ of
school | eaders are regarded “ keegnkprosoteasnd pr o
school leaders must ensure positivity and inspiration through challenging periocs may

be experienced by the school.

2.4.2.2 Instructional programme

The instructional programme deals with the key function of the school which tisaitigng

and learning programme. Leaders display sound knowledge of the instructional programme
and all aspestrelated to teaching and learningyrphy et al.2007). Leaders are involved in
instructional programme activities like monitoring, classroonts/end planningNlurphy, et

al. 2007. An important task which leaders engage in, and is an issue which has been
debatable in South African schools, is allocating teachers to different subjects and duties
according to subject specialisations without angcrimination including staff politics
(Murphy, et al, 2007). Leaders must provide support to colleagues with regards to teaching
and learning Nlurphy, et al, 2007). Providing support may include allocation of resources
which are important for teaching and learning and ensuring the improvement of teachers in
their instructional programmes. Leaders pursue a smoothing instructional programme
where time is utilised to its fullest and not lost to factors such as sekenots, learner
absenteeism anacher lateeoming. Improvement, high levels of performance and quality

teaching and learning are recognised through rewsfdgofy, et al, 2007).

2.4.2.3 Curricular programme

School leaders display sufficient knowledggd t he curri cul um. Leader :
potential is achieved through an effective curricular programme. These leaders closely
monitor the curricular programme. In engaging with the school curricular, there is a degree of
coordination with regard® curriculum assessment, resources and instruction. This degree of
coordination then impacts on the schedubjects and grades and teachers from the various
departments and grades under the leadership and management of the Heads of Departments
(Murphy, et al, 2007).
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2.4.2.4 Assessment programme

Hubaand Freed (2000) define assessment as the gathering of data or information from a
variety of sources to determine how much students know and how they apply the knowledge
they have gained with the goal of using scores from assessments to improve studig. le

Within the leadership for learning model, leaders focus on assessment programmes within
specific instructional programmes. AccordingMarphy et al. (2007)school leaders/ho are

effective employ a range of activities related to the assessmegtaprmes in various
subjects. Some of the activities highlightedNdyrphy et al. (2007)nclude monitoring and
evaluation, dat@ollection, managing the assessment programme, assessing student
performances, and checking of assessment records. Anothertantpactivity that school
leadership engages in is using the assessment data to assess the instructional programme and
organizational operationd/(urphy, et al, 2007). Murphy et al. (2007also assert that school
leadership should use the data obtaimecthfassessment effectively to improve learners and

the school by reporting back to teachers about the assessment data as well as parents through
events like pareig meeting.

2.4.2.5 Communities of learning

School leadership has to promote the idea of a community of learning that fosters
professional development.eaders continuously provide support for teachers through
workshops and providing resources for gaining new knowledge with the aim of improving
theinstructional programme (Murphgt al, 2007). According to Murphy et al. (2007), a key
feature of the PLC is that it allows for professional development through theories of learning
and modelling best practices and ensures staff development through learning. School leaders
create an environmerwhere teachers and school management can engage critically and
reflect on their practices in a professional manner. Furthermore, by engaging in this type of
professional dialogue, a collaborative learning environment is created with the aim of

improvinglearning student learning (Mpiny et al.2007).

The leadership for learning model is used as a theoretical framework in this study to support
t he i dea that t hrough t his | eader ship mo d e
inevitable within NSLA Schools. Each of the dimensions discussed provioesve

justification for school leaders within NSLA Schools to enforce improvement initiatives.



28

Since there is little literature that addesthe use of leadership for learning within NSLA

Schools, this research study will help fill those gaps in tteea

2.5Chapter summary

The body of literature related to the role of SMTs was reviewed in this chapter. The body of
international and local literature that exists suggests that SMTs are at the core of improving
learner academic performances (Har2i310; Sethlodi & Lebeloane, 2014). Some of the role
functions of SMTs include engaging in tasks like policy formulation and implementation,
curriculum planning and management, planning, all of which contribute to improved learner
academic performances. Kilag into account the contextual factors that impact negatively on
NSLA schools ouw et aJ 2011;Bayat et al2014), SMT school improvement practices like
capacity building, developing school improvement plans, displaying effective leadership
practicesand behaviour, and building a collaborative working environment with shared
visions and beliefs through professional learning communities may provide ways to
overcome challenges faced by NSLA Scheol s.
stage modebf change, and the leadership for learning model, there seems to be a paucity of
literature and research using these two models as theoretical frameworks in underperforming
schools in South Africa. This study is intended to fill in these gaps in litefayuaddressing

the experiences of SMTs in NSLA Schaoland the challenges encountered using these

theoretical frameworks.
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CHAPTER THREE
RESEARCH DESIGN AND METHODOLOGY

3.1Introduction

The previous chapter presented a detailed and comprehensivesttiacof the literature
review on this topic. This chapter focuses on the research and methodological process that
were involved in this study. A description of the paradigm within which this study is located

is discussed following the research design. Jdmaple population recruitment phase and type

of sampling used in this stu@dyeexplained.The justification for the use of single case study
methodology is discusse@nd the semstructured interviews and documents review as
research instruments used in this study are justified for its use. The process for data analysis
used in this study is explained in relation to the research instruments used in the study. To
ensue all data is consistent, credible and accurate, issues of trustworthiness are explained
within the context of this study. A discussion of the steps to ensure ethical issues were
considered in this study is outlined. Lastbpme of the limitations that ipacted on this

study are discussed.

3.2Research paradigm

Lincoln and Guba (1985define a paradigm as beliefs or worldviews that shape
investigation or research study. This study is located within the interpretivist paradigm in
order to gain anundest anding of the participant’s exp
Senior Certificate (NSC) results within a National Strategy for Learner Attainment (NSLA)
School . The interpretivist paradigm views r
beliefs, thoughts and actions and who experience a particular phenonoénmterest

(Krauss, 20005)Wa h y u n i (2012, p . 71) states that 1in
from the experiences and subjective meanings that people attach to it, intetpretivis
researchers favounteractingand t o have a dialogue with th
interpretivist paradigm places emphasis on understanding. This paradsgm f¥iith this

study as ienablel me to gain an understanding of the experiences afdheol management

teams through their perspectiyeshich lies within the unique context of the NSLA
phenomenon. Krauss (2005) alludes to us that there is no single reality. By utilising this

paradigm | wasalso be able to gain multiple realities of schomnagement teams within
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NSLA Schoolswhich is important as it takes into account experiences from different levels

of management.

3.3Research design

This study employs a qualitative research design. According to Strauss and Corbin (1990)
unlike quantitative research which is underpinned by statistics, qualitative researchers want to
gain an understanding through the lived experiences of the participants. According to Pratt
(2006,p8) , “the qualitative r asgsé&atpditieipantssataelkk s t o
to their behaviour, how they interpret situations, and what their perspectives are on particular

i ssues.” By usi ng t badarsunderstandirgofdhe ideag ppmions and , I
experiences of the SMT about inping learner academic performances in the NSC
examinations within the context afl &ISLA School.

3.4Research methodology

The research methodology employed in this study is a single case study. A case study is an
empirical research methodology ofquiry, which focuses on a phenomenon within its
context and especially useful when studying a complex phenomenon (Yin, 1994). A case
study was su#tble for this study as it allowetie researcheo critically examine the SMTs
experiences within the cait of the NSLA phenomenon. Another important feature that Yin
(2011) is that critically examining the context and complex nature of the phenomenon, we are
better able to understand the ‘case.’ Thi s
reearch studywhich will assist the researcher in understanding the experiences of SMTs

through engagement with the NSLA phenomenon.

Baxter and Jack (2008) define a case as an occurring phenomenon which is context bound.
Therefore, the case in this resgastudy that was analysed is the experiences of SMTs within
the context of the NSLA phenomenon. AccordingMan Wynsberghe and Khan (2007),
context between structures and relationships is achieved by the researcher focusing on time
and space. The expenmiges of SMTs in improving the NSC results, is spatially bound within

the context of the NSLA Schodlhe three main types of case studies are: the explanatory
case study, descriptive case study, and the exploratory case study. The tyggestiida that
wasused in this study is an exploratory case study. An exploratory case study according to

Yin (2003) deals with “what’ research quest
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research questions substantiate the need for an exploratory case study.desigrrole that
school management teams play in improving the NSC results MS&AA school and the
factors that negatively and those that positively affect $hlkool ManagementTeams
initiatives in improving the NSC results within the NSLA School.

3.5Sampling method

According to Mujere (2016, p.108), “a sampl ¢
taken from a | arge population for a measur en
a process of selecting a noteworthy populatioictvhas significant characteristics important

for the research study. Small sample groups are chosen from a population to allow the
researcher to gain insight through data generatidnich represents the population being

studied (Cohen & Manion, 1994).

Purposive sampling was employed in this study. According to Ritchie, Lewis and Elam
(2003), purposive sampling is used to select participants whose features or characteristics will
enrich the phenomenon being studied. Purposampling was used to seleftte SMT
members from one NSLA secondary school from the Umlazi District situated within the
township of Chatsworth in Durban, KwaZtiNatal. During the recruitment phase of this
study a meeting was set up with the principal of the sample schadl thenature of the

study was explained. The principal then granted pssiom to speak to the other foBMT
members to explain the nature of the study. The sample secondary school has been identified
as an underperforming school based on the NSC results pfatieus year and classified as

a NSLA School by the KwaZultlatal Department of Basic Education. The five SMT
members purposively selected for this study comprise pineipal, and four Heads of
Departments (HODs). The SMT members were purposivelytsdlexs being identified as

i nf orrmacthi olney i nf or mant s
studied (McMillan & SchumacheB001, p. 401) for thregears. Within the context of this

because they hav

study, the SMT members were identified as information participants based on their
management experience for more than 20 years, but more importantly, based on their
knowledge and experiences within the context of the NSLA School from the perspective of a
management member who is ultimately accountabletlie NSC results in secondary

schools. The intention behind these purposively selected participants was to hopefully gain
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insight from SMT members who are presently experiencing the phenomenon during the time

this study was undertaken.

The =lection of theschool was based on the NSC results from the past three years which
recorded pass rates below 60%, placing the school in the underperforming list of schools in
KwaZulu-Natal and classified anaSLA School. The alectedschool is at presénn the

NSLA programme, with this being its third consecutive year in the NSLA category of
underperforming schools in KwaZuNatal. The two document®lectedfor this study vere

t he s ¢ hhood Imprevem8mt Plar2015 and the National Strategy for Leer
Attainment (NSLA) Framewdr (2007). The school improvement plaaschoserbecausét
contaired the core strategies used by the SMT of the school in their attempts to improve the
NSC results. The NSLA Framework (2007) was selected as it is the gudicgtates the role
function of SMTs within the context of the NSLA School.

3.6 Data generation methods

The main data generation methatiat were used in this study were the sestiuctured
interview schedule, the documents review schedule and voioedes for the interview
process. The senstructured interview schedule was used to guide the researcher during the
interviews. An interview schedule has a set of-ge&ermined questions that guides the
interviewer during the interview process (Robsdd02). Moreover, the interview schedule
provides the interviewer with consistency as the instrument allows for the recording of
answers via a systematic process and contributes to an efficient and well guided interview
with participants (Robson, 2002). Fitiis study, a senstructured interview schedule was
prepared with preletermined questions to help the researcher engage in a smooth and
efficient interview process with the participants. Questions contained in thessantured

interview schedule addseed the three main research questions of this study.

An audio recorder was used asiastrument to audivecord semstructured interviews with

the five SMT membersThe use of the audio recorder was especially beneficial as the device
could be used at the interview itself and be used to analyse and interpret the actual words
spoken by the participantdMérkle, West & Rich, 2011). After the interviews were
completedthe audio recorder was then be used to transcribe the interviews into text format

using Microsoft Word. A document analysis schedule was prepared for the review of the

sample school’”s SIP and the NSLA Framewor Kk
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addreses the main topics contained in the documents being analysed in relation to the key

research questions in this study.

3.6.1 Semistructured interviews

The €mistructured interview is a favourable dagieneration method as it allowdide
researcher to explore the perceptions and experiences of the participants with regards to the
topic being researched and the use of probing questions helps to clarify and gain more
information (Barriball & While, 1994)* S e-structured interviews tehto be made up of a
combination of closed and open questions aimed at collecting both factual and attitudinal
data” (McNei |l & Ch a p nstructured2ndefvibw wap consifleéedl a T h e
favourable data generation method as it contains a geedétermined questionshich can

be modified according to what the interviewer perceives as being most appropriate (Robson,
2002). The semstructured interview as a twway communication process is advantageous

to both the participants and the researcBy usingprobing questionsthe researchewras

able to gain more information and insight from responses that may surface during the
interview process and the opended questions allow the participants freedom to express
themselves. Based on the kegearch questions of this study, the ssmmictured interview

was a favourable data generation method as the flexibility, predetermined questions, probing,
and operended nature of the questions allowed the researcher to explore SMT perceptions
and expeences regarding their roles, improvement strategies, and those factors that impact
on the NSC results within the context of the NSLA School.

The semstructured interviews were conducted with five SMT members from one secondary
school. A semstructuredinterview schedule was used in the interview process. The
interviews were conducted with the following composition of SMT members: one principal
and four Heads of Departments (HODs). The same interview questions were asked to all
participants in this studyl'he duration of each interview wagpaioximately 30 minutes. All

five participants were interviewed once. A date was set with each participant to conduct the
interview. The interviews took place afgchool hours and at a time and place that was most
convenient for the participants. Two of the participants preferred to be interviewed at their
sclool office, while the other threparticipants mutually agreed to be interviewed at their

place of residence due to them residing in close proximity to thercesea
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3.6.2 Documentsreviews

Documents review is a research method used to gain document based evidence and
validation regarding a research topic. According’&aiologou, Needham, and Male (2015),
documents can be used to understenaracteristics within a particular context. This study
uses Hitchcock and Hughes (1995) guide to analysingndects. The two documents were
analysed based on the literal meaning of the text and the interpretation over and above the
literal text (Hitchco& & Hughes, 1995).

Two documents were reviewed in this study. The School Improvement Plan 2015 (SIP), and
the National Strategy for Learner Attainment (NSLA) Framework (2007) were analysed.
Permissiorwasgranted by the principal and the SMT members to analyse their SIP for 2015.
The 2015 SIP was selected as this is the last improvement plan designed by the school that is
presently being implemented. It was hoped that the SIP will provide rich data negtreli

NSC improvement strategies undertaken by the SMT. The NSLA Framework (2007) was
selected as a public document. Using the NSLA Framework (2007) as a policy document
provided insight into what the KZN Department of Basic Education states on papehand

is really happening in NSLA Schools. By analysing and interpreting the NSLA Framework
other than its literal meaning, it véahoped that insight will also be gaindtrough the
experiences of SMTs within the context of the NSLA School. The data getidram the
documents review also helped to corroborate the findings from the-sseitiured

interviews.

3.7 Data analysis

The process of qualitative data analysis involves the reduction of large volumes of data into
themes or patternsvhich is thenmterpreted by the researcher (Cohen, Manion & Morrison,
2007). Data analysis is further described by Thorne (2000) as the interpreting and organising
data coherently in relation to the research study. The data analysis strategy used in this study
was the thematic analysis. Thematic analysis involves identifying, analysing the data and

reporting themes and patterns that arise from the data (Braun & Clarke, 2006).

| began the data analysis phase of this study by first organising and transcribing the data.
Each interview audiwecording was played and paused to allow for typed transcription. This

process was done for all five participants. The interviews were transcribed using Microsoft
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Word. | then read the five transcripts several times while looking farging themes and
patterns that were related to the research questions of this study. The transcribed interviews
were then read several times to gain an understanding of the data collected. While engaging
with the transcriptions, | also looked for themewl gatterns. Participaist responses that

were similar were then coded using different colour highlighter pens. Similar responses that
were highlighted the same colour were then brackdBeacketed responses of the same
colour highlighter were then giveamtheme. This data analysis process was used for all five
transcriptions. | analysed the two documents review using documents review schedule to

determine the extent to which the data had triangulated with thesseitiured interviews.

3.8Issues of tristworthiness

Validity and reliability are terms coined in quantitative research. Validity is concerned with

the question of reality and whether somet hi
observation or through the way meanings are meant tanteepreted (McMillan &
Schumacher, 2010). To achieve trustworthiness qualitative researchers use concepts like
credibility, transferability, dependability and confirmability (Lincoln & Guba, 1985).
Trustworthiness was thus achieved in this study usingbin n and Guba’'s (198t
credibility, transferability, dependability, dnconfirmability. The followingway in which

trustworthiness was achieved is described below.

3.8.1 Credibility

Credibility is the extent to which the key findings of tsteidy are a representation of the
participants actual meaning of their responses (Lietz & Zay&40). To ensure credibility

in this study, all participants were revisited and member checking was conducted where
participants reviewed their transcripts to confirm the accuracy and consistency with my
interpretationMember checking involves allowirthe participants the opportunity to check,
edit, and approve the transcripts for verification of whether the data provided is in line with
the research&s interpretation of their experiences and responses (Carlson, 2010). Each
participant was given a haabpy of their transcript from their interview. Participants were

then given 23 days to verify the accuracy of the transcriptions.
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3.8.2 Transferability

Transferability concerns the way in which the results of the study can contribute to other
situaions (Shenton, 2004). To achieve transferability purposive sampling was used and thick,
rich descriptions were communicated in this study to allow for continuation or understanding
that may arise in other research areas and population (Shenton, 2084nC20110). The
researcher also ensured understanding was given to the unique context in which the study

took place.

3.8.3 Dependability

Dependability relates to the consistency of the findings of the research study (Lincoln &
Guba, 1985). Triangulation was used to ensure dependability. Triangulation is the use of two

or more sources of data to corroborate the findings of the study (McMillan & Schumacher,
2010).Triangulation was achieved through documents review of the satnpl®@ | * s Sc ho
Improvement Plan 2015, and the National Strategy for Learner Attainment (NSLA)
Framework (2007). Triangul ation through doc

was undertaken to ensure dependability to corroborate findings (Shenton, 2004)

3.8.4 Confirmability

According to Shenton (2004), “confirmabil it
concern to objectivity. Shenton (2004) asserts that the research findings must be the views
and experiences of the participants and notdh#te researcher. To ensure confirmability in

this study an audio recorder was usadd | also took notes during the interviews for

authenticity of the data.

3.9 Ethical considerations

According to McMillan and S ethlics amafactisedron what0 1 O ,
is morally proper and improper when engaged with participants or when accessing archival

dat a. I n keeping with research ethics this
sample school astreated ina way which deerad this study ethically and morally proper

through respect and consideration for the constitutional rights of all participants. Application

to conduct this study was made to the University of Kwadldtal (UKZN) and the
KwaZulu-Natal Department of Basicdtcation. A clearance certificate granting permission

to conduct this study was received from the Univgrsf KwaZulu-Natal. Rermissionto
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conductthis study was received from the KwazZiNatal Departmenof Basic Education
Permission was granted by tphencipal of the sample school to conduct the researcly stud
within the schoal Informed consent was granted by all participants in this study as well as
the permission to audieecad their interviews In keeping with proper research ethics,
voluntary paticipation, informed consent, and confidentiality and anonymity were

considered.

3.9.1 Voluntary participation

Voluntary participation involves participants not being forced to participate (McMillan &
Schumacher, 2010). A meeting was set up with eacticgpant to explain the nature of the
study. After being informed of the nature of the research study, all participants agreed to

voluntarily participate in the study.

3.9.2 Informed consent

According to McMillan and Schumacher (2010), informed conhgarolves explaining the
participants the nature of the study, withdrawal from the study at any point without penalty
and if there are any risk factors in the study. A meeting was set up with each participant
informing them of the nature of the study. Arficipant inbrmation sheetvas given to each
participant highlighting the nature of the study. Participants were then given camef
consent formto read, sign, and hand to the researcher. The informed consent form stated
clearly the data generationsiruments being used in the study and that all interviews were to
be audierecorded.Interviewees have given the researcher informed consent and permission
to audiorecord the interview proces3he same interview questions were asked to all
participantsin this study.Some of the main ethical issues discussed with participaans w
their right to withdraw from the study without penalty, and informing them that the data

generated from their interviews will be used for research purposes for this study.

3.9.3 Confidentiality and anonymity

Confidentiality involves the researcher making sure that no one has access to the data given
by participants and making aware to the participants that only the researcher will access to
data and names from the reseaffelcMillan & Schumacher, 2010Anonymity in research

ethics means that the researcher cannot identify any participant from the data that has been

gathered (McMillan & Schumacher, 2010). To ensure confidentiality and anonymity,
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participants usgaliases or isguised namesAll participants were interviewed separately to

maintain confidentiality.To ensure confidentiality of all data gathered ldaa and audio
recordings wrel ocked away in the research supervis
(Edgewood Campus) for a minimum period of five years. After five yadlrslectronic data

wi || be del eted and information flwidlgvet he r e
completed hard copies to the research participants and one completed hard copy will be given

to the gatekeeper.

3.10Limitations of the study

This study only contains data generated from the SMT members of one NSLA School.
Taking into account that NSLAcBools all experience different contextual factors from
schools that have achieved above 60% in the NSC ieg#ions the solutions of this study
cannot be generakdin schools that have attained an average or ahogeage percentage

pass in the NSC examinations. The data generated in this study is only the perspective of the
SMT and does not include other stakeholders like the School Governing Body (SGB),
teachers and learners. Since NSLA Schools are always psesHuwyiadministration work

related to improving the NSC results as well as monitoring and evaluation processes, data
collection posed time constraints as some SMT members were busy and had to reschedule

interviews.

3.11Chapter summary

This chapteoutlined the research design and methodology used in this study. A qualitative
study with the use of the interpretivist paradigm in which this study is located was discussed
with its relevance and justification in relation to the research study. The sgnppbcess

was discussed with justification for the use of purposive sampling for this study. All sampling
instrumentation used as well as data generation methods like thestsartured interview

and documens review was outlined. The process of datalysis using thematic analysis

was outlined with the steps taken during the analysis process. Ways to ensure trustworthiness
through credibility, transferability, dependability, and confirmability was outlined. Ethical
considerationg this study were dussed with confirmation of all clearance certificates and
consent from all participants engaging in the study. Lastly, a brief discussion of the
limitations of this study is outlined. The following chapter presents a detailed analysis of the

datg and tle themes and patterns identified by the researcher that have emerged in this study.
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CHAPTER FOUR
DATA PRESENTATION AND DISCUSSION

4.1 Introduction

The previous chapter presented a discussion on the research design and methodology that was
used for the generation of data to answer the research questions. This chapter is a thematic
presentation and discussion of the data that emerged. The two datatiganmethods

utilised in this study were seratructured interviews and documents review. The presentation

and discussion of the data generated in this chapegbased on the two data generation
methods. The presentation and discussion of data ingetip@titerature that was reviewed in

Chapter Two as well as the theoretical frameworks that inform this study.

This chapter is divided into four main themeasd these are as follows: (a) the role of the
School Management Team in improving the Nationahi@ Certificate (NSC) results in a
National Strategy for Learner Attainment (NSLA) School The ways in which the School
Management Team (SMT) overcomes the challengesniN&LA School (c) Challenges

faced by the SMT withinaNSLA School (d) the positive factors within the NSLA School.
Each theme is presented and discussed withlserhes in this chapter. Before the themes are
discussed, the profiles of the participants are presented and the chapter concludes with the

chaptersummary.

4.2 Profiling of participants and the school

This study was conducted in one secondary school in the Umisizict of the KwaZulu

Natal Province, South Africa. The school is named Compton Secondary School for
anonymity reasons. The data sources included School Management Team members
comprising the principal and Heads of Departments and documents. Theisditated in

a povertystricken residential area. The school is a quiritle ranked school and receives

very little in state subsidy. The school has a total learner population of 520 learners and a
staff of 18 educators. The school is struggling faially and is not well resourced. The

participants in the study are profiled below:
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4.2.1 Mr Arthur (School principal)

The first participant is named Mr Arthur for anonymity reasons, and is a male secondary
school principal. Mr Arthuwas 63 years of ageand has been teaching 48 years. Mr

Arthur has been a head of departmenti@ryears, a deputy principal fdO years, and a

principal fordyear s. Thi s school has been,ahMrheignr t hur
still working at this school as the principal at present. Mr Arthur works with three HODs and

two grade heads. The school comprises of the following departments: languages, maths and

science and humanities.
4.2.2 Mr Blake (Head of DepartmeniLanguages)

The second participant is named Mr Blake for anonymity reasons. Mr Blake, a male, is a
grade head in charge of tleeadell learners. Mr Blake was Sfears old and ha32 years of
teaching experience. Mr Blake has been a grade head and actingfhéepartment in
languages for the pa&0 years. Mr Blake handles all learreated issues in théradell
classes like discipline, misconduct and poor academic performance. Mr Blake also works
closely with the time tabling and teacher allocations iwithe school. Mr Blake currently
teaches across two departments teaching History and Afrikaan&fiama8 to 12

4.2.3 Mr Colbert (Head of DepartmentHumanities)

The third participant is named Mr Colbert for anonymity reasons. Mr Colerta male
HOD in the humanities department. Mr Colbses 58 years old and h&&3 years of teaching
experience and kabeen a HOD for the padB years. Mr Colbert has seven teachers in his
department. Mr Colbert has also occupied the post of acting dppotypal in the school.

Mr Colbert currently teaches Technology and Arts and Cultu@aade8 and9.
4.2.4 Mr Danefield (Head of DepartmentAfrikaans & LO)

The fourth participant is named Mr Danefield for anonymity reasons. Mr Danefield is a male
gradehead in charge of the grade 8 and 9 classes. Mr Danefiled wasaEbold and ha32

years teaching experience. Mr Danefiled has been a grade head and acting HOD for the past
15 years. Mr Danefield currently works across two departments teaching AlikamhLife
Orientation fromGradelOto 12.
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4.2.5 Mr Elsen (Head of DepartmeniScience & Mathematics)

The fifth participant is named Mr Elsen for anonymity reasons. Mr Elssma male HOD in

the Science and Mathematics department. Mr Elgan55 years old and ha32 years of
teaching experience. Mr Elsen has served as an HOIbfgears and has also occupied the
post of acting deputy principal in the school. Mr Elsen has four teachers in his department.
Mr Elsen currently teaches Physical ScentGradelOandl1l

4.3 The role of the School Management Teams in improving the NSC results in a NSLA
School

The role of the SMT within a NSLA School is based on their management duties within the
NSLA context. The SMT is to an extent accountable ifoproving learner academic
performances. The following subthemes are presented and discussed related to the SMTs role
in improving the NSC results within the NSLA context: Tdje management duties of the
School Management Team (SMT) within the contexthaf NSLA Schoolb) The way in

which the SMT manages the curriculum withimMSLA School(c) The way in which the

SMT manages the curriculum withim &SLA School(d) Managing discipline (efPlanning

of educational programmes to improve the NSC re¢f)Itastructional leadership role of the

principal.

4.3.1 Management duties

The data generated revealed that some of the key functions of the SMN#LA School
included supervision of teachers, engaging with various administrative tasks and managing
teaching and learning. SMTs acknowledge the importance of executing their management
duties for the smooth functioning of the school. Although most SMT members highlighted
the importance of management duties like controlling examinations, managingimkscipl
school safety and supervising teaching and learning, other participants perceive management
in an NSLA School as more intricate than the common management duties as compared to
other schools. This is what one participant had to say:

Our role becomes wore indepth, we have to go on a fact finding mission, we have to

take measures to get out of the programme, so our workload immediately increases

(Mr Blake).
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The management duties within the NSLA School are accompanied by an overload of

management tasks and responsibilities. This is what one participant had to say:
We engage in far more exhausting workloads within managdiMewtrthur).

SMTs in the NSLA Schddocus their time and energy mostly on Beade 12 learners in
order to ensure improvement of the NSC results. The SMT reti@ananagement @rade

12 learners as an integral part of their duties. The fact that the NSLA School com¢ains
majority of Grade 12 underperforming learners, the SMT dindlifficult to manage the mass

of underperforming learners. This is what one participant had to say:

In other schools SMTs only have a small number of underperforming learners to
manage, in the NSLA Schpuale have to manage d@Brade 12 learners as the whole

grade is underperformingMr Arthur).

The SMT is to an extent accountable for improving learner academic perfornfameeashe
discussions above it appears that the management duties of the SM3 N&ttA School

focus mainly on theGrade 12 learners in order to bring about improvement. As with the
complex situation of managing within the NSLA context, Lumadi (2012) asserts that the role
of school management must be carried out properly or the emardnin which they work

may become affected negatively. Although the SMT engages in common school management
duties, they are challenged by the management of the large percentage of underperforming
learners.The management duties seem to be revolved arthen@rade 12 learners as the
performance of th&rade 12 learners in the NSC examinatiaresa reflection of the way the

SMT has managed within the NSLA School.

4.3.2 Curriculum management

The SMT had different views regarding the management of the curricliienSMT in this

study focuses more on monitoring and evaluation of the curriculum than the actual
implementation and management ofGurriculum management imaNSLA School is not

the same as other schoasd the department pays special attention to monitoring curriculum
management by SMTs in NSLA Schools buesldevote the same monitoring and evaluation
measures to other schools. Curriculum management in a NSLA School is a phatass
subject to strict monitoring and evaluation by the department of education. This is what one
participant had to say:
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Curriculum management is very different as records are monitored by different levels
in the education department whereas othesth are not even monitored externally

because their results are good in mafiidr Arthur).

One participant viewed curriculum management as an important duty for SMITNSL2A

School and felt that curriculum management is the difference between imptoeingatric
results alternatively facing NSLA status agdifr Elson was of the opinion that the way in
which the curriculum was managed, impacted directly on the NSC reSaitshese SMT
members managing the curriculum involved checking teachers work to verify the syllabus
coverage and also to determine if the work being done is adequate to ensure #mere is
improvement in the NSC examinations. Not all participants felt that curriculum managemen
had any impact on the improvement of the NSC results. This is what one participant had to

say:

In my opinion all this curriculum management does not seem to be resulting in any
improvement in matric results because all we are monitoring is whetheedbber
has covered the content according to the CAPS policy and if all the assessments have

been complete(Mr Elson).

From the discussion above it appears that curriculum management involves checking syllabus
coverage and monitoring teachers work in tespetive subject specialisationshe
literature review revealed that SMT in South African scho@smet clear about their role in
managing and implementing the curriculudogashoa (2013)Curriculum management
requires more than just checking syllabus coverage and monitoring teachers work in their
respective subject specialisations. The evidena® the discussion also indicate that SMT
members were not clear about what the managingeo€uhriculum entails and the extent to
which this management function can improve the NSC results. TheiS84€n as important

role players in the implementation and monitoring of the curriculaspecially where
improvement is needed like in the contekthe NSLA School (Lumadi, 2012Jhis theme

also ties up with the leadership for learning theory more especially the dimension of
behaviour regarding the curricular programme as identified by Hallinger (2010). The
leadership for learning theory stateattischool leaders should display sufficient knowledge

of the curriculum but this is made difficult by the vast number of subjects within each SMT

members department that they manage.
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4.3.3 Administrative tasks

The SMT in the NSLA School experierscéarge amounts of administrative work. The
administrative workload inraNSLA School does not appear to be the same as other non
NSLA schools. The demands placed upon the SMT from the Department of Basic Education
impact on instruction time and thusvieaa negative effect on teaching and learning. This is
what one participant had to say:
The administration never seems to stop and it really impacts on teaching and learning
as our time is taken up supplying the department with unnecessary statistics on a
daily basis(Mr Arthur).

One participant referred to ndiSLAsc hool s as bei ng
term ‘“aut omat e d-:>NSLUA scHoole anly dorthgir biadicananagememt duties,
but managing in @NSLA School requires SMT to engage in much more administrative

tasks:

| would call a normal school an automated school, where you simply do your
management duty, that is your administrative duty, but in a school that is NSLA there

is much more that we kia to put ifMr Colbert).

In contrast to Mr Colbert, Mr Danefield did not think that there was a vast difference in
administration compared to ndSLA schools. Mr Danefield was of the opinion that there
would not be an overload of administrative work elgging on how schools function in their
daily management tasks. From the discussion above Mr Danefield seems to think that the
amount of administration workloadre dependent on the management of the school. If
management is running the school well andilfulg their management dutieshen the

administrative duties will be minimised.

From the discussions above it appears that SMTs in NSLA Schools face an overload of
administrative tasks. School management, especially the principal, sometimes sheiifice

role as managers to undertake various administrative tasks (Davidoff & Lazarus, 2002). Not
only is the excess administrative taskime consuming, but it also impacts on instruction
time. The data generated indicates those administrative workloaidsnpact on instruction

time also impacts on teaching and learnwbich is a contributor to the poor NSC results

within NSLA Schools. The administrative tasks are important information that is required by

aut omat ed.
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the Department of Basic Education to monitor the progress ofGtiagde 12 learners
However, the overload of administrative tasks seenhave impacted on instructional time.

The time spent on unnecessary administrative tasks can be used profitablglaissh@om or

used by SMTs to focus more directly on improving the NS@ltesThe change theory can

be used within this context of the NSLA School where the three stages of change are
implemented to accommodate the teaching and learning amongst theafaoymt of
administrative tasks. This theory also help in understanding that theh&8/fot been able to
identify the restraining force (Kurt Lewin, 1953) which is the administrative task in order to

affect change to bring about productive teaching aachieg.

4.3.4Managing discipline

One of the major tasks of the SMT in BSLA School is managing discipline of learners.
Discipline remains a serious problem within the NSLA School and is linked to the poor NSC
results achieved. When probing about leanetated issues concerning discipline this is what

one participant had teay:

The main issue is definitely learner discipline. We have cases on a daily basis where
learners are caught with drugs, disrespect to educators, even attempted assault on

educators as well as other learngMr Arthur).

Mr Arthur felt strongly aboutite impact that poor discipline has on instructional time and the

time that SMT can spend productively on improving the NSC results of this NSLA School:

The problem is that our SMT are more involved in handling cases that are not even
related to teaching rad learning and seem to be wasting their time and energy on

handling drug related issues and violence amongst the leafkterarthur).

SMT and educators in the school are threatened by the learners because of poor discipline
gone out of control. Learnetisgipline has become a problem that has escalated into learner
on teacher violenceRarticipants expressed concerns over their safety and stated that there
have already been cases where SMT members have been assaulted by Téarveosk of

the SMT in tying to improve the NSC results has been complicated and challenging due to
the negative attitude of the learnefbe management of learner discipline adds to SMTs list

of work overload tasks in the NSLA School. The time spent by the SMT on managirgy learn

discipline could be used on managing teaching and learning for the improvement of the NSC
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results. The poor discipline of learners has also created a stressful work environment for the
SMT.

The generated data indicates that learner disciplines&iaus problem for SMT within the
NSLA School. The situation within this school has escalated to a state where learners have
even assaulted educators. Literature has revealed that violence, drug abuse within NSLA
Schools not only impacts on teaching aedrhing, but also contributes to underperformance
and grade repetitiorLouw, Bayat & EigelaarMeets 2011). From the discussions above, it
appears that the poor discipline of learners can be linked to underperformance and a
significant factor towards thpoor NSC results which has placed this school in the NSLA
programmeThe change theory within the context of this section has revealed that although
the SMT have completed the first stage offtgezing by identifying the problems within the
context of te NSLA School, they have not affected the change process of stage by
identifying new ways of dealing with the discipline problem in order to apply a new way of

managing discipline on a daily basis (Wirth, 2004).

4.3.5Planning of educational programmes tamprove the NSC results

The SMT in this school regard planning as an integral aspect in ensuring the improvement of
the NSC results. The SMT spend considerable amount of time planning educational
programmes as improvement strategies for the NSC reShksSMTs play an active role in
planning intervention programmes that will improve the NSC reddtisuments analysis of

the 2015 school improweent plan indicated that the SMTdplanned various educational
programmes to bring about improvement of the NSC results:

Anticipate getting in motivational speakers. Assembly talks by senior management
and daily motivation by form educators in the tiprevided in the morning. Learners

have a sense of belonging with their form educators and they can play pivotal role in
the refinement, improvement of the tone, moral ethics and responsibility of learners

(Compton Secondary School Improvement Plan, 2015).
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Some of the activities that SMT plan are exBeade 12 classes, vacation classes and
departmental meetings to discuss performance and improvement strategies. This is what one

participant had to say:

SMTs together with their teachers in their departments plan extra tuition classes for
matrics in various subjects which take place after school hours and on holidays. A
compulsory requirement is that SMTs meet with their departments once a term to
discusshow things are going with the matrics and strategies to improve the matric

results in those subjectsir Arthur).

SMT members actively participate in educational programmes targeted at the learners. SMT
members in each department hold meetings with subject educators to discuss the progress of
the Grade 12 learners as well strategies to improve the NSC results. NMritseated that

the planning of intervention programmes aimed at improving the NSC results are regarded as
an important task that the SMT engages in within the NSLA ScI8MI in the NSLA

School also engadein planning during and after the normal schbolurs. The SMT is

responsible for the planning of the intervention classes aimed at improving the NSC results.

Planning seems to be very timensuming for the SMT in this NSLA School. The SMTs
spend time planning for intervention classes for tBeadel2s in a bid to improve their NSC
results. Planning also included having regular meetings with subject educators from the
respective departments that are headed by the HOf2sk and Terrell (2014) found that
school management has to identify the probkerd then provide support in order to affect
change.SMTs together with their educators within their departments use these committee
meetings to plan strategies for improvement of the NSC results based on the feedback given
by educators on the progresstiog Grade 12 learnerg.he leadership for learning theory ties

up with this theme taking into account that
activities like monitoring and planning (Murphy, et al. 2007). The leadership for learning
theory aso requires that the SMT support the instructional programme of their teachers
which is what the SMT is doing in this school through their planning of intervention

programmes and strategy planning session with teachers.
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4.3.6Instructional leadership role of the principal

The literature review revealed that instructional leadership involves the impact that the
principal as the leader of the institution, has on teaching and learning. The principal, Mr
Arthur, felt strongly abot quality teaching and learning as one of his core duties as an SMT
member. Mr Arthur regards the management of teaching and learning as the core duty of the
SMT. Mr Arthur pays special focus to teaching and learning as he believes that this is crucial
in ensuring the improvement of the NSC results. Mr Arthur also highlighted some important

duties of the SMT suggesting characteristics of an instructional leader:

Some of the common duties include controlling examinations, curriculum

management and ensugiithe school is functioning in good ord@ir Arthur) .

The principal further supports his claim as an instructional leader stating that

If the SMT concentrates only on teaching and learning then there will definitely be an

increase in the matric resul{&r Arthur).

The principal as the instructional leader focuses on teaching and learning initiatives to
enhance student achievement (Glanz, 2086).an instructional leader, the principal, Mr
Arhtur, has put in place many intervention programmes aimedpmbving the NSC results.

Also significant to note is that the principal has delegated these intervention programmes to
the rest of the SMT members as evidence from the interviews with the other SMT members
has revealed that planning, preparation and d#tece to these special intervention classes
for Grade 12 learners seem to be of high priority for the SMT members in this NSLA School.
The principal is actively engaged in the instructional programme of the school having
realised that this is integral tosure the improvement of the NSC results which ties up with
the leadership for learning theory where the principal as the leader of the school tries to
ensure an effectivstructional programme with minimal disruptions and maximum use of

both school andfter school hours.

4.4 The role of the SMT in addressinghallenges in @ NSLA School

Due to the many challenges facing NSLA Schools in South Africa, the SMT of these schools

is always engaging in ways to try and improve their NSC results.rdleethat the SMT
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played in addressing the challenges faced in this school (@&upervision of educators (b)
Supporting teaching and learning (c) The SMTs perception of teamwdBh(@$ interaction

with parents. A discussion of each shleme follovs below.

4.4.1 Supervision of educators

The SMT in this school condigctegular supervision of educators within their departments.
The supervision of educators that is undertaken by the SMT is one of the tasks involved in
the leadership for learning modelhich forms the theoretical framework for this study.
Taking into account the poor performance of this school in the NSC examinations,
supervision of educators is a compulsory process in this school. This is what one participant

had to say:

Some of the management duties that SMTs engage with on a daily basis include

supervision of teachers in different departméms Arthur).

Although supervision is a management duty for SMT, the SMT in this NSLA School also
uses it as a measure for improgrthe NSC results by monitoring to check if teachers are on

par with their work coverage and syllabus. This is what one participant had to say:

By checking teachers and learners work the SMT is able to determine the way in
which everybody is working and tiis is sufficient for improvement of the matric

results(Mr Danefield).

From the discussion above it is evident that the SMT in this NSLA School engage
supervision of teachers within their departmeftgpervision of educators is a task leaders
involved in the instructional programme should engagand also an integral part of the
leadership for learning theoMurphy, 2007. For these SMT membersupervision is not

only about fulfilling a management duty, but also part of their improvement gstréte
improve their NSC results. It is through supervision of teaclvemsmthe SMTs are able to
determine if learners are being taught according to the prescribed syllabus and also if teachers

are working towards improving the NSC results.

4.4.2Supporting teaching and learning

The SMT in this school NSLA School has provided some support for both teachers and
learners in order to improve the NSC results. The leadership for learning model as the
theoretical framework for this study accentuatesitmgortance of the leader in supporting
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teaching and learning activities (Murphy, 2007). The SMT support teaching and learning by
planning and attending special intervention classes for Ghede 12 learners. The
intervention classes that are planned anehded by the SMT included subjects that record

poor NSC pass rates. This is what one participant had to say

We provide extra classes for matrics especially in the gateway subjects like Maths,
Maths Literacy, English, Life Sciences and Business Studiese Tdubjects were

identified according to the matric pass rate in the previous gdarArthur) .

In a bid to try and improve the NSC results, the SMT in this schptd fprovide support for
learners in other aspects of thewek like nutrition, and metorship, taking into account the
sociceconomic problems experienced by learners in this community. The SMT supports
teaching and learning within this school by preparing resource materials like examination

exemplars and past year examination papers éostbject teachers.

One patrticipant looked at support from a different angle. Mr Blake felt that support should be
provided by the SMT identifying the underperforming learners within each department and

thereafter work with educators in order to helpld@aner to attain better achievement levels:

| firmly believe that each member of management should look into his department and
identify the weak learners and the weak areas and support their members in trying to
correct those children and bring them tappar (Mr Blake).

For Mr Blake, providing support entails assisting academically weak learners through the
help of educators within the HODs department. The SMT also engages in improvement
activities like special educational talks, motivational speakers,guest educators in a bid to

improve the NSC results.

From the discussions above it appears that the SMT in this school preoiche degree of
support for both teachers and learners. The entire management of the school is dependent on
the school margement and the way they provide support and work with educators to achieve
the goals of the education programrdaérles, Kimutai, & Zachariah, 20LSupport comes
through extra classes and special vacation programmes to improve the NSC results. Another
form of support is through motivation of learners through special talks and lessons by people
from out of the school and also by the SMTs as well. The SMT provides support material like
past year examination papers in a bid to try and improve the NS@re&upport is provided

through the identification of the performance of weak subjects in the NSC examipatidns
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this allows the SMT to provide support where it is most needed and will take the school out

of the NSLA programme.

4.4.3 Teamwork

Working as a team and supporting each other is important for improvement within a school.
Participantswere of the opinion that the SMT have to be working as a team to think
collectively and have agreement on decisions made. Participants also acknowledged that the
SMT needs to work as a team with goal of improving the schidm. SMT in this school
acknowledge that teamwork is important for the improvement of the NSC résoNtgver,
responses form the interviews indicate that SMTs in this school are not waskiageam.

This is what one participant had to say:

|l tds not only the grade head of the matr
entire SMT that should work together to support and work as a (eamlake).

This is what another participanad to say about teamwork:

You have to have collective thinking. You have to have agreement. You have to work
in the same line. There must be agreement, everybody must be thinking in the same
line, everybody on the same pace in order for one purposerendaal, and that is to

turn the school aroun(Mr Colbert).

Teamwork is acknowledged by these participants but is lacking within this NSLA School.
The SMT believes that teamwork will make the differefeg somehow they are not making

the attempttotrywor ki ng as a team. A ‘School Manageme
group of managers working together within the school managing teaching and learning.
Working as a team not only results in improvement but also promotes learning and
development of gngp members within the team (Senge, 1990). Engagement with tasks and
activities should be done through working teams or groups (Mullins, 2010). The SMT in this
schoolis working as individuals within their respective departments args dot come
together ad work as a team to ensure improvement of the NSC re$uksleadership for
learning theory states that communities of learning through a collaborative learning
environment improves student learnilgyery manager is accountable for his/her department
and works in isolation. The manager needs to take into account the positive impact that teams

or groups may have on performance of the organisation (Mullins, 2010). Although the SMT
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in this school work in isolation in their departments, they do know theewafl working in a

team and the benefits it has for the improvement of the NSC results.

4.4.4 SMTs interaction with parents

Although the lack of parental involvement was identified as a negative factor by the
participants, on the flip side, the participants have made attempts to get parents involved in
their educational programme f@rade 12s with the aim of improving their BSesults.

Three of the participants have highlighted their interactions with parents as an improvement

strategy. This is what one participant had to say:

SMTs meet with different parents on a daily basis regarding various issues that take

place during anceven after school hou(#r Arthur).

Given the number of challenges within this NSLA School, the SMT members make it their
duty to engage with parents even going beyond the normal school hours. This is also an

indication of their dedication to improvingd school. This is what one participant had to say:

We have specidbrade 12 parents meetings every term, sometimes more than once in
term. At these meetings we discuss learner performance and strategies for

improvemen{Mr Elsen).

Furthermore, formal pané meetings are organised by the SMT whereby they get to interact
with parents. The SMT meets with parents once a term. This is an indication that SMTs are
making attempts to get parents to school even though there is very little participation by
parents Wen it comes to parent meetings. Sometjrhes/ever, the SMT is not successful in

trying to get parents to school. This is what one participant had to say:

We tried to phone parents, tried to get into contact with parents but we are not getting

any succesthere(Mr Blake).

The collaboration between the SMT, parents and the community is an important one in
ensuring improvement (Harris, 2010). Even though parents show little interest, the SMTs
seem to still persist in trying to get parents to reporsto h 0 o | to discuss

progress. As a management control measheeSMT keeps records shimg that they have

t

f

made attempts to contact parents. The persis

parents to meetings or discuss theirlcdir e n’ s pGradeg ¥2 eiss & sighifitant
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improvement strategy to improve their NSC results. The SMT recognise the importance of
parents in their attempts at improving the NSC pass rate and no matter how disappointing
their attendance at parent meesingre, the SMT still persists to forge this important

relationship. When partnerships are developed within challenging contexts like Compton

Secondary, there may be an improvement in learner academic performance (Harris, 2010).

4.4 5Motivation

Althoughthe NSLA brings with it a lot of challenges and negative factors, three of the SMTs
have identified work motivation as a positive factor. The NSLA programme together with its
demanding strategies for improvement and continuous monitoring and evaluatoon, ha
indirectly led to the SMTs working above board on a continuous basis. This is what one
participant had to say:
The only thing that | can think of is that the NSLA programme pushes the SMT and
teachers to give off their be@¥r Arthur).

The general trendithin South African education regarding monitoring and evaluation is that
schools are given notice by the level of department concerned to get ready. Within NSLA
schools, there are often no notices given when the department visits to monitor. This is wha

one participant had to say:

The NSLA programme also allows SMTs and teachers to be fully prepared for any

external monitoring and valuation that may take place during the ZaArthur).

The intense work load and administration of the NSLA indirgotBpared the SMT of this
school for any departmental visit. This SMTs preparation through the NSLA programme is a
process of working and not an event for a notified school visit by the department as in most
cases. The NSLA programme encourages SMTs tespagial attention to learners and their

reasons for poor performance. This is what one participant had to say:

The only positive thing that | can think about is the intrinsic motivation that comes
from some members. The HODs take it upon themselves ® aftess children and

investigate further as to why they are performing potivly Blake).

The NSLA programme with its strategies, promotes positive work motivation and ethics as

the SMTs in this school are continuously working educationally to improvsttreion.The
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accountability systems imposed by the state is positive in the sense that it motivates the SMT
which leads to some improvement in learner academic performances as opposed to the
absence of it with no improvement (Hanushek & Raymond, 200@.regular visits by the

department keep the SMT and the staff on board with their educational programme at this

school.

4.5 Challenges faced by the SMT within@NSLA School

The literature review on underperforming schools globally and NSLA Schooouth
Africa revealed a number of factors that impact both negatively and positively on the school.
Some of the negative factors identified in this study were: (a) Administrative tasks (b)
Substance abuse and peddling by learners (c) Lack of manageang@ng for the NSLA(d)

Lack of parental involvemer@chod (e) Impact of the progression policy on the NSC results
(f) Low morale amongsBMT (g) Poor attiude amongst Grade 12 learner§ @ocioc
economic ills of the community XiThe impact of the langage barrier on the NSC resulfs

Lack of cooperation from teachers (k) Lack of support from the Department of Basic
Education (I) Monitoring and evaluation by the Department of Basic Education (m)
Autocratic leadershipThe negative factors that emergém the data generated are
discussed below. The only positive factor that emengbich was motivation concludes this

theme.

4.5.1.1 Time spent by the SMT on NSC intervention programmes

The SMT spensla large percentage of their time planning and eimgam intervention

classes aimed at improving the NSC results. Discussions with the SMT indicated that they are
dissatisfiedwith the time that they spend on planning, preparing and engaging in NSC
intervention programmes. Some of the intervention prograsnhighlighted by the SMTs in

the interviews were morning classes, afternoon classes, weekend classes and quarterly

vacation classes. This is what one participant had to say:

Life is very difficult in a NSLA School. All your privileges like holidays akern up

to have extra lessons to improve the matric regMisArthur).

The amount of time taken up for intervention classes that SMTs mondaal$a led to a

considerable amount of work exhaustion and frustration. The SMT s@endnsiderable
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time afterschool hours and on vacations on providing extra classes fQréde 12 learners.
Participants expressed their dissatisfaction over their time spent every week on managing the
intervention classesThe time that SMT spesdon planning and attendingptervention

classes foGrade 12 learners usuallydk place after normal school hours. This has impacted

on the SMT member’ s personal l' i fe and affec:

participant had to say:

More time spent, like my familjnte coming here on weekends and so on, and my
time is going. We find that sometimes we are making great sacrifices which | think is
not needed if the teacher himself down in the classroom really puts the @tput
Colbert).

Mr Colbert expressettustration over how his personal and family quality time is spent on
NSC intervention programmeblowever, the participant also felt that if teachers give off
their best practices when teaching th€sade 12 learners, there will not be a need for such
intense NSC intervention programmes. Mr Elsen also shares the same frustration as the other
two SMT members expressing concern over the time imposed by the intervention
programmes during vacation periods. Mr Elsen also argues that the time that SMTs spend in
an NSLA School on intervention programmes does not seem to be the caseNSbhan

Schools.

Much of the work of the SMT in this NSLA School involves planning and atter@drage

12 intervention classes. While the SMT seero be frustrated about the time consumed

from the intervention classes, it is a strategy that is needed for the improvement of the NSC
results. The SMTs have expressed frustration over the NSC intervention programmes on their

“ f r e ewhich imcloded bfore and afteschool hours as well as during most of the school
vacation periods. Planning allows SMT to identify problems within the school and also ways

to overcome the problems aeffect change in the school (Leask & Terrell, 2014). By the

SMT identfying the problems within this NSLA School and finding solutions, also ties up

s (1 9whih fortatlee aheoyetical framewoik fogtlas study.

|l denti fying the problems in the scheotagpé i1 s ¢

with Lewin

and finding solutions to the problems is the refreezing stage which is affecting change as
described in Lewin’s (1953) theory of change
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4.5.1.2 Substance abuse and peddling by learners

One of the serious negative factors that impacted on th@ MdSults and appears to be a
challenge faced by SMTs in this school is the scourge of drugs. The principal indicated that
learners were caught on a daily basis with drdge abuse and peddling of drugsvéa
affected the SMTs work in that more time is consumed resolving drug issues instead of

focusing on improving the NSC results. This is what the principal Mr Arthur had to say:

The problem is that our SMT are more involved in handling cases that are mot eve
related to teaching and learning and seem to be wasting their time and energy on

handling drug related issuéMr Arthur).

A great cause for concern that was highlighted by Mr Arthur was the shocking revelation that
SMT members in this school were bgiassaulted by learners in a drugged state of mind.
Similarly, Mr Danefield also expressed concerns over the time lost throughredabed
issues. Mr Danefiled also felt that the SMT did not receive specialised training to deal with
high risk cases likerdgged learners or drug peddlerdr Elsen also shared the same views

as the other participants highlighting the challenge that SMT face as a result of the drug
epidemic in this NSLA SchoolThe drug problem in this school has resulted in the SMT

becomingfrustrated with having to deal with druiglated issues

Drugs are a major negative factor that has impacted on the SMT of this school. The drug
related issues has consumed the SMTs time on a regular basis. The response from the
participants is consistent wittouw, Bayat, and EigelaaMe e t s ’ sstudy vilich fognd

that NSLA Schools in South Africa have a serious problem regarding drug abessMIs

spend more time resolving drug related issues thamsiiog on teaching and learninghe
document review of the School Improvement Plan of the school stipulates the strategies for
dealing with issues like drugs and violence, however the Stillfcannot prevent or reduce

the problem of drugsThe peddling of drugs is also an indication of the type of learners
whomthe SMTs deal with. The drugged state of some learners has led the SMTs to become

victims of assault and violence within their school.
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4.5.1.3 Lack of management training for the NSLA School

The SMT ha not received any formal training from the Department of Basic Education as a
SMT member to help manage under the unique pressures of this NSLA School. Many of the
SMT members attend wkshops but these workshops are not aimed specifically at

management within the NSLA School. This is what one participant had to say:

The department gives training when it is something specific that they require like for
example professional development management or administering examinations.
Besides the training that we have done at college or universities there is nothing that
the dpartment has done to empower SMTs in NSLA Scfidolarthur).

The principal, Mr Arthur, takes into account the change in educational demands over the
years and makes attempts to capacitate the SMT in order to able to cope with the demands of
the NSLA. The principal as the main SMT member tries to capacitate his wfaitfh is an
indication that he is committed to improvement within the NSLA School. This is what Mr
Arthur had to say:

| try very hard to empower my SMT by sending them for whatever workehops
training that is organised by the departmé¥ir Arthur).

There also exists some departmental processes like promotions, vacancies and rationalisation
that impact on the management of the NSLA School. Some SMT members who are newly
appointed lack thekdlls and training to cope withinnreBNSLA School. The NSLA context is

not easy for new appointees or rationalised educators to woikig.school is now in the

third year of the NSLA programme and it seems that the 8NM&coming accustomed to life
andwork within the NSLA School. This feeling that may be developing amongst some of the
SMT may signal causes for concern as they may lose focus to strive for improvement and
getting out of the NSLA programm&he Department of Basic Education provides tragni

that is subjeespecific for both the SMT and educators. The participants expressed their need
for more specialised workshops and training that is aimed at equipping the SMT of NSLA
Schools to deal with the challenges they currently, fatéch includelearner discipline and

poor performance in the NSC examinations. This is what one participant had to say:
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The department focuses a lot on subject specialisation training workshops which is
good, but they should also focus on special SMT workshops wheaeevable to

learn how to cope with problems in order to improve the matric results in NSLA
SchoolgMr Elsen).

From the discussions above it appears that the SMTdtareceived any specialised training

to cope within the challenging context of the NSLA School. A study by Nwangwa and
Omotere (2013) found that the changes in education create challenges for school managers. It
appears that although the participantseiead formal teacher training, it is not sufficient
enough for coping with the day to challenges of the NSLA School. Nwangwa and Omotere
(2013) assert that retraining of SMTs should be undertaken to improve their role as managers

within schools.

4.5.1.4 lack of parental involvement

This NSLA School shows very little parental involvement with regards toGiiagle 12

|l earner’s educational programme. The SMT to
poor performance of learners in the NSC examinatiores tduittle or no interest in their
children’s education as well as t rade p2ar ent

learners. This is what one participant had to say:

Parents also do no come to the party. There is no support from the pareritseand
community. There is very poor attendance at matric parent meé¢khgsrthur).

Parents rarely attend meetings concerning the progress of their childégsada 12 which

also contributes to the poor NSC pass rate being experienced within this NSLA School.
Parents are unaware of the cGadél®ncademygarpr ogr e
Grade 12 learners have no parental support which is so despertded for a learner when

writing the final NSC examination. This is what one participant had to say:

It seems in our institution the child is on their own and what they do is their business.
There are very few visitations from parents. Even if a m&emeeting is called to

di scuss the pupil dés progress we Monot g €
Blake).
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The SMT in this school sadeveloped an attitude where they are now holding parents
accountable for the poor performance of learners in the NSC examinations. The lack of
parental involvement hado a certain extepicreated stress and frustration amongst SMT
members who are tryinpeir utmost best to get parents to attend school in the hope that they
will assist in their attempts at improving the NSC ress.Danefield noted that there is

only less than 10% attendance to Grade 12 parent meetings. The parents that attend the
medings were usually those of leara@vho were not struggling academicalftatistically,

the poor attendance of parents highlgghieir lack of interest even though they are informed
when officials like the Department Education Specialist and Circuit Manager are going to be

present at the parent meeting.

The lack of parental involvement and interest has to a certain degree impagétidely on

learner achievement in the NSC examinations. Hornby and Lafaele (2011) distinguish
between teacher and parent goals in their study and identify parent meetings as an integral
event that allows for academic improvement of the learner. Paxegtings can provide the
platform where teachers discuss | earner’
chil dren’ s educat, 20aln. The SdT dods yot Ravelthe Support @ the

parents in this school and this impacts on tlaiempts to improve the NSC results as

s pl

learners are not monitored afwrhool hours. Attendances @tade 12 parent meetings are
very poor which makes it difficult for the SMTs to discuss the progress records of the
learners. The parents show little irgst towards their children iGrade 12 and give little or

no support as they prepare for the final NSC examinations.

4.5.1.5 Impact of the progression policy on the NSC results and the SMT

The progression policy implemented by the Department of Basicafidn has to an extent,
affected the NSC pass rate in this NSLA School. The progression policy is applicable to
Gradetento twelve The policy states that if a learner fails once in gtader eleven then
that learner must automatically pass should they@adeten or elevenagain. Three of the
SMT members hold this policy accountable for the poor NSC results in this school and the
main factor that has led this school into the NSLA. This is what marticipant had to say
about the progression policy:
This has affected our school tremendously as in the last three years we have had
learners who were in matric that did not have the necessary literacy and numeracy

skills to cope with matric. On averagve have like about 30 learners who are
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progressed every year. These are the very same learners who do not pass the matric
exams at the end of the y&dr Arthur).

The progression policy promotes learners who have faikb@r Grade 10 or Grade 11,

which results in learners advancing to the next grade without gaining the necessary
educational skills from the previous grade. Furthermore, when the department progresses
learners, the SMT has to bear the brunt of ensuring that they perform better. Gleenpiat

has emerged in this NSLA School is the large humber of gebelenlearners who have

been progressed Brade 12.After progressing the learners who have faillZdde11, the
Departmenbf Educationexpecs the SMT to improve the NSC pass rate of the school. This

is what one participant had to say about the progression policy in his school:

It has effected the school greatly because we have had a lot of learners who should
have never been progressed and de@artments thinking is that they will improve
their results the following year and then they place the emphasis on the teacher and

you must now assist those learn@vs Danefield).

The progression policy has contributed partly to the poor NSC resuhssischool due to
learners progressing terade 12 but without the necessary skills and knowledge required to
cope with the demandin@rade 12 syllabus. Participants commented about the high number
of learners who progresand these are the very samertess that eventually fail the NSC
examinations taking the school into the NSLA category. The SMTs seem to hold the
progression policy to a large extent responsible for the poor performance in the NSC
examinations and are totally against this policy. Resely Louw, Bayat, and Eigelaar
Meets (2011has found that the progression policy had been a problem in NSLA Schools in
South Africa.Louw, Bayat, and Eigeladrieets(2011)further found that district departments

did not provide the support needit the problems created by the progression polidye
progression policy has impacted negatively on the role of the SMT based on the criteria that
gives |l earners a “free” progression to the
their work or not, hey are still going to pass anyway which makes managing teaching and
learning difficult for the SMT.
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4.5.1.6 Low morale amongst SMT

The SMTis demotivated by the current situation of the school. The poor NSC results and the
NSLA categorsation have left the SMT pessimistic about the improvement of the NSC
results. The principal described life as being very difficultilN& LA School. It also seems

as if this SMT has lost the will to try other improvement strategies. The SMT is of the belief
that they have done everything in their power to improve the NSC reSh#sprincipal of

the school felt that there is nothing more the SMT could do to improvefieatlack of
motivation and poor morale amongst the SMT is due to the number of yeatsghathool

has spent in the NSLA programme:

Because of the poor matric results over the last three years teachers and SMT are
demotivated. SMTs are finding it difficult to motivate their departments with the poor
pass rategMr Arthur).

Mr Blake felt thatSMT should take ownership of the school but with little improvements
taking place in the NSC results individuals are not going beyond their duties. This is what Mr

Blake had to say:

As much as we say this is our school and we must work together, if ey a

disillusioned you are not going to get 100% from everytreBlake).

The poor NSC results with all the challenges and negative factors has made the work of the
SMT in the NSLA School difficult and seems to be taking away their passion for education.
The poor NSC results have been a determinant factor in the low morale amongst SMTs in this
school. Highstakes national testing like the NSC examination has found to affect the morale
individuals involved in teaching subjects (Gonzalez, Peters, Orangag&h®y 2016. The

SMTs show no signs of hope or resiliency towards improving the NSC results. The poor NSC
results and being stigmatised asNSLA School hae made the SMT reluctamo work any

harder than they already have been. The SMTals® developa a degree of dislike for their

work within their school. The fact that the SM& unhappy about their working conditions

means that they will not give off their best in trying to improve the NSC results.
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4.5.1.7 Poor attitude among grade 12 learners

The Grade 12 learners in this school show very little interest towards their demanding
academic year. To a certain extent, the learners of this school are accountable for the NSC
pass rates. Some of the characteristics that these learners portray are higle abten) non
attendance t@rade 12 intervention classes, failure to complete assessment tasks and late
coming. The participants linked th@oor attitude of theGrade 12 learnerso irregular
attendance, lateoming, and not taking work seriousiihis is what the principal had to say
about the attitude of the learners:

It is the product we are dealing with and that means it is the learner who is not

coming to the party and showing any inter@st Arthur).

This response shows that SMT and educatorplageng their part but learners on the other
hand are not fulfilling their duties of learning for their demanding NSC yéabDanefield

also stated that it seemed that learners were cotaiaghool to please their parents which
was also another indicattinat they are reluctantly going to school and therefore not doing
any work at schoolMr Blake highlighted the lack of interest &frade 12 learners in the
intervention programmes arranged to improve the NSC results and is of the opinion that the
learnersare probably the cause for the poor NSC results

The SMT also recognise that tBeade 12 learners do not have goals or the motivation that is
required for them to succeed rade 12 in order for them to pursue good careers. The
learners in this school show very little concern and interest towards the NSC academic year.
Based on the responses from the discussions above, the learners in this school remain a
significant negativéactor towards the poor NSC results. Learners are not goal driven and do

show any concern for their future or career when the fiGistde 12.

4.5.1.8 Socieeconomic ills of the community

Poverty is rife in the community which surrounds this school. dgative socieeconomic
factors experienced by the community at large seem to have filtered into this school. Some of
the main socigeconomic factors that affect this school are unemployment, poverty and
dysfunctional families. Four of the SMTs expressethainterviews how some of the socio
economic problems have affected their attempts to improve the NSC results in this school.

This is what one participant had to say:
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Many of the kidbs parents are unempl oyed
small jobs to support their families. This means that they do not spend enough time on

their studies and have a high absentee rate from s¢MroArthur).

The parent’s financi al S | t aed aegatively asdearders dan e mp |
not have maoey travel to school. This has also impacted on the NSC results as learners
frequently absent themselves from school. As discussed earlier, parents show little interest in
their children’s educational progr amnod. Par i
dysfunctional families within this community. Some learners do not have pavetitgy are

the breadwinners of their householdsher e i s a considerabl e per (
this community who come from broken families and some of whororateans or taken care

of by other people within the community while some of the learners are even living on their

own. This is whatone participanhad to say about learnensdttheir households:

Some of our matric learners work in order to support their families. Sometimes they
are absent because they are working to get money. These learners do not learn as a
result of their situation and eventually fail. We also have matric learners who head
their homes. They do not have parents or guardians and they have to look after

themselves and their siblingslr Elsen).

From the discussion above it appears that secamomic factors like poverty,
unemployment and dysfunctional families have impacted nbtt on the SMTs task of
improving the NSC results, but have also greatly affected the education of the learner.
Learners in this school take up jobs to support their families and as a result absent themselves
from school and do not receive substantial lesdo prepare them for the NSC examinations.
Louw, Bayat, and Eigeladvleets (2011)have found that underperforming schools like
Compton Secondary in this study were situated within poor communities wibe
characterised by dysfunctional families. Bayatuw andRena (2014) also found that factors

like drug abuse, violence and unemployment are significant factors in underperforming

schools in South Africa.

4.5.1.9 The impact of the language barrier on the NSC results

The large percentage of secdadguage learners in this schooba an extent contributed

to the poor NSC pass rate resulting in the school being placed in the NSLA category.
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According to the minimum requirements of the NSC, a learner must obtain 40% in English
Home Language to acgeia pass in the NSC examinations. Two of the SMTs commented on
the impact that the language barrier has on the schboal NSC results. This is what one
participant had to say:
The language barrier is another factor that we struggle with. Many ofchenérs
are second language speakers and besides communicating with them being very
difficult, there is also a high rate of these learners that fail English Home Language
which results in them failing the whole examinatibtm Arthur).

The participants stad that the poor Grade 12 results wehge mainly to second language
learners experiencing difficulty in answering the English exam papers. This argument by the

participant’s was based on the fact that whe
in failure of the whole NSC examinatiollhe language barrier remains a negative
contributing factor of this NSLA School. Learners with language barriers find learning very
difficult. With second language learners unable to attain a minimum of 40% irsEitgime

Language, this school still has an uphill battle to get out of the NSLA prograbuue,

Bayat, and Eigelaavlieets (2011)study in NSLA Schools found that learners who were
struggling with English as a medium of instruction contributed to high repetition aaigs

poor NSC pass rates.

4.5.1.10 Lack of cooperation from teachers

The SMTs rely on the help of the educatorsomder to improve the NSC results in any
school. Some educators in this school do not give the SMT their full cooperation, making
educational improvement of the NSC results very difficult. This is what one participant had
to say:

We do have some educatovgho are always trying to buck the system and

unfortunately in all walks of life you will never get a 100% coopergfidnBlake).

It appears that the SMIB putting in a lot of effort to change the current situation in the
school and take the school out of the NSLA programme. The work of the SMT would not be
that sacrificial in this school if the educators put in more effort and commitment at the

classroom leel to improve teaching and learning. This is what one participant had to say:
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We find that sometimes we are making great sacrifices which | think is not needed if
the teacher himself down in the classroom really puts out the output, give 100% and
at the ame time he sits on the learner because the purpose of the learner coming to
school is to be educatéiir Colbert).

The SMT in this school lack the full cooperation from the educators in order to bring about
significant improvements regarding the NSC resulrhe SMT f# that in order for them to
succeed the educators need to be thinking along the same page as them and fulfil their duties
in the classroom which is the most important place to make a difference to ensure
improvement in the NSC results befonatters get to the level of the SMTs.

4.5.1.11 Lack of support from the Department of Basic Education

All the participants stated that the Department of Basic Education failed to give the SMT and
the school the support which was so desperately needexgbtove the NSC results and take
the school out of the NSLA category. The evidermoenfthe interviews suggesthat the
Department of Basic Education is not fulfilling their functions as stated in the NSLA
Framework (2007). apart of documensg analysid have looked into the NSLA Framework
(2007). The NSLA Framework (2007) was supposed to pay special attention to the support
and training of SMT in NSLA Schools. The NSLA Framework (2007) is meant to provide
support to the SMT of underperforming schoold i3 also a blueprint containing strategies
for the improvement of learner academic performances with a special focus on improving the
NSC results. The framework gives special attention to the SMT of NSLA Schools in order to
improve the NSC results. Acating to the NSLA Framework (2007):
Development of management and leadership skills will be paramount in the
development of the schoofchool principals, deputy principals and heads of
department, from the undgerforming schools will undergo an intensive
management and leadersHiining programme organised by the province.
Workshops on school management for Senior Management Team (SMT) and the
school governing bodies and the training of SMT in the effective supervision of
|l earner s6 and Iltbhe dooefTde MatonalwStratégy forilLearner
Attainment Framework, 2007, p. 5).

The participants expressed concern and frustration over the lack of support from the

Department of Basic Education. The participants felt that although the department extognis
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that NSLA Schools faced many challenges, they have done very little to improve the situation
of the poor NSC resultgurther complicating issues for the SMT of this NSLA School is the

misleading role that the department is playing. Mr Arthur alsolmadd say:

The department officials sometimes talk as if they are supporting the SMT but when
the school implements strict policies the department then wants to take action against
the SMT(Mr Arthur).

There has also beenlack of support from the department in terms of resource material in
order to bring about improvement in the NSC results. The department reports to this school to
investigate what is going wrong but does not provide assistance on how to bring about
improvement.The participants stated that the department does not provide support material
or guidance, but reports to school to identify the problems experienced withiNSLA
School.The SMT in this school lsadeveloped a level of frustration due to the depame nt ' s
lack of support and not understanding the happenings within this NSLA School. On the one
hand the department wants the NSLA School to improve the results, but on thaastter

they provide very little solutions to the problems being faced withisnNSLA School. The

lack of support from the department also is an indication that they are either unaware or do
not want to empathise with the SMT and staff of the NSLA School and the challenging
context they work in.

The department conducts reguladsits to the school but mainly to monitor and evaluate the
work of the SMT and educators. No substantial support is given that may improve the NSC
results, but the idea of the visit is to check that work is being done. This is what one
participant had toasy:
Now again you get an advisor who comes to school, but they just come to check on the
teacher and they are not really giving us any support material as such so we can

improve the resulttMr Danefield).

The SMT in this school expressed their need fomare handsn approach from the
department where help is given in a pradtiway within this NSLA SchoolThe NSLA
Framework (2007) addresses the importance of developing leadership and management skills
of SMTs. The Department of Education is supposeadikshop SMTs of underperforming
schools to enable them to effectively supervise both teachers and learners work with the aim

of improving the NSC results. Although the NSLA Framework (2007) covers some of the
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ways in which the Department of Educationrigng to address underperformance in NSLA
Schools, responses form the participants in the interviews indicate that there is very little

being done to capacitate SMT in NSLA Schools. This is what one participant had to say:

department has not really stegpm there but the pressure has increased but when |
say pressure there is no extra resource material no real extra training and hints on

how to improve results ettMr Blake).

Furthermore, one of the main causes for the poor NSC pass rates in this samopl was

the high failure rate in English Home Language. The NSLA Framework (2007) pays special
attention to the improvement of gateway subjects like Mathematics and Sciences and its
impact on the quality of NSC passes, instead of developing ststlegidearners to pass
English Home Language (which failure to achieve 40% results in a learner failing the whole
NSC examination). Although the NSLA Framework (2007) is a document for improvement
of learner academic performance, and provides educatiopglog for SMT, it contains

some punitive measuresvhich may be demotivating for principals of NSLA Schools.

According to the NSLA Framework:

In schools where under performance persists despite the support provided to the
principal, consideration will begiven to the raleployment of the principal or
disciplinary measures could be considered in accordance with the conditions
prescribed in the legislative framewordhe National Strategy for Learner

Attainment Framework, 2007, p. 5).

Principals are now putinder immense stress and pressure to improve their results but
sometimes given the negative factors that have been identified in this study, it may not be so
easy for principals of NSLA Schools. Although the NSLA Framework (2007) is the guiding
document fo the SMT of NSLA Schools, they are not receiving the support that is stated
within the document. This lack of support from the Department of Basic Education further

contributes to the poor NSC results within NSLA Schools.

The Department of Basieducation, according to the participants in the interviews, provide
little or no support to bring about improvement in the NSC results. Some of the support that
the department does provide is not actually support but monitoring aadaton of
educatorand SMT.The department has also provided very little support in terms of resource
materials for th&srade 12 learners. The department seems distant from this school regarding
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the problems that this school is dealing with. From the discussions aboveegdraphat the

SMT desperately wasthe department to step in and provide support that is of a practical
nature and also understand what their experiences are with working within the context of this
NSLA School.

4.5.1.12 Monitoring and evaluation by Depament of Basic Education

The monitoring and evaluation that this SMT is subjected to creates a stressful work
environmentWithout giving the SMTs notification of departmental visits, puts the sthool
SMT under pressurédr Arthur commented on the exteat which the department monitors
the school stating that quality assurance department Umalusi visits the school andsconduct
detailed checks of lesson plans with dates from the educators weekly planning. This is what

one participant had to say:

The department monitoring teams visit all the time and sometimes come unannounced

to check on management and teachers dirkArthur).

Participants felt that the monitoring and evaluation processes of the NSLA School by the
department often resulted irxteemely stressful situations. The stress experienced by the
SMT was due to the daily visits by the Department of Basic Educalioriierms of
accountability, the SMT is at the forefront of monitoring and evaluation. This is what one

participant had to say

The SMT is the first ones that the department attacks when they do visit the school
(Mr Elsen).

Regular checks by the Department of Basic Education are conducted in this school based on
the continuous poor performance of the NSC results. The responseshie participants
indicate that the Department through their monitoring process creates stress and pressure.
Although the SMT feel stressed by the Departments monitoring processes, it is needed if
improvement is going to take place in this NSLA Schaoappears that the Department of
Education is to an extent, fulfilling some of their roles and responsibilities in ensuring
improvement to underperforming NSLA Schodl$fie accountability system imposed by the
state is positive in the sense that it leadssbme improvement in learner academic

performances as opposed to the absence of it with no improvement (Hanushek & Raymond,
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2005). The monitoring and supervisiaredemanding emotionaljyand this process may also
be responsible for a decrease in jobséattion and work morale (Skaalvik & Skaalvik,
2015).

4.5.1.13 Autocratic leadership

From my discussion with the SMTt appears that some SMTawunhappy due to certain
executive decisions taken by the principal denying the SMT and staff any democratic right.
Some decisions that are taken by the prinongaich the staff and SMT @ not have a say.
This is what one participant had to say:
The atmospere is set by the principal as the head of the institution and in our school
we have a situation where staff is very unhappy about the systems that we(&mnploy
Blake).

Mr Bl ake further mentioned, as an exampl e t
where learners go to the teachers class for lessons which was thrown out and replaced with a
‘“l earner based system’ wher e tdystemthasdadbaer s n
negative impact on SMTs and teachers where teaching resources become a problem and the
staff is generally unhappy. Mr Blake also had this to say about executive decisions taken by

the principal:

It definitely impacts on our productivity dnf staff is unhappy then obviously you

candét say this is 6ourd school(MBlakd). wor ki n

It is clear through this example that the principal as the main SMT member does not allow for
democratic decisions in certain asethus making the SMT unhappy which creates a negative
impact on improvement of the NSC results. Bush (1995) asserts that bureaucracy should not
be enacted when managing people within a profession and managers should take into account
the educatds specialisations. The principal as the main SMT member should be working
together with the other SMT members and not creating an autocratic sense of atmosphere for
them. These few traits that have been outlined by the participa@in indication that
democracy in decisions taken by the SMT is lacking andrésigited inlow work morale
amongst SMT members. The staff also loses trust when the principal as the main SMT

member of the school displays autocratic characteristics (Short & Greer, 2002).
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4.6 Chapter summary

In this chapterthe data generated was presented and discussed utilising using the semi
structured interviews and documenganalysis. The data was presented in four main themes
each with suithemes which were mentioned and discussed. Exé chapter provides an

analysis, findings and makes recommendations.
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CHAPTER FIVE

STUDY SUMMARY, FINDINGS AND RECOMMENDATIONS

5.1 Introduction

The previous chapter thematically presented and discussed the data that was generated using
the semistructured interviews and documentreviews. This chapter presents the key
findings of the research. Recommendations will be made based on these key filmdings.
presenting the findingd have used the research questions as headings. | thought that by
presening the findings in this way it would be easier for me, first to organise them.
Secondly, | thought that it would be easier to assess the extent to which the research

guestions havbeen addressed.

5.2 Summary of the study

This study has explored the experiences of the School Management Team i(SMT)
improving the National Senior Certificate (NSC) results in a National Strategy for Learner
Attainment (NSLA) School. This was a case study based on the SMT members comprising of
a principal, and four Heads of Departments (HODs) within one NSLA secordaopl in
KwaZulu-Natal. Chapter one has outlined the background of the study, the problem
statement, the rationale for the study, the significance of the study, the objectives of the
study, the three research questions, the delimitations of the studiieangerview of each
chapter. The second chapter focused on the literature reviewed in this study as well as a
detailed discussion of the theoretical frameworks which underpin this study. The third
chapter provided a detailed discussion research desgymathodology utiBedto answer

the research questions in this study. The fourth chapter presented the data which was
organsedinto four main themes and discussed further with-thelmes. The last chapter
summarises the study and presents a synthestbeokey findings of the research and

recommendations based on these key findings.

5.3Research questions restated

Theresearch questions guiding the study are the following:
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1 What is the role that school management teams play in improving the NSC iresults
an NSLA school?

1 How do school management teams overcome the challenges they encounter when
improving the NSC results?

1 What are the factors that negatively and those that positively affect the school

management teams initiatives in improving the NSCltesuthin the NSLA School?

5.3.1What is the role that school management teams play in improving the NSC results
in a NSLA school?

The data has shown that the role of the SMT within the context of the NSLA School differed
with many complexities to that of n@dSLA schools. The SMT highlighted the different
management duties they fulfil on a daily basis like controlling examinatioasaging
discipline, school safety and supervising teaching and learning, but expressedstrthg

belief that due to the NSLA context, their roles become medepth and complex. In trying

to improve the status of the school in terms of the NSC des the SMT has become
bombarded with an overload of management tasks related terége 12 learners and the
demands placed upon them by the DepartmeRtlatation to improve the NSC results. Due

to this school being in the spot light because of p@sfopmance in the NSC examinations,

the SMT has devoted a large amount of their time towards the focusing on the management

of improvement strategies for tigrade 12.

One of the roles that the SMT engdgeth in ensuring an improvement in the NSC result

was curriculum managers. The SMT in this school mahape curriculum through
monitoring and evaluation of educators as well as learners. The SMT had different feelings
towards the management of the curriculum as one participant felt that monitoring the
curriculum can make a difference in improving the NSC pass rate while another felt that the
SMT are only checking the syllabus coverage and completion and this management task has
not impacted on positive NSC results. More details about these issues daond in
Section4.3.2 of Chapter 4.

The data has shown that the SMT in the NSLA School enigagiar more administrative
tasks than other schools. The SMT experiences an overload of administrative tasks all related
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to the NSC examinations and tGeade 12 learners. The administrative tasks require SMT to
submit important statistics and learner information on a daily basis to the Department of
Basic Education. In completing daily administrative tasks regarding the improvements of the
NSC pass ratehe SMT compromisetheir instruction time in their subject specsaliionas

well as the effective management of their respective departments. More details about these
issues can be found Bection4.3.3 of Chapter 4.t was also found that managing daie

is a major task that SMT k& engage irorderto ensure improvement of results. The SMT

in this school deal with violent, abusive, and serious drug related issues on a daily basis and
even been assaulted by learners in order to try and bring eliage in this NSLA School.

More details about these issues can be four®ention4.3.4 of Chapter 4.0ne of the main

tasks that SMT are involved in is the planning of special intervention prograaimed at
improving the NSC results. These programmaduide extra tuition classes and vacation
classes. In ensuring that learners have these special classes aimed at improving the NSC
results, the principal has fulfilled the role as an instructional leader whose focus in this school

has been mainly teachirand learning.

5.3.2What are the factors that negatively and those that positively affect the school

management teams initiatives in improving the NSC results within the NSLA School?

The data has shown a host of negative factors that affect the SMT with regards to the
improvement initiatives aimed at the NSC results. The SMT expressed a strong belief that the
amount of time they spend dBrade 12 intervention programmesdheesulted inwork
exhaustion and high levels of stress due to them working above their regulated working hours
and especially during the vacation periods. The demanding work required within this NSLA
School has also imposed on the SMTs family and personal kitoee cetails about these

issues can be found Bection4.5.1.1 of Chapter 4.

One of the serious factors that the data has shown the SMT to contend with on a daily basis is
the scourge of drugs and peddling within the school. The SMT edgage daily basis wh

learners who are not in their right frame of mind due to substance abuse aadtithig
compomisesthe safety of the lives of the SMT. The SMT have also expressed frustration
over the time they spend on drtgjated issues in the school. The SMT laastrong belief

that the time spent handling droglated issues could be used constructively to improve
teaching and learnindMore details about these issues can be foun8eiction 4.5.1.2 of
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Chapter 4. Besides the formal training that the SMTdhandetaken to enter the teaching
profession, they have not received any specialised training as SMT members. Of particular
importance is the concern raised by the SMT over the lack of training aimed specifically at
the SMT of NSLA Schools. The Department ofsiaEducation has not provided any
training for the SMT to help deal with the challenges presented by the NSLA context. The
principal of this schogl however, does make attempts to empower his SMT through
workshops but these workshops do not address waysvhich the SMT can deal with
negative factors identified within the NSLA School in this studgpre details about these
issues can be found 8ection4.5.1.3 of Chapter 4.

The data has shown that there is a serious lack of parental involvement atineGgate 12
parents. The SMT lthexpressed the importance of the parent in helping them to try and
improve the NSC results as the parents are the only ones who can ensure learners are
studying when they leave school. Attendance at parent meetings ae dismthe parents

of learners who are passing being the ones who attend and parents of learners who are
struggling academically doot seem to be attending. As the study lpuw, Bayat, and
EigelaarMeets (2011)ound that the progression policy had impacted in underperforming
schools in South Africa, the data from this study has also revealed the same negative factor.
The SMT highlighted the impact the progression policy has had on their NSC results. The
policy was found to have progressed learners who had not met minimum standardden

10 and 11 intdGrade 12. This has led to a high failure rate in the NSC examinations in this
school. The department contradiat this regardandhas provided no support tbet NSLA

School to address the high number of progressed learn@rade 12 but keep on demanding
above average pass rates from the school. Ultimately, all the negative factors within this
NSLA School have resulted in the SMT developing a low sense ddlentowards their

work. This low morale experienced by the SMT is also fueled by intense monitoring and
evaluation processes imposed on them by the Department of Basic Education with no support
provided to bring about improvemefithe SMT was of the opiniothat the poor NSC pass

rate was also a result of the lack of commitment and poor attitude of the Grade 12 learners.
This was due to learner lateming, high absenteeism, and an indifferent attitude towards
their school workAnother factor that the dateas shown is the autocratic leadership style of

the principal which has contributed to the low morale of the SMT due to executive decision

making.
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Educators do not cooperate with the SMT thereby making management and improvement
within this school diffcult. The learners show poor attitude towards@nade 12 academic

year and do not comply with the SMTeducational demands making improvement of the
NSC results difficult to achiev&he SMT was also of the opinion that the community which
surrounded tis NSLA School contributed to some extent towards the poor NSC results.
Drugs, dysfunctional families, unemployment and poverty have led to learners losing focus
on their studies in matricThe fact that the majority of the learners are second language
speakers, many of them have problems attaining a 40% pass in English Home Language
which has contributed to the high failure rate in the 2015 NSC examindane. details

about these issues can be found&ettion4.5.1.9 of Chapter 4The SMT expressed their
concern over the lack of support from the Department of Basic Education in trying to resolve
some of the problems experienced in the NSLA Schools. The SMT felt that the Department
was only looking at the negatives affecting the sthoit did little to turn the school around.

This was mainly contributed to monitoring and evaluation process that the SMT and teachers
were subjected to in this NSLA School. The SMT felt that the Department was trying to fault
the managing, teaching anelalning, but payed little attentido help the SMT and school

after recognising all of the serious problems associated within the NSLA Sdtheobnly
positive factor that the data has revealed was the motivation to work and succeed in the
NSLA School ipnically due to the demands placed on the school by the Department of Basic
Education. The findings suggest that there are a number of negative factors within the NSLA
School contextand the SMT cannot eradicate these negative factors without suppoth&om

Department of Basic Education.

5.3.3How do school management teams overcome the challenges they encounter when

improving the NSC results?

The data has shown that the SMT engaged themselves in various educational activities aimed
at improving the NSC results in their school in a bid to overcome the challenges that they
face. The strategies to overcome the challenges that the SMT face tedameards the
educators they managhe Grade 12 learners, and the parents of the Grade 12 learners. The
supervision of educators within the different departments helps to keep the SMT on track
with curriculum delivery and the quality of teaching takjplgce. More details about these

issues can be found 8ection4.4.1 of Chapter 4.
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The data has also revealed that the SMT played an active role in overcoming the problem of
poor academic performance in the Grade 12 by providing support for both teaoders
learners. SMT take it upon themselves to plan Grade 12 intervention classes beyond the
normal school hours and also make themselves present during these special intervention
classes after hours and during the vacation periods showing commitment choaticie
towards improving the NSC results. The data has also shown that the SMT provides support
not only in teaching and learning but also towards the social upliftment of the learners by
introducing feeding schemes, motivational talks and mentorshipeéoners taking into
account the socieconomic problems experienced by these learners. More details about these

issues can be found 8ection4.4.2 of Chapter 4.

While some of the SMT regard teamwork as integral to the improvement process they have
however, indicated that not all members of the SMT seem to be working as a team. All the
HODs work in isolation within the departments that they man@be.SMT in this school
regard parental involvement as integral partnership that has to be forged itodrdprove

the NSC results in this school. In trying to bring about improvement the SMT hasedeali
that the parents of the Grade 12 learners play an important role in facilitating the learning
process of Grade 12 learners at home and have used paréngmas a strategy to meet and

di scuss the | earner’s progress. Al t®BGradegh t he
12 parent meetings are very poor, the SMT had shown persistency and continued to regularly
host Grade 12 parent meetings in thpénthat parents will show up to discuss the progress of

their child. The SMT also engages with parents on a daily basis though telephone
conversations and appointments where they discuss the progress of Grade 12 learners which

is a valuable step towardsimiging about improvement in the NSC results. Therefore, the

finding is that the SMT engaged in activities that are aimed at overcoming the challenges by
taking into account the important role players like educators, learners and parents who they

actively engage with and provide support.

5.4 Recommendations

This study has made two sets of recommendations. The two sets of recommeratations
related towards the SMT of NSLA Schools, and the second set of recommendations is

directed towards the Department of Basic Education.
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5.4.1 The need for SMTs to work as teams or groups to enhance learner academic

performances in the NSC examinations

The findings from this study hee revealed that the SMT in NSLA Schools are working in

isolation within their respective departments. It is recommended that the SMT of NSLA
Schools work as a team when developing and implementing improvement initiatives for the
Grade 12 learners. The SMT of NSLA Schools sdedengage in team work on two levels:

one as a team of managers, and two as managers of a team of educators. The SMT only plan
Grade 12 intervention programmés educators and subjects that they manage. The SMT

need to work as a team when engaging in all improvement initiatives targeted towards the

i mprovement of the NSC results. The NSC pas:
both the SMT as wellsathe educators need to collaborate and work as a team to improve the

NSC results. Working as a team will reduce the work overlesgecially the administrative

tasks, as well as worlelated stress and exhaustion.

5.4.2 The Department of Basicducati onds role in providing
NSLA Schools

The data has shown that there is a lack of constructive and practical support from the
Department of Basic Education towards the SMT of NSLA Schools. It is therefore
recommended that the Deapment of Basic Education provilgupport in the critical areas of

the NSLA School like safety and security, providemgubstantial amount of resources like
textbooks and most importantly the provision of specialtsgiding for the SMT of NSLA
Schools. The findings of the study have shown that the Department of Basic Education act
more on the capacity of monitors and evaluators of SMT and educators. The department
should present themselves at the NSLA Schools tantite engage with the learners and the
actual teaching and daily routines of the NSLA Schools to determine what area of support is
needed. As part of the departments support programme, the SMT of NSLA Schosltoneed
undergo specific training that wikquip them for handling the challenges of the NSLA

School as identified in this study.
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5.5 Chaptersummary

This chapter has provided a summary of the entire study which was followed by a
presentation of the key findings based on the researchiapgesf this study. This chapter

has presented a summary of the key findings of this study and two sets of recommendations
for the SMT of NSLA Schools and the Department of Basic Education.

5.6 Conclusion

This study presented an understanding of the role that the SMT of NSLA Splayawith

regards to improving the NSC results. The findings of this study together with the negative
factors identified, give rise to future research in the field of NSLA &lshguch as addressing
school governance within the NSLA Schoalwd the partnership between the school and the
Department of Education in NSLA Schoatsimproving the NSC resultsThe findings of

this study can also be used as a starting point for thpareent of Basic Education to
implement measures to assist NSLA Schools similar to the one in this éthdg.the SMT

of NSLA Schoolsis struggling with issues of discipline and poor attitude towards the NSC
examinations, future research may be needéd the leadership and management of the
NSLA School s. This research study |links wit
important answers and solutions can be raised through future research within this unique

South African school context.
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7. List of Appendices

Appendix 1. Template of consent letter requesting permissiofrom KZN Department of
Basic Education
22 Jesters Avenue
Westcliff
Chatsworth
4092
5 March 2016

Attention The SuperintenderGeneral Dr N.S.P. Sishi)
Department of Basic Education

Province of KwaZuleNatal

Private Bag X9137

Pietermaritzbrg

3201

Dear Sir

REQUEST FOR PERMISSION TO CONDUCT RESEARCH

My name is Preshaan Subramoney, a M Ed student in the School of Education at the
University of KwaZuluNatal (Edgewood Campus). As partroy degree requirementisam
required to conduct research. | therefore kindly seek permission to conduct research in one
secondary school under your jurisdiction in Durban within the Umlazi District. The school
that | want to conduct this research study in is Glenover Secodeeytitle of my study is:
School Management Team experiences in improving the National Senior Certificate

results in a National Strategy for Learner Attainment (NSLA) School: a case study

This study seeks to gain information about the experiences of Sdibers in their attempts

at improving the matric results in an underperforming NSLA School. This study also aims to
explore the role that school management teams play in improving the NSC results in the
NSLA School. Taking into account the many challentped are evident in NSLA Schools,

this study aims to explore ways in which school management teams overcome the challenges

they face when improving the NSC results. This study aims to identify those fewbrs
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negatively and those that positively affette school management teams initiatives in
improving the NSC results within the NSLA School.

This research study will be conducted with six SMT members employed at the school: four
HODs, one Deputy Principal, and the Principal. This study will use -stautured
interviews. Participants will be interviewed for approximately 45 minutes and the interviews
will be audio recorded. All interviews will be done after school hours and at a time and place
that best suits the participant and will not affect themamrunning of the school. | will also
analyse the 2015 School Improvement Plan of the school and the NSLA Framework (2007)

to corroborate my findings from the interviews.

Participation in this study is voluntary. Participants will have access to all transcripts from the
interviews and the rights to review, change, or withdraw information or data that has been
given. | will make every effort to ensure that the school anticpzants identities are not
divulged. To ensure the protection of the school and participants, | will ask all participants to
use aliases or disguised names for the interviews. Participants are at liberty to withdraw from
the research at any point witharty penalties or negative consequences. SMT members will
not be paid for their participation in this study. All audio recordings and transcripts from
interviews will be stored and locked away for safe keeping by the research supervisor Dr T.T.
Bhengu, inhis office cabinet at the University of KwaZuNatal, Edgewood Campus. All

information and data generated from this study is intended for research purposes only.

Should you require further clarification, please contact my research supervisor, Dr T.T.

Bhengu, on Tel: 032603534 and by emallhengutt@ukzn.ac.zaFor queries concerning

ethics, please contact Ms Phumelele Ximba at -Z@13587 or email her at

ximbap@ukzn.ac.zdn addition, should you have any queries please feel free to contact me

directly using the following contact details: Preshaan Subramoney; cell 072 2045 655; or E

mail: preshaansub@gmail.com

Research tools are attached herewith for ymrusal. Your positive response in this regard

will be highly appreciated.

Thanking you in advance
Yours sincerely
Mr P. Subramoney


mailto:bhengutt@ukzn.ac.za
mailto:ximbap@ukzn.ac.za
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Appendix 2: Template of consent letter requesting permission from schogkincipal

GATEKEEPER PERMISSION
Dear Sir/Madam,

My name is Preshaan Subramoney. | am a Master of Education (Med) student at the
University of KwaZuluNatal who will be participating in fieldwork for my research project

ent i Bridgedaver trbubled water School Management Team experiences in improving
the matric results in a National Strategy
supervisor for this research project is Dr T.T. Bhengu, a senior lecturer at the University of
KwaZulu-Natal, Edgewood Gapus.

The National Senior Certificate (NSC) Examination results have attracted a lot of attention
over the years from both the public as well as the Department of Basic Education. Secondary
schools that have attained below 60% in the NSC Examinationlassified as NSLA
Schools in South Africa. There are only a small amount of schools that are in the NSLA
Programme which function differently from other secondary schools. The responsibility and
accountability for the improvement of the matric results iacgd upon the School
Management Teams (SMT) of NSLA Schools.

This study seeks to gain information about the experiences of SMT members in their attempts
at improving the matric results in an underperforming NSLA School. This study also aims to
explore hownSMT members perceive their work within the context of a NSLA School and the
factors of the NSLA School that impact on SMT initiatives in improving the matric results.

| am seeking your permission to conduct this research study with six SMT members
employed at your school. Participation in this study is voluntary. All SMT members will be
interviewed once which will take place after school hours and will not impact exfere

with the normal running of the school. All interviews will be autdiped. Participants will

have access to all transcripts from the interviews and the rights to review, change, or
withdraw information or data that has been given. | will make egHoyt to ensure that the
school and participants identities are not divulged. To ensure the protection of the school and
participants, | will ask all participants to use aliases or disguised names for the interviews.
Participants are at liberty to withaverom the research at any point without any penalties or
negative consequences. SMT members will not be paid for their participation in this study.
All audio recordings and transcripts from interviews will be stored and locked away for safe
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keeping by theesearch supervisor Dr T.T. Bhengu, in his office cabinet at the University of
KwaZulu-Natal, Edgewood Campus. All information and data generated from this study is

intended for research purposes only.

Should you require further clarification, please tash my research supervisor, Dr T.T.
Bhengu, on Tel: 032603534 and by emallhengutt@ukzn.ac.zaFor queries concerning

ethics, please contact Ms Phumelele Ximba at -Z&I3587 or email her at

ximbap@ukzn.ac.za

Yours Faithfully,

Fieldworker’'s fo&lkldawameker’ s SDaienatur e

Fi el dworkero6s detail s:

Name of Student: Mr Preshaan Subramoney

Institution: University of KwaZulduNatal (Edgewood Campus)
Course: Master of Education (Med)

Cell: 072 2045 655

Email: preshaansub@agmail.com



mailto:bhengutt@ukzn.ac.za
mailto:ximbap@ukzn.ac.za
mailto:preshaansub@gmail.com
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Appendix 3. Template of letter requesting school management teanmembers to

participate

Participant information sheet

Dear Participant,
Information regarding participation in a research project:

Ti t ISehool Management Team experiences in improving the National Senior
Certificate results in a National Strategy forLearner Attainment (NSLA) School: a case

studyo

| am seeking your participation in a research project which explores the School Management
Teams (SMTs) experiences in an underperforming school currently classified as a National
Strategy for Learner Attament (NSLA) School in South Africa.

There are only a small amount of schools that are in the NSLA Prograrhitie function
differently from other secondary schools. The responsibility and accountability for the
improvement of the matric results is placed upon the SMTs of NSLA Schools. This study
seeks to gain information about the experiences and the rol&khatmembers play in
improving the matric results in an underperforming NSLA School. This study also aims to
explore how SMTs overcome the challenges they encounter in the NSLA School and the
factors of the NSLA School that positively and negatively affeet SMTs initiatives in

improving the NSC results.

This study requires you to be interviewed once. With your permission, the discussion will be
audiotaped. The interview will take place after school hours and will not interfere with the
normal running othe school and your work. The interview will take place at the venue and

time that suits you.

As a participant, you have rights. Your participation in this study is voluntary and you have
the right to withdraw from the study at any stage. You have g to be protected from
harm, and no detail that will enable you to be identified will be used. You will have access to
transcripts of the interviews before they are used in this study. You may delete or change
excerpts from the interview. All informatide intended for research purposes only. All data

recordings and transcripts wild.l be stored
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office. On completion of the study, the findings will be shared with you in the form of a hard

copy. There is no ganent for participation in this study.

Should you require further clarification, please contact my research supervisor, Dr T.T.

Bhengu, on Tel: 032603534 and by emallhengutt@ukzn.ac.z&or queries concerning

ethics, please contact Ms Phumelele Ximba at -ZX@13587 or email her at

ximbap@ukzn.ac.za

Yours Sincerely
Preshaan Subramoney
Cell: 072 2045 655 /#nail: preshaansub@gmail.com


mailto:bhengutt@ukzn.ac.za
mailto:ximbap@ukzn.ac.za
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Appendix 4: Template of informed consent letters to participants

DECLARATION FOR PARTICIPANTS

L e e e e ( Full names
participant) hereby confirm that | understand the contents of this document and the nature of
the research project, and | consent to participating in the research project.

| understand that | am at libertywathdraw from the project at any time, should | so desire.

Additional consent, where applicable

| hereby provide consent to: YES NO

Audio-record my interview

Video-record my interview / focus group discussion

Use of my photographs foesearch purposes

SIGNATURE OF PARTICIPANT DATE

For any queries and further information you may consult my supervisors, Dr T.T Bhengu
from 031 260 3534 or bhengutt@ukzn.ac.za. Alternatively you can contat¢ESIREC RO
contact details (Ms Phumelele Ximba 031 260 3587, Emaitbap@ukzn.ac.)a

Researcherb6s detail s

Mr Preshaan Subramoney
Institution: UKZN (Edgewood Campus)
Quialification: M Ed. (Educational Leadershiganagement, and Policy)

Email: preshaansub@gmail.com

Cell: 072 2045 655


mailto:ximbap@ukzn.ac.za
mailto:preshaansub@gmail.com
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Appendix 5: Semkistructured interview instrument for participants

Questions to be asked in the interview:

1. Briefly describe &ational Strategy for Learner Attainment (NSLA) School.
2. What is the role of the School Management Team (SMT)?

Probe question:What role does the school management team play in improving the NSC

results?
3. How different is the role of the SMTinaNSL School to SMT’'s in oth
4. What strategies does the SMT employ to ensure improvement in the matric results?

Probe question:Do you think these strategies are enough to ensure improvement in a NSLA
School? Please elaborate.

5. What are some dlie factors of that negatively affect the school management team when
improving the NSC results.

6. What are some of the factors of that positively affect the school management team when

improving the NSC results.

7. Is there any way, in yo opinion, that you think these factors can be overcome to ensure

improvement in the NSC results? Please elaborate.

8. What support, if any, has the Department of Basic Education given to the SMT of NSLA
Schools?

9. What support should be givensichool management teams of NSLA Schools?

10. What do you think should be done by the school management teams to improve the
matric results in the NSLA School?

Thank you for your time and participation.
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Appendix 6: Instrument for documents review

Title of document:

Date of review:

Type of document: Public

Author/Person responsible for document:

Location / Source of document:

What are the main topics or content of this document?

Brief description of this document:

Main targetgroups/audience as described by the document:

Relationship between this document and the role of school management teams in Nat
Strategy for Learner Attainment (NSLA) Schools:

How does this document relate to this research study?

Reflections about this document:
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