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ABSTRACT

This study examines the experiences of the school management teams and
educators of Mayville ward schools regarding the implementation of Integrated
Quality Management Systems (lQMS) policy at school level. The research was
conducted as a case study in the Mayville Ward Schools in Durban, KwaZulu
Natal, South Africa. This study was looking at the recently introduced educator
evaluation system that is being in schools called Integrated Quality Management
System (IQMS). This study also elaborates on the changes in the education
history from the apartheid system to the democratic system of education.

Three schools participated in the study (two secondary schools and one primary
schoOl). These schools were purposively selected using convenience and easy
access, as well as, the fact that they had started implementing the IQMS policy,
as the main criteria for selection. Semi-structured interviews were used to gather
data from principals, heads of departments as well as post- level one educators
about their experiences of IQ MS implementation. The findings indicated that
while the IQMS policy was good on paper but it was extremely difficult to
implement. Issues of honesty and trust were at the root of the difficulties that
make IQMS implementation difficult. The participants' understanding of IQMS
was that it was meant for the provision of quality education and development.
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CHAPTER 1
BACKGROUND AND ORIENTATION TO THE STUDY

1.1 Introduction

This chapter presents the background and orientation to the study by, amongst
other things, discussing the context of education in South Africa in terms of policy
and the proliferation of policy as a result of transformation demands. It also
elaborates on changes in the Education System. The purpose of the study,
critical questions, significance of the study, key concepts pertinent to the study,
as well as the outline of chapters are also presented and discussed towards the
end of the chapter. This study looks at the evaluation system that is currently
being used, the Integrated Quality Management System (IQMS) particularly from
a principal’s perspective. I serve the Department of Education in the province of
KwaZulu-Natal as a school principal, and it is that kind of bias I carried as I
conducted the research that this document presents. Throughout the research
process I had to check if my biases were affecting the accuracy of the data by
using a number of techniques. These included checking my questions whether or
not they were focusing on the purposes of the study; when I had gathered the
data, I had to confirm my initial findings with my participants.

The study in context

During the apartheid era the South African education system was not democratic.
Such a scenario should not be a surprise when one considers the fact that
apartheid and democracy do not speak to each other (Thurlow 2002) during the
apartheid era there were different systems of education meant to service different
racial groups. There was an education system for Whites, for Africans, for
Indians and for Coloureds. The educators’ evaluation system of that time had a
number of flaws; for example, it was judgmental, it lacked educators’ participation
and it was imposed on educators by the central government. That system was
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called the school inspection system. According to Thurlow (2002), the education
system of that time was also subjective in order to fulfill the political, socially,
cultural and economic needs of the apartheid education system. The apartheid
education policy was presented to the educators to fulfill its objectives in
education that were based on the political system’s needs (Thurlow, 2002). This
approach was characterised by top-down approaches with no consultation of
stakeholders (Jansen, 1999). Although educators were steeped in and
implemented a segregated education system that was planned by the central
apartheid government, there were educators who, in their own unique ways used
creative and innovative teaching strategies such as a leaner-centred approach.
Such teaching and learning approaches were indicative of how educators had
adapted the apartheid way of teaching to a democratic approach to teaching.

These educators who worked in this way were a product of non-governmental
organisations such as English Language Educational Trust (ELET) in which I
participated. These organisations conducted in-service training for educators in
order for them to improve their teaching skills. Such initiatives by the ELET
played a major role in upholding and sustaining the quality of teaching and
learning during system in education (Jackson, Mncwabe & Verser, 1996). There
were many educators that enrolled with ELET on voluntary basis and they
learned how to improve the quality of teaching and learning. Although initially the
focus was on teaching English, later other themes were included such as
classroom management and teaching English across the curriculum. It is against
this backdrop that quality teaching was embraced by educators at that time.
These educators were creative within an apartheid education system that was
centrally designed and did not allow educator participation in its policy process.
These educators had the skill of implementing policies as if they were part of its
formulation. They facilitated effective learning experience in a learner-centred
approach.

These educators were able to sift out relevant information from the brainwash
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information for their learners. I can say that many educators of that time, in areas
such as uMlazi and Inanda, started using their own ways of establishing and
maintaining quality in their schools. The fact that some of the current officials in
the Department of Education, particularly at the provincial level products of the
same educators who were able to maintain quality in their own way should serve
as a testimony to that.

The ELET organisation trained educators on how to design their own teaching
and learning materials. In that way educators learned to be creative and
innovative in terms of mobilising the support materials for learners. The
classroom set-up was changing from a conventional one where learners sat in
rows to a group format as it is currently done in many schools in South Africa
today. Learners were encouraged and were indeed able to display their
potentials and talents with confidence.

The school inspectors of that time had enormous difficulties in engaging with the
learners who had been exposed to such an approach. The difficulty arose from
the fact that during inspection sessions, Inspectors expected learners to be silent
and only respond to questions that were posed by their educators. However,
these learners, through their involvement in the ELET programme, had been
exposed to skills of engaging with whoever was present in their classroom, and
they were bold and confident in their discussions using the English language.

The assessment approach used by the educators that participated in the ELET
programme came as a surprise even to the ELET officials. These educators’
work was displayed by ELET during its special functions and some of the work
ended up being published in the ELET publications because of its quality. Some
of the educators even challenged the ELET approach on assessment because of
what they perceived as inconsistency with the teaching and learning approach
that ELET was propagating. Educators wanted to know why teaching and
learning was communicative and learner centered but assessment that ELET
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used was different. The ELET’s assessment approach did not encourage learner
involvement, except in teaching and learning, and it was, on the main summative,
and was less formative. These educators came up with their own innovative
ways of assessment which were learner-centred. These assessment approaches
acknowledged and included learners in designing assessment instruments. The
ELET officials were encouraged to publish these educators’ work and they (ELET
officials) also interviewed learners who were exposed to the writing of the
communicative

assessment

approach.

The

communicative

assessment

approach of that time could be likened to the current National Curriculum
Statement (NCS) and National Protocol Assessment (NPA). Both the NCS and
the NPA are currently used in meeting the democratic needs of the education
system because of its learner-centredness. This section therefore demonstrates
that educators have long been interested in advocating change and innovation
even during hard times of oppression and apartheid.

The advent of democracy in South Africa in 1994 brought about many changes in
the country. These changes have focused on political, cultural, social, economic
as well as educational needs of the people. One of the challenges faced by the
new government was to address changes in the field of education. The different
education systems were merged into one National Department of Education and
Training. The new Department of Education brought with it new policies that were
aimed at transforming the education system and ultimately the entire South
African society. Amongst the first pieces of legislations and policies to be
promulgated were the South African Schools Act (SASA) (Act No 84 of 1996),
Employment of Educators Act (Act No 76 of 1998), and Employment Equity Act
(Act No 55 of 1998). The Department of Education has instituted a number of
policies as part of its transformation agenda. According to the Education Labor
Relation Council resolution 8 of 2003 these policies include Integrated Quality
Management System (IQMS), Whole School Evaluation (WSE), Developmental
Appraisal, and System (DAS) Performance Measurement (PMS) System. This
study attempts to capture the understanding of experiences of educators and
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management teams of IQMS implementation in Mayville ward. It examines
mainly the views of school management teams and post level one educators
regarding their experiences of the IQMS implementation.

1.3 Statement of Purpose

The purpose of this study is to examine and document the experiences and
voices of school management teams, as well as educators about the IQMS
implementation in their respective schools. It is hoped that the study will
contribute in deepening the understanding of how schools principals experience
the implementation of policy with special reference to IQMS policy.

1.4 Background to the study

The main assumption underpinning this study is that the implementation of the
IQMS policy, the way that the Department of Education normally does things,
does not follow proper routes of professional development and support as
envisaged in the policy. My informal conversations with educators in my school
and also in the neighbouring schools revealed a lack of understanding of the
purposes and processes of this policy. I have attended a number of workshops
organised both by the Department of Education and Non-Governmental
Organisations (NGOs) on professional development. I have noticed in all these
workshops that the facilitators had difficulties relating the IQMS policy
implementation at school level. I have attended a number of presentations where
the IQMS was the main topic for discussion. The first presentation took place in
my school where I serve as a principal. It was part of the staff professional
development programme. The second presentation took place in 2006 at the
Ikhwezi Conference and its focus was also on professional development. The
third presentation took place at Chatsworth for the South African Principals’
Association (SAPA) Conference where all relevant role players such as, teacher
unions, principals, NGO’s, local and the national Department of Education were
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represented. In all these workshops, the main theme was quality measurement
as part of professional development programme. The IQMS focuses on
continuous development and maintenance of quality by attempting to
continuously check on how much more development is needed by an employee.
The IQMS document refers back to the terms used in the interview instrument.
The IQMS document requires that during the implementation stage the level of
performance should be measured for the future development purposes.

Central to the IQMS policy is the question of monitoring the teaching staff while
carrying out their professional duties and tasks. There is empirical evidence to
suggest that teachers do not like to be supervised by their superiors, particularly
school principals. To cite just one example, there was a study that was done by
Bhengu (1999) among both primary and secondary schools in the Inanda and
KwaMashu areas. In that study educators declared categorically that they did not
want their work to be checked by principals, and also that they did not want to be
observed by their principals when teaching. One of the reasons these educators
cited was that principals were not qualified to check their work and also that
being observed reminded them of the apartheid era class visits by school
principals (Bhengu, 1999). The IQMS democratically allows an educator to be
involved in the assessment process by being required to score himself/ herself.
Furthermore, they are also allowed to appoint a peer to assess their performance
standards. It stands to reason that something needs to be done about the
situation where educators detest their work being monitored to assure quality.

The purpose of the Whole School Evaluation is to evaluate the overall
effectiveness of schools and the quality of teaching and learning. The purpose of
Performance Measurement is to evaluate individual educators for salary
progression purposes, affirmation of appointment, grade progression, rewards
and incentives. The purpose of Developmental Appraisal is to appraise individual
educators in a transparent manner to determine areas of strength and weakness
for the planning of individual developmental programmes. The above-mentioned
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programmes were subsequently integrated to one policy called IQMS. Such a
policy was adopted after an agreement was reached between the employer and
the employees (Resolution 8 of 2003). Before the IQMS was implemented,
difficulties around the implementation of DAS and WSE had been experienced in
many schools. For example, Bhengu (2005, p.104) in his study of experiences of
rural principals mentions a number of issues that were of concern to the
principals. One of those concerns by principals was that many policies remained
unimplemented. Such policies included DAS and WSE. Although his research
was not based on IQMS and Whole School Evaluation (WSE), the principals did
raise their concerns on the WSE, which is part of IQMS.

What emerges quite strongly is that, like other policies before it, the IQMS has
yet not been implemented in terms of the document’s specifications. The
formulation of IQMS occurred within the backdrop of DAS and WSE having not
been properly implemented. Instead, DAS and WSE were integrated into Quality
Measurements System, and then referred to as the Integrated Quality
Measurement System (IQMS). This idea of the disjuncture between policy
formulation and policy implementation has been widely talked about. For
example Duncan Hindle (Sunday Times, February, 2006) complains about the
fact that during the peers’ evaluation stage, teachers gave their peers good
scores that do not match their actual performance. The Sunday Times (February,
2006) raises similar concerns about the rating instrument for evaluation. It
attributes that discrepancy to inadequate training that educators receive. Thus
according to the Sunday Times, each school ends up implementing policy
according to their own interpretations, which may not necessarily be in line with
the intentions and aims of the policy. Lubisi (2006), KwaZulu-Natal’s Department
of Education Central Executive Officer (CEO), feels that the IQMS aberrations
can be effectively addressed if the Department of Education works collaboratively
with teacher unions. Like Hindle (Sunday Times, February, 2006) Naledi Pandor
(Minister of Education at national level) also had some concerns about high
scores that educators give one another (through the unmonitored peer review
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process). Such high scores do not correspond with the performance of schools,
(Daily News, February, 2006).
I am a school principal and as such, am one of the recipients of these policies
and I have observed that there are a number of shortcomings in the
implementation of the IQMS policy. The Heads of Departments (HOD’s) are
supposed to be part of the Development Support Group (DSG) panels in schools.
Such a process involves assessing and evaluating educators in class, and it
takes a lot of their time that could be devoted to other school activities. There is
a lot of paper work and it is time consuming. The HODs, as part of the School
Management Team, also participate in the Staff Development Team (SDT). After
each and every evaluation session the SDT collates information gathered by the
DSG, identifies development areas of the appraised member of staff. The HOD,
as part of SDT work, then helps design a developmental programme for the
whole school. However, such programmes become problematic when wrong
scores are given as such practices undermine accuracy in terms identifying
areas for development.

1.5 Significance of the study

The findings of this study will be useful for school principals, particularly in terms
of deepening their understanding of the IQMS policy implementation. The
research will provide them with a platform to reflect and interrogate their own
practices. The participants will grow through the experience and practical
involvement in research and they will gain some insights into different
perspectives through their engagement with the data production process. The
Department of Education officials at a ward and circuit levels will gain some
understanding about how Mayville schools are grappling with challenges posed
by the implementation of IQMS. The study will also enhance the insights of all
relevant stakeholders regarding IQMS policy intentions and processes and how
the IQMS concept links up with the principles of life long learning.
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1.6 Critical questions
The study was guided by the following critical questions:
•

How have schools in Mayville Ward experienced the process of Integrated
Quality Management System implementation?

•

What are schools’ understandings of the purposes and processes of the
IQMS?

•

What do schools think needs to be done to enhance Integrated Quality
Management System implementation?

1.7 Lay out of the study

The study is divided into five chapters and each chapter deals with a different
aspect of the research process.

Chapter One
This chapter presents the context of the study. It includes the introduction,
statement of purpose, rationale, critical questions, layout of chapters and
conclusion.

Chapter Two
This chapter presents the literature review on issues of management of quality
and different models of quality management. The theoretical framework guiding
the study is also contained in this chapter.

Chapter Three
The research design and methodology used in carrying out the study is
presented. Included in this section are approaches that were used to analyse the
empirical data that was produced.
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Chapter Four
Chapter four presents the data produced as well as some initial analysis of the
data.
Chapter Five
This chapter presents, discusses and analyses the findings that emerge from the
data and also makes recommendations.

1.8 Conclusion

In this chapter the orientation to the study was made by presenting a detailed
background to the study, the significance of the study, the rationale for the study
to be undertaken, as well as the critical questions guiding the study. The lay out
of the study was presented towards the end of the chapter. Chapter two focuses
on the relevant literature and also presents theoretical and conceptual
frameworks through which the problem of IQMS can be analysed and
understood.
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CHAPTER 2

LITERATURE REVIEW AND CONCEPTUAL FRAMEWORK

2.1 Introduction

This chapter presents the literature and discusses the conceptual and theoretical
frameworks that throw some light on the problem being investigated. Reviewing
the literature also assists in developing a framework for giving clarity to the
Integrated Quality Management System for quality performance management in
education. The chapter begins by discussing the concept ‘quality’ as one of the
key concepts underlying the whole study which is about quality and measures
that are used to assure quality in the school system. The next concept that is
discussed is ‘participative decision-making’. This concept is also very important
because one of the key principles used in the IQMS policy is the inclusivity of the
process so that it can be owned by the people for whom it is meant. The
discussion of the two concepts is followed by the discussion of two theories that
are crucial to the understanding of IQMS, and the two theories are Quality of
Work Life Theory (QWL) and Collective Fingers Theory (CFT). The chapter ends
with the discussion of the research projects that have been undertaken in South
Africa and abroad.

2.2 The Concept Quality

The concept quality can be understood and defined in many ways. Greenwood
and Gaunt (1994, p.13) define quality in education as:
the continuous improvement of systems to enable the optimum state of
personal, social, physical, and intellectual development of each individual
which will result in society and colleague loyalty now and then.
Sallies (1996) uses the image of customers and services rendered to them as a
way of explaining what quality is. According to this explanation, quality does not
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only refer to education experiences but is also reflected in the business world
where customer satisfaction is the main focus. Reference is made to the two
phrases associated with business discourses, quality service and quality product.
In that sense, quality has become a rubric for products and services that are of
high status. Nelson and Quick (2000) have added three guiding questions in
quality evaluation. These questions check whether or not the policy idea
improves customer response; whether or not it accelerates results and whether it
raises the effectiveness of resources within the organisation. Nelson and Quick
(2000) further argue that If the answer to the policy idea being asked above is
affirmative, that will mean that the idea should be implemented and that it
qualifies to improve the total quality. In short, Nelson and Quick’s (2000)
argument is that if the policy idea being proposed will meet the customer
satisfaction, and also if the idea will improve the results, then it will be
implemented.

2.3 Participative decision-making

Participative decision-making is when decisions made affect certain individuals
and the same individuals are being made influential upon the formulation and
implementation of those decisions (Lawler, Mohnrman & Ledford, 1992).
According to Nelson and Quick (2000, pp. 328-329), an organisation’s
‘foundations for empowerment’ includes a participative, supportive organisational
culture and a team-oriented work design. According to these authors, there are
three prerequisites for participation and empowerment, namely, the capability to
become psychologically involved in participative activities; the motivation to act
autonomously, and the capacity to see the relevance of participation for ones
own well being. In this particular view, employees are not expected to participate
in all decisions that employers make, as it may be unlikely that all the three
prerequisites will be met for all decision to be made.

Participative decision making is complex. One of the things that managers need
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to understand is that employees can be involved in some of the stages of
decision-making. Nelson and Quick (2000) further assert that decision-making
process involves identifying problems, generating alternatives, selecting solutions
from the generated alternatives and evaluating the results. For example, in the
IQMS process at school level, educators could be involved in various stages of
decision-making process such as identifying problems, generating alternatives,
selecting solutions from the alternatives, planning the implementation and,
evaluating the results.

This occurs mainly when educators identify areas of

professional development in their Personal Growth Plan (PGP). After identifying
the PGP, the individual educators’ PGPs are combined to form the School
Improvement Plan (SIP). In that way educators become part of the decisionmaking in the IQMS process for the whole school development. Research
conducted by Nelson and Quick (2000) showed that participative decisionmaking is an effective approach in a productive organisation. These writers also
discuss different styles of participation in decision-making.

2.4 Quality of Work Life Theory (QWL)

According to Van Fleet (1999, p. 442), Quality of Work Life is the degree to which
members of a work organisation are able to satisfy important personal needs
through their experience in the organisation. The Quality of Work Life Theory
advocates a “shift of a paradigm” in thinking and ways of doing things,
particularly when it comes to moving the focus from employer to employee as
mentioned in chapter one of this thesis. Van der Westhuizen (2002) regards
Quality of Work Life as humanisation of work, improvement of working
conditions,

scientific

organisation

of

labour,

workers

protection

and

democratisation of work. The QWL is defined as “a programme or process by
which an organisation responds to the dignity and needs of employees and
develops mechanisms to allow employees to share fully in making the decisions
that design their lives in the workplace” (Steenkamp, 2004, p. 90). It focuses on
productivity and highlights the value of human resource utilisation in the
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performance process (Schermerhorn, Hunt & Osborn, 1991). There seems to be
a general agreement that QWL is about the quality of life and subjective wellbeing of employees (Diener & Rahtz, 1999; Sammons, Day, Kington, Gu, Stobart
& Smees, 2007). The Quality of Work Life entails participative management of
the organisation’s goals. Management as employer, and workers as employees,
play a major role in organisational decision-making. These ideas are consistent
with those held by the above-mentioned researchers. I became interested in the
QWL theory, because of its influence in terms of quality that should be reflected
in the work life situation. Quality, in terms of the new IQMS policy, plays a major
role in the new vision for education in South African schools today, and it is the
responsibility of all role-players in a learning organisation to ensure quality. My
role as a manager in an organisation dedicated to learning has also stimulated
my interest in issues of quality.

Furthermore, the QWL theory has got some links to this study because it requires
that employees in an organisation need to be involved in decision-making and
policy formulation. Working in this way, that is, involving all relevant role-players
shows the value of this theory. I have chosen this particular theory because of its
usefulness in bringing together all role-players in a learning organisation such as
a school, and its usefulness in addressing my research questions. The QWL, as
defined by Schermerhorn, Hunt and Osborn, (1991), van der Westhuizen (2002),
Steenkamp, (2004) and others, has shed some light on the study’s research
questions. These questions attempt to solicit some understanding of Mayville
schools’ experiences of the IQMS policy in terms of purposes and processes, as
well as how its implementation can be enhanced.

The following discussion deals with the way that Van Fleet (1999) and
Steenkamp (2004) link their understanding of quality to the Quality of Work Life.
These authors consider dedication to quality and excellence as more than just
good business but as a way of life, in other words, it is about ‘giving something
back to society’; ‘offering your best to others’. The industry, according to
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Steenkamp (2004, p. ix) marries the Total Quality Management (TQM) with
Quality of Work Life. The TQM is considered as a tool and a vehicle to obtain
excellence in organisations. Excellence is beyond the basic standard, beyond
quality and is the result of caring more than others may think wise. Excellence
results when management goes beyond what is expected and when they do the
job right (Steenkamp, 2004). Townsend (cited in Clarke, 2007) regards
excellence as being far more important that principals and educators take
pleasure in their work. There must be excellence in total care, occupational
safety and human resources. Ultimately however, it requires a culture shift to
take place towards the philosophy of work and productivity.

Quality is in the public domain and is not bound to culture. In fact, quality of life is
a generic need as is seen in the human rights entrenched in the South African
Constitution. The TQM is therefore a necessity for anyone in any industry, as
management cannot expect high quality and productivity if the work environment
is not also of a high standard (Van Fleet, 1999). This is one dimension of Quality
of Work Life that directly affects the quality of human capital. According to Van
Fleet (1999, p. 442), QWL programmes on a large scale for organisations were
developed to focus on the adaptation of tasks and work to the employees, and in
turn, the employees adapting to their work. Ultimately, such a relationship
becomes a way of life that employees enjoy and they regard it as quality life
style, it becomes productive (van der Westhuizen, 2002). The paradigm shift of
the above nature worked for large-scale organisations in the 1970’s. The author
reflects that these programmes were used in times of difficulty when
organisations faced challenging economic conditions.

Quality Work Life programmes were designed in a way that clearly defined the
partiality of Quality of Work Life implementation in an organisation. Looking at the
sources of Quality of Work Life in an organisation and Steenkamp (2004, p. 54)
mentions seven elements determining a person’s Quality of Work of which I have
selected six for my study because their relevance for my study. These include
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the social relevance of the job’; participation in the structuring of the work; safe
and healthy work conditions; development of human resources; security and
continued growth as well as, the social interaction and integration in the work
place like allowing the employee to fit into the organisation culture.

There is no just one way of looking at the practical application of the QWL theory
to organisations. Many authors, Van Fleet (1999), van der Westhuizen, 2002 and
Steenkamp (2004), to cite just a few, have similar views regarding the way they
look at the practical application of Quality of Work Life theory in an organisation.
Notwithstanding these similarities, they differ slightly in the way they use
terminology, but essentially the angle of approach has the same influence.
Steenkamp (2004) goes further with his observation that reflects on the practical
side to Quality of Work Life by referring to a number of high-performing
organisations focusing on five extraordinary Quality of Work Life elements.

2.4.1 Quality of Work Life Theory and the IQMS

The linkage between the Quality of Work Life and the IQMS is not a direct one.
For some time the Total Quality Management (TQM) has been linked and applied
to the education sector despite its origin in the business sector. The QWL theory
is linked to the TQM theory and it is the researcher’s view that the IQMS policy
can be regarded as the education version of the TQM due to its close
resemblance. There is therefore a triangular relationship between Quality of
Work Life Theory, the Total Quality Management and the Integrated Quality
Management System. In this triangle, the QWL theory provides a theoretical
frame to understand both the TQM in the industry and the IQMS in education.
Thus the QWL becomes the instrument that can be used to measure quality of
work life in education, as well as, the understanding of how quality of life can
influence the manager’s attitude to quality and quality assurance measures. In
arguing for linkages between the QWL and TQM, Steenkamp (2004, pp. 115116) makes reference to a number of financial publications, such as the London
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Financial Times, Financial Mail, Business Report. It is in these publications as
well as several others where many companies are reported as being highly
performing due to influence of the QWL approach.

The IQMS is about measuring educators’ performance (Resolution 8 of 2003). It
emphasises a quality management system and it integrates two approaches to
professional development. In attempting to link the QWL theory with the IQMS
my analysis connects each word in this theory with what it symbolises in the
IQMS policy. In terms of this analysis, I consider ‘work’ (in the QWL) to stand for
the IQMS policy to be performed by educators. In a school environment
educators need to show quality in carrying their daily duties. ‘Life’ (in the QWL) is
viewed as a system to be adapted by educators in school environment and be
able to link their normal lives with their daily performance at school. Quality of
Work Life is therefore trying to highlight the view that the employer or the
principal in the case of the school, need not come with a ready-made system to
impose on employees, but that the system needs to be part of the formulation
and grow with them as theirs.

The Quality of Work Life theory has become vogue during the time of transition
and transformation of the South African society where such values enshrined in
this particular theory are relevant to the period in history. The drawing below
illustrates the relationship I have described above between the IQMS, TQM and
QWL theory.
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The above model shows the relationship in the study between the approaches
taken to TQM in the context of industry and to IQMS within the school, through
the application of the theory of QWL to school life.

I am therefore convinced that if our schools were to be run like businesses, as
this drawing indicates, this theory would have more relevance in assisting in this
study. Such evidence has been produced in business sectors in South Africa.
Moreover this theory is found among the more highly related quality management
theories worldwide. It is relevant to my study as it would be of great advantage in
South Africa because by applying it our schools could easily connect to the
global standards of education quality.
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2.5 Collective Fingers Theory (CFT)

Collective Fingers Theory (CFT) is the second theory that I have found to be
relevant for this study after Quality of Work Life theory. According to Mbigi (2005,
p.105) the managerial lesson flowing from this theory is training and development
leading to collective action. They should be collective in approach and practise
for training to move from collective talk to collective action. It will need to harness
the collective energy and support of the key players in the organisation (Mbigi,
2005). That means one needs to open collective forums, which are inclusive in
nature and must, as far as possible include everybody in the organisation.

The Collective Fingers Theory is made up of five collective essences of Ubuntu –
respect, dignity, solidarity, compassion and survival. Ubuntu is the whole hand.
These essences are very important in understanding the extent to which school
managers’ quality assurance measures are motivated by the belief in providing
professional support to the subordinates.

2.5.1 Five Collective Essence of Ubuntu
The fingers represent the five collective essences of uBuntu. The concept of
uBuntu is a concept that has now been widely written about. At its basis is the
African philosophy of humaneness (van der Westhuizen, 2002; Steenkamp,
2004; Broodryk, 2005). The Collective Fingers Theory uses the metaphor of a
hand with five fingers where the palm represents the organisation. The fingers
represent the five values of respect, human dignity, solidarity, compassion and
survival.

The first value is respect, and respect forms part of one hand as the biggest
finger that has got a duty to perform. The rest of the fingers accompany the
biggest finger collectively with the spirit of respect. The IQMS policy
implementation also needs respect by all stakeholders without any form of
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discrimination. The second one is human dignity. Human dignity is one of the
aspects highly recognised in South Africa. Dignity is considered as second, and
therefore, it is expected in the IQMS collective agreement. The third is solidarity,
and this value is represented by a middle finger in the Collective Fingers Theory.
Its one of the essences used by unions and is referred to as the spirit of
solidarity. It can be argued that the same spirit can and should form part of the
IQMS policy implementation for it to succeed. Compassion is the fourth value
and is represented by the finger between the long and smallest finger. It
represents compassion as a requirement in a collective agreement between the
employer and the employee. Compassion can also serve in the IQMS formulation
and its implementation process by schools. Lastly, is the value survival,
represented by the smallest finger in the hand. The IQMS policy implementation
can easily be interpreted to be meant to give hope to all stakeholders in and
around schools about the schools’ prospects of survival in the midst of all the
disturbances and uncertainties in the outside environment. Employees should
feel that survival is part of the process.

2.5.2 Collective Fingers Theory – expectations and experiences

Collective Fingers Theory according to Mbigi (2005) has five phases, and these
phases are briefly discussed in the next five paragraphs.

Phase one entails the view that change training must be undertaken. Such a
training must be residential and offsite for three to five days. The creation and
development of learning should be allowed within the specified time. Furthermore
change training should be led by an outsider as a latter-day soothsayer. Change
training should focus on a converging survival theme, and also allow space for
other core issues for people to grapple with their own personal shadows,
including the ceremonial aspects, which are to be treated as factual aspects.
Mbigi, (2005) goes on to elaborate that participants want a personal connection
and a personal touch. They are looking not for facts only, but also for personal
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intimacy, sincerity, simplicity and development. The strategic “bosberaad” should
take three to five days, and the total African evening in both its content and
processes incorporates music and an African evening function with spouses. An
outside expert should tell a survival topic story, but not take longer than an hour.

Phase two maintains that union members of the organisation including the
person who told the story about the survival theme should be included. The next
phase includes the whole organisation in the form of inclusive strategic forums.
The facilitator’s approach should be a bonding one. At this level the incorporation
of the participants must be multilevel, cross functional and multiracial in order to
lead to collective action. The fourth phase is meant to help the organisation to
build the capacity and skills required. The organisation should take a participative
skills audit without suspicion. The organisation should also consider individual
training and development plans to be drawn up. Mentoring and doing are referred
to as traditional approaches with more emphasis on practical action and close,
trusting and helpful relationships with the mentors in terms of coaching and
interpersonal skills. The ceremonial and ritual aspects of the relationship facilitate
the bonding process.

The fifth and the last phase, involves the training of a trainer for selfempowerment and the authoring of one’s own destiny. This will help people to
mobilise resources and people around them on their learning process or journey.
Organisational achievement as a whole should be celebrated as part of quality
production. Spouses are to be included. The daily events are to be punctuated by
short speeches, music, food and entertainment. A Western rigid, formal and
unemotional approach should be avoided because it tends to be dull and
meaningless to those who are unaccustomed to it. The five phases base the
developmental process on the cultural basics of the employees. The phases do
not form different worlds of the individual culture and the organisational culture.
The treatment one gets at home should not be different from that one gets at
work, insofar as human dignity ought to be treated with respect.
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Steenkamp (2004) goes on to emphasise the rainbow vision as part of the
organisational culture and leadership style. According to Mbigi (2005, p.11) as
cited in Steenkamp (2004, p. 138) readers are reminded that in South Africa, with
its strong Western influence, there may be many people of African origin who
show few of the truly African characteristics, as they may be closely aligned to a
Western style of business leadership. The belief is that people’s cultural roots
define their existence in spite of exposure to other cultural influences. The
question remains; what are the cultural roots that define African-ness?

Steenkamp continues with his citation in the same page, when Du Plessis (1995,
pp. 3-4) concludes that, being human states that in traditional African cultures the
human being is placed at the centre of their worldviews. Human life is important,
and nothing more than that. The African term that refers to that is called Ubuntu.
The very word ‘uBuntu’ suggests no differentiation between people. In uBuntu
violence and greed are frowned upon as currently manifested. Du Plessis (1995,
p.7)

compares

the

Asian

concept

with

African

communalism.

African

communalism with regard to the concept of uBuntu encompasses the notion that
a person is nothing without a group. The individual is not more important then
his/her peers. The above has two implications of life in general, and for business
in particular. In the African context consensus and participative decision is taken
by a group. In the Asian concept this is referred to as quality circles.

Different writers and managers have developed the uBuntu style of management.
They have also adopted it as a philosophy in managing their organisations .It is
recommended as one of the best if it comes to the highly productive systems in
the World. Let us look at how one of the writers may present his version with a
comparison to the Western style of management.
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2.5.3 Collective Fingers Theory and understanding IQMS study

The IQMS is meant for educator’s performance measurement and professional
development. Collective Fingers Theory has a certain level of relevance to this
study. To start with the term ‘collective’ is used in this theory to encourage the
spirit of doing things together. That is the same as the IQMS collective
agreement for its implementation and quality management processes.

The three styles of quality management are human resource, time management
and rewards. These rewards can take the form of recognition or incentives. The
IQMS considers these styles in managing and developing quality in schools.
Broodryk (2005, pp.208- 209) compares Western and African management
styles. I have considered the comparison of the above management styles in my
study in order to observe how both affect quality management in an organisation.
These management styles consider cultural behaviours of employer and
employee in Western and African countries. The qualities of Western and African
cultures are inclusive in the IQMS.

Broodryk (2005, pp.221-222) in the Ubuntu Management Behaviour (UBM) is
counting virtues that contribute towards quality management in an organisation.
These include integrity good faith, impartiality, openness, accountability, justice,
respect, generosity and leadership. Broodryk (2005) has designed a pledge
based on the above virtues for employees to commit themselves to UBM for
quality management. The above virtues have relevance to my study because of
its emphasis on quality, measurement and maintenance of quality.. Clearly if
educators are honest, accountable, act in good faith and demonstrate integrity in
their practice less complaints about accuracy of scores during the IQMS process
would be made. The qualities of UBM are said to have positively contributed in
most big companies. That can be the case in schools and IQMS implementation
as well.
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2.6 Research conducted in the field

There is now a growing body of knowledge in the field of quality assurance,
quality development and maintenance. In the following section my discussion
draws mainly from the South African situation as a way of indicating the topicality
of the quality assurance issue.

2.6.1 The South African context

This section discusses studies on teacher assessments that were conducted
within the country, and in a way projects a story about the context in South
Africa. These two studies illustrate some of the concerns of the researchers who
conducted these studies with regards to the issues of management of quality and
different models of quality management. Comparisons are drawn between these
two studies with a view to using the insights gained from them in informing and
shaping this study. The insights gleaned from these studies will be helpful in
addressing the following questions: How was it done? What was its purpose?
What were its findings? How can the findings in these studies help to broaden
the understanding of different dimensions of the problem presented in this study?

The first study was conducted by Hibbers (2006) in the province of KwaZuluNatal and it was undertaken by the National Department of Education. The
methodology that was used to carry out that study included both qualitative and
quantitative approaches to research. The qualitative research aspect included
historical methods, phenomenological approach, unstructured in-depth interviews
with principals and educator’s, and focused group discussions with principals and
educators. The quantitative aspect included survey questionnaires which were
administered to hundreds of principals and educators during the workshop
sessions and also during principals’ meetings. The purpose was to ascertain the
extent to which the IQMS had contributed to improving education performance of
educators.
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The findings were positive in that most of the responses indicated that when
educators understood the purposes and processes of the IQMS and when their
attitudes were positive, their performance improved as well. In other words,
positive attitudes by educators towards the quality assurance measures as
articulated in the IQMS influence their teaching practice. And when there was
improvement in teaching and learning, learners also learned better and
performed better. The findings were that IQMS had a positive impact on the
perceived educator’s performance. The findings of this study helped me
understand that when educators understand the purpose of the policy they
implemented it. I also learned that when the educators’ performance improved,
learner achievement improved as well.

The second study was also done in 2003 in the province of KwaZulu-Natal by the
national Department of Education. Its findings were presented in the Education
labour Relations Council. The study was conducted with a population of 74 422
educators in the KwaZulu-Natal Department of Education. The stratified random
sampling technique was used. The population was divided into different strata
made up of eight regions. The sample was structured in such a way that both
remote rural and urban schools were included. Approximately 100 questionnaires
were sent to educators in each of the eight regions. Members of the School
Governing Bodies were included in the sample. Sixteen chairpersons and other
members of the governing bodies were interviewed. The four Departmental
officials involved with quality initiatives were interviewed. Governing body
chairpersons and members were interviewed to establish whether they were
aware that it was their duty to institute quality at schools and what they believed
were the prospects for the introduction of Total Quality Management at their
schools. The Departmental officials were interviewed to establish the extent of
success that the Department was currently enjoying in the introduction of quality
initiatives such as Developmental Appraisal System (DAS) for educators and
Whole School Evaluation (WSE). Interviews and questionnaires were conducted.
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A broad overview of the techniques involved in the statistical analyses of data
was provided.

It has been established that the public schooling system faces huge challenges
and these challenges are: The fact that public resources were limited; a need
was identified for new and improved ways of doing things. A need to start
emphasising concepts such as productivity and quality in education; A need to
strive to continuously get more out of a given set of resources. The study
intended to explore the prospects that Total Quality Management offers for the
introduction of quality and improved service delivery to meet customer’s
expectations and delivery to meet customer’s expectations and needs.

The findings of the study were based on experience of 40 educators who
commenced teaching during the post- apartheid era. The newly trained
educators would have been trained in the latest teaching methodologies. Training
in Outcomes Based Education (OBE) and technology education were aimed at
addressing issues of equity and quality. There was a bulk of the sample with over
15 years teaching experience. That is the point where educators could be
reasonably classified as experienced and it helped to increase the reliability of
the observations on quality in education.

It was concluded that quality was not significantly dependent on the material
position of the school. The myth that quality costs money was dispelled.
Educator’s qualifications were vital ingredients to ensure the successful
implementing of TQM. Levels of satisfaction with the Public Service and delivery
the perception of the effective and efficient provision of service tends more to the
negative. That reveals that the public was aware of the quality of service that
they should, but were not receiving. There was a strong case for urgent public
sector reform in South Africa so that public servants can deliver in terms of the
principles of Batho Pele.
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A number of obstacles to achieving quality were identified and these were ranked
in terms of their perceived role in creating obstacles to quality development and
maintenance. The first obstacle identified was a lack of support from the
Education Department, the second one was learner attitude towards schooling
generally, and the third one was a lack of parental care. The fourth obstacle was
identified as inadequate learning resources in schools; the fifth was poor physical
environment. Surprisingly for me was the sixth obstacle, namely, teacher union
activity. I certainly did not expect teacher union activities to be regarded as an
obstacle to maintaining quality, especially because unions claim to adhere to the
maintenance of quality. Such perceived behaviours by educators are contrary to
Mbigi (2005) conception of collaboration of all key stakeholders in maintaining
education quality. The next obstacle identified was poor leadership and
communication between the principals and members of the school management
Team on one hand and between the School Management Team and educators
on the other hand. This obstacle was also a surprise for me because my thinking
was that this issue should have occupied a much higher position in the ranking.
The last three positions were occupied respectively by poorly qualified educators,
schools’ lack of vision and mission statements and poor monitoring and
evaluation of learner performances.

The findings on this study helped me to gain more insight to my own study in
different ways. It has touched on a variety of issues especial those hindering
quality in the education system. The hindrances have been put in the perceived
experiential sequence from the most problematic down to the least problematic.
Most of the findings have direct linkages with my study, especially in terms of
findings which I am presenting in chapter five. It has proved to me that my
investigation was on the right track in terms of data collection. This study has
confirmed for me that schools have a problem with quality and policy
implementation. The findings clearly indicate that quality is not maintained by
money or cost but by other issues. South Africans know about quality and they
can distinguish between schools where in their views there is no quality or low
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quality education being provided and schools where there is high quality
education.

2.7 International Context
Two research projects are discussed under this sub-heading, namely the studies
conducted in Mexico and the United States of America.

2.7.1 Mexican Context

Other countries have conducted studies on issues of quality assurance, namely,
developing and maintaining quality in organisations. Two studies with an
international context are discussed, one is a study conducted in Mexico and the
second one was done in the United States of America (USA). The studies that
were done outside South Africa on the assessment of educators, link
professional development as well as the incentive for educator performance in
schools. The first study I discuss was done in Mexico. I have chosen Mexico
because it is one of the developing countries from which we as South African
educational leadership researchers and practitioners can learn. This study was
conducted by Santibang, Martinez, Datar, McEwang, Setodji and Basurto-Davila
(2007). That study was about quality education that was deemed a factor in
competitiveness.

In order to compete globally, Mexico attempted to raise it

standards beyond its current low achievement.

Several innovations at federal and state levels have been developed to raise the
quality of basic education. An example is Carrera Magisterial, which is a
professional development programme that was created as part of the National
Agreement for the Modernisation of Basic Education in 1992. This programme
was aimed at raising the quality of basic education through teacher’s professional
training, new learning presence in schools and improving working conditions,
This Carrera Magisterial programme has had a positive impact on learning
achievements, particularly in rural areas and teachers’ pedagogical behaviour is
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of great importance when grading learning achievement.

The methodology and data collection techniques were both quantitative and
qualitative. The purpose of this study was to prepare for the signing the national
agreement and for the modernisation of basic education to respond the teacher
professional development and performance and incentives. The re-evaluation of
teaching activities was to improve welfare of the teachers through better salaries
and housing policies.

Additional work is needed to establish the linkage between initial education,
parents’ participation and learning achievement. Nonetheless, the results show
that the development of self-driven and studious students, who seek information
beyond their textbooks, is a key factor in increased learning achievement.
Teacher’s pedagogical behaviour, efforts and performance in the classroom, is of
great importance when grading learning achievement. The impact of this factor
is many times larger than the impact of other school factor such as didactic
material available to the teacher. Students learn better when they are taught by
teachers who teach clearly, who have a thorough knowledge of subject matter.
No tradition exists in general for encouraging activities of learning, managing
group work, developing locally relevant materials, or adapting lessons to teach
problem solving questions.

Teacher’s performance is measured by learners’

performance in terms of scores. It involves parent’s contributions towards work
such as to develop good learning habits and motivation among students should
challenge not only to teachers but to parents.

2.7.2 The United States Context

The second study was conducted in the United States of America (USA) as I
have mentioned before. It is important to learn and perhaps understand that
problems and challenges we grapple with in the developing countries are also
experienced in the developed countries such as USA. This study like the one
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conducted in Mexico makes connections between teacher performance
incentives and student outcomes. Although the merit pay systems have been
established in many school districts across the United States, little empirical
evidence exists concerning their influence on student achievement. This study
done by Ellett and Teddie (2003) is a case study on high schools which
maintained a traditional compensation system, A different analysis implies that
merit pay increased retention, had no effect on grade point averages, reduced
average daily attendance rates, and increased the percentage of students who
failed. Urban schools in the USA are the worst performers. Merit pay plans have
been implemented in many places, the concept has been around for many years.
Yet, there is surprisingly little evidence of their effectiveness in raising
achievements. The impact of incentive programmes on student achievement
was minimal because the Department of Education did not achieve improvement
in terms of both teacher performance and learners achievement. Teachers are
paid a base wage for each 60-minute class that they teach. The basic wage
depended solely on their educational attainment, with a master degree to receive
a five percentage higher base pay than teachers with a bachelor’s degree. The
merit pay system offers two supplements that may be earned to supplement
basic pay.

The bonus is the same for all teachers, no matter what their

educational background, and it is 12.5 percent for base teachers with bachelor’s
degrees and twelve percent for those with a master’s degree.

The second

supplement is based on student evaluations; Students rate the following 15
factors on a -5 scale.

There are a number of lessons one can draw from the US study in particular.
Firstly, teachers’ performance is measured against learners’ performance in
terms of scores. The scores learners get are compared to the teachers’ scores.
Secondly, parents are involved by contributing towards developing good learning
habits and motivating learners or students. In this way, maintaining quality of
teaching and learning becomes a shared responsibility between teachers and
parents. Surely the scenario obtaining in the US system whereby parents are
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actively and formally involved in the assessment of both teachers and learners is
quite different from the situation in South Africa. Nevertheless, there are
similarities as well between the US and the South African system. One of them is
merit pay that is considered as an incentive for maintaining a quality teaching
and learning situation in schools.

2.8 Conclusion

In this chapter I discussed both local and international research projects as well
as other literature on the area of quality assurance. I have also discussed key
concepts that are pertinent to this study, and that is, the concept ‘quality’ and the
theories such as Quality of Work Life and Five Finger Theory. The two theories
are quite relevant for understanding the IQMS at a theoretical level. Reviewing
literature also assists in developing a framework for analysis. The next chapter
presents the research design and methodology that was adopted in carrying out
my study, as well as, the motivation for using such a design and methodology.
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CHAPTER 3
RESEARCH DESIGN AND METHODOLOGY

3.1 Introduction

The chapter outlines the design that was adopted as well as the methodology
used in producing data that helped me in addressing my critical questions. It
works as a compass in directing the whole study where the rest of the
participants and other role players are ethically guided.

3.2 Research Design

Before discussing design and methodology it is important to briefly discuss what
is meant by the two terms. To discuss design, I have drawn from Gough’s
conception of design. According to Gough (2000, cited in Bhengu, 2005, p. 59.),
research design may be regarded as ‘a pattern’, ‘order’ or ‘arrangement’ of all the
activities in the research journey. Schumacher and McMillan (1993, p.31, cited in
Bhengu, 2005, p. 59) maintains that research design is a plan or structure of the
investigation that is used to obtain evidence to answer research questions. In
short research design describes the steps one has to follow in conducting his or
her study. Questions such as when, whom, where and how, should guide the
data collecting methods. Critical questions of a study should be born in mind in
research design and methodology.

The research method that was used was the qualitative research method.
According to Denzin and Lincoln, (1992, p.2) qualitative research can be defined
as a multi method in focus, involving an interpretive, naturalistic approach to its
subject matter. Qualitative methods are used when the researcher aims to
understand human phenomena and investigate the meaning that people give to
events they experience. Qualitative methodologies share three assumptions,
namely, a holistic view; an inductive approach and lastly a naturalistic inquiry.
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These three assumptions are discussed in the following paragraph.

A holistic view tries to understand phenomena in their entirety in a bid to
understand the person, programme or situation. A holistic view enables the
investigation to touch on other areas that may not necessarily be seen as
important yet they help provide a complete picture in the collection of data. That
means nothing should be left un-attended in terms of information collection
process. An inductive approach is where you start with specific observations and
move to the development of general patterns that emerges from the study. That
is to start with a specific view and end up getting into a bigger picture and find
yourself exposed to more data. A naturalistic inquiry simply means that kind of
inquiry which aims to understand phenomena in their naturally occurring states.
This becomes natural as the investigation takes its course.

I chose a qualitative research methodology because it allows for the use of
several research tools such as interviews, observation and use of records
(Johnson, 1994, p. 21). I needed to understand principals, HODs as well as post
level one educators’ perspectives not only on how they understood the IQMS
policy but I also wanted to understand how these participants implemented IQMS
policy. In order to understand how principals, HODs and educators bring
meaning to the IQMS processes, a qualitative research approach was used
within the interpretive paradigm. An interpretive framework is relevant for this
study.

In an interpretive paradigm researchers are inquiring into the way social

meaning comes about in discourses and how these discourses are maintained.
The interpretive approach believes that the goal of science is to hold steadfastly
to the goal of getting it right about reality or multiple realities even if we can never
achieve that goal. I believe that the qualitative approach to research ensures and
enhances participants’ involvement in the whole process of bringing about
meaning based on their IQMS implementation experience. It is believed that
open interviewing; idiographic descriptions and qualitative data analysis are all
ways to capture inside knowledge as part of an interpretivist methodology
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(Henning, 2004, pp.19-20). There were nine participants altogether from three
different schools. I did individual interviews with each participant during times
agreed upon between the participants and me.

My first meeting with the

participants was two-fold; firstly it was to introduce the study and also to solicit
their respective informed consent. The second meeting entailed the actual
individual interviews and the third meeting was when I gave each one of the
participants the copies of the interview transcriptions for them to comment on my
analysis and interpretation of what they had told me. That meeting gave them the
opportunity to confirm or recommend removal of some information that they felt
was damaging and they did not want to be retained as part of the interview
transcript.

3.3 Selections of participants

I used a purposive sampling technique to select schools that would participate in
the study. The selected schools were targeted for two main reasons. The first
one was that these schools had started implementing the IQMS policy. The
second one was that it was easy for me to gain access to them. I interviewed
principals, heads of departments and level one educators. The reason for that
was to get a balanced view of how schools have experienced the process of
IQMS implementation.

3.4 Target population

The research target population was Mayville Ward schools. I have made this
selection because I belong to the same ward. Access to the schools was easier
because I work with the principals. We shared the same experiences regarding
many areas of school management and related issues. They have rendered
their service freely in responding to my questions, without fear.
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3.5 Participants

The participants of this research were the school management team and one
post level one educator. Baker, (1988, p.144) states that a sample is a selected
set of element or units drawn from a larger whole of all the elements of the
population. A non-probability selection procedure was deliberately used to avoid
representing the wider population: it seeks only to represent a particular named
sector of the wider population to include or exclude from the study. The
researcher had purposefully chosen three schools in this study. The schools
chosen have undergone the IQMS training and implementation. The respondents
were able to give relevant information regarding IQMS.

3.6 Data elicitation procedures

I used semi-structured individual interviews for all my participants. Producing
data using interviews has some obvious practical advantages. They represented
an economic way of obtaining data in some way relating to the behavior of large
and sometimes scattered populations (Ackroyd, 1981, pp.66-67).

Unlike

structured interviews that do not allow flexibility and follow-up, semi-structured
interviews are appropriate for a study that interrogates the experiences such as
this one (Ackroyd, 1981). The interviewer was free to ask questions in whatever
way he or she thought appropriate and natural, and in whatever order was felt to
be most effective in the circumstances. Both the interviewer and the participants
were allowed much greater leeway in asking and answering questions than was
the case with the structured interview. Such an interview almost amounted to a
conversation. It also allowed the researcher to test out various lines of
questioning, try out different ways of phrasing questions, and gauge the tenor of
likely replies and so on. In addition to this use the non-standardised interview
was very often used when interviewing key personnel in an organisation when
richer and fuller material was required. As a researcher I felt this type of interview
qualified as the best tool for collecting data because the participants were free to
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interact with the researcher without any restrictions.

3.7 Recording interview

All interviews were tape recorded in order to ensure that the record of what was
discussed is kept and that it is accurate. Kvale, (1996, p.160) maintains that
some of the methods of recording interviews for documentation and later
analyses include audiotape recording, note taking and remembering.

I also

preferred using the tape recorder because it allows the researcher during the
interview process, to spend most of their time during the interview process
focusing on the free flow of the conversation rather than on taking notes (Kvale,
1996). Notwithstanding this, I also took notes of some of the issues that could
not be captured by the tape, for example gestures, body language and other
expressions.

3.8 Data analysis
I analysed the data using a qualitative data analysis procedure. No computer
programmes were used for this purpose, nor was a third person that was not
involved in the data production used in the analysis. Since this is a qualitative
study, I did not wait until the process of data production was complete. This is a
principle called “Principle of interaction between collection and analysis”
(Erlandson, Harris, Skipper and Allen, 1993, p. 114, cited in Oka and Shaw,
2000, p. 10). To ensure trustworthiness of the research I employed strategies
advocated by Denzin and Lincoln (1994), that is, credibility, transferability,
conformability, and dependability. The units of analysis were the schools and by
soliciting information from all the three major components within schools, that is,
principals, heads of departments and educators, I also ensured that the
information I got from principals could be triangulated.
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3.9 Ethical Issues
3.9.1 Informed consent

I ensured that I obtained informed consent from my participants. I did that by
informing them about the purpose of this study. Kvale, (1996, p.112) states that
informant consent entails informing the research subjects about the overall
purpose of the investigation and the main features of the design, as well as of
any possible risks and benefits from participants in the research project.

3.9.2 Voluntary participation

I informed all my participants that the participation in this research project was
voluntary and that they had the right to withdrawn their participation at any stage
of the research process.

3.9.3 Confidentiality

Another ethnical issue that was taken into consideration was that of
confidentiality. Confidentiality implies that private data identifying subjects would
not be reported. If there was information that needed to be published identifying
the subjects, subjects needed to agree on the release of identifiable information.
I ensured that all conversations with my participants were confidential.

3.9.4 Anonymity

The participants’ names were not revealed to anyone; therefore anonymity was
guaranteed. Also the names of the schools where the research was conducted
remained anonymous.

In reporting the findings of the study I use codes to hide the identities of both the
participants and their schools. What follows below are the codes I generated to
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hide the names of schools and that of the participants.

School-A
School-B
School-C

School-A

School-B

School-C

School Principal A

School HOD A (SA-

School Educator A

(SA-P)

HOD)

(SA-Ed)

School Principal B

School HOD B (SB-

School Educator B

(SB-P)

HOD)

(SB-Ed)

School Principal C

School HOD C (SC-

School Educator C

(SC-P)

HOD)

(SC-Ed)

3.10 Limitations of the study

Only three schools participated in this study out of thirty five schools in the ward.
The size of the sample makes it difficult to generalise on the population.
Considering that this study did not aim to generalise, it was very important that I
provided thick descriptions of each case in order to gain a deeper understanding
of the meanings that my participants attach to their practices.

3.11 Conclusion

This study provides a fresh look at what is going on in schools with regards to the
IQMS and it enables principals and the Department of Education in the province
to get an insider view of educators, heads of departments and principals’
experiences of the IQMS implementation in schools. Anecdotes about successes
or failures of this and other policies will be dealt with in terms of conducting an
empirical study about these issues.
.
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CHAPTER 4

THE IQMS AT THE GROUNDROOTS: VOICES AND EXPERIENCES

4.1

Introduction

This chapter presents the data that was elicited from interviews I conducted with
principals, heads of departments as well as educators regarding their
experiences and understanding of the IQMS policy implementation. The data is
presented in the form of themes that were generated after transcription, coding
as well as data analysis processes. I start by presenting a brief biographical story
about each of the three schools and thereafter I list and discuss the emerging
themes from the data. It must be noted from the outset that while these schools
that participated in this study embraced the IQMS policy their voices about their
experiences are not necessarily the same. Similarly, the voices within each
school are not the same either.

4.1.1 The context of School-A
School-A is one of the oldest secondary schools that were built during apartheid
era for the Indian community in this ward. The school has been in existence for
thirty years. When it started operating, it did not admit learners from other racial
groups as the apartheid laws of the time prescribed. As such the school was
reserved for the Indian learners only. Close to the Indian community, where
School-A is located, there is a Black community that was also affected by the
Group Areas Act. Despite the existence of the Group Areas Act of that apartheid
time, both the Indian and Black communities lived together and thus shared
historical experience as neighbours. These shared experiences were of a social,
economical, and educational nature and these seemed to bind these two cultural
groups together despite apartheid rule of that time. As can be expected, the
community lacked many resources and facilities such as sports grounds, shops
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and other business structures.

After the democratic elections of 1994 the school became part of one single
department of education. The school later benefited from some of the
transformation initiatives that followed after the 1994 national elections. New
buildings were erected through funding from one of the biggest donor
organisations in the world. Learners from the Black community could be enrolled
in the school. Now the school is one of the highly respected schools in terms of
teacher and learner performance in the area. It is now a multi-racial school with
highly qualified male and female staff members. The management of the school
is mainly male and of ages ranging from forty five to fifty five years. The principal
is an Indian male between forty eight and fifty five years of age. The HOD that
participated in the study is also a male between forty five and fifty years of age.
The post-level educator that participated in this study was also a male between
forty six and fifty years of age.

The learners come from families of different racial and economic backgrounds.
The enrolment is between nine hundred and one thousand learners. The staff is
made up of thirty one educators including the school management team. The
school fees are R600.00 per learner per year. Excursions and other activities are
used as part of a strategy for fund raising. The infrastructure is of a satisfactory
level. For example the school has administration offices, ablution facility,
sufficient floor space terms of classrooms and teaching and learning facilities
such as furniture, duplicating machines, photo copying machines, computers,
sufficient supply of books and stationery.

According to the principal the school

has been getting good matric results ranging between 80percent and
100percent. He also claimed that the school has maintained good results in
matric even in the new dispensation. The learner racial profile includes both
Black and Indians. All Black learners speak IsiZulu as their first language and
Indians speak English as their first language and the medium of instruction is
English. According to all participants in the school, learners are generally well
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behaved and there have been no disciplinary problems experienced in the
school.

4.1.2 The context of School-B

School-B is one of the primary schools in the Mayville Ward. Like School-A, this
school has benefited from transformation initiatives of the new government. The
school did not exist before 1994 and it only came into existence in the late 1990s.
It is a new school that was built through funding from one of the biggest
organisations in the world. The school is built in the previously Black dominated
sections of Umkhumbane. The school’s infrastructure is of an acceptable level,
for example, the school has administration offices, ablution facility, sufficient floor
space in terms of classrooms and teaching and learning facilities such as
furniture, duplicating machines, photo copying machines, computers, sufficient
supply of books and stationery. All the learners come from the Black community.
The enrolment is between nine hundred and nine hundred and twenty five
learners.

My participants were of a mixed gender, unlike in School-A in the previous
section. The principal was an Indian male between forty six and fifty five years of
age. The HOD was Black and female aged between twenty eight and thirty five
years and post-level educator was Indian and female educator aged between
forty and forty three years. The staff is mixed with males and females of Indian
and Black background. All the learners are IsiZulu first language speakers but
the medium of instruction is English. According to all of my participants the
learners are well behaved and many stakeholders such as the School Governing
Body, the Department of Education and other structures in the community play a
role in maintaining discipline at school

The staff complement is twenty two members including the school management
team. The main advantage of the school is that it is within the developing
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community and another advantage is that it is involved in a newly initiated
programme of development.

4.1.3 The context of School-C

The school is a newly erected secondary school under the new dispensation. It
was built in 2001.This is evidenced by the appearance of the infrastructure.
Previously schools were made up of plain bricks, without electricity, which could
not really reflect current learning institutions. The community consists of both
Indians and Blacks but the learners are only Black. According to the principal the
school’s learner profile is going to change soon to reflect the composition of the
community. Like in School-A, there was a domination of male voices among all of
my participants. The principal is fairly young compared to those of the other two
schools. He is a male aged between thirty four and forty years. The HOD is also
a male whose age is between thirty six and forty years, and post-level educator
was also a male aged between thirty six and forty years. The school has an
enrolment of between seven hundred and nine five and eight hundred learners of
boys and girls. The staff is made of twenty six educators including the principal
and SMT members. The racial profile consists of Indians and Black males and
females.

Like School-A, this school is fenced and there is a security guard at the gate. The
principal said that even at night there is security guard. Learners are always kept
within the school premises with gates locked all the time. It is observable that the
tone of the school is conducive to teaching and learning. There seemed to be a
high level of commitment by educators to teaching and learning and fund raising
activities. Besides their normal teaching activities, educators have been involved
in raising funds to buy computers that are used by the learners to enhance
learning and teaching practice. The school is also engaged in the newly designed
policy initiatives including IQMS implementation.
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4.2 The emerging themes from the data
The discussion below focuses on the themes that emerged from the data.

“IQMS is good on paper but difficult to implement”
One of the main themes to emerge from my participants was that the IQMS
policy was good and they understood it. However, when it comes to
implementing it, it was very difficult. There are different dimensions to the
difficulty. One of them is that the instrument that is being used is flawed. This
flaw emanates from the view that time allocated to the IQMS process makes if
difficult if not impossible for educators to dedicate their time doing their normal
duties while at the same time doing IQMS processes. When the educator is
observed by the Development Support Group (DSG) while teaching, it is
imperative that all parties need to be available for the process to take place. The
DSG mainly consists of two components from the staff, namely, a peer educator
and an immediate superior. In the case of a post-level one educator, the
immediate superior is a learning areas specialist. The learning area specialist is
the head of department in the school. The difficulty in this respect is that three
parties must be available, that is, they should be free from teaching duties at the
time of observations. Secondly, one needs to consider the number of educators
who need to undergo the same process and all of them need to be available.
Thirdly, the deadlines set by the department of education for the process to be
completed make it difficult to balance their commitment to class by all these
stakeholders, the paper work involved and also do a thorough job in a
satisfactory manner.

One of the principals interviewed complained about disruption that usually
happens at school during the IQMS process, particularly during classroom
observations by the DSG. This is what this principal had to say:
“Firstly it is very disruptive because for the IQMS to work we need three
staff members to go to class at any given time. When that happens the
other classes are left unattended” [SB-P].
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This issue of timing was also raised by the principal of School-C when he was
reflecting about the challenges faced by schools in trying to ensure that IQMS
process was working. He raised some doubts about educators’ commitment to
the process and wondered whether or not timing was appropriate. This is what
he said:
“I’m not sure whether the problem is with timing or the mentality of the
educators or the people who are in charge of IQMS as a whole but I’ve not
been impressed with the way it has been done; it is quite clear to me that
the entire process takes quite a long time” [SC-P].
The question of the IQMS taking a lot of time to carry out was also expressed by
educators. Therefore, it is clear that the fact that this policy is time consuming
was not only the view of people tasked with management responsibility but it was
the experience of everybody in the schools studied. One the issue of time, one
educator commented:
“Sometimes because of the time table, four teachers are going to be
IQMSed in one day. With a staff of 30 teachers and IQMS for one week, it
means that during the first period, some classes will be left unattended
while their teachers observe teachers who are being IQMSed” [SC-Ed].

The notion of good intentions of the policy has been expressed by different
participants. One of the participants that saw the value of IQMS was the HOD of
School-A, who puts it this way:
“IQMS is an excellent instrument brought on board by the Department of
Education. However the effectiveness of the implementation process has
flaws” [SA-HOD].

This notion of the system being flawed is better expressed by the educator of
School-B when she said:
“The educators have to select the people that they want on the DSG,
resulting in people selecting friends on the panel. We’re not getting quality,
the quality is sidelined” [B-Ed].
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According to this educator, the system allowed educators to appoint their friends
to act as the Development Support Group, and that in her view, this presented
flaws which undermines the policy’s good intentions. One of the major challenges
of using friends is the perception amongst many of the participants that honesty
is lacking among many key stakeholders at school level. On this issue the
educator for School-C felt that the appointment of both the Development Support
Group (DSG) and School Development Team (SDT) actually undermined the
entire purpose of IQMS.

The principal of School-B further explains the other difficulty around
implementation which he regards as not being properly done in the sense that it
does not seem to serve the purpose. This principal said the following:
“The Department of Education has not focused on the situation in the
school and how the principal is supposed to manage a process which is
good in policy but hard to implement in the manner that will benefit the
learners and staff” [SB-P].

The principal of School-A brought another dimension to the discussion of good
intentions of IQMS by elaborating on how this policy was meant to equip
principals and other personnel within the schools. He gives a detailed account of
how he introduced the policy in his school, as well as how all stakeholders were
going to benefit from the process but also that it was not to be. He says that:
“We have followed guidelines that were given to us. The IQMS document
outlined the different steps that we had to follow in order to go ahead with
the process. The required meetings were held and matters that concerned
educators and that were confusing were discussed. We wanted the
process to be transparent and we made it clear to all educators that the
Integrated Quality Management System is there to help us produce quality
education as an end result. This is a developmental process, not a faultfinding process, but to develop individuals, including myself as the
principal. Then it could be a success and ultimately the children will benefit
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from the process” [SA-P].

The sentiments expressed by the above-mentioned principal were echoed by the
HOD of School-B when she outlined how the IQMS could benefit educators by
for example: giving them clarity on teaching skills as well. This participant was
very passionate about teaching and the role that the IQMS could play in
educators’ professional development. She argued that the IQMS was in reality a
way of life rather than just a tool to monitor and assess quality of teaching and
learning situation. This is what he said in this regard:
“IQMS is a good thing and because besides the incentives the department
is giving us, it furthermore gives us clarity on how to teach our classes,
and is ideally a way of life” [SB-HOD].

It is clear from the above discussion that there are a lot of challenges facing the
implementation of the IQMS policy and that its intentions, as good as they are,
are being challenged when it comes to implementing the policy.

“No educator participation in IQMS policy formulation”
The participation of educators in all key aspects of the school and policy process
remains crucial in South Africa given its past as well as its current situation. In
this study many participants felt that educators were not involved in the
formulation of the IQMS policy. This is despite the fact that teacher unions are in
many cases consulted in policy formulation processes. This complaint comes
from all the three categories of my participants, namely, principals, HODs and
post-level one educators. According to them it does not matter that their unions
represents them at the nation level discussions of policy process. They felt that
their representatives did not articulate educators’ experiences on the ground. In
this regard this is what educator for School-B had to say:
“We educators have first hand experience, so the policy should come from
educators” [SB-Ed].
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On the same issue, the principal of School-B argued that the involvement of
schools is crucial; he maintained that the lack of participation of the ‘grassroots’
in the policy process contributed to its voices not being considered.
“I don’t think that the DoE has considered what problems people
experience on the ground” [SB-P].

The principal of School-A was very particular about who needed to participate in
policy formulation among the school-based stakeholders; he felt that school
principals should. He argued that they should be involved in debates and
deliberations about the IQMS at a provincial level. The principal of School-C
added the question of benefits for the policy when educators and school
principals have been involved in the policy formulation process. He cited the
issue of accountability and ownership of the process as one of the benefits of
participation. He suggested how that kind of participation could be facilitated. He
said for instance that each province should have three democratically elected
principals who should represent their respective provinces in the national policy
formulation process. He elaborated that a mandate should be given by schools
on things to be discussed that pertain to policy formulation and implementation,
and that post-level one educators should have their own representation, with
unions continuing to play their role uninterrupted.

“There is a need for outside intervention in schools”
This theme manifested itself in many different ways. There was much agreement
among participants about the need to have outside intervention but the nature of
that intervention and the motivation for it differed. The principal of School-B for
instance argued for the restoration of Subject Advisors and that these Subject
Advisors needed to serve a different purpose than they are currently serving. At
the moment Subject advisors provide emotional support to educators without
having to get inside their respective classrooms. This participant further argued
that these officials are specialists, and as such, they are better positioned to
assist in supporting teaching and learning. He regarded HODs as not being
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appropriate for IQMS because in his view, the HODs are not specialists in their
fields.
“Subject advisors are experts in that field and moving from school-toschool they will realise the standards that are in operation in various
schools” [SB-P].

It is clear from the above discussion that outside intervention will revolve around
Subject Advisors and that these are regarded as experts in their respective fields.
It is also evident that their tasks as currently structured will need to change if
such an intervention is to succeed. Such an idea is supported by the principal of
School-C. The HODs for all the three schools agree that outside intervention is
needed for quality assurance purposes. The educator for School-C added
another layer to the discussion by advocating the usage of outsider intervention
for the verification of scores after educators have been assessed. He said on this
issue:
“You need some improvement here and there, but there is no intervention
after scoring. Maybe ask experts from outside” [SC-Ed].

“Scores are inflated for better salary and not for development and quality
education”
The data from all the three schools indicated that scores were inflated during
class observations. This theme links with the first one about the difficulties in
implementing the IQMS at school level where honesty is said not to be prevailing.
When scores are inflated it is clear that the purpose of the policy was not being
realised. It is clear that subjectivity overruled the purposes of the IQMS process.
“Since the IQMS is linked to pay progression your friend will not want to
disadvantage you, so they give scores to enable you to get one percent
that you require to get your salary adjusted” [SB-Ed].

The above-mentioned point is shared by the educator for School-A when he says
that:
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“Nobody would want to score a peer association no matter how badly a
teacher performs in the classroom; the peer won’t be honest in terms of
scores” [SA-Ed].
This issue of linking payments to quality assurance measures is topical. The
officials in the Department of Education at the national level and the Minister of
Education have been quoted as having raised concerns regarding the lack of
honesty in the IQMS process. They have questioned the wisdom of putting high
scores when educators are being observed but the performance of learners does
not indicate that quality teaching has taken place. The Superintendent General
was quoted in the Sunday Times (February 2006) as saying that IQMS process
could be enhanced and obstacles removed if the department could work
collaboratively with Teacher Unions. Such complaints and reservations about this
policy are consistent with these negative voices expressed by the educator for
School-A above.

“IQMS has made a difference in schools”
All three schools that participated in this study commended the IQMS for helping
bring back the culture of teaching and learning. It has enabled the SMT to be
able to go back to classes and observe what goes on in those classrooms. The
question of principals or any management person for that matter to get into
classrooms has been resisted by educators for many years during the apartheid
era. Such resistance intensified during the late 1980s. Surprisingly, the coming of
democracy in South Africa did not bring any change in the attitudes of educators
regarding being observed in class. It is in that context that the management of
the three schools views the IQMS policy as having brought some changes in
their schools. The principal of School-A had this to say:
“We are now able to see what is happening in the classroom; it has enable
HODs and principals to go back to class and observe teaching and
learning in progress” [SA-P].
The above sentiments have also been raised by the HOD of School-B where she
outlined how the IQMS had helped by providing guidelines about how to teach.
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She said that the IQMS document:
“Provides clarity on how to teach our classes; everything that teachers are
supposed to have when we are teaching, keeping records and doing
continuous assessment in each case, IQMS spells out the document one
must have in order to carry out these tasks” [SB-HOD].
A similar idea was expressed by the principal of School-C when he stated that
IQMS is a policy “That helps schools by ensuring that people do what they are
supposed to do and implement the regulations” [SC-P].

It is evident that from the school management perspective, schools that were
studied had positive experiences about the IQMS implementation. However such
a positive attitude was not restricted to the management only. Post-level one
educators also had positive experiences about the IQMS policy. Furthermore,
these positive experiences emerged from all the three schools. From the
perspective of educators, IQMS seems to have provided the ground for
introspection among them, and for them to be able to identify their weaknesses
and strengths and build on these. For example the educator from school-C uses
the metaphor of a mirror. This is what he had to say:
“IQMS is like a mirror where you observe whether you are progressing or
not and where you need improvement…Am I able to control learners
during the lesson? What about after we have done work with the learners?
Am I doing an assessment? When I’ve done that, where are the records?
And if I don’t have the records; why? [SC-Ed].
The above questions are indicative of reflections and self-assessment that each
educator can use to check if s/he is doing his/her work efficiently. It is also
important that educators feel that they need to ask themselves critical questions
which interrogate their efficiency and a sense of purpose and commitment to
teaching and learning. It is in that spirit that the culture of teaching and learning
seems to have begun to come back.
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“The IQMS is for quality and development”
This theme raises an interesting and intriguing question for researchers in terms
of understanding views and experiences of educators and principals in the
Mayville ward. The discussion in the previous paragraphs paints a negative
picture about the IQMS policy in terms of its implementation. Many participants
have said that although the IQMS policy is ‘good on paper’, but it is very difficult
to implement. However, the same participants were saying that the IQMS policy
was for quality and development in schools. Quality has become a buzz word
among many stakeholders including parents. In this study, I did not interrogate
my participants’ understanding of ‘quality’, but the term, nevertheless seemed to
occupy a special place in the participants’ minds. According to the HOD of
School-B “Quality should form part of a teacher’s lifestyle”, and this is indicative
of how quality is so important to many of the participants. On the same issue of
quality one of the participants said:
“No teacher or parent wants to take their learner to a school where there is
no quality education. You will find parents putting learners in the nearby
school because they know that the school has the quality education
because of IQMS” [SB-HOD].

Other participants were demanding quality out of the IQMS policy although it was
not clear how such a quality was to be sought. The HOD for School-C for
example was quite vigorous in his demand for quality in school because of IQMS
when he said:
“I want to get quality out of this; it will be ringing in you mind the whole
time. Peoples approach and their attitudes will help them a lot in this and
they will develop holistically and outwardly” [SB-HOD].

Besides the focus on quality is the focus on development. The IQMS was
regarded by many participants in this study as a vehicle for professional
development. This aspect of the theme points to the very first theme which
indicated that the IQMS policy was good on paper but difficult to implement. It
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appears that one of its good intentions is that of promoting and facilitating
educators’ professional development. Many the participants are quite clear on
this aspect that professional development should be the major outcome of the
policy. One of the participants said:
“The idea of professionally developing teachers in commendable, but
during the implementation the problem becomes apparent. IQMS is more
than visiting a teacher in the classroom; it’s also involves the holistic
development of the school. It entails development, enhancing
development and school capacity because there is weakness in every
institution. The purpose of IQMS is to identify areas of development needs
and develop them” [SA-Ed].

4.3 Conclusion
The chapter has presented a brief profile of each of the sites where this study
was done. It has presented voices from principals of the three schools, HODs as
well as educators about their experiences regarding the IQMS implementation.
Participants have put more emphasis on them being made part of the IQMS
policy formulation. It is expected that may be if participants as policy
implementers form part of the policy formulation solution to the concerns may be
addressed. It has also shown that the IQMS has made a difference in their
schools. This chapter has shown that educators themselves have a lot to share
as employees within the organisation. They have also observed things that made
IQMS policy implementation impossible, with themselves being the cause. The
next chapter presents and summarises the findings. It also makes some
recommendations for various key stakeholders within the area of education.
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CHAPTER 5
FINDINGS, ANALYSIS AND CONCLUSION

5.1 Introduction

This study is, in the main about quality assurance in schools and the schools’
experiences of the new policy of IQMS. The IQMS as I mentioned in the first
chapter, is a mechanism used firstly by the Department of Education to monitor
and assure quality of teaching and learning at school level. It has emerged from
the data that schools also viewed the IQMS as a mechanism to monitor their own
progress in terms of development. The previous chapters touched respectively
on the background to the study and problems statement; reviewing relevant
literature for a better understanding of the problem being investigated;
methodology used to produce the data, the presentation of the data, and this
chapter presents the findings, analyses the findings and concludes the study.

In presenting the key findings of the study, I am using research questions as subheadings and guides to check whether or not the findings are focused on the key
questions driving the study. Under each research question, I discuss the findings,
and that discussion is fused with links with both the references to the literature
and some snippets from the data.

5.2 Research questions re-stated:

The next section restates the research questions and the discussion of findings
in terms of the research questions. This is the best way of showing the extent to
which research questions driving the study have been answered.
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9 How have schools in Mayville ward experienced the process of
Integrated Quality Management System implementation?

It has emerged quite strongly that schools in Mayville Ward have experienced the
IQMS implementation as an imposition from the Department of Education. While
it may be an acceptable norm that the policies by the government departments
are always an imposition in some respects, it is worth noting that the participants
in this study highlighted the issue of the lack of participation of the grassroots as
the main factor in them viewing the implementation as an imposition. These
participants have also highlighted a number of flaws in the policy as contributing
to it not being implementable. As far as they are concerned the entire IQMS
system has a number of obstacles such as the lack of honesty and time lines
which make the system extremely difficult to implement without compromising
the quality of teaching and learning. It needs to be mentioned that the question of
quality being compromised by the IQMS processes came quite strongly from
post-level one educators. Educators from School-A, School-B and School-C all
mentioned the fact that friends are not likely to give each other low scores even if
the educator being observed did not perform well.

The three educators pointed to different directions about the quality factor being
undermined. The educator from School-A for instance, blamed the notion of
using peers as part of the process. The educator from School-B pointed to the
linkage of this process to pay progression as the main factor which had the
potential to undermine quality, while the educator from School-C attributed the
lack of honesty to the lack of outside intervention to verify the scores. In fact it
was quite strange to find out that while the policy was regarded as an imposition,
the same participants considered outside intervention as indispensable for
effective and successful implementation of the IQMS policy in schools.
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9 What are schools’ understanding of the purposes and processes of
Integrated Quality Management System?
In discussing my participants’ understanding of the purposes and processes of
IQMS, I will initially focus on purposes of the IQMS and then later on, deal with
the process aspect of it. According to School-C educator, the purpose of IQMS is
to ensure that schools ‘run smoothly without problems”. According to School-B
educator, the IQMS seeks “to develop the educator”. Both of these views are
significant especially considering that they come from educators from the
classroom level, and not from the school management. In chapter one I have
indicated that educators have for some time resisted being supervised and have,
through the assistance of some teacher unions, succeeded in denying principals
and SMT members from observing them while teaching. Bhengu (1999) among
other scholars has indicated how teachers denied principals access to their
classrooms.

There is another dimension to development that participants pointed out.
According to the HOD of School-B “Quality should form part of a teacher’s
lifestyle”, and this is indicative of how quality is so important to many of the
participants. From the above and other voices in this study, it has become clear
that the issue of quality was regarded as part of the work life of the educators
studied. Such thinking is in line with Quality of Work Life Theory (QWL)
discussed in chapter two. In terms of QWL Theory, there must be active
participation of both the employer and the employee in performing quality, and
such a scenario should not be regarded as a once off situation but should be a
continuous occurrence. The IQMS policy is grounded on the collective
agreement between the Department of Education as the employer and teacher
unions as representative of the employees. The two theories employed in this
study are Quality of Work Life and Collective Fingers Theory. The difference
between these two theories is that QWL has Western influence and CFT has
African influence. The similarities are that both theories recommend a
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participative approach of an employer and the employee in an organisation and
both propositions are already recognised and recommended worldwide.

Schools that participated in the study had the view that the IQMS process should
start with individual educators, but also that educators should not be viewed in
isolation as they are part of the teaching staff. The educator from School-A was
quite vocal about this idea. Such a view is clearly linked with notion of collectivity.
Perhaps collective fingers theory is relevant in understanding people working
together for the betterment of all. This lies at the heart of the interconnection
between individuals and organisations. So the idea of the collective in the IQMS
process is very prominent in the understanding of how IQMS is expected to
unfold. So, the collectivity concept views developing individuals staff members
within developing institutions (Kydd, Crawford & Riches, 1997). Bhengu (1999)
argues that there can be no organisational development if individuals in that
organisation are not developing. The Collective Fingers Theory calls for the
active participation of all the members in the organisation. Such participation
requires full support of all members in the organisation, and it is always difficult to
solicit support for any project or initiative if the people affected are not
participating in it (Alfonso, Firth & Neville, 1981).

The findings are pointing to some benefits for schools when they implement the
IQMS policy.

Both the school management teams and educators were

unanimous in that the IQMS had made valuable contributions towards making
their schools better. They also expressed hypothetical assumptions about what
school could be like if they could adopt the IQMS fully. From the management
perspective, the IQMS has granted them access to the classrooms. This is
something that they had been deprived of for some decades now due to the
educators’ resistance to the practice of principals coming to observe educators
teaching. From the educators’ perspective, the implementation of the IQMS has
been ‘a revelation’ and a ‘self-discovery’ in terms of teaching. The educator from
School-C used a metaphor of a mirror to illustrate how the IQMS had enabled
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them as educators to gauge and measure their own progress in terms of
teaching. All these issues point to some benefits that this policy has for schools
in the researched community. As should be expected, the HODs also felt that the
IQMS had at last restored their authority in terms of it enabling them to gain
access to the educators’ work books, files, classroom and observe them while
teaching. It had enabled them to get a sense of what goes on in the classrooms.
9 What do schools think needs to be done to enhance IQMS
implementation?
This question was more like making recommendations and is very hypothetical in
nature. One of the most generally held views was that the IQMS can work better
if staff members can work as a team. Other virtues expressed by many
participants were honesty, trust and consistency. Honesty came out strongly
when the issue of self-evaluation was raised. Similarly, consistency was raised
particularly with regards to assessment aspect of the IQMS. That is, the scores
needed to be consistent with the performance levels of the educators as well as
learners’ outcomes. According to the participants, it does not make sense if
educators get high percentage scores during the IQMS process but learner
achievement remained dismal; there needed to be consistency there.

The National Minister of Education and other officials also made some remarks
on the matter of high scores there were not comparable to the real evidence of
educator performance in terms of what was done by the learners. One of the
studies conducted outside South Africa in Mexico suggested that educator
performance is measured by what is achieved by the learners. That means if
learners are under performing, the educators’ score cannot be inflated but the
educator will take a route to development rather than a route to a better salary.
This leaves us with no other option but to recommend that our current education
system is learner centered. The learners give a better picture in reflecting what is
taking place in the classroom on daily basis. Even if you meet them after their
school years they can tell you that they are what they are because of educator X.
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They also should be telling us about educator Y’s under performance. Let there
be a professional way of involving learners without offending educators in front of
their learners. There are a number of things to mention that emerged in the study
and one of them is that to achieve quality, trust is a major element; quality needs
honesty. This is one of the virtues mentioned by participants and it also forms a
cornerstone of collective finger theory. Passion is one of them as well; Passion
can contribute a lot to IQMS implementation as experienced by the participants in
this research. They discovered that passion was lacking in the whole process.

There is a need to enhance the IQMS implementation in schools as suggested
by the participants. They made their own thinking on how this need is to be
addressed according to their implementation experience results. One of the
suggestions participants have made was that there should be active participation
of stakeholders that are located at school level. These include educators and
school principals. All the participants from all levels discussed this thinking at
length. They showed a great interest in telling me more about what they felt. It
was as if I was the one given a mandate to allow them to participate in the policy
formulation. You could read from their eyes that they were both desperate and
frustrated in not being involved in the policy process. Furthermore the
participants made suggestions about how their participation in the policy process
could be facilitated. They suggested for instance that a structure should be
established at a provincial level whereby each province elected a certain number
of principals, the HODs and educators to represent them as part of the IQMS
policy formulation process.

The participants had other ideas about their participation in the process such as
allowing them to review the policy draft and participate by making suggestions.
These ideas are in line with what they have stated about the IQMS as a good
policy on paper but difficult to implement. The question of teacher unions being
part of policy formulation was raised. However, educators that participated in this
study felt that as people affected by implemented policies, they should participate
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in policy formulation process. This is in addition to teacher union representation.
Their interest was to see a practical link between the IQMS formulation and its
implementation process. In the QWL theory employees are considered as the
rightful people to be involved in decision making in an organisation. That may as
well play a major role in quality development. It is confirmed in the QWL theory
that companies involved in QWL programmes were productive worldwide.
Employees formed part of the decision making and problem solving processes.
Ubuntu Management Behaviors (UMB) states that employees being considered
with their cultural background in the organisational cultural background can be
highly productive. They want to be recognised as part of the organisation and
have a say. They want to have a sense of belonging and a sense of ownership.

A need for outside intervention in schools has been expressed by participants.
This is part of the thinking suggested by the participants to enhance the IQMS
implementation. They felt that a need for outside intervention was a necessity in
schools.

That

outside

intervention

would

help

to

improve

the

IQMS

implementation. They made mention of how outside intervention was going to be
implemented. The neighbouring schools were to organise themselves in forming
their own teams depending on the school’s need for outside intervention. Another
point of view was that of the fifty percent of the IQMS should be managed by
school management team and the other fifty percent should be managed by the
subject specialists from the Department of Education.

In the Collective Fingers Theory it is suggested that an outsider should be used
to conduct a strategic ’bosberaad’ as an intervention programme on
development.
One of the studies conducted in the United States of America suggested that a
need for parent participation as outside intervention in schools may improve both
the educator and learner performance. There are a number of independent
service providers from the different fields of study in terms of specialisation.
Some of them are retired educators, lawyers, managers and so on. These people
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can render a good service to schools as outside intervention agents. Quality
seems to be a concern everywhere; it needs to be maintained at all levels by
both the employer and the employee. That can only be done by the consistency
on quality management.

The question of changing the mindset is also very important. The thinking of both
the employer and employee should change with the times. That calls for a
flexible adaptation to new policies of an organisation. Teacher unions are part of
the establishment but the means and ways of enhancing quality in schools seem
to be taking a different direction. In one of the studies used in this research,
teacher unions’ activity was rated number six on Batho Pele. The rating was
about the obstacles to the maintenance of quality in schools. Though they did not
specifically and clearly address how the teacher unions became the obstacles to
quality in schools. In the five stages of the Collective Fingers Theory teacher
union’s involvement stage is rated number two on the survival theme. This is

during the ‘bosberaad’ where an outsider should be part of the teacher unions’
involvement during this stage. With regards to the above issue, Collective
Fingers Theory teacher unions will be playing a positive role rather than
becoming an obstacle. This might well address the findings on the study about
teacher unions as obstacles on quality enhancement in schools.

Communication is another important aspect that needs serious attention. Imagine
a situation where workers fail to communicate in an organisation or else there is
a communication break down on company policy. Schools are located at the
grassroots in the process of IQMS implementation. The argument being
advanced in that respect is that communication can enhance quality in schools.
The schools said they also wanted to say something after experiencing IQMS
implementation if an ear could be given to them. They even said that the
documents were sent to them one after another without any verbal
communication as a response from the IQMS policy document receivers and
implementers. On the Quality of Work Life theory communication was rated top
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in the agenda on quality enhancement. The theory stresses employer feedback
as the main activity in the process. In one of the studies done in South Africa
included in this study, communication was rated poor within the schools with a
special reference to principals.

5.3 Conclusion

In conclusion I can say that this study has attempted to capture experiences of
schools in Mayville Ward with regards to the IQMS policy implementation. This
was done through interactions with school principals, heads of departments and
educators. In reviewing literature certain information has emerged such as the
similarities and differences between the quality assurance measures used in the
United States and that used in South Africa. The Quality of Work Life Theory and
Collective Fingers Theory have indicated some linkages between the Western
and African philosophies in terms of conceptions of work, care and human
dignity. Both these philosophies demonstrate the need to incorporate values and
life style into work life on continuous bases.
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