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ABSTRACT 

The s tudy rev iews the imp lemen ta t ion of DAS and IQMS in 
Vu l ind l e l a Ci rcu i t from 2003 to 2006 . The sys tems th ink ing 
approach and Soft Systems Methodo logy served as a point of 
l everage in iden t i fy ing p rob lema t i c s i t ua t ions bese t t ing the 
i m p l e m e n t a t i o n of DAS and IQMS. The use of sys tems tools 
p rov ided the means for c rea t ing d ia logue be tween the fac i l i t a to r and 
the SMT members and p r inc ipa l s . The s tudy i l l u s t r a t e s the use of the 
sys tems maps , spray d i ag rams , iceberg too l , b r a i n w r i t i n g and rich 
p ic tu res in sur fac ing the as sumpt ions and be l ie fs about the fa i lure of 
DAS and IQMS. With this approach , SMTs and p r inc ipa l s deve loped 
their ideas about the way they could implement DAS and IQMS. 

Systems t h i n k i n g p rov ided a pe r spec t i ve for approach ing the 
p r o b l e m a t i c s i t u a t i o n s . A concep tua l model for DAS and IQMS 
evolved though the co l l abo ra t ive effor ts of SMT members and 
p r i n c i p a l s . A deve lopmen ta l and ho l i s t i c model evolved from this 
p rocess of school deve lopment . A new way of th ink ing about 
p r o b l e m a t i c s i t ua t ions is p resen ted to p a r t i c i p a n t s . A process of 
d ia logue set the s tage for. school deve lopmen t . Notable 
improvemen t s are h igh l igh ted as ind ica to r s of improvemen t during 
the i m p l e m e n t a t i o n of DAS and IQMS. The approach promotes 
ac t ive p a r t i c i p a t i o n , d i a logue , re f lec t ion and con t inuous inqui ry and 
a shared v is ion in the formula t ion of concep tua l mode l s . 
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CHAPTER 1 

GENERAL OVERVIEW 

1.1 Orientation to the study 

Working as a S u p e r i n t e n d e n t of Educat ion Managemen t (SEM) with 24 
schools in V u l i n d l e l a West Ward involved being par t of a se lec ted team 
in a Towards Effec t ive School Management (TESM) p rog ramme . The 
TESM programme worked in pa r tne r sh ip with the Leade r sh ip Centre . 
The se lec ted team invo lved p r inc ipa l s and SEMs. In 2003 this 
co l l abo ra t i on be tween these two led to a p r o g r a m m e for Educa t ion 
Leadersh ip with a c c r e d i t a t i o n for a Leade r sh ip Cer t i f i ca te . The 
programme exposed us to a two-year p rogramme of academic work 
which focused a lso on modules for l ea rn ing and change , school 
e f fec t iveness , school improvement and sys tems t h i n k i n g . This became 
the tu rn ing poin t in the way one approached work as a Supe r in t enden t of 
Educa t ion M a n a g e m e n t (SEM) in Vu l ind le l a West . The Educa t ion 
Leadersh ip course r equ i red that pa r t i c ipan t s t r ans fe r the acqu i red ski l l s 
and knowledge into the work env i ronment . For all the wr i t ten 
a s s ignmen t s and group work the r equ i r emen t was tha t it needed to be 
based on the work s i t ua t ion . The p rob lema t i c s i t ua t i ons in the context 
of work offered o p p o r t u n i t i e s for engaging with the r ea l i t i e s of the 
fai lures in the i m p l e m e n t a t i o n of po l i c i e s . The co l l e agues in the TESM 
programme worked j o i n t l y in some of the a s s i g n m e n t s . The focus of 
wr i t ten a s s i g n m e n t s was based on the re f l ec t ions of work ing as a g roup , 
shar ing the e x p e r i e n c e s of working in different work s i t u a t i o n s . 

From 2003 onwards being an SEM involved a chang ing role in 
conduc t ing dut ies due to the imp lemen ta t ion of the Deve lopmen ta l 
Appra i sa l System (DAS) in Vu l ind le l a West Ward and In tegra ted 
Qual i ty Managemen t System ( IQMS) . This s tudy re f lec t s on some of the 
sess ions that were obse rved in the fac i l i t a t ion of pol icy imp lemen ta t ion 
for DAS and IQMS in Vu l ind le l a West Ward . A shift in the 
unde r s t and ing of the role of working as SEM became a focal po in t of the 
study dur ing the i m p l e m e n t a t i o n of po l ic ies in complex s i t ua t i ons . The 
coursework p rov ided the academic r igour , a new p rac t i ca l approach and 
a parad igm shift in engag ing with complex and dynamic school con tex t s . 
The Personne l A d m i n i s t r a t i o n Measures (PAM) document ident i f ies 
seven roles of an educa to r , one of which is tha t of a re f lec t ive 
p rac t i t i one r . The s tudy was based on unde r t ak ing a re f l ec t ive approach 
whi ls t us ing sys tems tools in the imp lemen ta t i on of DAS and IQMS 
po l i c i e s . The h i s t o r i c a l na ture of the s tudy involved a ser ies of 
workshops conduc ted with SMT members and p r i n c i p a l s from 2 0 0 3 -
2006. These obse rva t i ons a lso touch on the i m p l e m e n t a t i o n of DAS and 
IQMS and how the na tu re of work of the p r inc ipa l and the SEM has 
changed due to these po l i c i e s . 

1 



1.2 Purpose Statement 

The p r imary pu rpose of this s tudy is to ref lec t on the exper i ence of 
working as SEM dur ing the imp lemen ta t ion of Deve lopmen t Appra isa l 
System (DAS) and In t eg ra t ed Qual i ty Measu remen t System (IQMS) in 
Vul ind le la C i rcu i t and Vu l ind le l a West Ward from 2003 to 2006. The 
study exp lo res how the role of the sys tems th ink ing and soft sys tems 
me thodo logy c o n t r i b u t e d to the 
fac i l i t a t ion of the imp lemen ta t i on of the p rogramme of DAS and IQMS 
amongst the schoo l s in Vu l ind le l a West Ward . 

1.3 Stating the Problem 

Three decades ago Sarason observed and expressed a concern about how 
the t e ache r s were ill p r epa red and not fully equ ipped for the r ea l i t i e s of 
c lass room life ( 1 9 7 1 : 55) . This s t a t emen t can s t i l l be u t t e red about the 
state of our sys tem and the dynamics na ture of the school in which the 
educa to r s , School M a n a g e m e n t Team (SMT) members and SEMs work. 
The educa t ion sys tem is such a complex system of i n t e r r e l a t i o n s h i p s 
that need to be unde r s tood also from the p e r s p e c t i v e of sys tems 
th ink ing . The educa to r that was p repared one , two or th ree decades ago 
cannot be gua ran teed to cope with the i ssues tha t are cur ren t in our 
school ing sys tem. The other s ign i f ican t ac tors in the schoo l ing system 
are the SMT members and SEMs who have also been caught up in this 
web of complex i ty and dynamic change that is i n f luenc ing the i r work 
s i tua t ion . In th i s decade a lone there have been a t t empt s to br ing about 
school reform in the cu r r i cu lum, t e a c h i n g , a s s e s s m e n t , qua l i ty of 
t each ing and l ea rn ing , the t r a in ing and r e - t r a in ing of e d u c a t o r s , SMT 
members and SEMs in order to cope with the la tes t changes . This has 
been a d i f f icul t t e r r a in fraught with a lot of t r i a l and er ror and projec ts 
that were lack ing in s u s t a i n a b i l i t y . 

The Na t iona l Educa t ion Depa r tmen t in t roduced R e s o l u t i o n No 4M998 
cal led D e v e l o p m e n t a l Appra i sa l System (DAS) . The a t t empt s for the 
cascad ing of th is Reso lu t i on 4M998 were unsuccess fu l due to a number 
of r easons . Then in 2003 the Nat iona l Educa t ion Depa r tmen t and the 
teacher un ions c o l l e c t i v e l y s igned Reso lu t ion 8\2003 tha t is In tegra ted 
Qual i ty M a n a g e m e n t System ( IQMS) . In 2004 a conce r t ed effort was 
made to cascade the imp lemen ta t i on of IQMS. These a t t empts were 
unsuccess fu l due to a number of r ea sons . Dur ing the course of the year 
in August 2004 the re were t eache r s t r ikes around the issue of back logs . 
In November 2004 the Qua l i ty Assurance d i r e c t o r a t e ca l led for an IQMS 
Indaba , where all the s t akeho lde r s were cal led to d i scuss the fa i lu res , 
cha l l enges and work out a s t ra tegy for imp lemen t ing IQMS in 2005. All 
the s t akeho lde r s adop ted the p rogramme of ac t ion for imp lemen t ing 
IQMS in 2005 . At the beg inn ing of 2005 the Di s t r i c t co -o rd ina to r s for 
IQMS were cal led for a refresher course in order to embark on an 
in tegra ted approach to the imp lemen ta t ion of IQMS across the schools 
of K w a z u l u - N a t a l . 
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Motswakae (2006 :215) repor t s that in the ear ly 1990s Botswana 
exper ienced t eache r s t r ikes with the i n t roduc t ion of t eache r appra i sa l 
and its l ink with sa la ry increase and pay p r o g r e s s i o n . In 1992 the 
Botswana Educa t ion Min i s t ry in t roduced the Teacher Per formance 
Appra i sa l : Form TMS 3\4 a iming at po r t r ay ing a n o n - t h r e a t e n i n g , val id 
and c o m p r e h e n s i v e sys tem. The In tegra ted Qua l i ty M a n a g e m e n t System 
(IQMS) is used to eva lua te t eache r s and a l lows educa to r s to assess thei r 
p e e r s ' work by obse rv ing them t each ing . In a Sunday Times a r t i c le of 2 
Apri l 2006 , the r epo r t i nd ica te s that t eache r s are g iv ing the i r co l l eagues 
top marks for c l a s s room pe r fo rmance , a l though the resu l t s of learners 
are d i smal . The Na t iona l Educa t ion Depa r tmen t is admi t t i ng that its 
rat ing in s t rumen t for t eache r s is not work ing wel l . The Nat iona l 
Educa t ion D i r e c t o r - G e n e r a l Duncan Hindle in his r epor t to the por t fo l io 
commit tee admi t t ed tha t most t eachers had given the i r peers good 
marks , which were not war ran ted by learner p e r f o r m a n c e . He ind ica ted 
that the Na t iona l Educa t i on Minis te r Pandor was cons i de r i ng an external 
mon i to r ing agency to eva lua te t e ache r s . In th is r egard K w a z u l u - N a t a l ' s 
S u p e r i n t e n d e n t - G e n e r a l Dr. C. Lubis i said tha t his depar tmen t had 
expressed the need to work with t eacher un ions to d iscuss the 
' a b e r r a t i o n s ' of IQMS. One of the p rob lems , acco rd ing to Lub is i , was 
that IQMS served as both an eva lua t ion tool for sa la ry p rog re s s ion and, 
at the same t ime , deve lopmen ta l tool for t e a c h e r s . Linda Rose , the 
Western C a p e ' s d i r ec to r of qual i ty a s su rance , said the re were g l i t ches in 
the sys tem as this was the first year it had been i m p l e m e n t e d . He added, 
'our view is tha t it t akes about three years for such a sys tem to opera te 
at an opt imum l e v e l ' . M p u m a l a n g a ' s MEC for Educa t ion , S iphosezwe 
Masango , said the p rac t i ce of t eache r s inf la t ing the i r c o l l e a g u e s ' scores 
depr ived the d e p a r t m e n t of ge t t ing a proper u n d e r s t a n d i n g of the qual i ty 
of its manage r s . Free Sta te Supe r in t enden t , Mafu R a k o m e t s i , said the 
issue of t e ache r s be ing len ien t with one ano the r ' c a n n o t be ruled ou t ' 
because they do not want to offend the i r c o l l e a g u e s . The South African 
Democra t i c T e a c h e r s ' Union (SADTU) c r i t i c i sed the l ink ing of the 
payments to a s s e s s m e n t . John Lewis , the media officer for SADTU, 
ind ica ted tha t there were major p rob lems around the i m p l e m e n t a t i o n of 
IQMS, adding tha t the sys tem needed to be r ev iewed , (Sunday T imes , 2 
April 2006: 6). This is an ind ica t ion of work ing with a human ac t iv i ty 
system tha t is h igh ly complex . For the po l icy maker s , IQMS appears to 
be a quick fix for some of the p rob lems bese t t i ng the school sys tem. 

Gult ig e t . a l . (1999) in the i r ana lys i s of the use of such concepts as 
' l e a rn ing o r g a n i s a t i o n s ' , ' s e l f - r e l i an t s c h o o l s ' , ' self manag ing s c h o o l s ' , 
' s choo l e f f e c t i v e n e s s ' , ' s choo l i m p r o v e m e n t ' and 'who le school 
d e v e l o p m e n t ' , are ra ther concerned at the lack of a t t empts to 
ope ra t i ona l i s e and imp lemen t these concep t s at school level (in 
Ndh lovu , 2 0 0 0 - 2 0 0 1 : 5 3 ) . 
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In view of the above genera l overv iew, the s tudy has been confined to 
the fo l lowing q u e s t i o n s : 

1. What were the expe r i ences in the i m p l e m e n t a t i o n of DAS in 2003 -
2004 and the i m p l e m e n t a t i o n of IQMS in 2005 to 2006? 

2. How were the s y s t e m ' s tools u t i l i sed dur ing the workshops with the 
SMT members and p r i n c i p a l s ? 

3. How was the IQMS pol icy implemented in V u l i n d l e l a West Ward? 
4. What models emerged dur ing the imp lemen ta t i on of DAS and IQMS 

in V u l i n d l e l a Wes t? 
5. What can be exp lo red from the use of sys tems th ink ing in the 

p ro fess iona l d e v e l o p m e n t of SMT members and p r i n c i p a l s ? 
6. What were the l ea rn ings from the IQMS t r a in ing se s s ions? 

1.4 The Present Study: Reasons for Undertaking the Study 

The main reason for conduc t ing this research is mot iva ted by the 
invo lvemen t as a S u p e r i n t e n d e n t of Educa t ion Managemen t (SEM) in 
Vu l ind le l a Ci rcu i t in the imp lemen ta t i on of DAS and IQMS. The dut ies 
involve work ing wi th twen ty - fou r schools in V u l i n d l e l a West as an SEM 
in po l icy i m p l e m e n t a t i o n and mon i to r ing . The s tudy a t t empt s to achieve 
the fo l lowing , namely to ; 

1. Ref lect on the expe r i ences of the e d u c a t o r s in work ing with 
r e sea rche r in the imp lemen ta t ion of DAS and IQMS 

2. Draw from the expe r i ences of the pa r t i c i pan t s in the fo rmula t ion 
of the model for DAS and IQMS 

3. Ind ica te the manner in which the DAS and IQMS models were 
imp lemen ted in Vu l ind le l a West schools 

4. Analyse the pa t t e rns emerg ing from the use of the sys tems tools 
5. Give a gene ra l overv iew of the emerg ing pa t t e rn s dur ing the 

i m p l e m e n t a t i o n of DAS and IQMS 

1.5 Possible Value of the Study 

The s tudy wil l be of value in i l l umina t ing the s t r eng ths and 
sho r t comings in the cur ren t p rac t i ce for the IQMS i m p l e m e n t a t i o n in the 
Vu l ind le l a Wes t s choo l s . The s tudy will jus t i fy the value of us ing a 
re f lec t ive approach in ana lys ing and g iv ing mean ing to pol icy 
imp lemen ta t i on . The models formula ted by the pa r t i c i pan t s will be 
d iscussed in order to jus t i fy the use of a soft sys t ems methodo logy in 
pol icy i m p l e m e n t a t i o n . Based on the re f lec t ions and l ea rn ings from the 
expe r i ence , the s tudy a ims to achieve the fo l lowing r e su l t s : 

1. To prov ide a h i s t o r i c a l unde r s t and ing of the i m p l e m e n t a t i o n of DAS 
and IQMS. 

2. To record the use of sys tems approach in po l icy imp lemen ta t i on in 
Vu l ind l e l a Wes t s c h o o l s . 

3. To i l l u s t r a t e the models for DAS and IQMS that were formula ted 
th rough a c o l l a b o r a t i v e l ea rn ing effort . 
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4. To br ing about a genera l awareness of the soft sys tems methodo logy 
in the f ac i l i t a t ion of change . 

5. To insp i re p r a c t i t i o n e r s to cons ider the s t r eng ths impl ic i t in the use 
of a sys tems app roach . 

It is env i saged tha t this research project will lead to a grea ter 
apprec ia t ion of sys tems th ink ing and soft sys tems app roaches in deal ing 
with i ssues of po l i cy imp lemen ta t i on in s choo l s . The resea rch gives 
scope for the use of sys tems th ink ing approach , combined with an act ion 
research based p e r s p e c t i v e in the school ing sys tem. 

Should this s tudy lead to the awareness of the va lue of soft sys tems 
approach and re f l ec t ion on p rac t i ce by e d u c a t o r s , a lbei t pa r t i a l l y , the 
research wil l have succeeded , and thus cons ide red j u s t i f i ed . 

1.6 General Layout of the Study 

In the seven chap te r s to fol low the in ten t ion is to deve lop the study 
along the fo l lowing l ines : 

Chapter One ou t l i nes the genera l p rob lems tha t bese t IQMS and 
o r i en ta t e s the reader to the s tudy. The complex na tu re of the DAS and 
IQMS is e s t ab l i shed and the role that is p layed by the r e sea rche r in the 
work env i ronmen t . 

Chapter Two p re sen t s the rev iewed l i t e r a tu re , i nc lus ive of the concepts 
on re f lec t ion . The la t te r par t of the chapter p resen t s a genera l overv iew 
of concep t s such as a p p r a i s a l , pe r formance m e a s u r e m e n t and eva lua t ion . 
A range of concep t s re la ted to the school sys tem, pa r t i cu la r ly 
p ro fess iona l d e v e l o p m e n t and school improvemen t are h igh l igh ted . The 
de ta i led accoun t of these concepts was inc luded as par t of the 
t heo re t i ca l f ramework to demons t r a t e the complex na ture in which the 
DAS and IQMS po l i c i e s are work ing . 

Chapter Three focuses on a genera l overv iew of sys tems th ink ing . A 
var ie ty of concep t s are defined and explored as par t of the theo re t i ca l 
g round ing for the s tudy . This par t of the chapte r bu i lds a case for us ing 
the sys tems app roach . Based on the genera l o r i en t a t i on in chapte r one, a 
sys tems approach is espoused in order to gain ins igh t into the complex 
na ture of the p rob l em. The chapter inc ludes the sys tems too l s for use in 
conduc t ing the r e sea rch en t e rp r i s e . Chapter three bu i lds a case for the 
use of the sys tems approach to the imp lemen ta t i on of DAS and IQMS. 
The chapter ends wi th ins igh ts to S e n g e ' s work which falls wi thin the 
sys tems th ink ing app roach . This chapter b road ly i n t roduces the sys tems 
th ink ing in p r e p a r a t i o n for Chapter Four which focuses on the Soft 
Systems M e t h o d o l o g y . 

Chapter Four p rov ides a review of the sys tems th ink ing approach 
gene ra l ly , and spec i f i ca l ly the Soft Systems M e t h o d o l o g y (SSM), which 
informs how some of the s teps in this method were used to conduct the 
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study. Check land is the exponent of this SSM, and as par t of this 
me thodo logy , he p roposes a seven stage model . 

Chapter Five r epor t s on the imp lemen ta t i on of DAS and IQMS, cover ing 
the per iod 2003 to 2006 . The chapter inc ludes i l l u s t r a t i o n s on the use of 
sys tems too l s as one of the a l t e rna t ive ways in which successful pol icy 
i m p l e m e n t a t i o n can be fac i l i t a ted . Fu r the rmore it re f lec t s on some of 
the workshops conduc t ed with p a r t i c i p a n t s , tha t is , SMT members and 
p r inc ipa l s in V u l i n d l e l a Circui t and Vul ind le la West Ward . 

The Sixth chap te r ana lyses the genera l f ind ings based on the work 
covered dur ing the i m p l e m e n t a t i o n of DAS in 2003 -2004 and IQMS in 
2005-2006 in V u l i n d l e l a Circui t and with spec ia l re fe rence to 
Vu l ind le l a West . 

The Seventh chap te r ou t l ines the r e c o m m e n d a t i o n s , l imi t a t ions of the 
s tudy, p roposa l s for fur ther research and c o n c l u s i o n s . 

1.7 Summary 

The aspec t s deal t wi th in this chapter involve a pe r sona l prof i le and 
br ief b a c k g r o u n d to the work env i ronment . Inc luded in th is chapter is 
also a review of the genera l p rob lems su r round ing appra i sa l sys tems 
that are a lso man i f e s t i ng t hemse lves in IQMS. Amongs t the examples 
ci ted in this chap te r are the cur ren t p rob lems tha t were exper ienced in 
South Africa in the imp lemen ta t i on of IQMS. The key ques t ions for 
unde r t ak ing the s tudy have been c lear ly defined and the key ob jec t ives 
for the resea rch . The chapte r gives a background to the implemen ta t ion 
of DAS and IQMS as the po l i c i e s that were j o i n t l y fo rmula ted by the 
Nat iona l depa r tmen t with the un ions . The c r i t i ca l ques t ions for 
unde r t ak ing the s tudy have been c lar i f ied , i nc lud ing the c r i t i ca l role of 
the r e sea rche r . 

This chapte r i nd ica t e s the genera l overv iew of the p rob l ems that beset 
educa t ion and i ssues conce rn ing the sho r t comings in the imp lemen ta t ion 
of DAS and IQMS. The second chapter in t roduces key concep t s that are 
sa l ient to the u n d e r s t a n d i n g of the s tudy. The rev iew of l i t e ra tu re is 
based on the re f l ec t ive p rac t i ce approach . The chap te r deve lops the 
study by in t roduc ing the idea of school improvemen t and school 
deve lopment to the whole p ic tu re of t eacher app ra i s a l . F u r t h e r m o r e , the 
key concep t s in sys t ems th ink ing are def ined and c la r i f i ed as the study 
unfolds . A wide range of concepts that fall wi th in the sys tems th ink ing 
paradigm are c la r i f ied for purposes of g rounding the s tudy . 
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CHAPTER 2 

LITERATURE REVIEW 

2.1 Introduction 

This chapte r p r e s e n t s a review of l i t e ra tu re based on the concept 
re f lec t ion . The first par t of this chapte r covers the def in i t ion of the 
concept r e f l ec t ion , its na tu re , d i f ferent i n t e r p r e t a t i o n s , the 
deve lopmen t , g rowth and p rac t i ca l sugges t ions in its app l i ca t i on in 
different con t ex t s . This par t demons t r a t e s the va lue of d ia logue and the 
use of re f lec t ive a p p r o a c h e s . The second par t of th i s chapte r p rov ides 
an in -dep th c o n c e p t u a l t r ea tmen t of a p p r a i s a l , pe r fo rmance 
measu remen t , eva lua t ion and other re la ted c o n c e p t s . These concep t s are 
cons ide red as neces sa ry in this chapte r for an u n d e r s t a n d i n g of the 
context in which the po l i c i e s for DAS and IQMS ope ra t e . Most of these 
concepts are impl i c i t in the DAS and IQMS pol icy d o c u m e n t s . 

2.2 U n d e r s t a n d i n g of R e f l e c t i o n 

Accord ing to Ross (1987) , re f lec t ion is defined as: 

"a way of t h ink ing about educa t iona l mat te rs that invo lves the abi l i ty to 
make ra t iona l cho ices and to assume the r e s p o n s i b i l i t y for those 
c h o i c e s " (c i ted in Bainer and Cant re l l 1992: 571) . 

Ref lec t ion , accord ing to Lucas (1991) is a sys t ema t i c enqu i ry into o n e ' s 
own p rac t i ce , in order to improve the p rac t i ce and to gain more ins ight 
into what is happen ing ( M c l n t y r e ci ted in Ca lde rhead and Gates 
1993:42-43) . M c l n t y r e be l i eves re f lec t ion is a p ivo ta l means of learn ing 
for exper i enced p r a c t i t i o n e r s (c i ted in Ca lde rhead and Gates 1993:43) . 
The idea of r e f l ec t ion is more than th ink ing and focus ing on the 
ac t iv i t i e s of the day, but also inc ludes the i n s t i t u t i ona l s t ruc tu re s in 
which peop le are work ing (Kemmis 1982:5) . Acco rd ing to Kemmis 
(1982:5) th is is an a c t i o n - o r i e n t e d , h i s t o r i c a l l y - e m b e d d e d , socia l and 
po l i t i ca l frame, to loca te onese l f in the h i s to ry of a s i t ua t ion , to 
pa r t i c ipa t e in a soc ia l ac t iv i ty and to take s ides on i s sues . Apple 
(1975:127) de sc r ibe s re f lec t ion as a process of examin ing cur ren t 
pos i t ions and ask ing po in ted ques t ions about the r e l a t i o n s h i p that exis ts 
between these p o s i t i o n s and the socia l s t ruc tu res from which they ar i se . 
This means being s y s t e m a t i c a l l y engaged in p r ac t i ce and to inqui re into 
social re forms. In the engagement is an examina t ion of the or ig ins and 
consequences of eve ryday t each ing . It also invo lves iden t i fy ing the 
factors that impede change and looking at the r e l evan t i n t e rven t i ons to 
engage with the p r o b l e m a t i c s i t ua t i ons . 
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Ref lec t ion is a form of learn ing that involves a p r a c t i c e , a process of 
l earn ing whi l s t ac t ive ly engaged in p rac t i ce . Schon (1987) expounds the 
idea on the na tu re of p ro fess iona l p r ac t i ce . Schon c la r i f ied his main 
ideas on what he meant by r e f l e c t i o n - i n - p r a c t i c e and k n o w i n g - i n - a c t i o n 
(1987 :22) . This p roces s invo lves consc ious d e l i b e r a t i o n and debate 
between p r a c t i t i o n e r s . Despi te the di f ferent i n t e r p r e t a t i o n s and 
approaches to r e f l ec t ive t h ink ing , its p r o p o n e n t s share the view that 
learn ing and t e a c h i n g involves being c r i t i ca l or engag ing in c r i t i que , 
involves a n a l y s i s , enqu i ry and re f lec t ion on the i ssues impl ic i t in the 
social con tex t (Schon 1987) . What makes re f lec t ion di f ferent from the 
t r ad i t i ona l app roach to t each ing p rac t i ce is tha t the p rac t i t i one r is 
involved in the con tex t where learn ing takes p l ace . In th is way this 
immers ion in the con tex t and p rac t i ce , c rea tes a conduc ive a tmosphe re 
for l ea rn ing by re f l ec t ion in ac t ion (Schon 1987) . In th is engagement as 
a learner one needs to fo rmula te some ques t i ons , to draw a hypo the s i s , 
to i nves t i ga t e , imag ine and debate issues (Fosnot 1989: 21) . In the 
context of engag ing with issues as a learner one needs to be able to 
think on the spot in re la t ion to what p reva i l s in tha t p a r t i c u l a r context 
(Clark and Lamper t 1986) . The in te rac t ion and d i a logue needs to cent re 
around q u e s t i o n i n g , l i s t en ing and prob ing - these are impor tan t ski l ls 
that p romote i n t e r ac t i on dur ing the process of l ea rn ing (Fosnot 1989: 
21-22) . 

Ref lec t ion is wide ly accep ted as a crucia l e lement in the p rofess iona l 
growth of t e a c h e r s . La te ly there has been a p l e tho ra of concep t s that are 
re la ted to th i s a p p r o a c h . There are such te rms as ' r e f l e c t i ve t e a c h i n g ' , 
' i n q u i r y - o r i e n t e d t eache r e d u c a t i o n ' , ' t e a c h e r as r e s e a r c h e r ' , and 
' r e f l ec t i ve p r a c t i t i o n e r ' . All these concep t s are pro l i f ic in the 
d i scourses on c l a s s room prac t i ce and p ro fe s s iona l deve lopment 
(Ca lde rhead and Gates 1993: 1). Val l i ( 1993 , c i ted in Ca lde rhead and 
Gates 1993:19) exp lo res a var ie ty of pe r spec t i ve s on re f lec t ion . He 
d i s t i ngu i shes be tween the nar rowly focused and r e d u c t i o n i s t approaches 
and those with a b roade r out look (in Ca lde rhead and Gates 1993: 11-
19). From V a l l i ' s (1993) c r i t ique of var ious educa t i on p rograms three 
s t r a t eg ies emerge namely , j ou rna l keep ing , s emina r d i a l o g u e s , and 
act ion r e sea rch p ro jec t s (Val l i , 1993 ci ted in Ca lde rhead and Gates 
1993:19) . Ref l ec t ion has been defined as an impor tan t human ac t iv i ty in 
which people r e c a p t u r e the i r expe r i ences , th ink about it, mull over and 
evalua te it (Ba l four , Bu the lez i and Mi tche l 2004 : 59) . Fe l lows and 
Zimpher (1989) are of the view that in re f lec t ion , the main focus is 
about the pas t e x p e r i e n c e s and u n d e r s t a n d i n g s ; these are l inked with 
present expe r i ences to new unde r s t and ings and a p p r e c i a t i o n s (ci ted in 
Balfour e t . a l . , 2 0 0 4 : 6 0 ) . Ref lec t ion happens in a con tex t , where it could 
be focused on p r a c t i c a l \ t e c h n i c a l , s o c i o - p o l i t i c a l , mora l \ e th i ca l issues 
(Van Manen 1977 in Ca lde rhead and Gates 1993 :26) . The l i t e r a tu re that 
has been rev iewed ind ica tes that re f lec t ion is con t ex tua l in na ture - i t is 
inf luenced by the cond i t ions of the env i ronmen t (LaBoskey in 
Ca lderhead and Gates 1993:23) . In the field of educa t i on , re f lec t ion has 
come to be wide ly known as a c ruc ia l e lement in the p rofess iona l 
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deve lopment of t e a c h e r s . Accord ing to Ca lde rhead the need for 
ref lec t ive t eache r educa t ion has been argued on the g rounds that it 
f ac i l i t a tes the l ink ing of theory and p rac t i ce , sub jec t s the exper t i se of 
t eachers to c r i t i c a l r e f l ec t ion , and enables them to take a more ac t ive 
role in the i r own p ro fe s s iona l accoun tab i l i t y (c i ted in Balfour et .al 
2004: 60) . 

LaBoskey sugges t s tha t a ref lec t ive t eacher : 

"Should be able to desc r ibe and analyse the s t ruc tu ra l fea tures of an 
educa t iona l s i t ua t i on , i s sue , or problem - p r o b l e m de f in i t i on ; to gather 
and eva lua t e in fo rmat ion as to the poss ib le sources of the d i lemma 
under c o n s i d e r a t i o n and to genera te mul t ip le a l t e r n a t i v e so lu t ions and 
their po ten t i a l i m p l i c a t i o n s - means /ends a n a l y s i s ; and in t eg ra t e all the 
in format ion into a t empered conc lus ion about or so lu t ions for the 
problem iden t i f i ed - g e n e r a l i z a t i o n " (c i ted in Ca lde rhead and Gates 
1993: 30) . 

Ref lec t ive t e ache r s ref lec t in order to learn to improve thei r 
unde r s t and ing of fee l ings and responses to the world of t each ing 
(LaBoskey ) . LaBoskey (1993:6) sugges ts that r e f l ec t ive t eache r s ref lect 
in order to l ea rn- to improve the i r unde r s t and ing of, fee l ings about , and 
responses to the wor ld of t e ach ing . She sugges ts tha t in he lp ing novice 
t eachers to become re f lec t ive p r a c t i t i o n e r s , senior t eache r s should 
demons t r a t e to them by example (in Balfour e t . a l . 2 0 0 4 : 60) . Richer t 
(1987) suppor t s the idea that p r econcep t i ons about re f lec t ion also 
inf luence how t eache r s th ink about thei r work (in Ca lde rhead and Gates 
1993: 31) . Boud et. al . (1985) acknowledges the complex i ty of the 
re f lec t ive p rocess and the i n t e r r e l a t i onsh ip and in t e r ac t ion between 
feel ings and cogn i t i on (in Ca lderhead and Gates 1993 :31) . Linda Vall i 
(1993) , in her i l l umina t i ng accoun t of r e f l ec t ive t eache r educa t ion 
p rogrammes in the Uni ted S ta tes , comments on the i rony of the 
concur ren t p r o b l e m a t i s i n g of the t h e o r y \ p r a c t i c e re la t ion in such 
p rogrammes and the inves tmen t at the same t ime in a t t empts to 
a r t i cu la t e c lea r ly and fully an academic knowledge on which t each ing is 
seen to depend (LaBoskey in Ca lderhead and Gates 1993:40) . Accord ing 
to Day 1995(c i ted in Busher and Saran 1995: 113) re f l ec t ive p rac t i ce is 
defined as con t inu ing consc ious and sys t ema t i c rev iew of the pu rposes , 
p lans , ac t ion and eva lua t ion of t each ing in order to re inforce 
e f fec t iveness and, where a p p r o p r i a t e , prompt change . Day, 1995(ci ted in 
Busher and Saran 1995: 113) sugges ted e ight s t r a t eg i e s for engaging in 
re f lec t ive p r a c t i c e . The list inc ludes inves t ing in con t inu ing 
p rofess iona l d e v e l o p m e n t ; p romot ing re f lec t ive p r a c t i c e ; inves t ing in 
the s c h o o l ' s c u l t u r e ; knowing , communica t i ng and shar ing ph i lo sophy ; 
deve lop ing a mora l commi tmen t ; being the r ight kind of a leader ; 
deve lop ing c r i t i ca l c o m m u n i t i e s ; p romot ing pe r sona l deve lopmen t 
profi le (Day, 1995(c i ted in Busher and Saran 1995: 113). 

In a newspape r a r t i c l e (Sunday Times 26. 3.06 p4) Lauren K. Johnson 
recommends e ight sk i l l s for l eade r sh ip . Amongs t these e ight essen t ia l 
ski l ls is inc luded : 
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1. Cha l l eng ing : ques t i on ing your o r g a n i s a t i o n ' s a s s u m p t i o n s and t e s t ing 
their va l i d i t y . 

2. Lea rn ing : us ing in format ion and pe r sona l e x p e r i e n c e s to make 
smar ter cho ices and eng ineer co r r ec t i ons . 

3. Enab l ing : offer ing the people around you the k n o w l e d g e , means and 
oppor tun i t i e s to act . 

4. Ref l ec t ing : i n v e s t i n g t ime th ink ing about what went poor ly in your 
p rev ious dec i s ions and re f lec t ing into your fu ture . 

5. Obse rv ing : look ing for conf i rming and d i s a p p r o v i n g data about a 
problem or course of ac t ion . 

In the i r r e sea rch Ze ichne r and Lis ton (1987) sugges t that re f lec t ive 
prac t ice r equ i r e s a suppor t ive env i ronment in which it can be fos tered . 
This not ion po in t s to a school that has adopted the new th ink ing of 
being a l ea rn ing o r g a n i s a t i o n (Senge 1990) where t e a c h e r s are ope ra t ing 
as l i fe long l e a r n e r s , work co l l abo ra t i ve ly to ref lect on the 
t e a c h i n g U e a r n i n g p roces s in order to reach the s c h o o l ' s v is ion and 
goa l s . Swar ts (1998) be l i eves tha t t eache r s are cons t r a ined by the i r 
nar row concep t ion of re f lec t ion and c r i t i ca l inqu i ry . The t endency is to 
focus p r imar i ly on the immedia te and t echn ica l a spec t s of t each ing , 
(Swar t s , 1998, ci ted in Dah l s t rom, 1999:95) . 

The p rocess of work ing with p r inc ipa l s in DAS and IQMS involved a 
shift in the pa rad igm and the rou t ine work of the SEM. It took the shape 
of being more invo lved in f ie ldwork that p romoted d i a logue , in te rac t ion 
and enqu i ry . There was a lot of e x p e r i m e n t a t i o n , as compared to the 
rout ine of de l i ve r i ng c i r cu la r s around schoo l s . This expe r i ence needs to 
be suppor t ed by an app roach that needs to empower SEMs in ref lec t ive 
field r e sea rch . This is a s t r a t eg ic t ime and a p p r o p r i a t e t ime for SEMs to 
ref lect with more ins igh t and focused ques t i on ing into the i r roles as 
supe rv i so r s . The kind of a model of an SEM that exis ts does not fit with 
the espoused role tha t has been created by the i n t roduc t ion of IQMS. 
The model tha t is app ra i sed in the s tudy, g ives the SEM an oppor tun i ty 
to make an in -dep th s tudy of the ques t ions r e l a t ed to c l a s s room re la ted 
issues and manage r i a l i ssues in a new way. It r equ i r e s the SEM to 
con t inua l ly engage in f requent eva lua t ion of his or her own learn ing in 
the p r o c e s s . The t r a d i t i o n a l models offer only tha t the SEM wri tes 
repor t s , which becomes a r i t ua l i s t i c in the long run. However this does 
not n e c e s s a r i l y mean tha t the kind of SEM that is work ing does not 
ref lect . Rather it impl ies that there are d i f ferent leve ls of r e f l ec t ion-
that which is t e c h n i c a l , i n t e rp re t a t i ve and c r i t i ca l r e f l ec t ion (Gore 1987 
ci ted in T a b a c h n i c h and Ze ichne r 1991: 39) . One of the se r ious flaws in 
t echn ica l r e f l ec t ion is the r ep roduc t ion of the l imi ted role of the SEM 
who focuses na r rowly on what he or she does in t e rms of the way he or 
she has been p e r c e i v e d to per form. 

The i n t e rp re t i ve view exposes and c lar i f ies pe r sona l mean ing , a l though 
it fails to confront the h i e r a r ch i ca l and a l i ena t ing s t ruc tu re s found in 
the way the SEMs work with the i r s u p e r v i s o r s . The c r i t i ca l model holds 
promises for conf ron t ing the menta l mode l s , s t r uc tu r e s and ideo log ies 
that unde rp in the p e r c e p t i o n of the work of the SEM (Bul lough and 
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Git 1 in, 1985). The c r i t i ca l view not only c lar i f ies educa t iona l means and 
ends but a lso holds them up to c r i t i ca l sc ru t iny in the be l ie f that SEMs 
have to r ecogn i se and then confront unques t i oned ro l e s , i n t e rna l i sed 
values and s t ruc tu re s and power re la t ions which foster narrow and 
oppress ive r e l a t ions of superv i so r and supe rv i see . 

This final pa rad igm is the one that offers the SEMs a place of 
r e spec tab i l i t y in the educa t ion sys tem, not be ing regarded as the 
weakes t link in the cha in . It is the one that is needed in order to inst i l 
an enqu i r ing and c r i t i ca l mind in the p ro s pec t i ve SEM. Teaching 
prac t ice and t e a c h i n g are mutua l ly dependen t . In the South African 
school ing sys tem the SEMs have been de tached from the obse rva t ion of 
c lass room p r a c t i c e . The po l i t i ca l era from which the count ry has 
evolved requ i red tha t the SEMs be d i s t anced from the c lass room 
contex t , due to the na tu re of the approach that was used by the p rev ious 
regime in conduc t ing i n sp ec t i ons . The SEMs were conduc t ing these 
school v is i t s in a nega t ive way, which ins t i l l ed fear and anxie ty 
amongst the e d u c a t o r s . The way SEMs per formed the i r dut ies was 
premised on j u d g e m e n t a l approach to eva lua t i on . Thei r approach to 
work was c h a r a c t e r i s e d by a t echn ica l r a t iona l p e r s p e c t i v e which lacked 
d ia logue . It a s sumed tha t the SEM due to his or her exper i ence knew 
eve ry th ing . They only came to confirm the i r a s s u m p t i o n s r ega rd ing what 
may not be the r ight way of t e ach ing . Somehow, the i r t e chn ica l and 
j u d g e m e n t a l app roach was also r i t ua l i s t i c . 

The r i t ua l i s t i c way of conduc t ing inspec t ions p romoted a r i t ua l i s t i c 
approach to t e a c h i n g . This could be observed from the behav iour of 
t e a c h e r s , whenever i n spec to r s were coming to conduc t school v i s i t s . 
Teachers per formed on the day of the vis i t and rever ted to the i r old 
ways once the i n spec to r s had f inished the i r work. The repor t s that were 
wr i t ten by the i n s p e c t o r s were never d i scussed with those who were 
being inspec ted . Cornb l e th be l ieves that th ink ing is a socia l p roduc t , as 
well as a cogn i t i ve ac t iv i ty shaped by the mi l ieu and norms of the 
communi ty it occurs (c i ted in Graves 1990:193) . 

In the 1980s to 1990s with the emergence of p o l i t i c a l l y led teacher 
un ions , the p rac t i ce of inspec t ion was cha l l enged in the South African 
schools . In some areas inspec to rs were phys i ca l l y chased away from 
schools . The schoo ls became t e r ra ins and p laces of inf luence for the 
unions and the p r a c t i c i n g t eache r s . Po l i t i ca l events of ear ly 1990s led to 
the first d e m o c r a t i c e l e c t i o n s . For a number of years a vacuum had come 
to ex i s t ence in t e rms of t eacher eva lua t ion . 

2.3 T e a c h e r a p p r a i s a l 

With the w i d e - r a n g i n g changes in educa t ion , app ra i s a l has become a 
s igni f icant fea ture of the school sys tem. The l i t e r a tu re (Evans and 
Toml inson , 1989:8 ; Jones et. a l . , 1989; Pos ter and Pos te r , 1991) 
ind ica tes that a p p r a i s a l was implemented fifteen years ago in the Br i t i sh 
educa t ion sys tem. Evans and Toml inson (1989:8) po in t out that the 
main reason for imp lemen t ing appra i sa l is to improve t each ing and 
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l ea rn ing . The school improvemen t movement o v e r e m p h a s i s e d the idea of 
school a c c o u n t a b i l i t y for purposes of l ea rn ing . In the e igh t ies the 
Br i t i sh sys tem was involved in t ry ing to find means th rough which 
schools could u n d e r t a k e cur r i cu lum reappra i sa l in a way that would 
involve all s taff looking at the s c h o o l ' s to ta l p rov i s ion (Toml inson 
1980: 19-20 in Evans and Toml inson 1989:14) . The school improvement 
approach re in forced the concept of t eache r s being re f lec t ive and self-
cr i t ica l about the i r i nd iv idua l and co l l ec t ive work. One of the ques t ions 
that Evans and Toml inson (1989:15) ra ised was whether the system 
needed t eache r a p p r a i s a l , pe r fo rmance rev iew, or per formance 
improvement . A c c o u n t a b i l i t y and profess iona l d e v e l o p m e n t are the two 
con t ras t ing a p p r o a c h e s to t eacher appra i sa l . The di f f icul ty that was 
exper ienced with the combina t ion of the two a p p r o a c h e s was that 
t eachers were not open, frank and fo r th r igh t dur ing the process of 
appra i sa l (Evans and Toml inson 199 8.15) . 

Monyats i (2003 :62 ) ident i f ied two appra i sa l p r o c e s s e s , namely the 
p ro fess iona l and a c c o u n t a b i l i t y mode ls . The p ro fe s s iona l deve lopment 
model is p remised on t eache r improvement of the i r pe r fo rmance in order 
to enhance the l ea rn ing of s tuden t s . The model env i sages a two way 
process of r e l a t i o n s h i p be tween the appra i se r and the a p p r a i s e e . This 
model is based on a co l l eg ia l r e l a t ionsh ip of t rus t and conf iden t i a l i t y 
between the la t te r . In th is p rocess every teacher is an ac t ive pa r t i c ipan t . 
Murdock (2000 :55) ins i s t s that pa r t i c ipa t ion by staff in in i t i a t ing and 
con t r ibu t ing to the i n t e rp re t a t i on of p rocedu re s and the use of tools is 
c r i t i ca l (c i ted in Monya t s i 2006 :217) . Monya ts i r e cogn i s e s the cr i t ica l 
impor tance of r e f l ec t ion on p rac t i ce in this appra i sa l model that is 
deve lopmen ta l in its na tu re (2006 :218) . 

2. 4 Performance Appraisal 

Appra i sa l is an overa l l a s se s smen t of the r e l evance , f eas ib i l i ty and 
po ten t i a l s u s t a i n a b i l i t y of funding (Deve lopmen t Ass i s t ance Commi t tee : 
2002) . Accord ing to Bernand in et .a l (1995: 470 -471) appra i sa l is the act 
of e s t ima t ing or j u d g i n g the na ture or value of some th ing or someone ; 
an es t imate of va lue ; an es t imate or cons ide red op in ion of the va lues ; 
qua l i ty impor t ance (c i ted in Wenas 1998: 75) . 
The ACAS a g r e e m e n t (1986) defined appra i sa l as : 

"A con t inuous and sys t ema t i c process in tended to help indiv idual 
teachers with the i r p ro fe s s iona l deve lopment and career p l ann ing , and to 
help them with the i n - se rv i ce t r a in ing and d e p l o y m e n t of t eache r s that 
matches with the complemen ta ry needs of i nd iv idua l t eache r s and the 
s c h o o l s " (c i ted in Jones e t . a l . 1989:247) . 

Accord ing to Pos te r and Poster (1991:1) pe r fo rmance appra i sa l focuses 
on se t t ing a c h i e v a b l e , often re la t ive ly shor t - t e rm goals and by g iv ing 
feedback: on task c la r i f i ca t ion th rough r each ing consensus on an 
e m p l o y e e ' s ob jec t ives cons i s t en t with those of the o r g a n i s a t i o n ; and on 
ident i fy ing ra in ing needs as ind ica ted e i ther by sho r t comings in 
pe r fo rmance or by p o t e n t i a l i t i e s for h igher levels of endeavour . 
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Performance is def ined as the degree to which a deve lopment 
in t e rven t ion or a deve lopmen t par tner opera tes acco rd ing to specif ic 
c r i t e r i a , s t a n d a r d s , and gu ide l ines or ach ieves resu l t s in accordance 
with s ta ted goals or p lans (DAC: 2002) . 

Base l ine s tudy is an ana lys i s desc r ib ing the s i tua t ion pr ior to a 
deve lopment i n t e r v e n t i o n , aga ins t which p rog res s can be assessed or 
compar i sons made . The benef ic ia r i e s are i n d i v i d u a l s , g roups , or 
o r g a n i s a t i o n s , whe the r t a rge ted or not, tha t benef i t , d i rec t ly or 
ind i rec t ly , form the deve lopmen t in t e rven t ion (DAC: 2002) . Accord ing 
to Hickcox and M u s e l l a (1992 :159) pe r fo rmance app ra i sa l has a purpose 
of improving t e a c h i n g and ensur ing a c c o u n t a b i l i t y . Pos te r d i f fe ren t ia tes 
between pe r fo rmance app ra i sa l and meri t ra t ing ( 1 9 9 1 : 6 ) . Appra i sa l has 
var ious p o t e n t i a l i t i e s depending on the contex t of the o rgan i sa t ion . 
Poster (1991) offers a l is t of scenar ios and e x p e c t a t i o n s about appra isa l 
sys tems . Inc luded in th is l ist are some of the fo l lowing scena r io s , 
namely , 

1. the in t eg ra t ion of the ind iv idua l and the o r g a n i s a t i o n , 
2. e n c o u r a g e m e n t of s e l f -deve lopmen t 
3. the p rov i s ion of the bas is for an in s t i t u t iona l audi t 
4. the d i s s e m i n a t i o n of career deve lopment advice to the managers with 

clear ob jec t ives 
5. enhanc ing the c o m m u n i c a t i o n and a democra t i c s ty le of management 
6. the r e c o g n i t i o n of ind iv idua l and staff (Pos ter 1991 :6 -7 ) . 

I agree with Randa l e t . a l . (1984) that appra i sa l needs to cater for 
pe r fo rmance , reward po t en t i a l and cons ider p ro fe s s iona l deve lopmen t 
(ci ted in Poster 1991:6) . Pos ter ident i f ies four types of appra i sa l s , 
namely d e v e l o p m e n t a l , manage r i a l , la issez faire and j u d g e m e n t a l 
appra i sa l ( 1991 :9 ) . 

2. 5 Appraisal and Evaluation 

Appra i sa l and eva lua t i on are t rea ted i n t e r changeab ly in most s i t ua t ions , 
a l though in the South Afr ican con tex t they have taken different 
mean ings , p a r t i c u l a r l y in educa t ion . In th is con tex t , eva lua t ion is 
a ssoc ia ted with making j u d g m e n t ; as a summat ive exe rc i se while 
appra i sa l is t aken as a pos i t i ve ; deve lopmen ta l and a format ive process 
focused on t e a c h e r deve lopmen t (Quin lan and Davidof f 1997:8) . 
Eva lua t ion s t i l l i nvo lves some e lements of i n spec t ion , and repor t s based 
on pe r fo rmance for pu rposes of conf i rmat ion of p r o b a t i o n a r y t e ache r s ; 
p romot ion ; pa s s ing s a l a ry \ s ca l e ba r r i e r s ; d i smis sa l (Quinlan and 
Davidoff 1997:8) . Appra i sa l takes the fea ture of being a learn ing 
exerc i se for pu rposes of d iagnos ing fau l t s ; bu i ld ing on the s t reng ths and 
correct w e a k n e s s e s ; inform teache r s about the i r p r o g r e s s ; se t t ing new 
ta rge ts (Quin lan and Davidoff 1997:8) . Peer appra i sa l is a system 
whereby co l l e agues observe one ano ther , offer ing the i r pe r cep t ions and 
fac i l i t a t ing a p roces s of se l f - re f lec t ion (Ibid 1 0). 
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Accord ing to Evans and Toml inson (1989 : 22) app ra i s a l is a mechanism 
that enables schoo l s to br ing coherence to the i r d e v e l o p m e n t p lans , to 
es tab l i sh p r i o r i t i e s and to offer be t te r t a rge ted I N S E T . Appra i sa l offers 
t eachers a sys tem oppor tun i t y to make demands from be low, whereas 
reform emana tes from the top (Evans and Toml inson 1989:27) . 
Eva lua t ion is de sc r ibed as an overa l l a s se s smen t of the r e l evance , 
feas ib i l i ty and p o t e n t i a l sus t a inab i l i t y of a d e v e l o p m e n t in t e rven t ion 
pr ior to a dec i s ion of funding (Deve lopmen t A s s i s t a n c e Commi t t ee : 
2002) . 
Bradley (1989) iden t i f i ed the fo l lowing purposes for a p p r a i s a l : 

1. P lanning the induc t ion of entry grades for t e ache r s and assess ing 
thei r r ead ines s for t ransfer to next grade 

2. P repar ing ind iv idua l t eache r s and p r inc ipa l s for p rofess iona l 
deve lopmen t and improvemen t in career p ro spec t s 

3. Ident ify the p o t e n t i a l of t eache r s for career d e v e l o p m e n t , 
4. Recogn i t ion of t e ache r s who are e x p e r i e n c i n g pe r fo rmance 

d i f f icu l t i es in order to p rov ide gu idance , c o u n s e l l i n g and t ra in ing 
(c i ted in Evans and Toml inson 1989: 51) . 

Eva lua t ion refers to the sys t ema t i c and ob jec t ive a s se s smen t of an on
going or comple ted pro jec t , p rogramme or po l i cy , its des ign , 
imp lemen ta t i on and r e su l t s . The aim of eva lua t ion is to de te rmine the 
re levance and fu l f i lment of ob jec t ives , d e v e l o p m e n t , ef f ic iency, 
e f f ec t iveness , impact and sus t a inab i l i t y . Eva lua t ion also refers to the 
process of de t e rmin ing the worth or s ign i f i cance of an ac t iv i ty , pol icy 
or p rogram (DAC: 2 0 0 2 ) . 

Quinlan and Davidof f (1997:14) sugges t that a r e l a t i onsh ip can be 
forged be tween app ra i s a l and whole school d e v e l o p m e n t by: 

1. A shared v is ion and educa t iona l va lues for the school need to be 
e s t ab l i shed 

2. Goals and s t r a t e g i e s of how to a t ta in such v is ion \va lues need to be 
deve loped 

3. Cr i t e r i a , based on the v is ion and va lues , goals and s t r a t eg ie s then to 
be dec ided upon which will be appra i sed on an ongoing bas is 

Jant j ies (1996) p rov ides an in-depth ana lys i s of pe r fo rmance based 
teacher a p p r a i s a l , whereby he sugges t s a shift from the mode of 
j udgmen t t owards deve lopmen t . The paper draws from the Amer ican and 
United Kingdom s tud ies on t eacher app ra i sa l . There are lessons that can 
be learnt from the p h i l o s o p h y that underp ins these appra i sa l models . 
Most of his s u g g e s t i o n s appear in the pol icy documen t for DAS and 
IQMS 

2.6 Forms of Evaluation 

Jones e t . a l . ( 1989 :63 ) cons ide r s e l f - eva lua t ion as an in tegra l par t of 
staff d e v e l o p m e n t . The p rocess of s e l f - eva lua t i on is the t e a c h e r ' s 
appra i sa l of h im- or he rse l f as a t eache r , i nvo lv ing a careful 
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examina t ion of va lues and a t t i tudes and the inf luence tha t these have on 
actual p rac t i ce ( Jones e t .a l . 1989:66) . Se l f - eva lua t ion invo lves engag ing 
the t eache r in ac t ive i nves t iga t ion and in an ana lys i s of the i r values and 
prac t ice (Jones e t . a l . 1989:66) . 

Format ive eva lua t i on is car r ied out dur ing the p rog ramme to improve it 
as it runs . It i n f luences the d i rec t ion the work t akes (Jones e t .a l . 
1989:119) . Summat ive eva lua t ion is car r ied out at the end of the 
p rog ramme , often on the form of a final r epor t . It re f lec t s upon the 
effects of what has been done (Jones et .al 1989 :119) . Summat ive 
eva lua t ion focuses on ove ra l l , major changes tha t may be necessa ry , 
whereas the focus of format ive eva lua t ion is more on se lec ted aspec ts of 
the p rog ramme (Gordon 1991:64 ci ted in Heyns 2 0 0 0 : 1 6 4 ) . Summat ive 
eva lua t ion at the end of the p rogramme is a formal p roces s , whi le 
format ive eva lua t i on could be e i ther formal or in formal . Genera l ly , 
eva lua t ion is par t of a process that involves obse rv ing , mon i to r ing , 
r eco rd ing , ana lys ing and rev iewing (Jones e t .a l 1998 :118) . 

2.7 Performance Measurement 

Per formance m e a s u r e m e n t is referred to as a system for a s sess ing 
pe r fo rmance of deve lopmen t i n t e rven t ions aga ins t s ta ted goals 
(Deve lopmen t Ass i s t ance Commi t t ee : 2002) . Peer t eache r s find it 
d i f f icul t to ref lec t on c lass room prac t i ce due to the i r lack of 
unde r s t and ing of what is involved in obse rva t ion (Fu l lan and Harg reaves 
1992:36) . Jan t j i es (1996) ou t l ines the ph i lo sophy and the r a t iona le for 
unde r t ak ing t eache r a p p r a i s a l . Fu r the rmore , he p rov ides in format ive 
aspec t s for pe r fo rmance measu remen t from Amer i can models of 
pe r fo rmance m e a s u r e m e n t . He a l igns the aspec t of pe r fo rmance 
measu remen t and sugges t s the c r i t e r i a tha t are used in the Amer ican and 
United Kingdom educa t ion system (see Jan t j i es 1996:50-57; 
March ing ton , e t . a l . ( 2 0 0 4 ) ; Far re l l and Morr i s ( 2004 ) ; James and 
Colebourne (2004) . 

2.8 Professional Development 

Accord ing to Jones e t . a l . ( 1989 :5 ) , staff d e v e l o p m e n t p rogrammes 
provide the means for t eache r s to exper i ence con t inu ing educa t ion as 
part of a team of p r o f e s s i o n a l s . By ( INSET) Jones et .a l (1989 :12 ) means 
the i n - se rv i ce educa t i on and t r a in ing . Hickox and Masse l l a (1992:158) 
cons ider the pu rpose for staff deve lopmen t as to b r ing about mandated 
changes in order to solve a speci f ic school p rob lem. There are many 
in t e rp re t a t i ons r ega rd ing p ro fess iona l d e v e l o p m e n t . The need for 
con t inuous p ro fe s s iona l deve lopmen t forms an in tegra l par t of teacher 
appra i sa l . Acco rd ing to the Commit tee of Teache r Educa t ion Pol icy 
(COTEP 1998; 2 0 0 0 ) , the seven roles and c o m p e t e n c i e s assume the 
s ign i f i cance of deve lop ing the p ro fess iona l c o m p e t e n c i e s of educa to r s . 
By these roles is meant the educa tor being r ega rded as a learn ing 
media to r ; i n t e rp re t e r and des igner of cu r r i cu lum, leader admin i s t r a to r 
and manager ; s cho la r , r e sea rcher and l i fe long l ea rne r ; communi ty and 
c i t i zensh ip and pas to ra l ro le ; a s sessor ; and sub jec t spec i a l i s t (COTEP 
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1998:2000) . In a s tudy conduc ted by Thomen on the p r a c t i t i o n e r s ' views 
on p ro fes s iona l d e v e l o p m e n t , it was d i scovered tha t the i r v iews differed 
in some areas from those of the COTEP in te rms of emphas i s ( 2005 :815 -
820). 

2.9 Norms and Standards for Educators 

In the South Afr ican con tex t , re f lec t ive p rac t i ce as an in tegra l part in 
the in i t i a l p r e p a r a t i o n of t eache r s and in the con t inu ing p ro fess iona l 
deve lopmen t of educa to r s has been c lear ly fo regrounded in recent 
gaze t t ed po l i cy d o c u m e n t s , pa r t i cu l a r l y the Norms and S tandards for 
Educa tors (NSE) (DoE 2000 in Balfour e t . a l . 2 0 0 4 : 8 0 ) . Accord ing to the 
Norms and S tanda rds for Educa to r s , the p ro fe s s iona l deve lopmen t of 
t eachers is c o n s i d e r e d as an ongoing ac t iv i ty , which inc ludes both p re -
serv ice and i n - s e r v i c e educa t ion and t r a in ing (DoE 2000) . In this 
document the educa to r is cons idered as a p r o f e s s i o n a l who is self-
d i rec ted with k n o w l e d g e , sk i l l s , and the ab i l i ty to ref lec t on ac t ions 
with a view to adap t ing and improving . It l i s ts seven roles that 
educa to r s are expec ted to perform in the course of the i r t each ing 
ca ree r s , amongs t them tha t of scholar , r e sea rche r , and l i fe long learner 
as well as an a s sesso r (c i ted in Balfour et .a l .2004: 59) . 

The Norms and s t anda rds for educa tors s tate the v i s ion of an educa tor in 
South Afr ica . One of the expec ta t ions is tha t educa to r s need to be 
ac t ive ly invo lved in resea rch and be re f lec t ive in the i r p rac t i ce . The 
approach that ho lds the future for educa tors is one tha t p romotes ac t ion 
research . The ques t ion is what ac t ion research is r equ i r ed for educa to r s . 
McKernan (1988:6) desc r ibes p rac t i t i one r r e sea rch as a form of self-
re f lec t ive p rob lem so lv ing , which enables p r a c t i t i o n e r s to be t te r 
unde r s t and and solve p re s s ing p rob lems in socia l s e t t i n g s . 

Thomen (2005 :820) conc ludes that p r ac t i t i one r s hold a broad view that 
embraces the i r p r a c t i c e , the communi ty , and the t e a c h i n g profess ion 
wi th in a g loba l con tex t . 

2.10 Staff Development 

Poster (1991 :1 ) iden t i f i es the focus of s taff d e v e l o p m e n t on the 
thorough i den t i f i c a t i on of ind iv idua l d e v e l o p m e n t needs and subsequen t 
t r a in ing or s e l f - d e v e l o p m e n t , on improving the ab i l i t y of the employees 
to perform in the i r p resen t or future ro les . Staff deve lopmen t involves 
improving t eache r pe r fo rmance , career and pe r sona l d e v e l o p m e n t , and 
improving the qua l i ty of educa t iona l p rov i s ion in the school (Jones et .a l 
1989:92) . It a l so af fects ind iv idua l members of s taff to improve 
pe r fo rmance , enab les re f l ec t ion , encourages s e l f - e v a l u a t i o n , improves 
mot iva t ion and enhances pe r sona l and career d e v e l o p m e n t (Jones e t .a l . 
1989:92) . Jones e t . a l . sugges t eva lua t ion of staff d e v e l o p m e n t by course 
feedback, c l a s s room obse rva t ion , q u e s t i o n n a i r e , in t e rv iew feedback and 
formal repor t ( 1 9 8 9 : 9 3 ) . 
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2.11 The Mentor Model 

A radica l shift in t h ink ing requi red that c o n s i d e r a t i o n be made of 
mentor ing in t e a c h i n g . A mentor is an exper i enced t eache r who re la tes 
to , o r i en t a t e s and gu ides less exper ienced t eache r s (Heyns 2000: 163). 
Mentors fulfil a very impor tan t role in the induc t ion of newly appoin ted 
t eache r s . The men to r s are the co rne r s tone for any s choo l -based staff 
deve lopment p r o g r a m m e , if it has to be success fu l . Most of the 
ident i f ied areas for the p ro fess iona l deve lopmen t of t eache r s requi re 
that these se rv ices be rendered within the school . A mentor needs to 
re la te to j u n i o r t e a c h e r s , in a s sess ing da ta , coach ing and gu idance to 
other educa to r s . The idea that each educator has to get a peer sounds 
in t e r e s t i ng ; however it could be st if led by staff s h o r t a g e s . The educator 
th ink ing about what a peer needs to be can a lso cause sys temic 
p rob lems . The gu idance that is env isaged in the model for purposes of 
deve lopmen t ca l l s so much on the par t of the mentor and 
e v a l u e e \ a p p r a i s e e . The Deve lopmen t Support Group (DSG) compr i sed of 
the eva luee , peer and supe rv i so r may vary from DSG to DSG in te rms of 
func t iona l i ty . A mentor should be a person who has an in te res t in 
working with newly appo in t ed educa tors (Heyns 2 0 0 0 : 1 6 3 ) . 

Canton and James (1999 :6 ) defined a mentor as someone who may act as 
a t eacher to enhance sk i l l s and in t e l l ec tua l d e v e l o p m e n t , may serve as a 
sponsor , may use inf luence to fac i l i t a te a p e r s o n ' s entry and 
advancement . M k h w a n a z i and Bai jnath (2003 :111) ind ica te that 
mentor ing invo lves exposure by c rea t ing o p p o r t u n i t i e s for a sp i r ing 
t eache r s . 

2.12 Model of Principal \ SEM 

As ind ica ted in the above , mentor ing is a s t ra tegy for a s s i s t ing with the 
p ro fess iona l d e v e l o p m e n t of educa to r s . The IQMS pol icy document 
c lear ly s ta tes the role of the superv i sor is to be a mentor of the 
supe rv i see . This c l ea r ly poses a cha l lenge for the Head of Depar tment 
(HOD), the p r inc ipa l and the SEM, who are supe rv i so r s in te rms of thei r 
roles in the IQMS po l i cy . In a mas ter - t eache r kind of r e l a t i onsh ip the 
SEM and p r inc ipa l could be taken as the mas te r c ra f t sman . Stones and 
Morris (1972 : 8) desc r ibe the mas te r - t e ache r , ' a s the master 
c r a f t sman ' . The kind of d i sas te r which that idea holds is one in which 
the p r inc ipa l as supe rv i so r can be regarded as the mas t e r - t eache r in 
t each ing sk i l l s . This can s impl i s t i ca l ly be taken for gran ted that 
p r inc ipa l s as s u p e r v i s o r s are supposed to take the lead in t each ing 
sk i l l s . The major concern tha t needs to be ra ised is that p r inc ipa l , SMT 
members and SEMs were left out of the t r a in ing in ou t comes -based 
t each ing . The re fo re the sys tem that p roduced the kind of HOD, pr inc ipa l 
and SEM who was marg ina l i s ed in terms of t r a in ing in ou tcomes -based 
t each ing , r equ i r e s of h im\her to observe educa to r s and mentor them in 
c lass room p r a c t i c e . The obse rva t ion model may be na r rowly in te rpre ted 
for being a one s i ze - f i t t i ng a l l - it may assume tha t t each ing ac t iv i t i e s 
are s imp l i s t i c for eve ryone to observe . This may s t i f le ind iv idua l s tyle 
to the unqua l i f i ed obse rve r . 

17 



Keith Ridyard says : 

" the expe r i ence to date in p repar ing t eache r s for app ra i s a l , would 
suggest tha t it is poss ib l e to de-myst i fy the concep t of r e l a t ionsh ip 
bui ld ing in order tha t e l emen t s , which are c ruc ia l to cons t ruc t ive 
d ia logue , can be d iges ted by both appra i se r and a p p r a i s e e " (ci ted in 
Evans and Toml inson 1 9 8 9 : 132 ) . 

2.13 Monitoring 

Moni to r ing is a c o n t i n u i n g funct ion tha t uses sys t ema t i c co l l ec t ion of 
data on spec i f ied ind ica to r s to provide m a n a g e m e n t and the main 
s t akeho lde r s of an ongo ing deve lopmen t i n t e rven t ion with ind ica t ions of 
the extent of p r o g r e s s and ach ievement of ob jec t ives and p rogress in use 
of a l loca ted funds (DAC: 2002) . Eraut (1988) def ines moni to r ing as the 
process that invo lves check ing what has happened and the extent to 
which th ings have gone accord ing to plan (in Jones e t . a l . 1989:118) . 
Amongs t o thers the role of the SEM is to ensure tha t the school po l ic ies 
are imp lemen ted . Amongs t other reasons that have led to the fai lure of 
the imp lemen ta t i on of p rog rammes such as DAS and IQMS was the lack 
of moni to r ing from the SEMs. 

2.14 Clustering 

This is one of the s t r a t e g i e s adopted by small schoo ls in an a t tempt to 
maximize l ea rn ing o p p o r t u n i t i e s . Teacher s in rural schools come 
toge the r on a more formal basis to a t tend c lus te r mee t i ngs . This s t ra tegy 
is desc r ibed in the P lowden Repor t (1967 :484) as a c lose r e l a t ionsh ip 
deve loped by groups of small schoo l s , where staff i n t e r change (ci ted in 
Jones et .a l . 1989 :226 ) . This s t ra tegy ass i s t s schoo ls that are i sola ted 
and ex tends l ea rn ing oppor tun i t i e s for t e a c h e r s . Schools group 
themse lves in t e rms of thei r loca l i ty and v ic in i ty in order to share 
r e sources , expe r t i s e and expe r i ences . Clus te r co -o rd ina to r s are 
appoin ted at t imes as a way of fo rmal iz ing these c lus te r s and in order to 
moni tor the i r p r o g r a m m e s . The c lus te red schools ass is t the SEMs with 
the c o m m u n i c a t i o n of in format ion and the mee t ings of t eachers for 
purposes of p ro fe s s iona l deve lopment . The c lus t e r s are also used as way 
of mon i to r i ng tha t the re is con t inuous p rog re s s wi th the IQMS 
programme and other cu r r i cu l a ac t i v i t i e s . 

2.15 School Improvement 

With the advent of the school improvement movement from the United 
Kingdom, came a number of in i t i a t ives for school improvemen t . The 
concept of school improvemen t is defined as a " s y s t e m a t i c sus ta ined 
effort aimed at chang ing lea rn ing cond i t ions and other re la ted in ternal 
cond i t ions in one or more schoo l s , with the u l t ima te aim of 
accompl i sh ing educa t i ona l goals more e f f ec t ive ly" (Wi jesundera 
2002 :169) . School improvemen t p rogrammes focus on ways and means 
of ach iev ing e f fec t iveness or the ' H o w ' of the school e f fec t iveness 
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(Wi jesundera 2 0 0 2 : 1 6 9 ) . There is a p l e tho ra of l i t e r a tu re on var ious 
i n t e rven t ions and a p p r o a c h e s aimed at b r ing ing about change . Accord ing 
to Hopkins (1998) school improvement re la tes to genera l a t t empts being 
made to make schoo ls be t t e r p laces for l e a rne r s . Lander and Ekholm 
(1998) cons ide r school improvemen t as a p rocess of de l ibe ra t e change in 
s t ruc tu re s , ru les , n o r m s , concep t ions , habi ts and work ing pa t t e rns , 
which i m m e d i a t e l y , or over a longer per iod , helps s tuden t s to improve 
their l ea rn ing and deve lopmen t accord ing to the r e q u i r e m e n t s of school 
s o c i e t y ' (c i ted in Wi j e sunde ra 2002 :170) . 

2.16 School Development 

Chuckle and Broadhead (2003:230 ci ted in Xaba 2006 :15 ) cons ide r that 
school deve lopmen t p l ann ing in tends to effect change and innova t ion for 
school i m p r o v e m e n t . Accord ing to Bell ( 1998 :453) the purpose of 
deve lopmen t p l ann ing is to ass is t the school to in t roduce changes 
success fu l ly , so tha t the qua l i ty of t each ing and the s t andards of 
l earn ing are improved . MacGi lch r i s t and Mor t imore (1995 :207) asser t 
that school d e v e l o p m e n t p lann ing can be a school improvemen t s t ra tegy 
a l though not all school deve lopment p lann ing (SDPs) lead to school 
improvement . Jones (1998 :281) regards SDPs as a widely adopted 
approach to the m a n a g e m e n t of p lanned change (c i ted in Xaba 2006 :15 -
16). School d e v e l o p m e n t p l ann ing is unde r t aken to give d i rec t ion to the 
work of whole school deve lopmen t in order to ensure tha t learners 
receive qua l i ty educa t i on in te rms of both the i r ho l i s t i c deve lopmen t 
and the i r academic a c h i e v e m e n t (Broadhead and Cuck le , 2002: 310; 
SDPI, 1999: in Xaba 2006 :16 -17 ) . Accord ing to Mcmanara e t .a l . 
2002 :204) school deve lopmen t p lann ing enta i l s the s c h o o l ' s ana lys i s of 
its deve lopmen t needs , p r io r i t i s a t i on and p lann ing for addres s ing such 
needs and d e v e l o p m e n t ; an SDP to address those iden t i f i ed deve lopment 
needs (ci ted in Xaba 2006: 17). 

2.17 Summary 

As a backg round to the s tudy th is chapter has br ie f ly rev iewed l i t e ra tu re 
on d ive r se v iews on the concep t re f lec t ive p r a c t i c e . These views enr ich 
the theory that informs re f lec t ive p rac t i ce . Var ious a rgument s for the 
use of r e f l ec t ion in p rac t i ce have been advanced tha t fur ther enr ich our 
unde r s t and ing of r e f l ec t ive th ink ing . The concep t wil l be further 
c lar i f ied in the con tex t in which the r e sea rche r is work ing as a ward 
manager . The po in t of depar tu re under t aken was to clarify and 
in te r roga te the a s s u m p t i o n s of the concept ' r e f l e c t i o n . ' Ref lec t ion is a 
c r i t ica l aspec t in the na ture of the study as th i s will be further 
demons t r a t ed in the fifth and sixth chap te r s . The r e sea rche r ref lec ts on 
a study which covered three years . The scope and na tu re of work covers 
a per iod when the po l i cy DAS and IQMS were implemented over a 
period of th ree y e a r s . 

During the pe r iod tha t is covered by the r e s ea r ch , the study was 
conduc ted on app ra i sa l and per formance m e a s u r e m e n t in the school 
system. The second par t of the l i t e ra tu re review covered the genera l 
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exp lo ra t ion of the concep t s which form an in tegra l par t of the p rac t i ce 
in which the s tudy was conduc ted . The review covered a wide var ie ty of 
concepts which form a background to an u n d e r s t a n d i n g of appra i sa l , 
pe r fo rmance m e a s u r e m e n t , school improvement and school deve lopment . 
As the s tudy unfo lds the j u s t i f i c a t i o n for the rev iew of th i s l i t e ra tu re 
will be c lear and ev iden t in the fo l lowing c h a p t e r s . Some of these 
concepts give a p h i l o s o p h i c a l and con tex tua l o r i en t a t i on of the s tudy. 
The wide scope of the concep tua l f ramework is i nd i ca t ive of the 
complex na ture of the s tudy, espec ia l ly the po l i c i e s DAS and IQMS. 

This chap te r bu i lds a case for the i n t roduc t ion of sys tems th ink ing in 
the next chap te r . 
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CHAPTER 3 

SYSTEMS THINKING APPROACH 

3.1 Introduction 

In the p rev ious chap te r an exp lo ra t ion was made of the l i t e r a tu re re la ted 
to the r e f l ec t ive p r ac t i ce and a var ie ty of concep t s rang ing from 
appra i sa l to school improvemen t . Ref lec t ion was p resen ted as an 
approach for dea l ing with issues in the work s i t ua t i on . The s tudy argues 
for a re f lec t ive approach in the shar ing of e x p e r i e n c e s and obse rva t ions 
made on what and th ings unfold in the con tex t of work. Ref lec t ion is 
viewed as being i nex t r i c ab ly l inked to sys tems t h i n k i n g . Ref lec t ion 
p romotes the use of d ia logue and shar ing of e x p e r i e n c e s based on the 
p rob l ema t i c s i t u a t i o n s . On the other side sys t ems th ink ing as an 
approach enab les the ana lys t to u t i l i se sys tems too l s in the in t e r roga t ion 
of a s s u m p t i o n s , be l ie fs and menta l mode l s . This chap te r p resen ts 
sys tems t h i n k i n g as the approach used in the s tudy . This p re sen t a t i on is 
a genera l overv iew of the concep t s that form an in teg ra l par t of sys tems 
th ink ing . Sys tems th ink ing is p resen ted as the co rne r s tone of this 
research en t e rp r i s e . The sys tems tools used in the p rocess of conduc t ing 
the resea rch are c la r i f i ed . Systems th ink ing is cons ide red to be a 
pa r t i cu l a r p e r s p e c t i v e tha t was used during the approach to the study by 
the r e sea rche r . The other par ts of this chapte r e l abo ra t e on the concepts 
that Senge uses as he is also one of the exponen t s of sys tems t h ink ing . 

3.2 Systems Thinking 

Before one can get into deeper d i scuss ions about sys tems th ink ing one 
need to unpack the cons t i t uen t par ts of the concep t ; one needs to first 
unde r s t and what is meant by the term sys tem. Sys tems th ink ing forms 
such an in tegra l par t of the approach that was used in u n d e r s t a n d i n g the 
imp lemen ta t i on of DAS and IQMS po l ic ies in the schoo ls in Vul ind le la 
West Ward . 

3.3 What is a system? 

A sys tem is a c o l l e c t i o n of th ings and or a c t i v i t i e s which are 
in te r re la ted and which can be regarded as a s ing le , whole ent i ty that has 
a purpose and that can adapt and surv ive in a chang ing env i ronmen t 
such tha t the pu rpose con t inues to be met (Sydney Lucket 2004 ci ted in 
Notes on Soft Sys tems Me thodo logy : 1). Ackoff (1999) def ines a system 
as a set of two or more re la ted and i n t e r d e p e n d e n t e l emen t s . In his 
e l abo ra t i on , he b e l i e v e s a sys tem is a whole tha t canno t be d iv ided into 
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i ndependen t p a r t s . Sys tems theo r i s t s have def ined the cr i t ica l 
cha rac t e r i s t i c s of a sys tem as being i n t e r d e p e n d e n t and i n t e r connec t ed . 

Systems are looked at in pa t t e rns and types of cyc les and inc lude 
exp l ic i t mode l l i ng of complex i ssues . In the d i s c i p l i n e of sys tems 
th ink ing each sys tem is pe rce ived as a whole , with i n t e r connec t ed par ts 
that in te rac t and in f luence each other (Molo i , Groble r and Grove t t 2002: 
89). Acco rd ing to French and Bell (1995) i n t e r r e l a t e d pa r t s are bound 
toge the r in such a way tha t they become cohe ren t with one another 
(ci ted in Moloi e t .a l 2 0 0 2 : 8 9 ) . A system is a number of i n t e rdependen t 
componen t s tha t form a whole and work t oge the r to a t t a in a common 
goal ( Ib id . 2002 : 3) . Capra (1996) con tends tha t a system is an 
in tegra ted whole whose essen t i a l p rope r t i e s a r i se from the r e l a t ionsh ips 
be tween its p a r t s , whi l s t sys tems th ink ing is the u n d e r s t a n d i n g of the 
phenomenon wi th in the contex t of a larger whole (c i ted in Singh 2002: 
14). 

Systems can be a sc r ibed the fo l lowing c h a r a c t e r i s t i c s ; 
• purpose 
• boundary ( ies) 
• emergent p r o p e r t i e s 
• ex i s t ence in nes ted h i e r a r ch i e s 
• in te rna l p r o c e s s e s of communica t ion and cont ro l 
• (Lucke t t , 1996: 6-7) . 

3.4 What is system thinking? 

Systemic t h i n k i n g is the concep tua l c o r n e r s t o n e of Peter S e n g e ' s 
approach . It is the d i s c ip l i ne that in tegra tes the o the r s , fusing them into 
a coheren t body of theory and p rac t i ce ( 1 9 9 0 : 1 2 ) . Sys tems theory 
enables the ana lys t to comprehend and address the who le , and to 
examine the i n t e r r e l a t i o n s h i p be tween the pa r t s . Peter Senge advoca ted 
the in t eg ra t ion of all the five d i sc ip l ines into a cohe ren t sys tem. The 
other four d i s c ip l i ne s are cen t red on sys tems t h i n k i n g . Systems 
th ink ing a l lows peop le to look beyond the immed ia t e contex t and to 
apprec ia t e the impact of the i r ac t ions upon o thers (and vice versa ) . To 
this ex tent it ho lds the poss ib i l i t y of ach iev ing a more ho l i s t i c 
u n d e r s t a n d i n g . Second, sys tems th ink ing offers a l anguage that 
addresses the s t ruc tu re of o n e ' s t h ink ing . It enab les us to re th ink the 
way we pe rce ive p r o b l e m a t i c s i tua t ions in o r g a n i s a t i o n s . Senge argues 
that one of the key p rob l ems with much that is wr i t t en about , and done 
in the name of m a n a g e m e n t , is tha t ra ther s imp l i s t i c f rameworks are 
appl ied to what are complex sys tems . When we add these two poin ts 
toge ther it is p o s s i b l e to move beyond a focus on the p a r t s , to begin to 
see the whole , and to app rec i a t e o rgan i sa t ion as a dynamic p roces s . 
Thus , the a rgumen t runs , a bet ter app rec i a t ion of sys tems will lead to 
more a p p r o p r i a t e ac t ion . Accord ing to Senge (1990) sys tems th ink ing 
al lows us to r ea l i se the s ign i f i cance of feedback mechan i sms in 
o r g a n i s a t i o n s . Senge (1990) conc ludes tha t sys tems v iewpoin t is 
genera l ly o r i en ted toward the long- te rm v iew. He r ecogn i ses the 
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s ign i f icance of de lays and feedback loops in the sys tem. Senge 
(1990:92) cons ide r s tha t feedback loops are unavo idab l e and 
i n c o n s e q u e n t i a l . Sys tems th ink ing is a co rne r s tone of how learn ing 
o rgan i sa t i ons th ink abou t the i r world. 

Senge (1990) c o n s i d e r s the in t eg ra t ion of the d i s c i p l i n e s as p ivo ta l for 
the ana lys t , whereas other wr i te rs emphas ize the sys tems theory . 
Accord ing to F ranc i s Chapman sys tems th ink ing a s s i s t s in p rov id ing 
tools for hand l ing the complex i ty more adequa te ly and he lp ing deepen 
unde r s t and ing of the i n t e r ac t i ons (c i ted in Armson , Chapman , Hamwee , 
Mart in and Paton 1 999 : 7). John Robles con tends tha t sys tems th ink ing 
enables one to t ack le p rob lems in a sc ien t i f ic and ho l i s t i c way (ci ted in 
Armson e t . a l . e t . a l . 1999:8) . Paul Warren (ci ted in Armson e t .a l . 1999: 
8) regards sys tems th ink ing as a formal r e c o g n i z e d f ramework to 
expla in o r g a n i s a t i o n a l even t s . Most of the peop le concerned with 
sys tems th ink ing agree tha t th is approach is of grea t a s s i s t ance in 
dea l ing with complex i s sues . Sys tems th ink ing is d i f ferent from 
sys temat i c t h i n k i n g , which deals with order ly and me thodo log i ca l 
th ink ing . 

Systems th ink ing enab les the ana lys t to deal wi th s i t ua t ions us ing 
different k inds of t o o l s . These tools need to be used per case and 
context and are r e l evan t to a pa r t i cu la r s i tua t ion . The sys tems ana lys t 
gets the too ls into the t oo lbox , and chooses those r e l evan t for the 
complex s i tua t ion be ing deal t with. The sys tems too l s are drawn from 
different spheres of life and d i s c i p l i n e s . There is need for change in 
mindse t and going beyond the boundar i e s in t ry ing out new a l t e rna t i ve 
ways of t h i n k i n g . Sys tems th ink ing requi re tha t we a t ta in the ab i l i ty to 
acqui re the ab i l i ty to exp lore and value other p e o p l e ' s point of view and 
try out new p e r s p e c t i v e s (Armson e t .a l . 1999:11) . The tools and the i r 
use will be de t e rmined by the na ture of the p rob lem s i tua t ion . Systems 
th ink ing opens new avenues of a t t empt ing to gain ins ight into what 
happens in a sys tem. It a lso offers new ways of u n d e r s t a n d i n g the 
p rob lema t i c s i t ua t i on . Different kinds of t oo l s for t h ink ing are 
deve loped and exp lo red for use in var ious ways . Some of the concepts 
that have been g e n e r a t e d are for an example , b o u n d a r y and pe r spec t i ve . 
Accord ing to Jackson (1991 :133) soft sys tems t h i n k i n g opens up a 
comple te ly new p e r s p e c t i v e on the way sys tems ideas can and should be 
used to help with d e c i s i o n - m a k i n g and problem so lv ing . 

The essence of sys tems th ink ing lies in the shift of the mindse t in such 
a way that one is able to see i n t e r r e l a t i o n s h i p s ra ther than l inear , cause 
effect chains and p r o c e s s e s of change ra ther than snap shots (Moloi 
e t .a l . 2002 :89 ) . 

3.5 Drawing a boundary 

This concep t is used when the s i tua t ion is exp lo red and new angles are 
t r ied out in order to unde r s t and the s i tua t ion . In dea l ing with the school 
as a system needs the iden t i f i ca t ion and enumera t i on the e lements that 
make up the school sys tem. This p rocess is re fer red to as drawing the 
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boundary . The e l emen t s that make up the school sys tem are enumera ted . 
In the d rawing of the boundary the e lements tha t do not fall wi th in the 
system, fall ou t s ide of the boundary . Therefore in a drawing these 
e lements can be i l l u s t r a t ed . Some of the e lements are those that come 
from the e n v i r o n m e n t , yet inf luence the sys tem. The boundary inc ludes 
all the par t s of the o rgan i sa t i ona l system wi th in the boundary and 
eve ry th ing ou t s ide the boundary is cons ide red as be long ing to the 
o rgan i sa t ion sys tems env i ronmen t (Ulr ich 1983 in Singh 2002 :12 ) . 

3.6 Perspective 

Accord ing to Armson e t . a l . (1999 :18) pe r spec t ive is the ab i l i ty to 
explore and va lue o ther p e o p l e ' s po in ts of v iew. Armson e t . a l . cons ider 
these two t h i n k i n g too l s as the main fea tures for i n t e l l e c tua l th ink ing 
(1999: 11). F u r t h e r m o r e , they expose the s h o r t c o m i n g s in logica l and 
causal t h i n k i n g . They are c r i t i ca l of the empi r i ca l app roach for leaving 
out the sub jec t ive and emot iona l factors (Armson e t . a l . 1999: 1 1). The 
behav iour of sys tems is unp red i c t ab l e the re fo re these too ls cannot be 
used in such complex s i t ua t i ons . Systems are cha rac t e r i zed by 
i n t e r c o n n e c t e d n e s s and feedback loops . The sc i en t i f i c way of b reak ing 
down sys tems into smal l e lements may not be app l i cab l e in all 
i n s t ances . The r e d u c t i o n i s t approach a r t i f i c i a l ly r e s t r i c t s the 
componen t s in a sys tem to r epea tab le e x p e r i m e n t s . By pe r spec t i ve s is 
meant po in ts of v iew, in order to know more about the whole (Armson 
e t .a l . 1 999:1 7). One way of ident i fy ing pe r spec t i ve s of peop le is what is 
cal led Wel tanschauung or wor ldv iew. By wor ldv i ew is meant an 
unde r s t and ing of p e o p l e ' s be l i e f s , a s sumpt ions , va lues and in t e res t s . 
Ro le -p lay ing is one way tha t can be used for expos ing different 
pe r spec t ives on an i s sue . Secondly , one other way is to see the system 
th rough the eyes of ano the r person (Armson e t . a l . et. al . 1999: 17). 

3.7 Difference between a difficulty and a messy situation 

The system differs in t e rms of degrees of p r o b l e m a t i c s i t ua t i ons . Some 
of the s i t ua t ions may be refer red to as d i f f icu l t , depend ing on the 
complex i ty and s e r i o u s n e s s they manifes t . There are s i tua t ions that may 
be refer red to as d i f f icul t and those that are messes because of the 
nature of the i r c o m p l e x i t y . Accord ing to Lane et .a l (1999) the s impler 
s i tua t ions are re fe r red to as d i f f icu l t ies , whereas the more complex and 
nas t ier ones as m e s s e s . Messes have a number of fea tures that make 
them q u a l i t a t i v e l y d i f ferent from diff icul t cases (c i ted in Armson e t .a l . 
e t .a l . 1999:27) . Messes tend to have numerous and se r ious imp l i ca t i ons , 
whereas d i f f i cu l t i e s are less complex . Messes involve a number of 
people and cover a wide and larger area. In a messy s i tua t ion there are a 
number of i n t e r connec t ed e lements that may appear in di f ferent gu i ses . 
The messes due to the i r complex i ty may last longer and are quite 
compl ica ted . There is an e lement of unce r t a in ty when one is deal ing 
with messes . Armson e t . a l . (1999 :28) desc r ibes a mess as a s i tua t ion 
that is very d i f f icu l t to pin down. In a d i f f icul t s i t ua t ion it is easy to 
identify the r e l evan t f ac to r s . In a mess eve ry th ing looks fuzzy and 
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diff icul t to exp la in in t e rms of what is happen ing . There is less control 
of the s i tua t ion in t e rms of the d i rec t ion it may t ake . With a dif f icul ty 
one can be able to ident i fy the fac to r s , which are par t of the s i tua t ion . 
The d i f ference be tween a diff icul ty and a mess is tha t the la t ter is 
unbounded , whereas the former is bounded . Acco rd ing to Harding 
(1995:1) a t u rbu l en t env i ronmen t is messy to work in, and is marked by 
the unexpec ted c h a n g e s . 

System th ink ing has a way of deal ing with both dif f icul t and messy-
s i tua t ions . Sys tems ana lys t s can make an opin ion whe ther a s i tua t ion is 
diff icul t or messy . The dif ferent pe r spec t ives wi th in the system can be 
analysed by the ana lys t and be in te rp re ted and cons ide red for what they 
are. Emot iona l fac tors can be separa ted from the ra t iona l factors that 
tend to invo lve t e c h n i c a l or compu ta t i ona l c o m p l e x i t y , which is known 
as "hard " c o m p l e x i t y . Emot iona l factors are cons ide red as "sof t" issues 
and inc lude the i n t e r ac t i on of people wi th in the sys tem (Armson e t .a l . 
1999: 37) . In th i s app roach one is dea l ing with a lot of in format ion that 
needs to be o rgan i sed in order to unde r s t and the p r o b l e m a t i c s i tua t ion . 
A ho l i s t i c way is p re fe rab le in s impl i fy ing rea l i ty by t ak ing mul t ip le 
par t ia l v iews . A sys tems approach to complex s i t ua t ions can a lso ass is t 
in less ex t reme s i t ua t ions (Armson e t . a l . 1999: 25) . Accord ing to 
Armson e t . a l . (1 999:1 7) one way of ident i fy ing p e r s p e c t i v e s of people is 
what is ca l led Wel tanschauung or wor ldv iew. Armson et. al. (1999:17) 
cons iders role play as a way of seeing the sys tem th rough the eyes of 
another pe rson . 

3.8 Hard and Soft Systems 

Systems th ink ing shif ted its focus from the t r a d i t i o n a l way of looking at 
methods of so lv ing the p rob lem. Rather , the emphas i s moved to a way of 
deal ing with complex human problem s i t ua t i ons . This shift resul ted in 
the pe rcep t i on of p rob l ems in te rms of being hard and soft. Jackson 
(1995) desc r ibes hard p rob lem s i tua t ions as we l l -de f ined ( s imple) 
problems and are a s s o c i a t e d with goal seeking and prob lem so lv ing , 
often ca l led " d e t e r m i n i s t i c " . A soft p roblem s i t ua t i on , a l t e rna t i ve ly , is 
i l l -de f ined ; it is u n s t r u c t u r e d and is viewed as " p r o b a b i l i s t i c " in nature 
( Jackson , 1995) . The shor t fa l l of t r ad i t i ona l a p p r o a c h e s is the i r fa i lure 
to deal success fu l ly with soft problem s i t u a t i o n s . Hard sys tems th ink ing 
is well su i ted for use in l inear and less c o m p l i c a t e d p rob lem s i t ua t ions , 
which are more of a t echn ica l na ture . The a p p r o p r i a t e too ls for use of 
these are in areas which requi re goa l - seek ing and prob lem solving 
(Kiker , 1999 :34 -35 ) . 

3.9 Points of leverage 

By poin ts of l eve rage Senge (1999) meant the p r o b l e m a t i c s i tua t ions 
that p resen t t h e m s e l v e s in an o rgan i sa t ion . In order to br ing about 
change one needs to loca te these poin ts of l eve rage . Accord ing to Flood 
(1999:14) l eve rage is ach ieved when act ion is t aken that leads to 
s ign i f i cance and endur ing improvement . Fu r the rmore Flood (1999: 15) 
ins is ts that work ing on leverage points rea l i zes focused ac t ion that is 
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normal ly less than obvious to most people ope ra t i ng solely from 
in tu i t ion . 

3.10 Learning organisation 

Learn ing o r g a n i s a t i o n s are o rgan i sa t ions where peop le con t inua l ly 
expand the i r capac i ty to c rea te the resu l t s they t ru ly des i r e , where new 
and expans ive pa t t e rn s of th ink ing are nu r tu red , where co l l ec t ive 
a sp i r a t ion is set f ree , and where people are c o n t i n u a l l y l ea rn ing to see 
the whole t o g e t h e r (Senge 1990: 3). A lea rn ing school has a vis ion of 
where it is go ing . This shared vis ion cannot be ach ieved s imply by 
t r a in ing i n d i v i d u a l s ; it can only happen as a resu l t of l ea rn ing at the 
whole o r g a n i s a t i o n leve l . A learn ing school is an o rgan i sa t i on that 
f ac i l i t a t es the l ea rn ing of al l its members and c o n t i n u o u s l y t r ans fo rms 
i tself (Ped le r et. al . 1991:1) . Learn ing o r g a n i s a t i o n s are cha rac t e r i zed 
by to ta l employee invo lvemen t in a p rocess of co l l abo ra t i ve ly 
conduc ted , c o l l e c t i v e l y accoun tab le change d i rec ted towards shared 
va lues or p r i n c i p l e s ( W a t k m s and Mars ick 1992: 118). 

3.11 Dialogue and the learning organisation 

Peter Senge (1999) a lso p laces an emphas is on d ia logue in o rgan i sa t ions 
- e spec ia l ly wi th regard to the d i sc ip l ine of team l ea rn ing . Dia logue (or 
conve r sa t i on ) as Gadamer (1979 :347) has argued is a p rocess of two 
people u n d e r s t a n d i n g each other . As such it is i nhe ren t ly r isky and 
involves ques t i on ing our be l ie fs and a s s u m p t i o n s . Thus it is a 
cha r ac t e r i s t i c of every t rue conve r sa t ion that each opens h imse l f to the 
other pe r son , t ru ly accep t s his poin t of view as wor thy of cons ide ra t i on 
and gets ins ide the o ther to such an extent tha t he unde r s t ands not a 
pa r t i cu la r i n d i v i d u a l , but what he says . The th ing tha t has to be grasped 
is the ob jec t ive Tightness or o therwise of his op in ion , so that they can 
agree with each other on a subject (Gadamer 1979: 347 ci ted in Senge 
1999). The concern is not to 'win the a rgumen t ' , but to advance 
unde r s t and ing and human we l l -be ing . Agreemen t cannot be imposed, but 
rests on common conv ic t i on (Habermas 1984: 2 8 5 - 2 8 7 ) . As a socia l 
r e l a t ionsh ip it en ta i l s cer ta in v i r tues and emot ions (ci ted in Senge 
1999:3) . 

It is easy to see why p roponen t s of the l ea rn ing o rgan i sa t i on would 
place a s t rong emphas i s upon d ia logue . As Peter Senge has a rgued, for 
example , team l ea rn ing enta i l s the capac i ty of members of a team to 
suspend a s s u m p t i o n s and enter into a genu ine " th ink ing t o g e t h e r " 
(1999 :10 ) . D ia logue is also necessa ry to other d i s c i p l i n e s e.g. bu i ld ing 
a shared v i s ion , team lea rn ing and deve lop ing menta l models (c i ted in 
Senge 1999:10) . However , there are s ign i f i can t r i sks in d ia logue to the 
o rgan i sa t ion . One factor in the appeal of Senge ' s view of d ia logue 
(which was based upon the work of David Bohm and a s s o c i a t e s ) was the 
promise tha t it cou ld inc rease and enr ich co rpora te ac t iv i ty . It could do 
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th i s , in par t , t h rough the exp lo ra t ion and ques t i on ing of ' i n h e r e n t , 
p r ede t e rmined pu rposes and g o a l s ' (Bohm et. a l . 1991 ci ted in 
S e n g e l 9 9 9 ) . There is a clear para l le l here with Argyr i s and Schon ' s 
work on doub l e - l oop l ea rn ing but i n t e re s t ing ly one of Bohm's a s soc ia t e s 
has s u b s e q u e n t l y sugges ted that the i r view was too o p t i m i s t i c : ' d i a l o g u e 
is very s u b v e r s i v e ' (Fac tor 1994 ci ted in Senge 1999) . 

The c o n c e p t u a l i s a t i o n of l ea rn ing o rgan i sa t i ons (Senge 1990) po in ts to 
some p a r t i c u l a r p r o b l e m s assoc ia ted with the t h i n k i n g held by some 
managers in o r g a n i s a t i o n s . These inc lude a fa i lure to fully apprec ia t e 
and i n c o r p o r a t e the impe ra t i ve s tha t an imate modern o r g a n i s a t i o n s ; the 
re la t ive s o p h i s t i c a t i o n of the th ink ing requ i red of managers (and 
whether many in p r a c t i c e they are up to i t ) ; and ques t i ons around the 
t r ea tmen t of o r g a n i s a t i o n a l po l i t i c s . It is ce r t a in ly d i f f icu l t to find rea l -
life examples of l ea rn ing o rgan i sa t ions (Kerka 1995 ci ted in Senge 
1990). 

There has a lso been a lack of c r i t i ca l ana lys i s of the theo re t i ca l 
f ramework for l ea rn ing o rgan i sa t ion . Finger and Brand (1999) provide 
us with a useful l i s t ing of more impor tan t s h o r t c o m i n g s of the learn ing 
o rgan i sa t ion concep t . They conc lude that it is not pos s ib l e to t ransform 
a bu reauc ra t i c o rgan i s a t i on by learn ing in i t i a t ives a lone . They be l ieve 
that by re fe r r ing to the not ion of the l ea rn ing o r g a n i s a t i o n it was 
poss ib le to make change less t h r ea t en ing and more accep tab l e to 
p a r t i c i p a n t s . F inger and Brand (1999 :146) contend tha t the success for 
o rgan i sa t i ona l change and t r ans fo rma t ion is a co l l ec t i ve effort . They 
further sugges t that l ea rn ing o rgan i sa t ions need to have a c lear focus. 
They argue tha t l ea rn ing o rgan i sa t ions focus on the fo l lowing ; 

"Focuses mainly on the cu l tu ra l d imens ion , and does not adequa te ly take 
into accoun t the other d imens ions of an o r g a n i s a t i o n . To t rans form an 
o rgan i sa t ion it is neces sa ry to a t tend to s t ruc tu res and the o rgan i sa t ion 
of work as well as the cu l tu re and p roces se s . Focus ing exc lus ive ly on 
t r a in ing ac t i v i t i e s in order to foster l ea rn ing favours this pure ly cu l tu ra l 
b i a s " (F inger and Brand 1999:146) . 

The exact func t ions of o rgan i sa t i ona l learn ing need to be more c lear ly 
def ined. O r g a n i s a t i o n a l l ea rn ing is jus t a means in order to achieve 
s t ra teg ic o b j e c t i v e s . But c rea t ing a learn ing o r g a n i s a t i o n is a lso a goal , 
s ince the ab i l i t y p e r m a n e n t l y and co l l ec t i ve ly to learn is a necessa ry 
p recond i t i on for t h r i v i n g in the new contex t . The re fo re , the capac i ty of 
an o rgan i sa t i on to learn , tha t is , to funct ion l ike a learn ing 
o rgan i sa t ion , needs to be made more conc re t e and i n s t i t u t i o n a l i z e d , so 
that the m a n a g e m e n t of such learn ing can be made more effect ive 
(Finger and Brand 1999 :147) . 

Finger and Brand (1999 :147) conc lude that there is a need to develop a 
true managemen t sys tem of an o r g a n i s a t i o n ' s evo lv ing learn ing 
capac i ty . They sugges t tha t th is can be ach i eved th rough def in ing 
ind ica to r s of l ea rn ing ( ind iv idua l and co l l ec t i ve ) and by connec t ing 
them to other i n d i c a t o r s (F inger and Brand: 147). 
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3.12 Learning 

Day (1987) (c i ted in Busher and Saran 1995: 114) ind ica te s the fut i l i ty 
of t eache r s work ing a lone in thei r c l a s s rooms in s i los . This tends to 
res t r ic t the i r p r o f e s s i o n a l deve lopmen t . Argyr i s and Schon (1974) 
descr ibe s i n g l e - l o o p lea rn ing as a way in which l ea rn ing tends to 
main ta in the field of cons tancy by des ign ing ac t ions that satisfy 
ex is t ing gove rn ing va r i ab l e s (c i ted in Busher and Saran 1995:114) . This 
kind of app roach to t each ing is r e s t r i c t i ve and n o n - d e v e l o p m e n t a l in 
na ture . Argyr i s and Schon (1974) emphas ize the need for ' d o u b l e - l o o p ' 
l ea rn ing in which in t en t ions and p rac t i ces in t e a c h i n g are ra ised to an 
exp l ic i t , pub l i c ly a c c e s s i b l e level , and others advoca t e ac t ion research 
as a powerful means of ach iev ing th is (c i ted in Busher and Saran 
1995:114) . Day (1987) conduc ted a lot of r e sea rch in c lass room 
obse rva t ion , a n a l y s i s and eva lua t ion of i n - s e rv i ce p ro fess iona l 
deve lopmen t in p r imary and secondary schools in suppor t of re f lec t ion 
on t each ing (c i ted in Busher and Saran 1995:114) . Dur ing th is process 
Day (1987) was obse rv ing the di f ference be tween what is cons ide red as 
s ing le - loop l ea rn ing and ' d o u b l e - l o o p ' l ea rn ing . 

Argyr is and Schon (1976) cha rac t e r i ze the normal way of learn ing as 
' s i n g l e - l o o p l e a r n i n g ' . They argue for ' d o u b l e - l o o p l e a r n i n g ' , that 
a l lows th ings tha t were p rev ious ly taken for g ran ted to be seen as 
p r o b l e m a t i c , and opening onese l f to new p e r s p e c t i v e s and new sources 
of ev idence (c i ted in Day et.al 1987: 20) . There are dec i s ions that are 
made based due to rule of thumb and are never c r i t i ca l ly ana lysed . The 
way we tend to per form some of our ac t iv i t i e s may no longer be 
appropr i a t e for the occas ion and the con tex t . 

The role of l e ade r sh ip and management is to c rea te a conduc ive 
env i ronmen t for po l i cy imp lemen ta t ion . A l ea rn ing a tmosphe re in a 
school needs to be p romoted and t eache r s can be mo t iva t ed to engage in 
learn ing and re f l ec t ion on the i r day- to -day a c t i v i t i e s . They can do this 
by a l lowing t ime and r e sources for engaging in t eache r re f lec t ion , 
eva lua t ion and p l ann ing for school deve lopmen t . The a l t e rna t ive 
requi res l i s t en ing to the t e a c h e r ' s needs for l ea rn ing . Day et .al 
(1987:21) sugges t s the fo l lowing p r inc ip les as a way of max imiz ing the 
cond i t ions for e f fec t ive p ro fess iona l l ea rn ing in the con tex t of appra i sa l 
viz; 

Learn ing r equ i r e s o p p o r t u n i t i e s for re f lec t ion and se l f - conf ron ta t ion ; 
t eachers and schoo ls are mot iva ted to learn by the iden t i f i ca t ion of an 
issue or p rob lem which concern them. Teacher s learn best th rough 
act ive e x p e r i e n c i n g and pa r t i c ipa t i on . Dec i s ions about change should 
ar ise from re f l ec t ions upon and conf ron ta t ion of pas t and present 
p rac t i ce . Schools and t eache r s need suppor t t h r o u g h o u t p roces ses of 
change . 

A model advoca t ed by Handal and Laur is (c i ted in Graves 1990: 65) also 
desc r ibes the role of the people involved in obse rva t ion . The 
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obse rva t ion needs to be done in such a way tha t the ques t i on ing should 
be based on key i ssues Such key issues may invo lve re f lec t ion on lesson 
p re sen t a t i on , examina t i on of a s sumpt ions held by l e a rne r s , obse rve r s , 
and the educa to r . One can imagine the lack of deve lopmen t of the 
evaluee if the supe rv i so r and peer s imply sit down and ring on the 
levels and pe r fo rmance s t anda rds . The role of obse rva t i on of both the 
superv i sor and peer is qui te crucia l for the d ia logue that needs to ensue 
between the pa r t i e s conce rned . 

It is d i f f icul t for peop le to work re f lec t ive ly when they are p ressured 
for t ime and th i s poses ano the r p rob lem. The t endency is tha t educa to r s 
will resor t to r i t ua l i sm . These inadequac ies are man i f e s t a t i ons at t imes 
of lack in sk i l l s and a lso a lack in t ime managemen t . The members of 
the Deve lopment Suppor t Group (DSG) need to be t r a ined in the use of 
ref lec t ion as a t h ink ing too l . The lack of t ime on re f l ec t ing on the 
exper i ences poses ano the r problem for p r a c t i t i o n e r s , when they fail to 
think on the spot . The D S G ' s needed to advoca te co l l abo ra t i on in the 
sense that o b s e r v a t i o n needs to be j o in t l y d i scussed by the appra i see , 
peer and s u p e r v i s o r . The r e sea rche r j o in t ly p romoted the use of d iar ies 
for d i scuss ion and re f l ec t ion . 

3.13 Summary 

In the l i t e r a tu r e tha t has been rev iewed, the s ign i f i cance of sys tems 
theory was ou t l ined . The j u s t i f i c a t i on for us ing sys tems th ink ing as an 
approach to the s tudy was a lso emphas ized . Sys tems theory as such is a 
wide f ield; however sys tems th ink ing forms a s ign i f i can t par t in this 
field. The accoun t in th i s chapter is by no means a comple te one. 
However , it does clar ify key aspec ts that pe r t a in to the s tudy. The 
foundat ion tha t has a l ready been laid by j u s t i f y ing the use of sys tems 
th ink ing cannot be o v e r - e m p h a s i s e d . Systems t h i n k i n g as a pe r spec t i ve , 
p resen ts a pa r t i cu l a r way to the approach on r ea l i t y . As par t of this 
chapter the l i t e r a tu re tha t was rev iewed inc luded S e n g e ' s approach to 
sys tems t h i n k i n g , which he cons iders as the c o r n e r s t o n e of the five 
d i s c i p l i n e s . Senge (1990) b r ings ano the r dynamic approach by put t ing 
sys tems t h i n k i n g at the cent re of the other four d i s c i p l i n e s . Senge takes 
the issue of sys tems th ink ing into the o r g a n i s a t i o n s , by br ing ing in the 
concept of l ea rn ing o r g a n i s a t i o n s . This br ings in ano the r s lant to the 
unde r s t and ing of the o rgan i sa t i ons and the e n v i r o n m e n t in which they 
opera te . 

This chap te r forms the scaffolds for u n d e r s t a n d i n g the role of Soft 
Systems M e t h o d o l o g y in conduc t ing the r e sea rch . Soft Systems 
Methodology is a me thodo logy which is loca ted wi th in the broad 
sys tems th ink ing pa rad igm. The focus in the next chap te r will be on 
C h e c k l a n d ' s seven s tage Soft Systems M e t h o d o l o g y . The study will 
follow an i n t e r p r e t i v i s t , and qua l i t a t ive pa rad igm, based on the use of 
SMM tools in c o n d u c t i n g the research . 
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CHAPTER 4 

METHODOLOGY 

4.1 Introduction 

The na ture of the r e sea rch problem jus t i f i ed the use of sys tems 
th ink ing . Soft Sys tems Th ink ing forms an in teg ra l par t of sys tems 
th ink ing . This s tudy tha t was based on the i m p l e m e n t a t i o n of IQMS 
requi red a sys t ems th ink ing approach . As ind ica t ed p r ev ious ly , DAS and 
IQMS are complex p o l i c i e s , which needed to be implemented in an 
env i ronment which was cons ide red messy. In the first chapte r it was 
ment ioned that DAS came after a period when the schoo ls were t e r ra ins 
of the un ions . The school env i ronmen t was p o l i t i c a l l y vo la t i l e and 
heavi ly u n i o n i s e d . DAS came after the ' i n s p e c t i o n ' sys tem had been 
rejected in the schoo ls by the ac t ive un ions . In order to implement DAS 
and IQMS po l i c i e s the s i tua t ion needed to be nego t i a t ed and d ia logue 
used as a tool for f ac i l i t a t i ng the imp lemen ta t i on . The sys tems th ink ing 
approach enables the r e sea rche r to view the p r o b l e m a t i c s i tua t ion as 
messy, yet a l so find poin ts of ent ry . In such a messy and complex 
s i tua t ion the po l i c i e s cannot be s imply imposed , ra ther as an ana lys t one 
needed to work in a co l l abo ra t i ve manner with the ac to r s . Systems 
th ink ing and SSM makes p rov i s ion for the too ls tha t a r e sea rcher can 
use in order to work in such complex and messy p r o b l e m a t i c s i t ua t ions . 

The sys tems th inke r is exhor ted to th ink h o l i s t i c a l l y ; ensure 
compa t ib i l i t y be tween the ph i l o soph i ca l , m e t h o d o l o g i c a l , and prac t i ca l 
aspects of sy s t ems , be knowledgeab l e of the power , soc ia l and po l i t i ca l 
contex ts of the i r work , be c r i t i ca l ly aware of the s t reng ths and 
weaknesses of all r e l evan t sys tems m e t h o d o l o g i e s , methods and 
t e c h n i q u e s ; take an e th ica l approach ; c rea te , implemen t and susta in 
improvement in p r o b l e m a t i c s i tua t ions (Main 2 0 0 2 : 1 1 8 ) . 

The SSM prov ides the necessa ry too ls for use in conduc t ing the s tudy. 
The most p rominen t too ls that feature in the s tudy are namely , rich 
p ic tu re , spray d i a g r a m s , Learn ing i ceberg , b r a i n w r i t i n g tool and 
CATWOE. These too l s are useful pa r t i cu l a r l y in p r o m o t i n g d ia logue . 
Secondly , they ass i s t in expos ing the sys temic i ssues do not appear on 
the sur face . The p r a c t i t i o n e r uses them for purposes of ident i fy ing the 
a s s u m p t i o n s , be l i e f s and tha t inf luences our t h i n k i n g . These 
a s sumpt ions are exposed dur ing a p rocess of d i a logue . The sys tems 
th ink ing app roach enab les the r e sea rche r to work with the pa r t i c ipan t s 
in ident i fy ing the e lements that form the sys tem. This kind of an 
approach b r ings a new pe r spec t ive into the p r o b l e m a t i c s i t ua t ions . 
These may be u n s t r u c t u r e d , but as the p rocess of d ia logue and 
engagement con t inues they are given a s t ruc tu re . 
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4.2. Systems Tools and Disciplines for Learning 

4.2.1. The Events, Pattern, Structure Pyramid 

The iceberg tool sugges t s tha t there are even t s , pa t t e rns and s t ruc tu re . 
These s t ruc tu re s refer to those issues which are fundamenta l to the 
problem. For an example the be l ie f s , a s sumpt ions and ideo log ies that 
are held by a p a r t i c u l a r group of people may in f luence the i r th ink ing 
and ac t ions . From an a n a l y s t ' s pe r spec t ive there are events that are 
obse rvab le . The t endency is to use f i re - f igh t ing me thods , which are 
shor t l ived . Even tua l l y the root cause of the p rob lem has not been 
ident i f ied . The u n d e r l y i n g fea tures and causes remain un -a t t ended . The 
tendency is tha t some of the observed events are r epea ted and become a 
pa t te rn . Senge ( 1 9 9 0 : 5 2 - 5 4 ) ana lyses these leve ls and ind ica tes the 
di f ference be tween each leve l . Below the surface ( the events l eve l ) , lies 
a deeper r ea l i t y , which a l lows us to gain a be t t e r u n d e r s t a n d i n g of the 
events level . Pa t t e rns are t rends or changes in events over t ime . 
Pa t te rns and t r e n d s p rov ide more in fo rmat ion , but are not ends in 
t h e m s e l v e s - r a t h e r they are means to an end. Pa t t e rns and t rends can 
assis t in c o n t e x t u a l i s i n g the event with other s imi la r even t s . These 
pa t te rns can take d i f ferent forms in t e rms of the degree and level of 
being d i f f icul t or messy p rob l ems . The d i f ference be tween a dif f icul t 
and messy p rob lem was defined ear l ie r in th is paper . At th is stage the 
most s ign i f i can t th ing is to identify the manner in which these pa t te rns 
manifes t t h e m s e l v e s . S t ruc tu re is the level where the t rue root causes 
lie (Moonsamy, G. 2 0 0 2 : 8 - 9 9 ) . Under s t and ing the s t ruc tu re is of u tmos t 
impor tance for the other two layers . So lu t ions at th is level will lead to 
changes in pa t t e rns and t rends at the next level up, and forever 
e l imina te the r e c u r r e n c e of p rob lems at the events leve l . The s t ruc ture 
refers to those unde r ly ing issues that reveal our t h i n k i n g . Our th ink ing 
is inf luenced by our a s sumpt ions , be l ie f s , i d e o l o g i e s , values and 
w o r l d v i e w s . By s t ruc tu re is not meant what people may th ink in te rms of 
what is v i s ib l e , ra ther that which can not be seen but can be surfaced 
through d i a l o g u e . 

Systems th ink ing equips one with a var ie ty of too l s to look deeper into 
the sys tem, to sur face the s t ruc tu re and not j u s t opera te at the events or 
pa t te rns l eve l . From a sys tems p e r s p e c t i v e , each layer needs to be 
unders tood and the kind of ques t ions tha t p r a c t i t i o n e r s ask need to fit 
with the layer . Senge (1990 :53) refers to sys temic or s t ruc tu ra l th ink ing 
as the ab i l i ty to d i scove r s t ruc tu ra l causes of behav iou r . 

4.2.2 Mental Models 

Senge (1990) ta lks about menta l models that people carry with them. 
These menta l mode ls are the co l l ec t ion of o n e ' s be l i e f s , a s sumpt ions , 
wor ldv iew and i d e o l o g i e s . All of us carry these images , a s sumpt ions and 
ways of looking at the wor ld , which, con t ro l the way we see the world 
and the ac t ion we t ake . At t imes we make g e n e r a l i z a t i o n s in te rms of 

31 



our a s s u m p t i o n s . For the sys tems ana lys t it is impor t an t to make people 
unders tand that t h rough d ia logue we may be able to expose some of 
these a s s u m p t i o n s . Senge (1996 :235 -236 ) ind ica te s tha t menta l models 
are sub jec t ive i m a g e s , deeply ingra ined a s s u m p t i o n s , gene ra l i s a t i ons 
and s to r ies tha t people carry in the i r minds about t h e m s e l v e s , other 
people , i n s t i t u t i o n s and events that take place in the wor ld . These are 
in ternal p i c tu re s ( sub jec t ive images) of the world tha t need to be 
unear thed and b rough t to the surface and c r i t i c a l l y s c ru t in i zed (Moloi 
e t .a l . 2 0 0 2 : 8 9 ) . In order to surface these a s s u m p t i o n s , d ia logue is 
encouraged be tween i nd iv idua l s . In these c o n v e r s a t i o n peop le begin to 
think and expe r i ence di f ferent pa t te rns of t h i n k i n g , whi ls t l i s t en ing to 
co l l e agues . In those c o n v e r s a t i o n s ind iv idua l s in f luence each, hence the 
shift in t h ink ing p a t t e r n s , as people see the other s ide of the story 
(Moloi e t . a l . 2 0 0 2 : 89). Pasca le (1990) t h inks tha t p ro fess iona l 
deve lopmen t is e s sen t i a l in changing the menta l maps or frames of 
educa to r s (c i ted in Busher and Saran 1995 :114) . Day (1993) in his 
research in c l a s s room obse rva t ion in p r imary and secondary schools 
d i scovered tha t educa to r s indulge in s ingle loop l ea rn ing (c i ted in 
Busher and Saran 1995 :114) . 

4.2.3 Shared Vision 

Accord ing to Senge (1990 :206) a shared v is ion is a v i s ion that ensures 
that many peop le are t ru ly commit ted to the a c h i e v e m e n t of the set 
goals of the o r g a n i s a t i o n . This is s igni f icant for a l ea rn ing o rgan i sa t ion 
as it p rov ides the focus and energy for l ea rn ing . This means bu i ld ing a 
sense of commi tmen t in a g roup , by deve lop ing shared images of the 
future we seek to c r ea t e , and the p r inc ip l e s and gu id ing p rac t i ces by 
which we hope to get the re ( Ibid . 1994:6) . B ie rema and Berd i sh (1996) 
descr ibe shared v i s ion as an all encompass ing wor ld which prov ides 
focus for an i nd iv idua l and team conce rn ing what is to be learnt and 
what is to be va lued (in Moloi e t .a l . 2002 :89 ) . The s t r eng th of learn ing 
o rgan i sa t i ons is the shared v is ion . Wi thou t a pull t owards some goal , 
which peop le t ru ly want to ach i eve , the forces in suppor t of the s ta tus 
quo can be o v e r w h e l m i n g . Vis ion e s t ab l i shes an ove ra rch ing goal , 
therefore new ways of t h ink i ng ; ac t ing and a p p r o a c h e s are needed in 
learn ing o r g a n i s a t i o n s . 

4.2.4 Team Learning 

The d i sc ip l ine of d i a logue also involves l ea rn ing how to recogn ize the 
pa t te rns of i n t e r a c t i o n in teams that unde rmine l ea rn ing (Senge 
1990:10) . Team l ea rn ing for Senge (1990 :10) is v i ta l for t eams to set 
the pa t t e rn for l ea rn ing in an o rgan i sa t ion . This invo lves t r ans fo rming 
conve r sa t i ona l and co l l ec t i ve th ink ing sk i l l s , so tha t g roups of people 
can re l i ab ly deve lop in t e l l i gence and d i sab i l i t y g rea te r than the sum of 
ind iv idua l m e m b e r ' s t a l en t s (Senge 1994:6) . Team lea rn ing begins with 
d ia logue , which invo lves the capac i ty to suspend a s sumpt ions and enter 
into a genuine t h i n k i n g toge the r (Senge 1990:10) . This is a vi tal aspect 
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in a p r o b l e m a t i c s i t ua t i on , where every member of the group needs to 
make a pos i t i ve c o n t r i b u t i o n for the sake of the o r g a n i s a t i o n . 

4.2.5 Personal Mastery 

Personal mas te ry is the capac i ty to focus on in t r in s i c des i r e s , not only 
on secondary goals (Senge 1990:148) . It refers to l ea rn ing to expand the 
persona l capac i ty to c rea te the resu l t s are mos t ly des i red and crea t ing 
an o r g a n i s a t i o n a l env i ronmen t which encourages all its members to 
develop t h e m s e l v e s toward the goals and purposes they choose (Senge 
1994:6) . It is a d i s c ip l i ne of con t inua l ly c la r i fy ing and deepen ing our 
persona l v i s ion , of focus ing our ene rg ies , of deve lop ing p a t i e n c e , and of 
seeing rea l i ty ob jec t ive ly ( S e n g e l 9 9 0 : 7). People with a high level of 
persona l mas te ry are able to cons i s t en t ly rea l i se the i r set goals and are 
commit ted to l i fe long l ea rn ing . 

4.2.6 Points of Leverage 

Accord ing to Senge (1990 :114) leverage is see ing where ac t ions and 
changes in s t r uc tu r e s can lead to s ign i f ican t , endur ing improvemen t s . 
Senge (1990 :95 ) iden t i f i e s system a rche types tha t embody the key to 
l ea rn ing . The purpose of a rche types is to r e c o n d i t i o n our pe rcep t ions , 
so as to be able to see s t ruc tu res at p lay , and to see the leverage in 
those s t ruc tu re s ( Ib id . 95) . 

4.2.7 Reflective Journal 

In order to ach ieve re f l ec t ive learn ing and re f l ec t ion on p r a c t i c e , a 
var ie ty of r e f l ec t ive too l s may be used , such as ac t ion research and 
ref lec t ive j o u r n a l wr i t i ng . Ba l l an tyne and Packer (1995) define s tudent 
j ou rna l as a " l ea rn ing exe rc i se in which s tuden t s express in wr i t ing 
their u n d e r s t a n d i n g of, r e f lec t ions on, r e sponse to or ana lys i s of an 
event , expe r i ence or concep t " (c i ted in Balfour e t . a l . 2005 :60 ) . It is 
s imi lar to a d iary or log in that it is used to desc r ibe events in de ta i l . 
However , it a l so en ta i l s a se l f - re f l ec t ive componen t (Snyder 1985) that 
may ass i s t in the d e v e l o p m e n t of p ro fes s iona l s e l f - r e f l ec t ion (Lukinsky 
cited in Balfour e t . a l . 2005 :60 ) . Grant (c i ted in Balfour e t . a l . 2005 :59 -
61) in his s tudy exp lo res re f lec t ive j ou rna l as a s t ra tegy for deve lop ing 
ref lec t ive p r a c t i c e . The study repor t s on the use of re f lec t ive j ou rna l s 
by a group of f i f ty- two s tudent t eache r s u n d e r t a k i n g the i r second 
compulso ry year of Post Gradua te Cer t i f i ca te in Educa t ion (PGCE) . 
Grant (c i ted in Bal four e t . a l . 2005 :61 ) suppor t s the idea of us ing a 
re f lec t ive j ou rna l in order to in t roduce s tuden t s to the process of 
re f lec t ive j o u r n a l wr i t ing and its usefu lness in p romot ing se l f - re f lec t ion 
and re f lec t ion on p r a c t i c e . This exerc ise p romotes tha t each ind iv idua l 
needs to ref lect on the way he or she is pe r fo rming a pa r t i cu l a r task. 
Journa l ing is such a s ign i f ican t tool in o n e ' s own lea rn ing and 
ind iv idua l g rowth . 
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Woodward (1998) sugges t s that re f lec t ion tends to remain pr iva te and 
ref lec t ion on ac t ion se ldom becomes expl ic i t un less spec i f ic p rocesses 
are put in p lace to encourage this (ci ted in Balfour e t . a l . 2 0 0 5 : 61). 
Jones e t . a l . ( 1989 :132 ) p romote the use of d ia r i e s by t eache r s for 
obse rva t i ons and commen t s dur ing the ac t iv i ty of eva lua t i on . Teachers 
can wri te notes and comments based on the i r o b s e r v a t i o n s on these 
d ia r i e s . By so doing they can identify pa t te rns and connec t i ons be tween 
th ings which might o the rwi se remain u n a r t i c u l a t e d or unno t i ced (Jones 
e t .a l . 1989 :132) . Sys tems th ink ing needs the d i s c i p l i n e s of bu i ld ing 
shared v i s ion , menta l mode l s , team lea rn ing , and pe r sona l mastery to 
rea l ize its p o t e n t i a l . Bu i ld ing shared v is ion fos te rs a commi tmen t to the 
long te rm. The p roces s of ident i fy ing o n e ' s a s s u m p t i o n s and bel iefs 
forms and in tegra l par t of re f lec t ing on the p r a c t i c e . Team lea rn ing 
deve lops the sk i l l s of g roups of people to look for the la rger p ic tu re 
that l ies beyond ind iv idua l p e r s p e c t i v e s . Persona l mas te ry fosters the 
persona l m o t i v a t i o n to con t inua l ly learn how our ac t ions affect our 
world . Sys tems t h i n k i n g enables us to shift our mindse t r ega rd ing the 
way we pe rce ive our l ea rn ing o rgan i sa t ion and our world (Senge 1990: 
12). 

4.3 Understanding Soft Systems Methodology 

Systems th ink ing is a way of seeing or u n d e r s t a n d i n g the world . Soft 
sys tems th ink ing (SST) emerged as an o rgan i sed way of exp lor ing 
human p rob lem s i t u a t i o n s . For a lmost four decades Pe te r Check land has 
been work ing on deve lop ing the So ft Sys tems Me thodo logy (SSM). 
Checkland (1975 , 1981 , 1989, and 1990) bui l t upon the founda t ions of 
sys tems e n g i n e e r i n g to deve lop sys tems th ink ing as a method of inqui ry . 
He be l i eved tha t j u s t going th rough the p roces s could change an 
o rgan i sa t i on . This app roach prov ides a s t ruc tu red app roach for dea l ing 
with soft p r o b l e m s . C h e c k l a n d ' s idea of an o r g a n i s a t i o n was ex t remely 
gene ra l ; it could be a mu l t i na t iona l co rpo ra t ion , a depa r tmen t , a group 
of peop le , or even a s ingle ind iv idua l . SSM is a system of inqui ry and 
act ion for improv ing uns t ruc tu r ed problem s i t u a t i o n s where the issues 
of concern are vague ly perce ived but not c lear ly def ined (Lucket t e t .a l . 
2 0 0 1 : 523 ci ted in Sys tems Methodology No te s ) . 

SSM cons ide r s the d i f ferent views of peop le . It a s sumes that each 
ind iv idua l will see the world d i f fe rent ly , which wil l often lead to 
vary ing u n d e r s t a n d i n g s and eva lua t ions of s i t u a t i o n s . Inev i t ab ly , the 
cu l ture and po l i t i c s of an o rgan i sa t ion will inc lude d iverse v iews . These 
views may not be n e c e s s a r i l y opposed to each, but they may be different 
enough to cause p r o b l e m s in def in ing c lear o b j e c t i v e s . Because the 
process assumes peop le wil l have different v i ews , the goal is to achieve 
consensua l ac t ion by moving towards u n d e r s t a n d i n g of the varying 
pe r cep t i ons . The p r a c t i t i o n e r s of SSM must be open to other people ' s 
ideas for the p rocess to be successfu l . 

SSM is a l ea rn ing sys tem. The Soft Sys tems M e t h o d o l o g y users learn by 
compar ing pure mode l s of purposefu l ac t iv i ty wi th pe rcep t ions of what 
is going on in a r ea l -wor ld s i tua t ion (Lucke t t e t . a l . 2 0 0 1 : 524) . SSM is 
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not app rop r i a t e for all s i t ua t i ons . It is qui te conce rned with ex is t ing 
sys tems because the p rocess exp l i c i t ly requ i res a cur ren t system to be 
taken into accoun t . Even if the goal is to c rea te a new sys tem that is not 
s imi lar to any ex i s t i ng sys tem, there is a lways the pos s ib i l i t y to 
compare with ex i s t i ng ideas or p rac t i ces if the concep t s are v iewed at a 
high enough l eve l . SSM is geared towards complex , dynamic 
env i ronment s tha t often inc lude human fac to r s . The methodo logy is 
helpful when ob jec t ives need to be c la r i f ied , and pe rhaps how the 
ob jec t ives can be a t t a i ned at a h igh - l eve l . 

SSM is a useful p roces s because of the fo l lowing r ea sons . It p rovides a 
s t ruc ture for mak ing sense of diff icul t p r o b l e m s . It helps an 
o rgan i sa t ion to gain a be t t e r unde r s t and ing of how its ob jec t ives will be 
ach ieved . For example , senior execu t ives may have ob jec t ives for the 
o rgan i sa t ion , but they may not have worked out with the staff what 
ac t iv i t i e s need to be under t aken at all leve ls to ach ieve these 
ob jec t ives . SSM can also be used to genera te hard q u e s t i o n s , which can 
then be app roached us ing more sys tems eng inee r ing a p p r o a c h e s . 

Checkland sugges ted a s even - s t age cycle for ana lys i s in the soft sys tems 
me thodo logy . In sys tems th ink ing p rob lems can be b road ly grouped into 
two a reas : i l l -def ined and wel l -def ined p rob lems . Those refer red to as 
hard p rob l ems are we l l -de f ined p rob lems as compared to those c lass i f ied 
as soft. The hard i s sues are of a de t e rmin i s t i c na tu re , whereas the soft 
issues are complex and involve human in t e r ac t ion . The i n t e r r e l a t i onsh ip 
between the e l emen t s on soft i ssues can be qui te complex and not easy 
to follow for the p r a c t i t i o n e r . The dynamic na tu re of the system makes 
it very di f f icul t to p red ic t . 

The 1975 vers ion is ra ther bold and it g ives the impress ion that it is a 
sequen t ia l seven s tages p rocess that must be fo l lowed to the le t ter . 
Peter Check land in t roduced the new vers ion in 1988. In th is ve rs ion , the 
SSM is an i t e ra t ive learn ing cycle that idea l ly never s tops (Bulow 
1989). Also Check land in t roduced the s t ream of cu l tu r a l ana lys i s , which 
has th ree other types of ana lys i s to be cons ide red in order to s t ruc ture 
the p rob lem s i t ua t ion co r rec t ly . This ana lys i s wil l be implemented in 
the f inding out s t age , which involves ge t t ing more in fo rmat ion about the 
system po l i t i c s and power s t ruc tu re . However the new vers ion 
main ta ined the main concep t s of the seven s tages of SSM. The seven 
stages are now imp lemen ted wi th in the new SSM. To see t h i s , we can 
have a look at the new desc r ip t ion of the SSM p r o c e s s , which has the 
fo l lowing p h a s e s : 

1. U n d e r s t a n d i n g real world s i tua t ion of conce rn ( s t ages 1 and 2 in 
C h e c k l a n d ' s 1975 v e r s i o n ) . 

2. To deve lop r e l evan t sys tems of purposeful ac t iv i ty ( s tages 3,4 and 5 
in C h e c k l a n d ' s 1975 ve r s ion ) 

3. Compare these r e l evan t sys tems with the real world and suggest 
different ac t ions to improve the p rob lem s i tua t ion (s tage 6 in 
C h e c k l a n d ' s 1975 ve r s ion ) 
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4. Implement the agreed ac t ions (s tage 7 in C h e c k l a n d ' s 1975 vers ion) 
In 1975 Peter Check land in t roduced the t r a d i t i o n a l SSM methodology 
which was composed of seven s tages (Wilson 2 0 0 1 : 2-4) . 

These s tages are l i s ted as fo l lows : 

1. The prob lem s i t ua t ion uns t ruc tu red 
2. The prob lem s i t ua t ion s t ruc tu red 
3. Root de f in i t ions of r e levan t sys tems 
4. Concep tua l mode l s 
5. Compar i son of s tage 4 and s tage 2 
6. Ident i fy feas ib le and des i rab le changes 
7. The prob lem s i t ua t ion s t ruc tu red 
8. Act ion to improve the problem s i tua t ion 

4.3.1 The Problem Situation 

The s i tua t ion needs to be def ined, a l though it is not adv i sab le to 
quickly confine the def in i t ion of the p rob lem. The s i tua t ion that 
p reva i l s can be app roached from a pe r spec t i ve tha t takes into 
cons ide ra t i on its comp lex i t y . The tools that may be used at this s tage of 
s i tua t ing the p rob lem may not necessa r i ly be the same. A sys tems 
analys t needs to ident i fy his \ her a s sumpt ions in t e rms of ident i fy ing 
the p rob lem. The a s sumpt ions held by an ana lys t can p rede t e rmine the 
outcome and c loud the i s sues . Therefore it is c ruc ia l at this s tage to be 
able to ident i fy o n e ' s a s sumpt ions in order to take p e r s p e c t i v e . If one ' s 
a s sumpt ions are r e d u c t i o n i s t in na ture tha t will sure ly have an inf luence 
on how the sys tem is pe rce ived . Our pe r spec t ive tha t we have taken in 
ana lyz ing the p rob lem can l imit our approaches to a p rob lem. 

Ideal 
Concept! 

Figure 4. 1 The r e l a t i o n s h i p between the perce ived world and people ' s 
ideas (Wilson 2 0 0 1 : 5) . 
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4.3.2 Problem Situation Unstructured 

The purpose of th is s tage is to gain a genera l u n d e r s t a n d i n g and a wider 
view of the p rob l em. In format ion is ga thered about who is involved , 
what the i r p e r c e p t i o n s of the s i tua t ion a re , what the o rgan i sa t ions 
s t ruc tures a re , and what p rocesses are going on. Also in th is phase , the 
SSM prac t i t i one r in his efforts to gain a gene ra l desc r ip t ion and 
unde r s t and ing of the problem s i tua t ion , must unde r s t and the 
o r g a n i s a t i o n ' s cu l tu re and the in terna l po l i c i e s . This usua l ly involves 
ta lk ing to o r g a n i s a t i o n members and reading as much as poss ib le of the 
o rgan i sa t ion d o c u m e n t s . The p rac t i t i one r will dec ide what ques t ions 
should be asked to gain be t te r unde r s t and ing and who should be asked 
in tens ive ly . 

The p rocedure for th is phase will inc lude the fo l lowing p o i n t s : 

1. Gather and examine as much as poss ib le from the ava i l ab le 
in fo rmat ion . 

2. Learn as much as pos s ib l e about who and what is impor tan t in the 
o rgan i sa t i on . 

3. Unders tand as much as poss ib le the o r g a n i s a t i o n ' s spec i f ic l anguage . 
4. Pay c lose a t t en t i on to the in format ion about how th ings are done in 

the o r g a n i s a t i o n (Wi l son 2 0 0 1 : 4) . 

There are no spec i f i c or predef ined too ls to be used in this s tage . The 
only tool is the SSM p rac t i t i one r senses and expe r i ence and it is up to 
him to dec ide what type of ques t ions should be a sked , whom to ask, and 
what documents and mate r ia l s he should read to unde r s t and the 
o rgan i sa t ion l anguage . At the end of this s tage the ou tpu ts will be in the 
form of a c lear idea of what is going on in the o rgan i sa t i on , what 
p rocesses are invo lved 
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Figure 4.2 The two strands of version of SSM, (Wilson 2001: 9) . 

within the s i t ua t i on , what specif ic tasks and i ssues are impor tan t and a 
genera l s a t i s f ac t ion of unde r s t and ing the p rob lem s i t ua t i on . The most 
impor tan t th ing is to have a file tha t con ta ins all of these notes bes ide 
any other comment s tha t the p rac t i t i one r might want to add, and to keep 
this file as a r e fe rence to go back to it when it is necessa ry in the later 
s tages . 

4.3.3 Problem Situation Structured 

This s tage he lps to s t ruc tu re and express the in fo rmat ion and the 
unde r s t and ing of the o rgan i sa t ion problem s i tua t ion to enable and 
fac i l i t a te the ana lys i s that will fol low e spec i a l l y in s tage3 when you 
choose re levan t s y s t e m s . The p rocedure for this phase can be based on 
the p r a c t i t i o n e r j u d g m e n t but the bas ic rule is not to t rus t your 
j udgmen t 100%, but ra ther use other tools to help you get be t ter 
unde r s t and ing of the fea tures of the problem s i t ua t i on . These tools will 
involve other a n a l y s e s , such as ana lys i s one ( ana lys i s of the 
i n t e r v e n t i o n ) , a n a l y s i s two ( soc ia l and cu l tu ra l a n a l y s i s ) , ana lys i s three 
(po l i t i ca l a n a l y s i s ) , and the r ich p ic tu re ana lys i s (Wilson 2001:5). 

38 



4.3.4 Analysis One: Intervention Analysis 

It is useful in t h i n k i n g of the in t e rven t ion of a p rob lem as i t se l f being 
p r o b l e m a t i c . In th is ana lys i s we have to th ink of three roles sepa ra te ly , 
the first one is the role of the c l ien t : which invo lves who is the c l ient 
and what are the a s p i r a t i o n s of this c l ien t . The second role is the role of 
the problem so lver , which involves who is the p rob lem so lver , what are 
the ava i l ab l e r e s o u r c e s , and what are the c o n s t r a i n t s . The th i rd and last 
role is the role of the p rob lem owner , which a lso invo lves who is the 
problem owner and what are the impl i ca t ions of th is p rob lem owner . We 
can conduc t ana lys i s one by doing the fo l lowing s t eps : 

1. Define the c l ien t ( the ind iv idua l who causes the i n t e rven t ion to take 
place) 

2. Define the 'wou ld -be problem so lve r s ' ( those ind iv idua l s who 
conduct the s tudy) 

3. The w o u l d - b e p rob lem so lver then make up a l is t of poss ib le 
p roblems 

For each of the p r o b l e m s on the l is t , the wou ld -be p rob lem solver then 
names one or more ' p rob lem owners ' : those peop le with an in te res t in 
the p rob lem s i tua t ion as ident i f ied , and those who are l ikely to be 
affected by the p r o b l e m . 

The th i rd ro le , which is the p rob lem owner , is a very impor t an t ro le . It 
can be somet imes very useful to th ink of each p rob lem in the view of 
who is the owner of th is p roblem tha t even tua l ly g ives the SSM 
prac t i t i one r a be t t e r unde r s t and ing of these p r o b l e m s from the 
pe r spec t ives of the i r owner s . One good sugges t ion is to draw a table 
that con ta ins p rob lems in one column and the owners in ano ther (Wilson 
2001:1 1-12). 

4.3.5 Analysis Two: Social and Cultural Analysis 

It is used to know the in te rna l po l ic ies of the o rgan i s a t i on and to th ink 
of the p o s s i b l e mot ives and factors that in f luence the p e r s p e c t i v e of an 
ind iv idua l . This invo lves in te rna l f r i endsh ip , pos s ib l e advan tages to be 
gained or w e a k n e s s e s to be covered . This s tage invo lves t h ink ing about 
three impor tan t e n t i t i e s : 

1. Think about the ro les that the var ious i nd iv idua l s involved in the 
problem s i t ua t i on p lay . 

2. Think about the expec ted behav io r s of each ro le . 
3. Think about the va lues that are used to eva lua te the pe r fo rmance of 

the i nd iv idua l s invo lved 
4. These th ree en t i t i e s form a c i r c l e , which means tha t each one of them 

is defined and to t a l ly dependen t on the other two as shown in f igure 
4 .3 . 
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Figure 4.3 Social and cultural analysis entities 

Source: (Wilson 2001:11-13). 

4.3.6 Analysis Three: Political Analysis 

It is a lso a cu l tu r a l ana lys i s but with respec t of power . The SSM 
prac t i t i one r s have to s tudy the o rgan i sa t ion s t r u c t u r e in order to 
unders t and the s t r u c t u r e of power , and the imp l i c i t o rgan i sa t iona l 
be l ie fs . The ana lys t ana lyses the cu l tu re tha t p reva i l s in the 
o rgan i sa t ion , by obse rv ing the behav iour of members in re la t ion to the 
env i ronment in which they work. Secondly , the ana lys t also observes the 
way members are pe r fo rming the i r dut ies wi th in the i r ex is t ing 
h i e ra rch ie s in the o rgan i sa t i on and how they re la te to their 
s u b o r d i n a t e s . 

1. Th ink ing about what makes an ind iv idua l powerfu l wi th in the 
o r g a n i s a t i o n . 

2. Th ink ing about what the symbols of power are , for example : accepted 
k n o w l e d g e ; a ce r t a in t i t l e or pos i t ion , or access to specif ic 
i nd iv idua l s might be symbols of power wi th in an o rgan i sa t ion 
(Wilson 2 0 0 1 : 13). 

4.3.7 Rich Picture 

Rich p ic tu res are a means of cap tu r ing as much in fo rmat ion as poss ib le 
re la t ing to the p rob lem s i tua t ion . A rich p i c tu re can show bounda r i e s , 
s t ruc tu re , i n fo rmat ion f lows, and commun ica t i on channe l s (Check land 
1990:13-14) . But most ly it shows the Human Ac t iv i ty Sys tem. This is 
the e lement that is not inc luded in such models as data flow d iagrams or 
class mode l s . Rich p i c tu re s are a g raphica l r e p r e s e n t a t i o n of your 
unde r s t and ing of the problem s i tua t ion . The use of th is exerc ise is 
depended on the app roach of the ana lys t ; there is no method that is 
r ecommended as the bes t for conduc t ing a rich p i c t u r e . The impor tan t 
thing in a r ich p i c tu r e is tha t the people will r e c o g n i z e this rich p ic ture 
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as being r e p r e s e n t a t i v e of the s i tua t ion they find t h e m s e l v e s in (see 
C h e c k l a n d l 9 9 9 : 4 5 ; Check land and Scholes 1999: 317; Wi l son 2001 :13) . 

4.3.8 Formal and Informal Methods 

The ana lys t can use many formal and informal methods for co l l ec t ing 
ac ts . Some of the formal methods are : work o b s e r v a t i o n s , i n t e rv i ews , 
and workshops and d i s c u s s i o n s . Some of the de ta i l s of the methods are 
the fo l lowing . 

4 . 3 . 8 . 1 W o r k o b s e r v a t i o n 

This involves the fo l lowing s teps to be taken namely : 

1. Ident ify t asks per formed 
2. Ident ify too ls employed 
3. Es tab l i sh i n t e r ac t i ons be tween p e o p l e \ s y s t e m s 
4. Produce logs 
5. "Day- in - the - l i f e -o f" de sc r ip t i ons 
6. Make d rawings of s t r u c t u r e s \ l a y o u t s 
7. Col lec t s amples of too ls used to handle in fo rmat ion 
8. Perform p a r t i c i p a n t obse rva t ion 
9. Video r eco rd ings 

4.3.8.2 Interviews 

1. Uns t ruc tu red , informal ("tell me what you do") 
2. Semi - s t ruc tu red ( q u e s t i o n n a i r e with open-ended answer s ) 
3. Highly s t ruc tu red (ques t i onna i r e with boxes to t i ck) 
4. Cr i t ica l i nc iden t s 
5. Audio recording 

4.3.8.3 Workshops and discussion 

1. Future workshops 
2. Review w o r k s h o p s 
3. Confl ic t r e s o l u t i o n s workshops 
4. Mock-ups , s i m u l a t i o n s , mind-games 

(Source : Wi l son 2001 :15) . 

4.4 Outputs 

By the end of th i s s tage (problem s i tua t ion s t r u c t u r e d ) , you should have 
a rich p ic tu re tha t sums up the problem s i tua t ion u n d e r s t a n d i n g , have a 
list of p rob l ems and prob lem owners , have notes on p o l i t i c a l , soc ia l , 
and cu l tura l a s p e c t s , and most impor tan t feel comfor t ab le about your 
unde r s t and ing of the p rob lem s i tua t ion (Wi lson 2 0 0 1 : 1 5 ) . 
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4.4.1 Naming of Relevant Systems 

Now s ta r t ing from th is phase , we get to the sys tem th ink ing ac t iv i t i e s . 
This phase is main ly concerned about fo rmula t ion of root def in i t ions for 
a number of r e l evan t sys t ems . As a fac i l i t a to r then at th is stage you 
need to guide the pa r t i c i pan t s in the iden t i f i ca t ion of t h e m e s . The 
themes that emerge from the problem are iden t i f i ed . This is s ign i f ican t 
for the fo rmula t ion of the root def in i t ion (see Check land and Scholes , 
1999: 36; Check land , 1999:164; Wilson 2001 :16 ) . 

4.4.2 Root Definition 

The root de f in i t ion is one way of desc r ib ing what is the sys tem, how the 
system will work, and why we need this sys tem. Confus ion needs to be 
avoided be tween the how here with the how of i m p l e m e n t a t i o n . The how 
in the root de f in i t ions gives a genera l f ramework of how th is can be 
implemented . H o w e v e r it does not inc lude the de f in i t ion of cer ta in 
t echnology and ce r ta in s teps to be taken . A root de f in i t ion is expressed 
as a t r ans fo rma t ion p rocess that takes some ent i ty as input , changes or 
t rans forms tha t en t i ty , and p roduces a new form of the ent i ty as output . 
The t r a n s f o r m a t i o n p rocess here is a key word of SSM, it usua l ly 
desc r ibes the ac t ion of t r ans fo rma t ion requi red to t r ans fo rm an input to 
an output (see Check land 1990: 16-18; Check land and S c h o l e s l 9 9 9 : 36-
38; Wilson 2 0 0 1 : 1 6 - 1 7 ) . 

There are two k inds of root def in i t ions suppor ted in SSM: 

1. Pr imary Task Root Def in i t ion 
2. Issue based Root Def in i t ion . 

Pr imary Task Root Def in i t ions concern p r o c e s s e s , which the 
o rgan i sa t ion be ing s tud ied per forms as a par t of t he i r r egu la r ac t iv i t i e s 
(for example , in an oil company , the p rocess of re f inement of the oi l ) . 
Issue Based Root Def in i t ions concern p r o c e s s e s , which are rare or one-
off occu r rences (such as a management r e s t r u c t u r i n g ) . 

The fo l lowing p r o c e d u r e can be helpful in de r iv ing root def in i t ions of 
re levant sy s t ems : 
1. Ident i fy a p rob lem which seems impor t an t enough for further 

i nves t iga t ion 
2. A p roper ly s t r uc tu r ed root def in i t ion has three pa r t s , referred to as 

what , how and why. 
3 The 'what ' is the immedia te aim of the sys tem, the 'how' is the means 

of ach iev ing tha t a im, and the 'why' is the longer term aim of the 
purposefu l a c t i v i t y . 

4. Naming a ser ies of r e levan t sys tems using the CATWOE formula can 
compose Root De f in i t i ons . 

5. (Source : Wi l son 2001 :17) 
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4.4.3 CATWOE Analysis 

In this s tage a l so , a CATWOE ana lys i s is conduc ted . The bas ic idea here 
is a lso to fo rmula te and s t ruc ture the real world s i tua t ion in a 
meaningful way and also to ensure that the RD wr i t t en does real ly 
represen t the r e l evan t sys tem. One of the major t a sks in th i s s tage is 
that after the SSM p r a c t i t i o n e r performs both the root def in i t ion and the 
CATWOE ana lys i s is to cons ide r each of them with respec t to the other 
one, if the re is any kind of i ncons i s t ency then th i s is a clue that there is 
someth ing s e r ious ly wrong in the SSM p r a c t i t i o n e r ' s unde r s t and ing of 
the p rob lem s i t ua t ion and he has to go back and i t e ra te to s tages one 
and two. The CATWOE stands for: 

Customer - the immed ia t e benef ic ia r i e s or v i c t ims ; the benef ic ia ry of 
the system 
Actors - the people who do the a c t i v i t i e s ; the peop le who perform tasks 
in the sys tem 
Trans format ion - What the event may ach i eve ; the core ac t iv i ty of the 
sys tem, or the p r imary change brought about as a resu l t 
W e l t a n s c h a u u n g (or w o r l d v i e w ) - W h a t view of the world makes this 
def in i t ion mean ing fu l ; the under ly ing be l ie f about the sys tem; whether 
it is the p r io r i t y ; the type of system for the ob jec t ive of the system 
Owner - who can u l t ima te ly di rect the event and could c lose it down or 
stop it from h a p p e n i n g ; the person or body tha t has the power to 
approve / cance l the sys tem 
Environment - the ex t e rna l env i ronmen ta l cons t r a in t s tha t l imit what 
we might do. (see Check land and Scho les , 1999 :35-36 ; Check land , 1999: 
2 2 4 - 2 2 5 ; W i l s o n 2 0 0 1 : 1 7- 1 8; Bob Wi l l i ams 2 0 0 1 ; C o u p n e , e t . a l : 1 2-1 4). 

4.4.4 Conceptual Model 

The root de f in i t ions r ep resen t an i n d i v i d u a l ' s p e r s p e c t i v e of what the 
bus ines s \ sy s t em is t ry ing to ach ieve . The next s tage , a l so in the sys tems 
th ink ing s t rand , is to p ropose an ideal view of the ac t i v i t i e s tha t should 
be fol lowed in order to rea l i se that p e r s p e c t i v e . At the moment , the 
model does not fo l low what is happen ing - it is not ana lys ing the real 
world yet . At the in i t i a l d rawing , there shou ld not be too many 
ac t iv i t i e s shown, somewhere be tween five and ten are suff ic ient . Each 
ac t iv i ty could be decomposed in more deta i l la ter . 

The concep tua l model has a very s imple no ta t ion - the ac t iv i ty i tse l f is 
shown as a bubb l e , with the ac t iv i ty named (use an impera t ive verb to 
denote the ac t i v i t y ) and a line that l inks it with the o ther a c t i v i t i e s . The 
first set of a c t i v i t i e s refers to pure ly ope ra t i ona l a c t i v i t i e s , that is, 
those needed to per form the task ident i f ied in the root de f in i t ion . In a 
system the componen t par t s are i n t e r connec t ed , so tha t a change to one 
par t will affect the o ther pa r t s . Not only t h i s , but the p rob lem domain 
i tsel f is a subsys t em of severa l la rger sys tems - changes in one will 
affect our domain as we l l . 
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Although Check land coined the term Soft Sys tems Me thodo logy , it is 
not s t r i c t ly a m e t h o d o l o g y . It does not p re sc r ibe a r igid ser ies of s teps 
that must be fo l lowed sc rupu lous ly . Rather , it sugges t s a f ramework for 
enqu i ry , with a number of r ecommended t e c h n i q u e s . The end resul t is an 
unde r s t and ing of the p rob lem domain so that a hard s tudy can then be 
appl ied to specify a so lu t ion . 

The concep tua l model is the last of the t e c h n i q u e s r ecommended by 
Checkland . After the models (one per root de f in i t ion ) are comple ted , 
they are compared with the real world ac t iv i t i e s to see whe the r or not 
the p e r s p e c t i v e s are be ing met, and where there are d i s c r e p a n c i e s . This 
compar i son can be car r ied out in many ways : i n t e rv i ewing the 
appropr i a t e a c t o r s , documen t ing the cur ren t p r a c t i c e s , or b e n c h m a r k i n g , 
to name j u s t t h r ee . This is how the d iagnos i s of the p rob lem s i tua t ion is 
car r ied out. 

The prob lem s i tua t ion : th is is the s ta tus quo before the s tudy , and at the 
s tar t of the s tudy. Dur ing th is t ime , the ana lys t (or p r o b l e m - s o l v e r ) will 
become par t of the p rob lem s i tua t ion in order to observe it as fully as 
poss ib l e , r e m e m b e r i n g that h is \her p resence there will have its own 
impact . The p rob lem s i tua t ion expressed : having s tud ied as much of the 
problem s i t ua t ion as is f eas ib le , the ana lys t exp re s se s in d i ag rammat i c 
form what s\he u n d e r s t a n d s is happen ing . This wil l inc lude aspec ts of 
the Human Ac t iv i ty System (HAS) . Check land r ecommends a rich 
p ic ture to ach ieve t h i s , but mind maps , he r r i ngbone d iagrams and other 
tools can be used ins tead . However , t e chn iques from hard sys tems such 
as data flow d iag rams or object models are not suf f ic ien t ly versa t i l e or 
' r i c h ' in the r ich p i c t u r e , there will be 11 root de f in i t ions der ived . 
Concep tua l model : th is is an ideal schemat ic for each a c t o r \ s t a k e h o l d e r 
If one s t akeho lde r has a pa r t i cu l a r pe r spec t i ve , then the re must be, in 
p r i nc ip l e , a set of a c t i v i t i e s to be per formed tha t wi l l meet the 
p e r s p e c t i v e . The concep tua l model is a s imple d iag ram that r ep resen t s 
the a c t i v i t i e s . There wil l be one concep tua l model drawn for each root 
def in i t ion . 

Compar i son of 2 and 4: th is re turns us to the ' r e a l w o r l d ' . The ideal 
view in the c o n c e p t u a l model is compared with the ac t i v i t i e s ac tua l ly in 
p lace , and any misma tch ident i f ied as a ' p r o b l e m ' ra ther than the 
symptom. Check land does not p r e sc r ibe any one t e c h n i q u e for making 
this c o m p a r i s o n ; that is left to the ana lys t . Compar i son of 2 and 4: this 
re turns us to the ' r e a l w o r l d ' . The ideal view in the concep tua l model is 
compared with the ac t i v i t i e s ac tua l ly in p l ace , and any mismatch 
ident i f ied as a ' p r o b l e m ' ra ther than the symptom. Check land does not 
p resc r ibe any one t e c h n i q u e for making this c o m p a r i s o n ; tha t is left to 
the ana lys t . The f inal two s tages , 6 and 7, are c loser to the work of 
t r a d i t i o n a l / h a r d sys tems ana lys t s . Poss ib le so lu t ions are eva lua ted and 
then des igned (see Check land 1999 :169-174 ; Coupr ie e t . a l . 1 9 9 9 : 12; 
Wi l l i ams , 1; Wi l son 2 0 0 1 : 1 8 ) . 
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Figure 4.4 The Soft Systems Methodology 

Source: (Dick: 2002). 

4.5 Building the Conceptual Model 

The c o n c e p t u a l model is the core of the SSM me thodo logy because it is 
now requ i r ed to e s t ab l i sh a re levant system based on def in ing the 
minimum number of a c t i v i t i e s requi red for this r e l evan t sys tem to be the 
one desc r ibed in the root def in i t ion . A concep tua l model is a human 
ac t iv i ty model tha t is used to show each ope ra t i ona l ac t iv i ty that is 
necessa ry to car ry out the p rocess desc r ibed in the root def in i t ion . 
There must be at leas t one concep tua l model for each RD. 

45 



Information 

Reports 

Information 

Figure 4.5: Basic components of the conceptual model 

Source: Wilson 2001: 19 

4.6. Formal System Thinking 

Formal Sys tems T h i n k i n g is appl ied to the d e v e l o p m e n t of the 
concep tua l mode l . The Formal System Model serves as a gu ide l ine for 
check ing the concep tua l model to be drawn. The HASS represen t s a 
human ac t iv i t y sys tem. Under the Formal Sys tem mode l , S is a formal 
system if and only if it meets the fo l lowing c r i t e r i a : 

S must have some miss ion 
S must have a measu re of pe r fo rmance 
S must have a dec i s ion making process 
S must have componen t s which in terac t with each other such that the 
effects and ac t i ons are t r ansmi t t ed t h r o u g h o u t the sys tem 
S must be par t of a wider system with which it i n t e r ac t s 
S must be bounded from the wider sys tem, based on the area where 
its dec i s ion mak ing p rocess has power to enforce an act ion 
Source : Check land 1999:173-74 ; Wilson 2001:19. 
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4.7 Monitoring the System 

Moni tor ing the o p e r a t i o n a l sys tem cons i s t s of th ree a c t i v i t i e s : 
Define a measure of pe r fo rmance : 

• Efficacy - Does it work? 
• Eff ic iency - How much of work comple ted given consumed 

re sources? 
• Ef fec t iveness - Are goals being met? 

Moni tor the a c t i v i t i e s in the opera t iona l sys tem, in acco rdance with the 
metr ics defined in s tep 1. 
Take con t ro l ac t ion : Use the ou tcomes of these me t r i c s to de te rmine 
and execu te ac t ion to con t ro l the ope ra t iona l sys tem. 
As an example of bu i ld ing the concep tua l mode l , g iven the fol lowing 
RD: "A sys tem to meet a pe rce ived r equ i r emen t for web-based r e sources 
in tended to help users t each and learn SSM me thodo log ie s by 
cons t ruc t ing and pub l i sh ing app rop r i a t e web pages in order to help 
in te res ted pa r t i e s to t each and learn"(Wilson 2001:20). The sugges ted 
ac t iv i t i e s are : 

1. Identify potential users for learning resources 
2. Know about capabilities of World Wide Web medium 
3. Know about authoring and publishing web pages 
4. Know about methodologies and how to teach them 
5. Identify likely help needed by potential users 
6. Identify ways of meeting users' teaching/learning needs 
7. Design web pages intended to meet users' likely needs 
8. Construct web pages 
9. Publish web pages 

Source: Wilson 2001: 12-24). 

4.8 Comparison 

This s tage deals with the compar i son be tween the concep tua l model(s ) 
deve loped in s tage 4, and the s t ruc tu red ana lys i s of the p rob lem 
s i tua t ion from s tage 2. The purpose of th is s tage is to ana lyse the 
s imi l a r i t i e s and d i f fe rences be tween the model and the real world in a 
thorough and s t r uc tu r ed manner . In this s tage , the p r a c t i t i o n e r will 
l ikely find out where the models are u n r e a l i s t i c , as well as de te rmin ing 
where the new ideas gene ra t ed from the mode l l ing might be of p rac t ica l 
use in the s i t ua t ion be ing examined . 

First of a l l , how do you know when to go to s tage 5? It is often bet ter to 
get to th is s tage qu ick ly after s tages 3 and 4, and then refine the 
ar tefacts gene ra t ed from s tages 3 and 4 if r equ i red . Stages 1 and 2 
should not be passed th rough quickly because it is lay ing down the 
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foundat ion for the compar i son . The sys tems th ink ing view of the system 
(s tages 3 and 4) can be ref ined because they are more re la ted to the new 
system. For th is r eason , the p rac t i t i one r should not become too a t tached 
to the sys tems shown in the models from stage 4, but ra ther see it as a 
tool to fac i l i t a t e his / her l ea rn ing . 

There are severa l a p p r o a c h e s to use when compar ing the real world with 
the models der ived from the root def in i t ion . Four app roaches will be 
d iscussed here because they appear to encompass the main ideas for a 
thorough c o m p a r i s o n . 

The four app roaches are the fo l lowing: 

1) us ing c o n c e p t u a l models as a base for ordered q u e s t i o n i n g , 
2) compar ing h i s to ry with model p red i c t i on , 
3) genera l overa l l c o m p a r i s o n , 
4) model ove r l ay . 

Using concep tua l mode ls as a base for ordered ques t i on ing can be done 
when the real world s i tua t ion is very dif ferent from the concep tua l 
model . The reason th i s approach can be used when the two models are 
different is because the t e chn ique is s imply to gene ra t e ques t ions about 
the ex i s t ing sys tem. The ques t ions should be wr i t t en down and answered 
sys t ema t i ca l l y . Ques t ions should be genera ted for each ac t iv i ty in the 
concep tua l mode l . Compar ing h i s to ry with model p r e d i c t i o n involves 
r econs t ruc t ing events tha t occur red in the past and ask ing what would 
have happened if the r e l evan t concep tua l model had been implemented 
at the t ime . This t e c h n i q u e should be used sens i t i ve ly because it could 
reveal i nadequac i e s in past pe r fo rmance and so some people take 
offence tha t they did not do the r ight th ing . 

A genera l overa l l compar i son can be used with a compar i son t ab le . A 
compar i son tab le usua l ly involves sy s t ema t i ca l l y going th rough each 
ac t iv i ty and link ( that i s , a r e l a t ionsh ip be tween two ac t iv i t i e s ) in the 
concep tua l mode l ( s ) and asking spec i f ic ques t ions about the d i f fe rences . 
Each ac t iv i ty and the l inks be tween the ac t i v i t i e s can be given a row. 
For the c o m p a r i s o n t a b l e , the fo l lowing ques t ions can be answered . 

• Does the ac t i v i t y occur in the real wor ld? 
• How does the ac t iv i ty occur in the real wor ld? 
• How is the ou tpu t of th i s ac t iv i ty assessed and j u d g e d , and on what 

c r i t e r i a? 

The final co lumn can be used to wri te any notes or obse rva t ions that 
may be of use . In p a r t i c u l a r , notes re la ted to pos s ib l e changes are very 
helpful and can be used in the next s tage . The t e c h n i q u e of model 
over lay invo lves d i r ec t ly ove r l app ing the concept map der ived from the 
root de f in i t ions with a second model that is used to r ep resen t what 
ac tua l ly ex i s t s . A l though the second concep tua l model has not yet been 
crea ted ( there only ex is t s a rich p i c t u r e ) , the concep tua l model der ived 
from the root de f in i t i on can be used to c rea te the second concep tua l 
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model . However , be wary of forge t t ing or misus ing e lements dur ing the 
cons t ruc t ion of the r ea l -wor ld concep t model because the sys tems 
th ink ing concep tua l model may be qui te different from the real world . 

The second model shou ld have as near as poss ib le a form to the first 
model . Once the model of the real world is f in ished the two models can 
be d i rec t ly ove r l apped on one another to see the d i f fe rences between the 
ac t iv i t i e s and l inks . This t echn ique may requi re a fair amount of work 
depending upon the number of ac t iv i t i e s and l inks . As wel l , s imi lar 
e lements in the two models need to be pos i t ioned in app rox ima te ly the 
same pos i t i ons on the page so that the two r e p r e s e n t a t i o n s can be 
compared . 

In tab les 4.1 and 4.2 below are examples of how to make a compar i son 
using the Soft Sys tems model (Check land 1990 :25 ; Bob Wi l l i ams 
(1999 :10) ; Coupr i e , e t . a l . (No year: 24-26) . 
This is par t of the SSM process to make this kind of compar i son . This 
table can be used to compare the concep tua l mode l ( s ) gene ra ted in stage 
4 (gene ra te c o n c e p t u a l models ) with the ideas gene ra t ed in stage 2 
( s t ruc tu re p rob lem s i t ua t i on ) (Wilson 2001: 24-26). 

A c t i v i t y 

1 
2 
3 
4 
5 

L i n k s 
l - > 3 
2->4 
3->4 

E x i s t ? How is it 
d o n e ? 

A s s e s s m e n t How is it 
j u d g e d ? 

N o t e s 

Assessment is good (no change), poor (further analysis) , and does not 
exist (explore change) 

Table 4. 1: Compar i son table using SSM adapted from. 

Source: Wilson 2001: 25 

Conceptual Model Action 
1. Extract effort drivers 

2. Compare with previous projects 

3. Produce estimates 

4. Record actual performance 

5. Analyse variance and identify 
new effort drivers 

Real World 
Derived mainly from the user requirements. 
Project accounting systems do not collect details at 
the level of individual modules. 
Well defined way of presenting estimates exists. 
Project managers are essentially concerned with 
allocating hours to their projects - not with lower 
levels of information. 
Post implementation reviews do not specifically 
address accuracy of individual estimates in a blame-
free manner. 

Table 4. 2: Comparison table for the system that estimates effort. Source: Wilson 2001:6 
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4.9 Definition of Desirable and Feasible Changes 

The purpose of this s tage is to define those changes that are most 
feas ible and d e s i r a b l e . The poss ib le changes from the p rev ious s tage are 
cons ide red and we ighed us ing severa l c r i t e r i a , i nc lud ing the cost and 
benefi t of the change , and the po l i t i ca l f eas ib i l i ty . It is impor tan t that 
any p rob lems tha t might occur as a resul t of the changes are cons ide red . 
The resu l t of th i s s tage is that those changes tha t seem l ike ly , if 
implemen ted , to have a pos i t ive ou tcome in the s i tua t ion are 
r ecommended . 

There are some s teps that should be fol lowed when examin ing a change . 
For each p roposed change , the fo l lowing should be desc r ibed : 

1) reason for change , 
2) nature of change , 
3) means to br ing about change , 
4) po ten t i a l long- te rm effects of change . 

The reason for the change should inc lude a rgument s for why the change 
was sugges t ed in the f irs t p lace . In other words , why does the ex is t ing 
system need this change? The na ture of the change is an exp lana t ion of 
the contex t of the change . The means to br ing about change inc ludes the 
s teps r equ i red to b r ing about the change . The long - t e rm imp l i ca t i ons of 
the change to the sys tem should also be cons ide red . 

The po l i t i ca l f ea s ib i l i t y can be ana lysed by cons ide r i ng for whom the 
expected ou tcome wil l be pos i t i ve . F u r t h e r m o r e , who will l ikely oppose 
the change , and why. It is also helpful to examine the r e l a t ive power of 
the i nd iv idua l s for and aga ins t the change . The cost f ea s ib i l i t y ana lys i s 
inc ludes the cost i m p l i c a t i o n s . For example , how much wil l the change 
l ikely cost , and do the benef i t s jus t i fy the cos t s . The benef i t s should 
inc lude shor t and long- t e rm benef i t s tha t might offset or jus t i fy the 
cost . 

Stage 6 inc ludes a genera l f ramework for how to approach the weighing 
of the po ten t i a l c h a n g e s . It is quite f lexible and so can be t a i lo red for a 
pa r t i cu la r s i t ua t ion . Other methods will l ikely have to be used in this 
s tage , such as a method for e s t imat ing the cost of a change (Wilson 2001: 
27). 
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Figure 4.6: The conceptual model for a system used to estimate that current effort. 

Source: Wilson 2001: 26 

Problem Owner and Prob lem Solver 
The tab le for i l l u s t r a t i n g the problem owner and the p rob lem solver is 
hereby given be low. 

PROBLEM OWNER PROBLEM SOLVER 

Table 4. 3: Problem and Problem owner. 

Source: Wilson 2001: 27 

4.10 Recommended Action 

The purpose of the f inal s tage is to help the p r a c t i t i o n e r s recommend 
the change . The r e c o m m e n d a t i o n s should reach the people who have the 
au thor i ty to approve the changes . This s tage can a lso inc lude the ac tua l 
s ta r t ing of the change p roces s . It is impor t an t to note that the 
i n t roduc t ion of the ac t ion may change the s i t ua t i on so tha t new 
problems may a r i s e . If pos s ib l e , it may be a good idea to carry out the 
change in a t e m p o r a r y mock system to gauge the r e p e r c u s s i o n s . 
However , this me thod of t e s t ing would have to be on a fair ly s imple 
system o the rwi se it could requi re a lot of r e s o u r c e s . Once a t empora ry 
system is used and obse rved by an ana lys t , it could then be in t roduced 
into the real sys tem. 
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The final r epor t should inc lude the fo l lowing e l e m e n t s : 

1) an out l ine of the measures r ecommended , 
2) the benef i t s of the change , 
3) the cos ts of the c h a n g e , 
4) the cu l tu ra l and po l i t i c a l imp l i ca t i ons , and 
5) the f eas ib i l i t y of the measu re s . 

Of course , the c o n c l u s i o n s should be easi ly u n d e r s t a n d a b l e for all of the 
actors ( that is, s t a k e h o l d e r s ) wi thin the o rgan i sa t i on . 
Source: Wilson 2001: 28 . 

4.11 Critique of SSM 

Some of the c r i t i c s of SSM argue that it does not t ake into cons ide ra t i on 
the issue of coe rc ion in the o rgan i sa t i ona l se t t ing . Compared to other 
mode l s , the SSM p rov ide s the ins t rument s for a t t a in ing such objec t ives 
and it is c l ea r ly de ta i l ed and p rac t i ca l to implemen t . Midgley (1997:38) 
argues tha t coe rc ion can not be addressed t h r o u g h the use of 
conven t iona l sys tems me thodo logy , but can only be deal t with methods 
of campa ign ing and d i rec t po l i t i ca l ac t ion . 

The SSM is used to so lve some prob lems of the sys tem but it does not 
suggest bu i ld ing a whole sys tem. Nei ther does it sugges t t e l l ing the 
pa r t i c ipan t s what to do; ra ther they engage amongs t each other in 
c lar i fy ing i s sues . In some cases management may not be impressed by 
open-ended na tu re of the SSM. The seven step and s tages of the SSM is 
t ime consuming . It t ends to be l imi ted in des ign ing a new sys tem. 

From the above d i s cus s ion it is c lear that , a l t hough soft sys tems 
t h inke r s , have made an impor tan t con t r ibu t ion to managemen t , the 
sho r t comings must be recogn i sed and a f ramework def ined that would 
u t i l i se the s t r eng ths of Soft Sys tems Think ing and at the same t ime 
supply a d d i t i o n a l suppor t in the areas of weakness (von Solms 1998, 
73). 

4.12 Role of Facilitator 

The fac i l i t a ted s e s s ions were conduc ted with a va r ie ty of s t akeho lde r s . 
This r e s p o n s i b i l i t y was to t ransfer the ski l ls for us ing tha t pa r t i cu la r 
tool wi thou t d i c t a t i ng the t e rms . Fac i l i t a t ion is cons ide red at the 
ca ta lys t in the fo rmula t ion of p rob lema t i c q u e s t i o n s , combined with the 
use of sys tems too l s by pa r t i c ipan t s in dea l ing with pa r t i cu la r 
p rob lema t i c s i t u a t i o n s . The role of the f ac i l i t a to r is to p rov ide 
l eadersh ip and g iv ing d i r ec t ion in the format ion of g roups and prov id ing 
the way forward . 

This role demands the bu i ld ing of rappor t , t rus t and co l l eg ia l feel ing 
with the p a r t i c i p a n t s . The fac i l i t a to r needs to be r e source fu l in g iving 
gu idance on va r ious aspec t s regard ing the use of a pa r t i cu l a r tool and in 
conduc t ing spec ia l e x e r c i s e s . 
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A systems thinker facilitating change in an organisation can: 

• Think holistically; 
• Ensure compatibility between the philosophical, methodological, and 

practical aspects of systems 
• Be knowledgeable of the power, social and political contexts of their 

work 
• Be critically aware of the strengths and weaknesses of all relevant 

systems methodologies, methods and techniques; 
• Take an ethical approach; 
• Create, implement and sustain improvement in problematic situations 

(Main 2002:118). 

4.13 Summary 

This chapter briefly reviewed literature based on systems thinking. The 
chapter explored the ideas of Senge on systems thinking as the 
cornerstone of the five disciplines. The second part of the chapter 
included the clarification of the SSM in detail. In this chapter the 
seven-stage model by Checkland has been clearly defined. The research 
tools used in the study are foregrounded in systems thinking. These 
form an integral part of the approach that influenced the methodology of 
the study. This literature serves as a background for gaining insight to 
the following chapter. The SSM provides the necessary tools for use in 
conducting the study. The most prominent tools that feature in the study 
are namely, rich picture, spray diagrams, Learning iceberg, brainwriting 
tool and CATWOE. These tools are useful particularly in promoting 
dialogue. Secondly, they assist in exposing the systemic issues that do 
not appear on the surface. The practitioner uses them for purposes of 
identifying the assumptions, beliefs that influences our thinking. These 
assumptions are exposed during a process of dialogue. The systems 
thinking approach enables the researcher to work with the participants 
in identifying the elements that form the system. This kind of an 
approach brings a new perspective into the problematic situations. 
These may be unstructured, but as the process of dialogue and 
engagement continues they are given a structure. 

The next chapter describes how these tools were used in the 
implementation of DAS and IQMS policies. Some of these tools have 
been described in detail in the seven-stage SSM model. It will be noted 
in the next chapter that not all the envisaged stages of the SSM model 
were covered in the exercises. The reflections were based on the work 
that covered the years 2003 to 2006 in the implementation of DAS and 
IQMS. The Leadership Centre kept a record of some of the portfolio of 
evidence of the written assignments that were submitted for examination 
purposes. Most of the work was kept in the journals and portfolios after 
these workshops were conducted with the SMT members and principals 
in Vulindlela West Ward. 
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CHAPTER 5 

REFLECTIONS ON USE OF SYSTEMS THINKING APPROACH 

5.1 Introduction 

Although there has been a long discussion of the background and 
methodology of SSM, it is not the purpose of this research to give a 
step-by-step implementation of the method in practice. Further details 
regarding this SSM can be obtained from the literature that has been 
cited and other proponents who belong to the same tradition e.g. Flood 
and Jackson (1991), Flood (1995), and others cited in the previous 
chapter. This chapter gives a description of some of the highlights of 
the work that was covered whilst working with the Leadership Centre 
and also the engagement with the SMT members and principals from 
2003 to 2006 during the implementation of DAS and IQMS. The study 
did not use all of the seven stages of Checkland's model. The historical 
presentation of the outputs from the workshops conducted is presented 
in detail. The workshops were facilitated using the systems tools. The 
chapter accounts for the way the systems tools were used and the insight 
gained whist using them in the problematic situations in the 
implementation of DAS and IQMS programmes. The key highlights 
included are considered as indicators of improvement in the schools due 
to the systemic interventions. The study also features the weaknesses 
and shortcomings that were exposed during the implementation of DAS 
and IQMS in Vulindlela West Ward. 

5.2 Setting Boundaries in the analysis of the problem 

The context of the problem situation as earlier indicated in first 
chapter, can also be captured from the diagrams indicating the hard 
systems for DAS and IQMS. It can be seen from the ensuing reflection 
that the whole problem context is not only complex, but also involves so 
many stakeholders and would become an unmanageable group. Although 
historical in its nature, the research was also time consuming. The 
research draws from four years of engagement in which the researcher 
was subjectively involved as a both a participant and a facilitator. The 
involvement in the Mcom coursework was more engaging. It required 
that the involvement as a researcher, facilitator and participant. The 
research draws some of the learnings from the portfolios of evidence 
that were collected as documentary evidence of work from 2003 to 2006, 
as well as the engagement in workshops. Documents were used in order 
to address some of the issues and keep the records of progress. In 
addition to the analysis of these documents, the reference is made to the 
notes that were accumulated whilst working in the TESM project in 
collaboration with the Leadership Centre programme. The other sources 
of documents were the written assignments which included work for the 
Leadership Centre and TESM from the year 2003 to 2004. 
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5.3 Phases of Development 

The engagemen t wi th the TESM Projec t and Leade r sh ip Centre 
(Acc red i t a t i on P r o g r a m m e ) , involved being par t of a team in the 
res iden t ia l w o r k s h o p s . Some of the modules offered by the Leadersh ip 
Cent re , were sys tems theory and sys tems t h ink ing , l ea rn ing and change 
and school e f fec t iveness and school improvemen t . The programme 
required tha t one had to work with a pa r t i cu l a r group and present 
a s s ignmen t s . One a s s i g n m e n t that was comple ted was based on the 
deve lopment of sys tems maps , models and b r a i n w r i t i n g t oo l s , after 
engag ing with p a r t i c i p a n t s on chosen problem s i t ua t i on . In order to 
meet the above r e q u i r e m e n t s we worked with SMT members of 
Vu l ind le l a Ci rcu i t . Each ward p resen ted a se lec ted number o f t e n to 12 
pa r t i c ipan t s for the TESM workshops . The p r o g r a m m e was compi led by 
myself and ano the r SEM co l league from the V u l i n d l e l a Ci rcu i t . 

DLOKWAKHE W O R K S H O P FOR SMT MEMBERS: 14-16 March 2003 

On 14-16 March 2 0 0 3 , a t h ree -day workshop (which s ta r ted on a Fr iday 
t i l l Sunday) was conduc ted amongs t the SMT members from the five 
wards tha t compr i se Vu l ind le l a Ci rcu i t . From each ward inv i t a t ions 
were sent for each school to send two SMT member s . We ended up with 
a group tha t was too big for the venue that we could secu re . However , 
the TESM group members d ivided all the log i s t i ca l t asks for the 
workshop to con t inue under those c i r c u m s t a n c e s . The pa r t i c i pan t s were 
divided into g roups of five per desk and sea t ing . All the nine TESM 
members were a l l oca t ed groups to work with and p rov ide gu idance 
where neces sa ry . However , d i f ferent f ac i l i t a to r s on each item conduc ted 
the workshop , whi l s t the o thers were g iv ing a s s i s t ance where there was 
a need for c l a r i f i c a t i o n . The p rogramme made p r o v i s i o n for re f lec t ive 
exerc i ses after each i tem. The problem s i tua t ions tha t were p resen ted 
were fo rmula ted after the TESM group was br iefed to conduct 
workshops and get the i r f indings on the lack of use of TESM mater ia l in 
schools . The TESM fac i l i t a to r s sugges ted the fo l lowing topics for 
purposes of ge t t ing as much informat ion as we could use these too l s . 
These were some of the top ics that were fo rmula ted by the team for 
purposes of fur ther d i s cus s ion . 

A m o n g s t t h e s e t o p i c s w e r e such t o p i c s as n a m e l y : 

• The p rob lems a round managemen t r e s p o n s i b i l i t i e s and governance 
• The lack of suppor t by SGB members in pe r fo rming the i r dut ies 
• The conf l ic t be tween school management and school gove rnance 
• The con t inua l usage of co rpora l pun i shment by educa to r s in schools 
• The fa i lure in the imp lemen ta t i on of DAS in schoo ls 
• The fa i lu re of schoo l s in us ing TESM manua l s 
• The fa i lure to imp lemen t Whole School Eva lua t ion 

The group was as s igned the top ic ; The Failure in the implementation of 
DAS in schools. The group d iscussed the p rob lems around the DAS 
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programme. This co l l ec t i ve ag reemen t was s igned in 1998 by the 
Nat iona l Educa t ion depa r tmen t and the t e ache r s un ions . In 1999 
workshops were conduc ted for p r inc ipa l s and SEMs about the pol icy 
document . However , the r e so lu t ion was never imp lemen ted in the 
schools across the p rov ince of Kwazulu Na ta l . This p rob lema t i c 
s i tua t ion surfaced when the TESM group worked with the Leadersh ip 
Centre f a c i l i t a t o r s . The pa r t i c ipan t s were br iefed tha t the use of this 
approach does not nece s sa r i l y equip one to be a sys tems ana lys t , ra ther 
it g ives you ano the r pe r spec t i ve on the real world . 

Figure 5.1: The Learning Iceberg Tool 

During the p r o g r a m m e the r e spons ib i l i t y rested on the r e sea rche r to be 
the main f ac i l i t a to r and to dr ive the whole p r o g r a m m e . After all the 
log is t ica l a r r a n g e m e n t s had been a t t ended , the p r o g r a m m e con t inued . 
During the in i t i a l s tages of the p rog ramme , the purpose was c lar i f ied 
and the r a t i ona l e for work ing with the SMT m e m b e r s . Secondly , an 
exp lana t ion was made of the school as a system and a demons t r a t i on of 
this concept in t e rms of the e lements tha t make the school sys tem. The 
SMT members made the i r con t r i bu t i ons r ega rd ing the e l emen t s of a 
school . As lead f ac i l i t a to r , the r esea rcher desc r ibed the learn ing tool 
i l lus t ra ted above . This involved exp la in ing the d i f ferent s t ages , s ta r t ing 
from the even t s , pa t t e rn s even tua l ly to the s t r u c t u r e . Examples were 
made to c lar i fy each step in order to point out tha t what each concept 
enta i l s from a sys tems p e r s p e c t i v e . This was the most c ruc ia l par t of the 
workshop , b e c a u s e the SMT members needed to u n d e r s t a n d the value of 
using the l ea rn ing i ceberg too l . The example of a school was used in 
order to deve lop the concep t ua l i s a t i on from the event level to the 
s t ruc tu ra l i s sues . Most of the s t ruc tura l i ssues that were ra ised were 
used as p r o b l e m a t i c s i t ua t ions for the other g roups . The main point that 
this sec t ion a imed to get th rough is the s ign i f i cance of ident i fy ing our 
a s sumpt ions and b r ing ing them under sc ru t iny by us ing t he se too l s . 
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Systems Map for I n i t i a t i v e s 

OBE 

FET 

MIP 

SDP 

EMD COLTS 

SYSTEMATIC 
EVALUATION 

VALUES IN 
EDUCATION 

TGE 

TESM 

WSE 
FINANCIAL 

MANAGEMENT 

Figure 5.2 : System Map for initiatives 

The next exe rc i se was based on the top ics that were ass igned to each 
g roup , work ing with the TESM fac i l i t a to r s . Each group was given a 
p rob lema t i c s i t ua t i on , whi ls t working under the gu idance of a TESM 
fac i l i t a to r . Every group was given paper and koki pens , and was 
supposed to repor t dur ing that sess ion . The r e s e a r c h e r ' s group worked 
the fa i lure in the imp lemen ta t i on of DAS in s c h o o l s . Dur ing th is 
exerc i se members of the SMT group ident i f ied the bounda ry for DAS, by 
naming all the i n i t i a t i v e s offered by the educa t ion depa r tmen t . The next 
exerc i se that was per formed by the group was the iden t i f i ca t ion of other 
in i t i a t ives that are conduc ted by the educa t ion depa r tmen t and which 
have an impact on the school sys tem. In the i r p r e s e n t a t i o n they had 
c lass i f ied the above sub - sys t ems as e lements tha t are cons ide red to be 
in i t i a t ives tha t have an inf luence on the schoo l . The depar tment of 
educa t ion dr ives these i n i t i a t i v e s , a l though in an u n c o o r d i n a t e d manner . 
The other sys tems map ind ica tes the c r i t e r i a tha t make up the DAS 
system. 

These c r i t e r i a are l inked and have an inf luence on each o ther . 
F igure 5.2 i nd i ca t e s the bounda ry for DAS and the e n v i r o n m e n t in which 
it ope ra t e s . All the p r e s e n t a t i o n s were put on paper for the p lenary 
sess ion . F igure 5.2 ind ica te s the in i t i a t ives tha t were conduc ted by the 
depar tmen t of educa t i on dur ing that t ime . The groups p resen ted about 12 
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sys tems maps dur ing the p lena ry sess ion . These t op i c s covered a var ie ty 
of issues regarded as p rob l ema t i c s i tua t ions . Dur ing the d i scuss ions the 
SMT members ra ised se r ious concerns about the roll out plan by the 
educa t ion d e p a r t m e n t for these p rog rammes , as they were dr iven from 
different s u b - d i r e c t o r a t e s . The manner in which these p rog rammes were 
dr iven made a nega t ive impact on the t each ing and l ea rn ing at school . 

These were a lso i l l u s t r a t ed in the r ich p ic tu re that was compi led by the 
p a r t i c i p a n t s . There a number of unde r ly ing a s s u m p t i o n s which are the 
cause for such c o m p e t i t i o n for space , p a r t i c u l a r l y when the p rogramme 
or in i t i a t ive c o - o r d i n a t o r s plan the i r workshops . This causes a lot of 
s t ress and s t ra in on the school r e s o u r c e s - t eache r s are ca l led for adhoc 
w o r k s h o p s , l ea rne r s are left wi thout t eache r s due to a ser ies of 
workshop i n v i t a t i o n s . 

Hard Sys tems for DAS Cr i t e r i a 

C o m m u n i c a t i o n s ^~ human re lat ions 

Curriculum deve lopment school deve lopment 

t 
Current c l imate , t each ing and learning [servicing SGB 

I t 
Profess ional deve lopment career l eadersh ip management 

Record keeping s tra teg ic p lanning 

Classroom management f inancial management 

Lesson p r e s e n t a t i o n 
methodology] educat ion management deve lopment 

I 
Appraisa l programme extra curr icu lar 

Figure 5.3 : Hard systems for DAS criteria 

In another exe rc i se the SMT group ana lysed the DAS c r i t e r i a in order to 
get ins ight into what sort of link and r e l a t i onsh ip ex is t s be tween them. 
A sys tems map was compi l ed after a b r a in s to rming ses s ion , in which 
con t r ibu t ions were inv i t ed . The DAS po l icy documen t i nd ica t e s all of 
the above c r i t e r i a that need to be per formed by the educa tors at 
different levels of the i r func t iona l i ty . The above sys t ems map i l lus t ra tes 
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the c r i t e r i a for DAS, a l though there is no link in the way it was 
a r t i cu la t ed . 

The sys tems map in f igure 5.4 below ind ica tes the number of c r i t e r ia in 
which the d i f ferent levels of educa tors are supposed to work with. The 
Post Level PL1 educa to r s are ass igned only 13 c r i t e r i a , whereas the 
HODs work wi th 15 c r i t e r i a and the Deputy p r inc ipa l and pr inc ipa l 
share the same 23 c r i t e r i a . The above c r i t e r i a were conso l i da t ed in order 
to get a p ic tu re of the c r i t e r i a and check for r e l a t i o n s h i p s . The IQMS 
cr i t e r ia have been c o n s o l i d a t e d into a few c r i t e r i a . It could have been 
done for pu rposes of min imiz ing the scope for the app ra i see and the 
appra i se r . From a c o m p a r a t i v e pe r spec t ive the c r i t e r i a in DAS are too 
cumber some . This ends up in the l eng then ing the process of 
o b s e r v a t i o n s . N e v e r t h e l e s s the c r i t e r i a are all r e la ted to the job 
desc r ip t ions of the educa to r s in thei r different levels and ranks as 
ind ica ted in f igure 5.4 be low. From a hard sys tems p e r s p e c t i v e , the 
ana lys t s can observe tha t th is approach to the i m p l e m e n t a t i o n of DAS 
was p r o b l e m a t i c , in the sense that the appra i see ended up with a number 
of th ings tha t needed to be handled wi th in the t ime cons t r a in t s of the 
academic year . The imp l i ca t ion for the p rac t i ce is tha t every educator 
needed to be obse rved by his or DAS Suppor t Group pe r fo rming on the 
above c r i t e r i a , depend ing on the level and pos i t i on of the educa tor . 
Wi thout any p roper t r a in ing on the imp lemen ta t i on , the educa to r s were 
left on the i r own wi thout any gu idance . Dur ing year 2000 the co
ord ina t ion and t r a i n i n g for DAS was left to chance . There was no 
ownersh ip of the p rog ramme by any of the s u b - d i r e c t o r a t e s that were in 
ex i s t ence . 

Systems Map for DAS Cr i t e r i a 

HOD 15 

Figure 5.4: Systems Map for DAS criteria 
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The Bra inwr i t i ng Tool 

This tool is a lso re fer red as the 6-3-5 . The 6 s tands for the number of 
people in a g roup , the 3 s tands for the three ideas to be wr i t ten and 
last ly the 5 for the a l l oca t ed five minutes to read the p rev ious p e r s o n ' s 
ideas and wr i te new ideas before the paper is moved to the next person . 
After each member has j o t t e d three ideas on the co lumns , the A4 paper 
is moved to the next pe rson . This exerc i se r equ i res tha t the next person 
read the ideas wr i t t en by the person who has fo rwarded the paper and 
develop fur ther ideas tha t t r iggered from what he / she has read. The 
papers from group member will move unt i l all the squares are f i l led, in 
each paper . 

In the fo l lowing exe rc i se the SMT members were d iv ided into groups of 
six per tab le and desk , accord ing to the i r s i t t ing . This was done for the 
purpose of us ing the b r a i n w r i t i n g too l . 
The repor t was based on the fa i lure in the i m p l e m e n t a t i o n of DAS in 
schoo l s . In the meanwhi l e other groups were work ing and con t inu ing on 
their t op i c s . This exe rc i se ensured that everyone p a r t i c i p a t e s by means 
of con t r i bu t ing h i s \he r fair share . Unlike in a d i scuss ion some people 
tend to domina te the p r o c e e d i n g s . At the end of the task the members of 
the group checked for those poin ts which were s imi l a r , or more or less 
the same and those tha t were to ta l ly d i f ferent . Later on those comments 
were grouped t oge the r in t e rms of the above c r i t e r i a . 

In summary , the p a r t i c i p a n t s captured the fo l lowing i ssues namely: 

• The lack of p roper t r a in ing for the p r i n c i p a l s , SEMs and educa tors 
• The lack of owner sh ip of the DAS p rog ramme by the Depar tmen t of 

Educa t ion off ic ia ls 
• Poor c o m m u n i c a t i o n of the pol icy to all the r e l evan t s t akeho lde r s 
• Lack of c o - o r d i n a t i o n of in i t i a t ives wi th in the educa t ion depar tmen t 
• The susp ic ion tha t DAS was another ' i n s p e c t i o n ' in d i sgu i se 
• The nega t ive a t t i t udes that p r i n c i p a l s , un ions , educa tors 

demons t r a t ed aga ins t DAS 
• The fears of ge t t i ng into someth ing new 
• The cascad ing model that was used left eve ry th ing to chance 
• The po l i cy ove r load being exper ienced at school level due to 

t r ans fo rma t ion 
• The lack of capac i ty , r e sources and sk i l l s for the imp lemen ta t i on of 

DAS p r o g r a m m e 
• The lack of a c c o u n t a b i l i t y , t ime frames for the whole p rogramme 

These i ssues were of a sys temic na tu re , i nd i ca t ing a messy s i tua t ion . 
The s i tua t ion r equ i r e s an unde r s t and ing of the con tex t in which DAS 
was supposed to ope ra t e . Due to the t ime cons t r a in t s the next step could 
not be conduc ted . This step involved the use of the inf luence d iagram, 
whereby it could be checked which poin ts have d i rec t and less direct 
inf luence on each o ther . The issues that emerged dur ing the b ra inwr i t i ng 
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exerc i se are more or les the same as those i l l u s t r a t ed in the mul t i - cause 
d iagram ind ica ted in f igure 5.5 be low. 

Bra inwr i t i ng Tool 

Name of pe r son 

1 

2 

3 

4 

5 

6 

7 

8 

9 

10 

11 

12 

Figure 5.5 : Brainwriting tool 
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T h e F a i l u r e of D A S P r o g r a m m e 

Lack of m o n i t o r i n g 

N 

J 
u m e r o u s 1 n 111 a 11 v 

Pol icy o v e r l o a d 

± Case 

ack of ownersh ip l |self de fence 

î  t ~4 
a d i n e model t r a n s f o r m a t i o n cTiallen 

Past u n b a l a n c e s 
ges 

False 1 , I— 
p e r c e p t i o n s ! |fear of c h a n g e Di f fe ren t d e p a r t m e n t s ! I | _ 

ji Time Cons t ra in t s n o n - e x p o s V n 

Change' demani 
A p a r t h e i d sys tem 

I 
P o l i t i c a l d y n a m i c s 

F i g u r e 5 . 6 : S p r a y d i a g r a m for F a i l u r e of t h e D A S p r o g r a m m e 

A n o t h e r e x e r c i s e t h a t t h e g r o u p e m b a r k e d u p o n i n v o l v e d t h e u s e of a 
s p r a y d i a g r a m . T h e r e s e a r c h e r d e s c r i b e d h o w to u s e t h e a b o v e 
i l l u s t r a t e d s p r a y - c a u s e d i a g r a m to t h e p a r t i c i p a n t s . E v e r y p a r t i c i p a n t 
w a s m a d e a w a r e t h a t t h i s i n v o l v e s a s k i n g t h e q u e s t i o n a b o u t ' w h a t 
c a u s e s w h a t " . In t h e a b o v e r e s p o n s e s t h e p a r t i c i p a n t s w e r e r e s p o n d i n g to 
t he q u e s t i o n of w h a t c a u s e d t h e f a i l u r e in t h e i m p l e m e n t a t i o n of D A S . 
T h e o t h e r g r o u p s a l s o c o n t i n u e d to d e l i b e r a t e on t h e i r p r o b l e m a t i c 
s i t u a t i o n s \ t o p i c s . T h e n a f t e r , a l l t h e g r o u p s w e r e i s s u e d w i t h t h e n e x t 
se t of p a p e r s t o d r a w a s p r a y d i a g r a m . D u r i n g t h e p l e n a r y s e s s i o n e v e r y 
g r o u p p r e s e n t e d t h e i r o u t p u t , d e p e n d i n g on t h e a l l o c a t e d p r o b l e m a t i c 
q u e s t i o n . 

T h e s p r a y d i a g r a m i n d i c a t e s t h e i n p u t s t h a t w e r e m a d e by t h e 
p a r t i c i p a n t s c o n c e r n i n g D A S . T h i s e x e r c i s e b e c a m e c l e a r e r as t he 
p a r t i c i p a n t s h a d i n i t i a l l y c o n d u c t e d a b r a i n w r i t i n g s e s s i o n , on t h e 
s i m i l a r t o p i c . 
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This became the tu rn ing poin t for some SMT members in te rms of the i r 
unde r s t and ing of the i ssues that led to the fa i lure of the implemen ta t ion 
of DAS in V u l i n d l e l a Ci rcu i t . 

SACOL W O R K S H O P 15-16 JULY 2003 

On the 15-16 of July 2003 a two-day workshop was conduc ted dur ing the 
winter h o l i d a y s . The p lann ing and fac i l i t a t ion of the workshop was 
jo in t ly done wi th an SEM col league from Swee twa t e r s Ward . For this 
workshop SMT members were invi ted from the five wards tha t compr ise 
the Vu l ind l e l a C i rcu i t . Dur ing those ho l idays the re was a t r emendous 
response from the SMT members who in i t i a l ly had p a r t i c i p a t e d in the 
th ree -day 14-16 March 2003 w o r k s h o p s . The venue tha t could be secured 
was at Sacol in P i e t e r m a r i t z b u r g . That venue was not su i t ab le for the 
number of people who re sponded , bes ides those who came due to the 
in te res t tha t was c rea ted by those who were in the p r ev ious workshop . 
The workshop was more focused on the fa i lure of the imp lemen ta t i on of 
DAS. The h i g h l i g h t s and cha l l enges of this wil l be summar i sed in order 
to avoid d u p l i c a t i o n . However , the workshop was di f ferent in the sense 
that p r i nc ipa l s a lso a t t ended and the outcomes set for it were different . 
Most of the exe rc i s e s conduc ted in this workshop were c la r i f ied in the 
above d i s cus s ion . The key outputs of the workshop were a focus on the 
use of the sys tems too l s in order to unders t and the p rob l ems around the 
fai lure to imp lemen t DAS in Vu l ind le l a Ci rcu i t . The areas that we 
covered are on the use of the char ts for the sys tems maps , the inf luence 
d iagram, the b r a i n w r i t i n g too l , and the r ich p i c t u r e . For this 
d i s se r t a t i on we wil l not repeat the whole p rocess once aga in , except to 
ind ica te its h i g h l i g h t s . 

The engagemen t dur ing th is workshop was d i f ferent in the sense that 
some p r inc ipa l s a lso wanted to be par t of the w o r k s h o p . The exc lus ion 
of these SMT members in the p rev ious workshop was rea l i sed as a 
mis take . Second ly , most of the pa r t i c ipan t s who were in the 14-16 
March 2003 workshop were a s s i s t ing in g iv ing gu idance to the other 
members . The g roups were ass igned a range of p r o b l e m a t i c s i tua t ions 
that have a bea r ing on the work of SMTs. These t op i c s inc luded issues 
about the fa i lure of SMT in conduc t ing the i r r e s p o n s i b i l i t i e s , the 
increas ing secu r i ty and safety issues at school , the high fa i lure rate of 
learners in g r ades , the fa i lure of the SGB in p l ay ing a leading role in 
f inancia l managemen t . Every group was tasked with the role of se lec t ing 
a group leader who will ass is t in l ia i s ing with the f ac i l i t a t o r s , and 
resen t ing repor t s and s u b m i s s i o n s . The keen in t e re s t on DAS genera ted 
a lot of en thus i a sm amongs t the SMT members who p a r t i c i p a t e d in these 
last two w o r k s h o p s . There was a pos i t ive a t t i t ude and renewed in teres t 
in a t t empt ing to imp lemen t DAS in the schoo l s . Howeve r , the p reva i l i ng 
c i r cums tances at schoo ls were not the same, as be ing in a workshop 
a tmosphere where eve ry th ing seemed easy. What pe rmea ted th rough 
these workshops was a spi r i t of unde r s t and ing the messy and complex 
issues p reva i l i ng at the schoo l s . The p rocess of engag ing with these 
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complex issues r e su l t ed in the surfacing of a number of i ssues that were 
taken for gran ted as g ivens . 

WORKSHOPS IN V U L I N D L E L A WEST WARD: 2003 

One-day and two-day workshops were conduc ted with post level 1 
educa to r s , SMT members and p r inc ipa l s on DAS i m p l e m e n t a t i o n . This 
study repor t s on summar i sed vers ions on the key h igh l i gh t s and some 
outputs of those w o r k s h o p s . Ongoing DAS workshops were held with 
var ious s t a k e h o l d e r s to ensure maximum p a r t i c i p a t i o n and unde r s t and ing 
of the p roces s . It was s t r a t eg ic dec is ion to work most of the t ime with 
the p r i n c i p a l s , as they are the key entry poin ts for all the depar tmen ta l 
po l ic ies at school leve l . Secondly , they play a meaningful and 
in f luen t ia l role in t ak ing po l icy dec i s ions about the changes to be 
effected at the schoo l . 

STEPS 

The p r inc ipa l s were engaged in a ser ies of workshops (2003) with the 
in ten t ion of f inding out more about the DAS po l i cy . Most of the t ime 
that was spent with p r i nc ipa l s revolved around DAS. These fo l lowing 
sugges t ions emana ted from some of those w o r k s h o p s . The core ac t iv i ty 
of these w o r k s h o p s was to formula te i n t e rven t ions tha t wil l make the 
system eff ic ient . The p r inc ipa l s were working in g roups and wr i t ing 
their sugges t i ons in c h a r t s . The groups p resen ted the i r wr i t ing in large 
newspr in t on large p i eces of paper and hung it on the wal l . Each group 
was p resen ted with an oppo r tun i t y to clar ify the i r work. In this p lenary 
sess ion all these ideas were put toge the r under the subhead ings 
ind ica ted . A s ign i f i can t emergent issue was va lue of group work and 
ownersh ip of the p rog ramme by the p a r t i c i p a n t s . 

In the subsequen t workshops th i s model was p re sen ted in a typed format 
to the p r i n c i p a l s . Some of the sugges ted ideas were imp lemen ted dur ing 
the c lus te r mee t ings held amongs t the p r i n c i p a l s . The fo l lowing are 
some of the ou tpu t s from the p r i n c i p a l ' s w o r k s h o p s . 

PROBLEM D E F I N I T I O N OPPORTUNITY: The Failure in 
implementation of DAS 

STATED O B J E C T I V E S 

These were c o n s i d e r e d to be the ob jec t ives for improv ing the s i tua t ion . 
The groups fo rmula ted these as the ob jec t ives for the exe rc i s e . 

• To implemen t an effect ive DAS p rog ramme . 
• To empower educa to r s on ski l l s requ i red for DAS. 
• To change a t t i t udes of educa to r s towards p e r c e p t i o n s of DAS. 
• To improve i m p l e m e n t a t i o n p rog ramme. 
• To des ign ef fec t ive mon i to r ing tools for DAS. 
• To expose educa to r s to t r ans fo rma t ion p r o g r a m s . 
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ACTIVITIES 

Schools to conduc t a SWOT ana lys i s in order to ident i fy and p r io r i t i s e 
the needs 
• Ident i fy needs based on p r io r i t i e s . 
• Design p lans for deve lopmen t . 
• In teg ra te DAS p rog rammes with School Deve lopmen t P l ann ing . 
• Engage in advocacy campa ign to educa to r s . 
• P rac t i ca l c o m p l e t i o n of DAS forms. 
• Use v ideos as re fe r ra l s for obse rva t ions of educa to r s ref lec t ion 

exe rc i se . 
• Based on v ideo o b s e r v a t i o n s . 
• Develop DAS p rog ramme for all levels of educa t ion . 
• Des ign an ope ra t i ona l p lan for the Ward . 
• C lus te r ing of schoo ls for DAS ne tworks . 

RESOURCES : Iden t i f i ed for imp lemen t ing DAS 

• S ta t ione ry , DAS manua l s . 
• TESM manua l s . 
• OHP/ t e l e - v i d e o s , v i d e o c a s s e t t e s 
• Human Resou rce s tha t is , un ions , 

Groups 
• Files and forms 
• T r a n s p a r e n c i e s 
• Check l i s t for the c r i t e r i a needs to 
• Lesson o b s e r v a t i o n s 
• Eva lua t ion forms 
• Mon i to r ing I n s t r u m e n t s . 

KEY P E R F O R M A N C E I N D I C A T O R S : to indicate the performance in 
implementation 

• Increased number of appra i sed educa to r s . 
• A v a i l a b i l i t y of DAS p lans . 
• SWOT ana lys i s r epo r t s . 
• Fi l led P ro fe s s iona l Growth Plan fo rms / f i l e s . 
• Func t iona l S D T ' s inc reased number of comple t ed cyc les of appra i sa l . 
• Readi ly a v a i l a b l e school p rog ramme. 
• Changing of t e ach ing me thodo logy and improved lea rner 

a ch i evemen t s as re f lec ted by WSE. 
• More i nv i t a t i ons for DAS in t e rven t i ons . 
• Inc reased number of learner mo t iva t i ons . 
• Vis ib le school d e v e l o p m e n t p rog rammes . 
• Increased use of TESM manuals and other r e sou rce s . 

During the course of the workshop each group was ass igned a top ic and 
a task to per form. From the tasks that were a s s igned the above inputs 

depa r tmen t o f f ic ia l s , Das Suppor t 

be fo rmula ted 
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were put t oge the r . The group decided to formula te the ob jec t ives for the 
implemen ta t ion of DAS at school leve l . The above ob jec t ives were 
cons idered as the key ob jec t ives to be a c c o m p l i s h e d . Secondly , one 
group was work ing on the ac t iv i t i e s that needed to be performed 
work ing on the implemen ta t ion of the po l icy . The above were 
cons idered to be s t r a t eg i e s for the implemen ta t ion of DAS in all the 
schoo l s . Another group was busy with the r e sources that are requi red in 
order to implemen t DAS in each school . As will be noted above the 
above r e sou rces were ident i f ied as the main r e q u i r e m e n t s for a proper 
imp lemen ta t ion of DAS. The last g r o u p ' s task was to identify the 
ind ica to r s of p e r f o r m a n c e . The above po in te r s were cons ide red to be 
ind ica to r s of pe r fo rmance . The pat tern that was fo l lowed was based on 
the Profess iona l Growth Plan (PGP) . This PGP requ i r e s that each 
ind iv idua l educa to r with h i s /her DAS Suppor t Group needs to formula te 
a p rofess iona l growth plan . In this PGP he/she must ind ica te the areas 
that need to be deve loped , in te rms of the s e l f - eva lua t ion he/she has 
conduc ted . 

The con t inua l engagemen t with other pa r t i c ipan t s a l lowed further inputs 
on DAS. In i t i a l ly the Vu l ind le l a West p r i n c i p a l s pa r t i c ipa ted in 
p rev ious w o r k s h o p s which laid the foundat ion for the above inputs . This 
s tudy would have been too cumbersome to involve all the repor t s on the 
envisaged SSM p roces s . The fo l lowing sys tems too l s were used for this 
s tudy, namely , the iceberg learn ing too l , spray d iagram, the 
b ra inwr i t i ng too l , the rich p ic tu re , CATWOE, Root def in i t ion and 
Concep tua l mode l . The study presents a summar i sed vers ion of the key 
h igh l igh t s of those w o r k s h o p s . However , as the s tudy unfo lds , c la r i ty 
will be given on the use of some of the sys tems too ls dur ing the 
imp lemen ta t i on of IQMS from 2004 onwards . Suffice to say that some of 
the s t r a t eg i e s that were sugges ted above , were not neces sa r i l y looking 
at the messy and complex i s sues . 

In the po l icy documen t the cycle that is env i saged for the 
imp lemen ta t ion of DAS is i l lus t ra ted in the d iagram (Fig 5.4) . The cycle 
looks easy to imp lemen t DAS from a hard sys tems p e r s p e c t i v e . Dur ing 
the d i s cus s ions with the group of pa r t i c ipan t s the sugges t i ons above 
were fo rmula ted as some of the means for improv ing on the ex i s t ing 
DAS mode l . The po l icy document proposes that the fo l lowing ac t iv i t i e s 
need to be conduc ted dur ing the imp lemen ta t i on . Al though the cycle 
may look on paper to be c lear , the implemen ta t ion was not easy due to 
some of the i ssues that were surfaced in f igures 5.5 and 5.6 that is, from 
the b r a i n w r i t i n g exe rc i se and the spray d i ag ram. A quick look at the 
above inputs from the p r i n c i p a l ' s workshop i l l u s t r a t e s that the method 
that was fo l lowed did not fully cons ider the cu l tu ra l and pol i t ica l 
i s sues . From a c r i t i ca l pe r spec t i ve , the main p rob lems for the 
imp lemen ta t i on of DAS were those of a sys temic and s t ruc tu ra l na ture . 
Those i ssues were surfaced dur ing the workshop and are i l lus t ra ted in 
f igure 5.4, tha t is, the spray diagram for DAS. 
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Hard System for DAS Cycle 
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Figure 5.7: Hard Systems for DAS Cycle 

Source DAS policy document (Res 4 /1998) 

The above i l l u s t r a t i on indica tes the cycle for the implementa t ion of 
DAS as indica ted in the policy document . From a hard systems 
pe r spec t ive , it looks very easy to implement the po l icy , a l though there 
are a number of dynamics in the p rac t i ce . These are not easy to notice 
from this model . However , as the process cont inued the par t i c ipan t s 
indicated other i ssues tha t are may supplement and enr ich what is 
i l lus t ra ted in the DAS cycle . All these i ssues of a sys temic na ture were 
undermining the implementa t ion of DAS. Insp i te of all the schools 
receiving the i r pol icy documents , tha t could not guaran tee the 
implementa t ion . A cu l tu ra l and po l i t i ca l ana lys i s needed to be 
conducted to identify some of the s t ruc tu ra l i ssues and br ing them to the 
surface . From an opera t ions perspec t ive this system looks complete and 
s impl i s t i c . It envisages all the above logical and sequent ia l s tages to be 
followed wi thout any cons idera t ion of the complex na tu re in which the 
schools funct ion. The genera l content ion would be tha t given the proper 
t ra in ing and guidance all the p r inc ipa l s will implement the policy in 
their schools by us ing the pol icy document as a guide . Such a 
mechanis t ic view holds tha t the schools are eff icient , educators are 
r a t iona l , and the envi ronment is conducive for the implementa t ion of the 
pol icy . Therefore these pol icy document need to set these predetermined 
sets of ac t iv i t i e s - the emphasis being on cont ro l . The s t ra tegy that the 
educat ion depar tment adopted was very far from a people-centred 
approach- and this wa te red down all the good in tent ions and efforts of 
the po l icy-makers and decis ion makers . 
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Hard Sys tems DAS Model {In tegra ted Model} 
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Figure 5.8 : Hard System for DAS model 

Source DAS policy (Res 4/1998) 

The pol icy d o c u m e n t s for DAS env isage the above s tages tha t comple te 
the cycle for the i m p l e m e n t a t i o n of DAS. Al though these steps are 
c lear ly laid down in the pol icy document , which does not mean the 
imp lemen ta t i on can be done up to the last s tage , let a lone the first 
s tage , which invo lves the ana lys i s of needs . A quick look at the pol icy 
document for DAS ind i ca t e s tha t the system is very s imp le . The issue is 
that p rob lems a r i se when the pol icy needs to be imp lemen ted at the 
school . The above sys tems d iagram ind ica tes the cycle for DAS 
imp lemen ta t i on as i l l u s t r a t ed by the pol icy document . This is a 
s impl i s t i c i l l u s t r a t i on of the DAS model from a hard sys tems 
pe r spec t i ve . The a s s u m p t i o n s were tha t in order to implement this 
pol icy they needed to set a p rogramme of log ica l a c t i v i t i e s , wi thout 
cons ide r ing the s i t ua t i ona l i s sues . The a s sumpt ions are that all schools 
are ope ra t ing on the same level in te rms of t he i r pe r fo rmance . This 
means that what p r eva i l s in school A, also p r eva i l s in school B. The 
pol icy was c o n c e i v e d wi thou t any cons ide ra t i on of the legacy of rise in 
un ionism that led to the demise of the inspec t ion sys tem. An approach 
based on the above pa rad igm conce ives schools as c losed sys t ems . This 
is based on the m e c h a n i s t i c me taphor , tha t the system has all the 
e lements that have been put toge ther to compr i se the whole . If a 
problem ex is t s with a ce r ta in e lement , the a s s u m p t i o n is that there will 
be a ' qu ick f ix ' in tha t pa r t i cu l a r dys func t iona l a rea . 

This kind of t h i n k i n g negates the not ion of see ing the other 
env i ronmen ta l fac tors that may impact nega t ive ly on the school . 
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With such a manage r i a l b ias that be l i eves that p rob l ems wil l be solved 
by s imp l i s t i c a l l y def in ing the goa l s . Such an au tho r i t a r i an and 
au toc ra t i c d e c i s i o n - m a k i n g re l ies on the use of a ' s t i c k ' pol icy in the 
imp lemen ta t i on of po l i cy documen t s . 

THE RICH PICTURE 

In most of the w o r k s h o p s conduc ted with the big g roups invo lv ing the 
SMT member s , the r ich p i c tu re were drawn by the p a r t i c i p a n t s . In 2003 
the TESM group conduc ted the exerc ise whereby a r ich p ic tu re was 
deve loped . Those were the first expe r i ences of work ing with rich 
p ic tu res . 

Most of those r ich p i c tu re s and other ou tputs were compi led for group 
por t fo l ios for TESM s tuden t s . Most of the e x p e r i e n c e s in working on 
this DAS p r o b l e m a t i c s i tua t ion were shaped by tha t expe r i ence . The 
other r ich p i c tu r e s tha t were produced by the p a r t i c i p a n t s in the 
workshops were not inc luded for this s tudy. Only two r ich p ic tu res have 
been se lec ted to i l l u s t r a t e the fa i lure of DAS and IQMS (see f igure 5.9 
and f igure 5 .16) . 

In i ssues tha t emerge from the r ich p ic tu re are the fo l lowing i ssues , 
namely ; the nega t ive a t t i tude of educa to r s aga ins t the DAS po l i cy , the 
lack of owner sh ip by the depar tment of educa t i on of f ic ia l s , the 
mu l t i p l i c i t y of o ther p rog rammes that tend to supe r sede DAS, lack of 
t r a in ing on DAS, the mi sconcep t ions about DAS, lack of d i rec t ion in 
DAS, to ment ion a few. The themes that emerged ind ica t e tha t these are 
s t ruc tu ra l i ssues tha t impede the imp lemen ta t ion of the po l icy , due the 
incapac i ty and i n c o m p e t e n c e of off icials wi th in the i n s t i t u t i on , and the 
demons t r a t ed nega t ive a t t i tude towards t r a n s f o r m a t i o n of the 
i n s t i t u t i ons . 

ROOT DEFINITION 

The Vu l ind l e l a West SMT members and p r inc ipa l s can be cons ide red to 
be the c l ien t dur ing these ser ies of workshop that were conduc ted . In a 
sess ion conduc ted wi th p r inc ipa l s in the V u l i n d l e l a West Ward , as 
pa r t i c ipan t s they fo rmula ted the root de f in i t ion . They were d iv ided into 
g roups , which p r e sen t ed thei r own root de f in i t i ons . In the p lenary 
sess ion all the p a r t i c i p a n t s s ta r ted working on the f inal root def in i t ion . 
This was a l ea rn ing expe r i ence for the p r i n c i p a l s , as they were d i rec t ly 
involved in the p r o c e s s . The final root def in i t ion that was formula ted 
involved b r ing ing the d i f ferent ideas from the p a r t i c i p a n t s . 

The Root def in i t ion was formula ted co l l ec t ive ly as fo l lows ; 
An integrated holistic DAS programme that will be fully owned by the 
educators and supported by the departmental officials in order to 
empower them with the relevant capabilities for effective teacher 
development. 
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The Rich Picture for DAS Failure 

Figure 5. 9 : Rich Picture of DAS 70 



C A T W O E 

This root def in i t ion was checked aga ins t the CATWOE mnemonic The 
pa r t i c ipan t s felt tha t the owners are the educa to r s , SMT members and 
depa r tmen ta l of f ic ia ls as they were the key peop le in the sys tem. The 
kind of t r a n s f o r m a t i o n tha t was env isaged is exp res sed as one that 
cap tures areas conce rn ing ownersh ip of the p r o c e s s , suppor t by the 
depa r tmen ta l o f f ic ia l s , empowerment of e d u c a t o r s , and teacher 
deve lopment . The kind of t r ans fo rma t ion that the sys tem requ i res also 
inc ludes a p rog ramme of con t inuous t r a in ing , mon i to r i ng and eva lua t ion 
of every s tage and phase of the p rocess . The Root Def in i t ion was tes ted 
aga ins t the CATWOE in order to cover aspec ts tha t fea ture in these two 
tasks . 

CATWOE TOOL ANALYSIS 

CUSTOMERS e d u c a t o r s , SMT members , p r i n c i p a l s , 
depa r tmen ta l of f ic ia ls , 

ACTORS educa to r s , off ic ia ls of the depa r tmen t 
T R A N S F O R M A T I O N in tegra ted p rog ramme , c o n t i n u o u s p rocess of 

engagemen t , owner sh ip , con t inuous t r a i n ing , 
mon i to r ing , eva lua t ion 

W E L T A N S C H U U N G j u d g e m e n t a l , inspec t ion , b u r e a u c r a t i c po l i cy , 
union document , d i sowned po l icy document , 
lack of co -ope ra t ion , cascade model 

OWNERS un ions , educa to r s , depa r tmen ta l off ic ia ls 
E N V I R O N M E N T t ime cons t r a in t s , t r a n s p o r t and commut ing 

i s sues , pol icy over load 

CONCEPTUAL MODEL 

The next s tage involved the formula t ion of the concep tua l model . The 
ideas f lowed from the d i scuss ions amongs t the p r i n c i p a l s . The 
concep tua l model cons ide red the issues tha t were ra i sed in the r ich 
p ic ture and the sys tems d i ag rams . The model tha t was formula ted was 
presen ted for a c r i t i q u e . These con t r i bu t i ons were recorded and 
c i rcu la ted for fur ther inpu t s . These were made a v a i l a b l e to all the 
p r inc ipa l s for use at school level . These were cons ide red as the s tages 
requi red for the i m p l e m e n t a t i o n of the DAS po l icy document . 

71 



A Conceptual Model for DAS 

ADVOCACY 

Raise awareness about model. 
Analyse needs of educators & Dept. Officials. 
Promote and advocate ownership of integrated 
approach. 

v-=rz 
OPERATION 

Empower educators & officials with relevant 
skills. 
Change attitudes of educators & officials. 
Influence the behavior of educators & officials 
Support the implementation plan 
Challenge the values of educators & officials 

Figure 5.10 : Conceptual Model for DAS 

5.4 Developments and Improvement 2003-2004 

The DAS model env i saged a t h ree - s t age process in order to implement 
DAS in Vu l ind l e l a Wes t Ward . It envisaged a t r a n s f o r m a t i o n p rocess , 
involv ing c rea t ing awarenes s and advocacy for the model , opera t iona l 
and i m p l e m e n t a t i o n s tage and last ly mon i to r ing and eva lua t ion . The 
in teres t that was deve loped in DAS was due to the awareness and 
advocacy amongs t the SMT members and p r i n c i p a l s . A major th rus t was 
made for the use of TESM manuals to suppor t the d e v e l o p m e n t at school 
level . These manua l s were p repared for the school manage r s as resource 
mate r i a l . They range from Nos 1-12, cover ing a wide range of t op ic s . 
The in format ion con ta ined in these TESM manua ls was used for 
purposes of t r a i n i n g the SMT members in school managemen t and 
gove rnance . 

The p r inc ipa l s s t a r t ed to group themse lves into c lus t e r s accord ing to the 
prox imi ty of the s c h o o l s . There were six c lus te r s that were formed out 
of the twen ty - fou r schoo ls that make Vu l ind l e l a West Ward. These 
c lus te rs were named after the areas and the loca t ions of the schoo l s . To 
ment ion a few, in the east there is Zwar tkop made of Umthoqotho 
secondary , U m q o n g q o t h o p r imary and Zwar tkop p r i m a r y . The Mpande 
c lus ter cons i s t s of Nyanda p r imary , Maria Memor ia l p r imary , Mpande 
Secondary , and Zuzu lwaz i j un io r secondary . The Mconjwana c lus ter is 

72 



made of Haza p r imary , Ju lukandoda p r imary and Mconjwana secondary . 
At Emafaka t in i the c lus te r is made of Zamuxolo p r i m a r y , Khobongwane 
pr imary and Emafaka t in i p r imary . The other c lus te r is compr ised of 
Sane l i s iwe p r imary , Musawenkos i j un io r pr imary and Mqhath i p r imary . 
Las t ly , Henley p r i m a r y , Kwashange p r imary and Mtho langqondo 
secondary also compr i sed a c lus te r . DAS requi red tha t schools identify 
areas of need and fo rmula te school deve lopment p l ans . For the most part 
of 2003 the focus for most schools was on c r i t e r i a No 17, that is 
con t r ibu t ion to school deve lopmen t , No 12, se rv ic ing the govern ing 
body, No 21 f inanc ia l p l ann ing and managemen t . Every p r inc ipa l 
ident i f ied his /her DAS Suppor t Group , that is - a pee r , senior and union 
member . In most of the pane ls the SEM played the role of senior , 
a l though these pane l s worked even dur ing his a b s e n c e . Each pr inc ipa l 
deve loped a Pe r sona l Growth Plan (PGP) . The panel members also 
ass i s ted the app ra i s ee with the formula t ion of the PGP. 

Through these c lu s t e r s and pane ls communi t i e s of p r ac t i ce were being 
formed (Wenger 1998:7) . Wenger (1998:9) a rgues that l ea rn ing 
t ransforms our i den t i t i e s in such a way tha t we feel grea t for the 
ach i evemen t s tha t we have acqu i red due to our exposu re to learn ing . 
Workshops were conduc ted for the c r i t e r ia for the c r i t i ca l c r i t e r i a , Nos 
12, 17, and 2 1 , on se rv i c ing the govern ing body , c o n t r i b u t i o n to school 
deve lopmen t and f inanc ia l p lann ing and m a n a g e m e n t . The p r inc ipa l s 
worked on the r e q u i r e m e n t s to meet the above c r i t e r i a . The main focus 
area in these c lus t e r s was the deve lopmen t of school po l i c i e s , the 
deve lopmen t of schoo l f inanc ia l sys tems and r eco rds . Wi th in the Ward 
we ident i f ied a team tha t was focusing on f inanc ia l management 
workshops . Each p r inc ipa l b rought a long the school f inanc ia l records 
where a group workshop was conduc ted . Each panel checked the records 
of the a p p r a i s e e , us ing a check l i s t . From these group workshops , the 
s tandard was set by the di f ferent p r e s e n t a t i o n s . Each member was 
exposed to the work of other p r inc ipa l . No marks were rea l ly a l loca ted , 
but a l ist was used and every th ing p resen ted checked aga ins t the 
check l i s t . This exe rc i se ass i s t ed eve ryone , as the p r inc ipa l s s tar ted to 
work on those a reas that were cons ide red to be s h o r t c o m i n g s . The 
cr i t ica l a reas in f inanc ia l management were bank r econc i l i a t i on , 
audi t ing and d e v e l o p m e n t of f inancia l po l i c i e s . C lus te r mee t ings were 
held where p r i n c i p a l s used to meet and exchange in format ion and 
conduct t r a in ing on bank r econc i l i a t i on . The Ci rcu i t manager issued a 
c i rcu la r that spel t out the c r i t e r i a for choos ing a u d i t o r s . Schools were 
encouraged to upda te the ou t s t and ing audi ted f inanc ia l s t a t emen t s from 
2000 to 2 0 0 3 . 

A pol icy check l i s t was i ssued, which spel t out the r equ i r emen t s for 
c r i t e r ia No 17, that is, con t r ibu t ion to school d e v e l o p m e n t . When this 
appra i sa l began most schools did not have the school p o l i c i e s that were 
requi red as a d e m o n s t r a t i o n of good g o v e r n a n c e . Consequen t ly , a 
concer ted effort was made by these p r inc ipa l s to work on every requi red 
school po l i cy . Every school SMT and SGB was r equ i r ed to work on the 
school v i s ion , miss ion and goa l s . The lack of secur i ty in the schools 
was also p r io r i t i s ed as a r equ i rement for school deve lopmen t . Towards 
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the end of 2 0 0 3 , the schools s ta r ted to apply for sec t ion 21 s ta tus . For 
all those a p p l i c a t i o n s , what was cons ide red as the c r i t e r i a were those 
aspects in the sec t ion 21 app l i ca t ion form. In the app l i ca t i on form for 
sect ion 2 1 , t he re are 50 ques t ions that form the c r i t e r i a . The head office 
approved the a p p l i c a t i o n s of the first two schools t owards the end of 
2003 . In 2004 most p r i nc ipa l s were encouraged by the pos i t i ve response 
received by these two s choo l s . They also made a conce r t ed effort to 
improve on g o v e r n a n c e , f inanc ia l managemen t , s ecur i ty and pol icy 
deve lopmen t . Dur ing the course of 2004 the head office a lso approved 
twelve more a p p l i c a t i o n s tha t were p rocessed . In 2005 six more 
app l i ca t ions were app roved , which put the number of sec t ion 21 schools 
at 20 in Vu l ind l e l a Wes t Ward . Vul ind le la West Ward has the la rges t 
number of sec t ion 21 schoo l s , combined with those of the Vul ind le la 
Circui t . From 2000 to 2005 , compara t i vey a lmos t all the schools in 
Vu l ind le l a West submi t t ed the i r aud i ted f inanc ia l s t a t e m e n t s , except one 
school . The s i t ua t ion changed in the la t ter school in 2005 , under new 
management and l e a d e r s h i p . 

Another c r i t e r i a in the sec t ion 21 app l i ca t ion is the need for a school to 
have a s t r ong room. Of the 24 schools in the Ward , only th ree schools 
had s t r o n g r o o m s . As pa r t of school deve lopmen t , a conce r t ed effort was 
made to encou rage the p r inc ipa l and SGBs to p rov ide s t rong rooms in the 
schools . Some schoo ls managed to conver t thei r ex i s t ing s to re rooms into 
s t rong rooms . This requ i red that some schools add steel s t rongroom 
doors , add p a r t i t i o n i n g and concre te roofing in order to bu i ld makeshif t 
s t r ong rooms . From those efforts the re are seven schoo l s tha t managed to 
conver t the space tha t was ava i l ab le at school into s t r o n g r o o m s . In 2006 
there were four more schoo ls that were work ing on bu i ld ing up thei r 
s t rong rooms . 

The pane ls conduc ted appra i sa l for p r inc ipa l s for the c l a s s room-based 
c r i t e r i a and the out of c lass c r i t e r i a . However , it was d i scovered that 
some p r inc ipa l s in the p r imary schools were not t e a c h i n g any c lasses . In 
terms of the Pe r sonne l Admin i s t r a t i ve Measures (PAM) document , 
p r inc ipa l s are r equ i r ed by pol icy to teach a ce r ta in pe rcen tage of 
l essons , depend ing on the school s taf f ing. Through th is in t e rven t ion a 
number of w o r k s h o p s were conduc ted on the c u r r i c u l u m deve lopmen t 
i s sues . Some of the p r inc ipa l s needed to be t r a ined in ou t comes -based 
educa t ion . Dur ing the c lus te r mee t ings , the SMT members also focused 
on cu r r i cu la i s sues . I iden t i f ied tha t th is DAS pol icy documen t did not 
provide the gu ide l i ne s for lesson obse rva t ion . N e v e r t h e l e s s , the lesson 
obse rva t ions con t i nued . In a SMT workshop conduc ted in July 2003 , a 
lesson obse rva t i on check l i s t was p resen ted for all members for thei r 
input . I r ece ived tha t lesson obse rva t ion grid from IPEB, a non
g o v e r n m e n t a l o r g a n i s a t i o n (NGO) based in former Edgewood Co l l ege , 
now Unive r s i t y of K w a z u l u - N a t a l campus . The marked change was that 
all the p r imary school p r inc ipa l s s ta r ted to teach c lasses in j un io r and 
senior phase , after the above i n t e rven t ions had been made . With the 
advent of IQMS, the re was a concer ted effort by the pr imary school 
p r inc ipa l s to a t tend the i r c lass room teach ing dut ies as p re sc r ibed in the 
Res. 8 of 1999 po l icy document . 
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5.5 IQMS Implementation: 2004 

In August 2003 th ree draft r e so lu t ions were d i s t r i bu t ed from the 
p rov inc ia l d e p a r t m e n t to the schoo l s . Amongs t these was Res. 8 / 2003 
for In t eg ra t ed Qua l i t y Managemen t Sys tem. On 6 December 2004 all 
SEM's were ca l led for a one and half day workshop on Res . 8 of 2003 . 
This r e so lu t ion was cal led In tegra ted Qual i ty Managemen t System 
( IQMS) , because it i n t eg ra t ed Per formance M e a s u r e m e n t , Whole School 
Eva lua t ion and D e v e l o p m e n t Appra i sa l Sys tem. This pol icy has 
in tegra ted all of the above three po l i c i e s . It was a lso l ink ing DAS to 
per fo rmance m e a s u r e m e n t as an ins t rument for pay p rog re s s ion of 1% 
and sa lary p r o g r e s s i o n . On the 22 n d June 2005 the D i r ec to r -Gene ra l 
Duncan Hind le announced on Radio SAFM (105fm) tha t the t eachers 
were not going to get a 1% increment a u t o m a t i c a l l y as it was done in 
2004, because they have not been eva lua ted for the i r pe r fo rmance . 
Thu las i zwe N x e s i , the Secre ta ry Genera l for SADTU in his comment , 
ins is ted tha t the educa to r s were supposed to get an au toma t i c 1% 
increment because the problem was caused by the depa r tmen t in its 
fa i lure to set up the s t ruc tu re and implement the IQMS Reso lu t ion . One 
can see how s ign i f i can t th is r e so lu t ion is for both the depar tmen t and 
the educa to r s as pa r tne r s in the p rocess of d e v e l o p m e n t and the 
measu remen t of that pe r fo rmance . 

In 2004 the i ssue of pay back logs and sa lary i n c r e m e n t s of 1% was a 
bone of con t en t i on . It led to p ro longed nego t i a t i ons and dead locks that 
led to a d i s rup ted year fraught with s t r ike ac t ions by the un ions . It is 
su rp r i s ing tha t th i s i ssue is r e sur fac ing again and the un ion is t ak ing 
advan tage of the fa i lu re of the d e p a r t m e n t ' s fa i lure to implement . 

On 15-16 Februa ry 2004 we embarked on the t r a i n i n g of educa to r s on 
IQMS. Each school was supposed to send th ree r e p r e s e n t a t i v e s to the 
workshops . After those workshops each school was supposed to 
implement the IQMS (Res . 8/2003) by e s t ab l i sh ing the s t ruc tu res at 
school level and conduc t t r a in ing of educa to r s . This p rocess was begun 
with much v igour in all the wards . The r e sea rche r was ass igned the role 
of being the IQMS c o - o r d i n a t o r for Vu l ind le l a C i rcu i t , which is made of 
5 wards namely , Impend le , Vu l ind le l a South , Nor th , West and 
Swee twa te r s . The team of f ac i l i t a to r s was compr i sed most ly of 
educa to r s and p r i n c i p a l s from Vul ind le l a West Ward , (a team of 5 
p r inc ipa l s who were t r a ined from 2002 to tha t date on DAS). The 
workshop s ta r ted with a compara t ive exe rc i se of the two po l i c i e s , 
namely Res .4 /1998 (DAS) and Res. 8 /2003 . What was noted is that the 
pe r fo rmance s t anda rds for PL1 educa to r s were 7; 10 for HODs , and 12 
for Deputy P r inc ipa l and p r inc ipa l . The pa r t i c ipan t s were more be t ter 
informed in these workshops about these po l i c i e s and were able to 
t ransfer the i r l e a r n i n g . Anothe r in t e re s t ing o b s e r v a t i o n was tha t IQMS 
is l inked to r ewards for the per fo rmance by the e d u c a t o r s . These include 
the 1% annual i n c r e m e n t payment and sa lary p r o g r e s s i o n . The other 
di f ference was tha t the panel was now refe r red to as Deve lopment 
Suppor t Group (DSG) . This DSG is compare to the pane l s for DAS, but 
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the d i f ference is tha t this s t ruc tu re is made of the sen io r , evaluee and 
peer . When compared to the DAS p a n e l s , it did not accommoda te the 
union r e p r e s e n t a t i v e . There was a lso a move from the not ion of a peer , 
which some educa to r s took for 'a b u d d y ' in DAS. With IQMS the 
emphas is was on choos ing a person who is a subjec t spec i a l i s t . It was 
s ta t ing c lea r ly that the re were class obse rva t ions tha t needed to be 
conducted with all e d u c a t o r s , inc luding SMT members for pe r fo rmance 
s tandards (P/S) No 1-4. 

On 6 December 2006 a workshop on IQMS was conduc ted for SEMs. 
There were no t ab l e gaps in the p r e sen t a t i on , be s ide s the sho r t comings 
that were noted in the new IQMS pol icy documen t . This became an 
academic d i s c o u r s e , a l t hough it demons t r a t ed the va lue of engaging with 
the pol icy documen t in a c r i t i ca l manner . The whole a rgument was 
centered around the idea that not all of those c r i t e r i a could be observed 
in a c lass room vis i t of 30-45 minute . One di f ference was that the pol icy 
referred to a p rocess of deve lop ing a school i m p r o v e m e n t p lan . The 
fac i l i t a to r s could not c lea r ly give conv inc ing answers on the di f ference 
between the School Improvement Plan (SIP) and the School 
Deve lopmen t Plan (SDP) . One other flaw in the in i t i a l t r a in ing was the 
lack of p h i l o s o p h i c a l and ep i s t emo log ica l u n d e r p i n n i n g of the po l icy . It 
is impor tan t to u n d e r s t a n d the ra t iona le of the peop le who formula te a 
pol icy and u n d e r s t a n d the a s sumpt ions of the po l i cy . In an a r t i c le 
ent i t led 'The Sound and Fury of In t e rna t iona l School Reform: A Cr i t ica l 
Rev iew ' Mul ler and Rober t s review the h is tory of all these t r ends , that 
is school e f f ec t i venes s , deve lopment p l a n n i n g , whole school 
deve lopmen t and school improvement . The repor t was wr i t ten and 
prepared for the JET in February 2000. 

5.6 IQMS Model formulated in 2005 

The model tha t is i l l u s t r a t ed below was the ou tput of a ser ies of 
workshops that were conduc ted with p r inc ipa l s of Vu l ind le l a West 
Ward. The d e v e l o p m e n t of the IQMS model was a resul t of a 
deve lopmen ta l p roces s of engagement . Whenever the occas ion occurred 
the f ac i l i t a to r would draw the a t t en t ion of the e d u c a t o r s to the p rev ious 
steps that were ach ieved . The workshops were conduc t ed for most of the 
per iod in 2 0 0 5 . The p rocess was a deve lopmen ta l p roces s of i t e ra t ions 
of the mode l . The ou tpu t s were recorded and put t oge the r into the 
fo l lowing mode l . The p rocess involved a p rocess of l earn ing and 
ref lec t ing on the e x p e r i e n c e . 

5.7 IQMS Implementation Plan using SSM 

Background 

At the beg inn ing of 2005 IQMS refresher courses were conduc ted for 
p r inc ipa l s . In th i s workshop the new vis ion for Kwazu lu -Na ta l 
Educat ion under the l eade r sh ip of Mrs . Ina Cronje was in t roduced . 
These comment s were made in the context of the new 2005 s t ra teg ic 
plan in the documen t . 
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The Minis te r of Educa t ion spells out the vis ion of " a literate and 
skilled 21$tcentury society capable of benefiting from participating in 
all democratic processes and contributing to the development of the 
people of Kwazulu-Natal ". 

In the S t ra teg ic Plan document the Super in t enden t -Genera l identified 
IQMS amongst the p r io r i t i e s for 2005 . In K w a z u l u - N a t a l a lmost all the 
d i s t r i c t s failed to implement IQMS at the school level . There are a 
numbers of reasons tha t were cited as causes for th i s fa i lure . Most of 
the causes are of a sys temic na tu re . The p a r t i c i p a n t s cont r ibuted by 
making inputs r ega rd ing the depar tmenta l in i t i a t ives tha t are offered 
and which have a role to play in the school sys tem. These are indicated 
in the systems map for depar tmenta l p rogrammes . 

PROBLEM OPPORTUNITY : The failure of IQMS 

The problem s ta tement was formulated and presen ted to the client, in 
this case the p r inc ipa l s of Vul indle la West Ward . The pa r t i c ipan t s were 
grouped into a number of six in a g roup . The sys tems tools for analysing 
this problem s ta tement were c lar i f ied by the fac i l i t a to r . It was not the 
first t ime for these p a r t i c i p a n t s to be exposed to the sys tems tools and 
to work on such issues as a g roup . 
The pa r t i c i pan t s de l ibera ted on the reasons tha t led to the fai lure of 
IQMS. They also made use of the spray d iagram to express their views 
regarding the fa i lure of IQMS. 

A Sys tem D i a g r a m for I n i t i a t i v e s 

DAS 

FET 

Norms & 
Stds 

WSE 

RNCS 

Performance 
Measurement 

School 
Governance 

Human 
Resource 
Management 

ECD 

Education 
Management 
Development t 

Systemic 
Evaluation 

EMD 

Teacher 
Development 

PSNP 

Financial 
Management 

Figure 5.11: Systems Diagram for Initiatives 

The pa r t i c i pan t s ident i f ied all the above as the p rogrammes that the 
head office is f ac i l i t a t ing . Some of these p rogrammes have a direct 
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The participants indicated the relationship between performance 
measurement of the educators who are PL 1, HODs, Deputy principal 
and principal. The participants indicated that PL1 educators have 7 
performance standards, the HODs 10 performance standards, whilst both 
the deputy principals and principals have 13 performance standards. The 
principals compared the DAS and IQMS criteria. What is notable is that 
the DAS criteria were consolidated in IQMS into fewer performance 
standards. During the workshop, we indicated the connection between 
the DAS and IQMS. The above indicates that for the seven performance 
measurement criteria, every educator needs to demonstrate how they 
perform in each of them. 

STEP: The Learning Iceberg 

Figure 5.13: The Learning Iceberg Tool 

This tool was used in order to illustrate to the participants that in 
problem situations we might see the events, and patterns structures. The 
tool assisted in pointing to the group that there are issues of a systemic 
nature. These issues are the assumptions, the beliefs, and the 
perspectives that we bring to the understanding of the problem 
situation. The facilitator indicated that the there is more to 
understanding that IQMS has failed. The group was made to see beyond 
the problem situation, concerning the failure of IQMS and other 
problematic situations that were later discussed. 

STEP : INFLUENCE DIAGRAM 

This exercise required that the participants give us an understanding of 
what constitutes the performance standards for IQMS. In figure 5.14 
below is an illustration of the IQMS performance standards. During the 
discussion the participants also commented about the difference between 
the DAS criteria and the IQMS performance standards. There are more 
criteria in DAS than in IQMS, as illustrated in the figures 5.3 and 
figure 5.11 respectively. This point that was made also was how these 
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have been c la r i f i ed fur ther in IQMS. In IQMS every per fo rmance 
s tandard has c r i t e r i a tha t fur ther clar ify it. The o ther d i f ference noted 
was that in DAS the po l i cy document refers to c r i t e r i a for DAS, whereas 
in IQMS it refers to pe r fo rmance s t anda rds . The f irst four per formance 
s tandards for IQMS we re fe r red to them as c l a s s r o o m - o r i e n t e d . 

The Spray Diagram for pe r fo rmance s tandards 

Creation of positive 
learning environment 

/ 

• 
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w 

preparation and 
presentation 

J 

Professional development in field 
work /career and participation in 
professional 
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^ 
* 
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STANDARDS 
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1 

/ / \ 

' 
/ \ 
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Strategic planning, financial planning and 
edi icatio n manageme it levelopi ne it 

A 
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/ 

Learner 
assessment 

/ 
Human relations and 
Contributions to 
school development 

^ ^ 

^ 
W 

^ r 
Administration 
of resources and 
records 

^ \ -4. ^ 

Personnel 

V 

Leadership, communication and 
service the Gove rning Body 

Figure 5.14: Systems diagram representing Performance Standards for Educators 

The sys tems map ind ica t e s the r e l a t i onsh ip be tween the c r i t e r i a for 
pe r fo rmance . The group noted the s ign i f i cance of each of these c r i te r ia 
to each, p a r t i c u l a r l y from a sys tems p e r s p e c t i v e . This means that 
educa tors need to be deve loped in all the a spec t s for pe r fo rmance to be 
enhanced . 
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S T E P : S P R A Y D I A G R A M F O R I Q M S 

S p r a y d i a g r a m for I Q M S F a i l u r e 

B u r e a u c r a t i c M a n a g e m e n t 
I n su f f i c i en t I n f o r m a t i o n 

Top ill own app roach £ 
Past i n s p e c t i o n sys tems 

Lack of u n d e r s t a n d i n g 

Pol i t 

f 
l e a l c o n n e c t i o n — 

Lack of c a p a c i t y 

of ski l l Lack 
N e g a t i v e a t t i t u d e 

Lack of m o n i t o r i n g 

N u n i l r o u s i n i t i a t i s Pol icy o v e r l o a d 

A 

1 f i d e n c e 

Past i m b a l a n c e s 
C a s c a d i n g model t r a n s f o r m a t i o n c l ia l len ges 

Di f fe ren t d e p a r t m e n t s 

A p a r t h e i d sys tem 

False perceptions 

Time I 

Chang! 

ro n s t r a i n t s 

\ demand 

fear of c h a n g e 

n o n - e x p c o?ur< 

I 
Po l i t i c a l d y n a m i c s 

F i g u r e 5 . 1 5 : S p r a y d i a g r a m for I Q M S f a i l u r e 

In t h i s e x e r c i s e t h e p r i n c i p a l s b r a i n s t o r m e d on t h e r e a s o n s for t h e 
f a i l u r e of I Q M S in 2 0 0 4 . T h e d i s c u s s i o n p r o d u c e d a lo t of d e b a t e w h e r e 
t h e p r i n c i p a l s e x p r e s s e d t h e i r o p i n i o n s a b o u t t h e f a i l u r e of I Q M S . I l ed 
t h e m w i t h t h e q u e s t i o n s s u c h ' w h a t c a u s e d w h a t ? ' E v e r y t i m e an a n s w e r 
c a m e , t h e n w o u l d a s k ' w h a t c a u s e d w h a t ? . T h e i s s u e s t h a t e m e r g e d 
i n d i c a t e t h a t t h e p r e v a i l i n g c u l t u r e u n d e r m i n e s p o l i c y d e v e l o p m e n t a n d 
s c h o o l i m p r o v e m e n t . I s s u e s t h a t t e n d to s a b o t a g e t h e i m p l e m e n t a t i o n of 
p o l i c y r e v o l v e a r o u n d t h e c u l t u r e of e d u c a t o r s at t h e s c h o o l l e v e l . S o m e 
e d u c a t o r s d e m o n s t r a t e a n e g a t i v e a t t i t u d e , f e a r t h e c h a n g e , p e r c e i v e 
a p p r a i s a l as ' t h e ' o l d i n s p e c t i o n ' , l a c k p r o p e r t r a i n i n g . T h e S E M s 
p e r c e i v e I Q M S as ' u n i o n ' s d o c u m e n t ' , w h i c h t o o k t h e i r p o w e r a n d 
a u t h o r i t y t o c o n d u c t i n s p e c t i o n s . T h i s l e a d s to I Q M S b e i n g d i s o w n e d , 
no t g i v e n p r o p e r t i m e , t h e p r i n c i p a l s do n o t g e t t h e p r o p e r t r a i n i n g . At 
s c h o o l l e v e l I Q M S d o e s n o t g e t p r o p e r t i m e , d u e t o a n u m b e r o f i s s u e s . 
E d u c a t o r s a r e s t i l l u n d e r g o i n g t r a i n i n g for t h e n e w l y i m p l e m e n t e d 
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Outcomes Based Educa t ion (OBE) workshops for Na t iona l Cur r i cu lum 
Sta tement (NCS) and Revised Na t iona l Cur r i cu lum S ta tement (RNCS), 
using a phased approach for each grade . Most of the t eache r s in 
Vul ind le la C i rcu i t are commute r s , us ing publ ic t r a n s p o r t from thei r 
res idences to schoo l . Consequen t ly , the issue of t r a n s p o r t tends to 
undermine the t ime requ i red for staff d e v e l o p m e n t meet ings and 
t r a in ings . The lack of sk i l l s and the capac i ty to cascade the model to the 
school level is no t i c eab l e amongs t the i nd iv idua l p r i n c i p a l s . If a 
p r inc ipa l has been t r a ined , he /she has a r e s p o n s i b i l i t y of cascad ing the 
in format ion to school leve l . The success of any p rog ramme also re l ies 
on how it has been p re sen ted to the t eache r s by the p r inc ipa l and SMT 
member at school l eve l . 

Al though the above exe rc i se and tool e l ic i t s i n fo rmat ion in l inear way 
in te rms of cause and effect , how ever the p a r t i c i p a n t s get engaged in 
the p rocess of t h i n k i n g about the i s sues . 

Educa tors are s t i l l unde rgo ing t r a in ing for the newly implemented 
Outcomes Based Educa t ion (OBE) workshops for Na t iona l Cur r i cu lum 
Sta tement (NCS) and Revised Nat iona l Cur r i cu lum Sta tement (RNCS) , 
using a phased app roach for each grade . Most of the t eache r s in 
Vul ind le la C i rcu i t are commute r s , us ing pubic t r a n s p o r t tends to 
undermine the t ime requ i red for staff d e v e l o p m e n t meet ings and 
t r a in ings . The lack of sk i l l s and the capac i ty to cascade the models to 
the school level is no t i c eab l e amongs t the i nd iv idua l p r i n c i p a l s . If a 
p r inc ipa l has been t r a ined , he /she has a r e s p o n s i b i l i t y of cascad ing the 
in format ion to school leve l . The success of any p r o g r a m m e also re l ies o 
how it has been p re sen ted to the t eachers by the p r inc ipa l and SMT 
member at school leve l . 

STEP: THE RICH PICTURE 

The pa r t i c i pan t s were given an oppor tun i ty to work on the r ich p ic tu re 
that depic ts the i r v iews on the IQMS fa i lu re . For this exerc i se the 
p r inc ipa l s were work ing as a b igger group of e igh t . Each group was 
p resen ted with a set of co loured khokhi pens and c h a r t s . At the end of 
this sess ion all the th ree groups p resen ted the i r Rich p i c t u r e s . Each 
group c lar i f ied to the o thers the meaning of the i r Rich p ic tu re and the 
under ly ing fea tures and issues from the p ic tu re . F ina l ly the pa r t i c ipan t s 
worked on combin ing the i ssues that emerged from the i r Rich p ic tu res . 
For purposes of th is s tudy we se lec ted only one Rich p i c t u r e , which is 
p resen ted as f igure 5 .16. 
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The Rich P i c tu r e for IQMS Fai lure 

Figure 22: Rich P ic ture for IQMS 
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S T E P : E M E R G E N T P R O P E R T I E S FROM THE FAILURE OF IQMS 

During this phase the emergen t p r o p e r t i e s from the r i ch p i c tu re ind ica te 
that the d e p a r t m e n t a l off ic ia ls did not fully own the IQMS p r o g r a m m e . 
Anothe r new d i m e n s i o n to this messy p rob lem has been the in f igh t ing 
be tween the s u b - d i r e c t o r a t e s , Teache r D e v e l o p m e n t and Qual i ty 
Assurance over the owner sh ip of IQMS. This has r e su l t ed in the IQMS 
p rog ramme be ing s t a l l ed in some d i s t r i c t s due to th is i m p a s s e . It is 
i n t e r e s t i ng to no te that what was cons ide red as the lack of owner sh ip in 
DAS is now a fight for the ownersh ip of IQMS amongs t the sub-
d i r e c t o r a t e s . In 2004 Teache r D e v e l o p m e n t s u b - d i r e c t o r a t e s t a r t ed with 
the t r a in ing of I Q M S , whereas Qual i ty Assu rance came to the p ic tu re in 
2 0 0 5 , when the re was a r enewed effort to i m p l e m e n t I Q M S . 

STEP: ROOT D E F I N I T I O N 

The six groups made up of four m e m b e r s . Each fo rmula ted a root 
def in i t ion for I Q M S . The IQMS sys tem as it was had been a fa i lu re , 
therefore the g roups were told that they need to come wi th a, ' s y s t e m 
that " will a d d r e s s the fa i lu res i nd i ca t ed in I Q M S . After the d i s cus s ions 
the groups p r e s e n t e d the fo l lowing root de f i n i t i ons , n a m e l y : 

• An IQMS system that will be supportive and developmental. 
• IQMS system that will support and motivate all who work within it 
• An IQMS that will be regularly monitored for purposes of 

accountability so that in the end there is development among all 
the role players. 

• An IQMS that can develop, motivate and support, educators to 
promote sense of ownership and accountability through 
monitoring and evaluation. 

• An IQMS that is explicitly relevant to all core transformational 
values and systems. 

• An IQMS that will bring ownership and transformation to all the 
stakeholders. 

• An IQMS that will be identify measures of performance 

Dur ing the p l e n a r y sess ion the p a r t i c i p a n t s d i s cus sed the p r e sen t ed root 
de f in i t i ons . The mode l addresses the fo l lowing s y s t em s . The model has 
to be fully owned . The model must be suppor t ed . The model iden t i f i e s 
areas of d e v e l o p m e n t . All ro le p l aye r s are to be deve loped . The 
educa tors must be suppor t ed . The model needs to bui ld a c c o u n t a b i l i t y 
amongs t the s t a k e h o l d e r s . I s sues of t r a n s f o r m a t i o n must be 
accommoda ted wi th in the mode l . The sys tem needs to be g rounded on 
t r ans fo rma t iona l v a l u e s . The sys tem needs to be b u i l d i n g measu re s of 
pe r fo rmance . After a d i scuss ion a umber of i t e r a t i ons were fo rmula ted . 
These were e v e n t u a l l y conso l i da t ed in the fo l lowing root de f in i t ion . 

An IQMS system that is integrated 
owned by the educators at all levels 
officials in order to empower them 
effective teacher development. 

and holistic and that will be fully 
and supported by the departmental 
with the relevant capabilities for 
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Fina l ly the root de f in i t ion that the group fo rmula ted addressed some of 
the i s sues iden t i f i ed in the r i ch p i c tu re and the sys t ems map for IQMS 
fa i lu re . 

STEP : CATWOE P R O C E S S 

During this p r o c e s s the p a r t i c i p a n t s embarked on iden t i fy ing the 
e lements in the CATWOE. The group used it to tes t the words used in 
the RD. Whi l s t work ing wi th the same group on DAS the f ac i l i t a t i on of 
on us ing CATWOE was not new. 
Dur ing this engagemen t of the CATWOE p r o c e s s , va r ious i s sues were 
addressed . 

Customers: e d u c a t o r s ; SMT m e m b e r s , p r i n c i p a l s ; SEMs; depa r tmen ta l 
off ic ia ls 
Actors : e d u c a t o r s ; p r i n c i p a l s ; depa r tmen ta l o f f ic ia l s ; SDT; DSGs 
Transformat ion: d e v e l o p m e n t a l ; owner sh ip ; p a r t i c i p a t o r y ; suppor ted ; 
mon i to red ; a c c o u n t a b i l i t y m e a s u r e s ; mon i to r ed and eva lua ted 
p rogramme 
World View: un ions documen t ; old i n spec t ion in d i s g u i s e ; j u d g m e n t a l 
sys tem; payment by r e s u l t s ; r e su l t s 
d r i v e n - p e r f o r m a n c e ; p o l i t i c a l oppor tun i sm; c o n f l i c t - s t r i c k e n 
Owners: u n i o n s ; s i te s t e w a r d s ; educa to r s ; d e p a r t m e n t a l o f f i c ia l s ; 
Environment : i n f i gh t i ng ; d i s in t eg ra t ed sys tem; unde r -pe r fo rming 
educa to r s ; n e g a t i v e p e r c e p t i o n s ; s t r i f e - to rn ; u n d e r - r e s o u r c e d schoo l s ; 
i n s t i t u t iona l i n c a p a c i t y ; nega t ive un ion i sm; dys func t iona l schoo l s ; 
u n d e r - p e r f o r m i n g ; p o l i t i c a l oppo r tun i sm . 

The cus tomers were c o n s i d e r e d to be the e d u c a t o r s , SMTs and p r i n c i p a l s 
in the sense that they were the di rect r e c i p i e n t s of sa la ry and grade 
p r o g r e s s i o n . Bes ides tha t , the e d u c a t o r s , SMTs and p r i n c i p a l s d i rec t ly 
benef i t from any form of deve lopmen ta l and suppor t p r o g r a m m e s , 
whether they are s c h o o l - b a s e d or d i s t r i c t - s u p p o r t e d i n - s e r v i c e - t r a i n i n g 
( INSET) . The o ther i n d i r e c t bene f i c i a r i e s are the d e p a r t m e n t a l off ic ia ls 
and SEMs - the l a t t e r also benef i t when the schools they are manag ing 
are work ing a c c o r d i n g to the expec ted s t anda rds . 

The people who are i nvo lved in the whole p roces s are the educa to r s , 
SMTs, p r i n c i p a l s , d e p a r t m e n t a l o f f ic ia l s , SDTs and DSGs . The dif ferent 
ro les of the peop le i nvo lved is co -ex i s t en t and i nd i ca t i ve of the complex 
human ac t iv i ty in the sys tem. The depa r tmen ta l of f ic ia l s i n i t i a t e the 
IQMS process by means of p rov id ing the in i t i a l t r a i n i n g , p rov id ing 
ma te r i a l s suppor t and mon i to r i ng of the p r o g r e s s of the whole 
p rog ramme . SEMs can play a meaningfu l ro le if they are able to manage 
the above ro l e , i n v o l v i n g ongo ing t r a in ing , suppor t and m o n i t o r i n g and 
eva lua t ion of the IQMS p r o c e s s . 

At the school l eve l , the p r i n c i p a l p lays a mean ingfu l ro le in p r o v i d i n g 
t ra in ing for the staff m e m b e r s . The p r inc ipa l cha i r s m e e t i n g s of staff -
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educa tors are gu ided in e l ec t i ng the School D e v e l o p m e n t Team (SDT) . 
The SDT manages and con t ro l s the IQMS p r o g r a m m e - fo rmula te s an 
IQMS p r o g r a m m e , m o n i t o r s , modera tes s co re s . The DSGs ass i s t the 
ind iv idua l educa to r in the fo rmula t ion of a PGP and in p r o v i d i n g 
suppor t and m e n t o r i n g . 

The t r ans fo rma t ion r e q u i r e d in IQMS is where the sys tem wi l l be fully 
owned by all the r e l e v a n t s t a k e h o l d e r s - that is all the peop l e iden t i f i ed 
as the c u s t o m e r s , ac to r s and owners . If the sys tem has to work it 
r equ i res - the full p a r t i c i p a t i o n of all the depa r tmen ta l o f f i c ia l s , SMTs, 
educa to r s , SMTs, p r i n c i p a l s and union o f f i c ia l s . This sys tem needs to 
have all the a c c o u n t a b l e measu res put in p l a c e . Bes ide s tha t , all the 
re levan t ac tors must be accoun tab le for the i r d i f ferent r o l e s . There 
needs to be con t ro l sys t ems and mon i to r ing of all the s tages of the 
IQMS p r o c e s s - b e g i n n i n g wi th the advocacy and a w a r e n e s s s tage up to 
the compi l a t i on of r e p o r t s , submiss ion of marks , award ing of sa lary 
payment and grade p r o g r e s s i o n to educa to r s . The sys tem needs to have 
bui l t in i n d i c a t o r s and measu res of p e r f o r m a n c e . The kind of 
t r ans fo rmat ion r e q u i r e d has to take into c o n s i d e r a t i o n the p r o c e d u r a l , 
s t ruc tura l and a t t i t u d i n a l i s sues . The d i f ferent v i ews , p e r c e p t i o n s and 
be l ie fs were a lso cap tu red in the r ich p i c t u r e , m u l t i - c a u s e d iag ram and 
b ra inwr i t i ng e x e r c i s e s . The SEMs cons ide r IQMS to be a union 
documen t -wh ich came in order to reduce the power of i n s p e c t i o n . On the 
other side the un ions c l a imed the IQMS po l i cy to be the i r own p roduc t . 
This created u n n e c e s s a r y t ens ion be tween the un ions - a s SADTU was 
making these c la ims that as a union they made most of the c o n t r i b u t i o n s 
to the fo rmula t ion of the po l i cy . This r e su l t ed in u n n e c e s s a r y tens ion 
amongst the un ions on the i r own - b e c a u s e all the un ions s igned the 
r e so lu t i on . The r e s o l u t i o n does not tel l us what went on beh ind the 
scenes - when it was c o n c e i v e d , debated and adop t ed . 

Some of the fo l lowing were cons ide red to be the p r e v a i l i n g cond i t i ons 
that mi l i t a t e aga ins t the i m p l e m e n t a t i o n of IQMS. The un ions members 
at t imes p lay doub le s t a n d a r d s - they may send confus ing m e s s a g e s to 
their members ; s a b o t a g e the p rocess if they cons ide r that they were not 
in i t i a l ly i nvo lved ; the un ion members can also p o s i t i v e l y m o t i v a t e and 
convince the i r m e m b e r s to pa r t i c i pa t e in depa r tmen ta l a c t i v i t i e s . 

The env i ronmen t p r e v a i l i n g in schools va r i e s from schoo l s that are 
ef f ic ient ly m a n a g e d to those which are d y s f u n c t i o n a l . The sub-
d i rec to ra te s Qua l i t y A s s u r a n c e and Teacher D e v e l o p m e n t were f igh t ing 
over the con t ro l of t r a i n i n g educa to r s in I Q M S . This was sending the 
wrong messages to the schoo ls and d i s t r i c t s . U n i o n i s m is s t i l l rife in 
some schools and may n e g a t i v e l y impact on the t r a i n i n g at school leve l . 
Ins t i tu t iona l i n c a p a c i t y also compromises the i m p l e m e n t a t i o n of IQMS-
there are d i f fe ren t l eve l s of capac i ty to in s t i t u t e change at school l eve l . 

A check aga ins t the CATWOE e lements conf i rms that there is 
cons i s t ency be tween them and the words used in the RD. In the RD the 
add i t iona l words "educators at all levels " are i n c l u d e d . The RD is 
sparse yet s t i l l a l e g i t i m a t e def in i t ion . It is i n i t i a l l y poor ly s t ruc tu red 
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since the use of the word " a n d " be tween integrated and holistic 
ind ica tes the t r a n s f o r m a t i o n p r o c e s s e s . The t r a n s f o r m a t i o n ac t i v i t i e s 
would also r equ i r e a c t i v i t i e s r e l a t ed to supporting and empowering. The 
Actors are spec i f ied wi th in the RD as educators and departmental 
officials, a l t hough there was no spec i f ic i ty r e g a r d i n g all the ac tors and 
their r o l e s . The Cus tomer is a lso impl ied in the RD as the educators and 
departmental officials, a l t hough it is wi th in the CATWOE. The 
educators and departmental officials play both the ro le of be ing the 
Actors and C u s t o m e r s . Dur ing the t r ans fo rma t ion p r o c e s s the educa to r s 
end up being the d i rec t b e n e f i c i a r i e s , whi l s t the depa r tmen ta l off ic ia ls 
are the ind i rec t b e n e f i c i a r i e s . 

Al though "teacher development "is s ta ted as ano the r r e q u i r e m e n t wi th in 
the RD it is not an e x t e r n a l l y imposed c o n s t r a i n t . The fact tha t the 
Owner is not spec i f i ca l ly def ined within the RD i l l u s t r a t e s the p roper 
use of this CATWOE e l emen t . For the group the i nc lus ion of the owner 
is not exp l ic i t , r a the r imp l i c i t . The dec i s ions that were a r r ived at dur ing 
the i t e ra t ion were th rough d ia logue and shared d e c i s i o n - m a k i n g . 

Use of B r a i n w r i t i n g Too l : Iden t i fy ing p rob lem so lv ing cyc les 

The pa r t i c i pan t s were g rouped into six for p u r p o s e s of deve lop ing the 
concep tua l mode l . For th i s exe rc i se the groups were work ing from the 
root def in i t ion in fo rmula t ing the concep tua l m o d e l . Dur ing th i s s tage 
they were given the B r a i n w r i t i n g tool in order to wr i t e the i r ideas about 
the p roces s . 
The 4 groups b r a i n s t o r m e d on the ideas on the four p h a s e s , which were 
ident i f ied as the mos t s ign i f i can t for the c o n c e p t u a l m o d e l . This 
approach tended to bo rde r on the hard sys tems a p p r o a c h . 

Step 1: Awareness of the p rob l em 
Step 2: Se t t ing of Goals and ob jec t ives 
Step 3: S t r a t eg i e s 
Step 4: Suppor t , m o n i t o r i n g , eva lua t ion and i m p l e m e n t a t i o n 

The pa r t i c ipan t s wro te the i r ideas us ing the b r a i n w r t i n g too l . 
They were la ter r e q u e s t e d to summar i se thei r i npu t s t oge the r as a g roup . 
Dur ing the p l ena ry s e s s ion , these ideas were p r e s e n t e d in char t s for the 
whole group. Each p r e s e n t e r for the group e x p l a i n e d and c la r i f ied the 
work on the char t . 

A summar i sed ve r s ion of the de l ibe ra t i ons of the g roups was p r e sen t ed 
in the concep tua l mode l . 

STEP 1: A W A R E N E S S 

• Prob lem s i t u a t i o n : The fa i lu re of IQMS i m p l e m e n t a t i o n 
• Fac tors emerg ing from the inf luence d iag ram were the ff. 
• Lack of o w n e r s h i p 
• Insuf f ic ien t t ime for t r a i n i n g 
• Lack of p o s i t i v e a t t i t ude 

87 



• Lack of suppor t and mot iva t ion from s t ruc tu re s 
• I n s t i t u t i ona l conf l i c t s 
• Lack of r e s o u r c e s 
• PPM a l l oca t i ons l ead ing to r edep loymen t ; r e s t r u c t u r i n g d i sp l ac ing 

educa to r s 
• Different ve r s ions 
• Lack of p roper p l a n n i n g and mon i to r ing 
• Lack of wil l power 

RICH PICTURE 
• Wor ldv i ew: m i s c o n c e p t i o n s of IQMS as ano the r i n spec t ion too l ; 
• Sys tem for f inanc ia l gain 
• Cus tomers look at it as another load on the i r shou lde r s 

CATWOE TOOL 
1. Who are the c u s t o m e r s ? - e d u c a t o r s depa r tmen ta l o f f i c ia l s , 

SMTs, p r i n c i p a l s 
2. Who are the ac to r s? educa to r s , SDTs , DSGs 
3. What sor t of t r ans fo rma t ion is n e e d e d ? - owned, suppo r t ed , 

d e v e l o p m e n t a l , moni to red sys tem 
4. Who are the owne r s? - educa to r s , u n i o n s , 
5. What is the p r e v a i l i n g e n v i r o n m e n t ? -

STEP 2: GOALS and O B J E C T I V E S 

GOALS 
To p rov ide qua l i ty e d u c a t i o n 
To prov ide a qua l i ty a s su rance 
sys tem 
To in tegra te the WSE 
Per fo rmance M e a s u r e m e n t and 
Deve lopmen ta l Appra i s a l 
To implement IQMS sys t em 
To design an ef fec t ive 
imp lemen ta t ion plan for IQMS 
To improve eva lua t i on 
To engage educa to r s on i s sues 
To p r io r i t i s e the i n i t i a t i v e s 

OBJECTIVES 
To set up an advocacy campa ign 
To plan p r o p e r l y the i m p l e m e n t a t i o n 

To increase the level of suppor t 

To form r e l e v a n t s t r uc tu r e s 
To p rov ide m o n i t o r i n g too ls 

To set e f fec t ive eva lua t i on s t anda rds 
To address educa to r conce rns 
To avoid the o v e r l o a d i n g of 
i n i t i a t i ve s 

Table 4: Goals and Objectives for IQMS implementation 
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STEP 3 : S T R A T E G I E S 

No 
1 

2 

3 

4 

5 

6 

S t r a t eg i e s 
Cons i s t en t advocacy by 
depa r tmen ta l of f ic ia ls 
Uni form t r a in ing of 
f ac i l i t a to r s 
Ensure an e f fec t ive and formal 
Mon i to r i ng 
Al ign i m p l e m e n t a t i o n with 
school v i s ion 
In t eg ra t i on of i n i t i a t i v e s for 
pu rposes of d r iv ing the v is ion 
of the school 
Deve lop the capac i ty for 
p r i n c i p a l s , Depu ty p r i n c i p a l s 
and HODs 

Tasks 
Ci rcu i t s to fo rmula t e un i fo rm 
advocacy and t r a in ing p r o g r a m m e 
Ident i fy t r a in ing s e s s i o n s , t oo l s , 
ma te r i a l s 
Des ign m o n i t o r i n g too l s and 
check l i s t s ; set c lear t ime frames 
SMT, SGB, SDT and staff engage 
in rev iew of v i s ion 
S t ra teg ic p l a n n i n g and School 
Deve lopmen t P l a n n i n g 

I m p l e m e n t a t i o n of P G P ' s & SIP in 
staff d e v e l o p m e n t p r o g r a m m e s 

Table 5: Strategies and Tasks 

S T E P 4 : I M P L E M E N T A T I O N , SUPPORT, M O N I T O R I N G , V A L U A T I O N 
and I M P L E M E N T A T I O N 

1. SUPPORT 
• Suppor t ma t e r i a l be ava i l ab le for everyone 
• Advocacy to be well s t ruc tu red and conduc t 
• Clear ly s t i pu l a t ed goals and ob jec t ives and 

2. E V A L U A T I O N 

• Is suppor t ma te r i a l ava i l ab le and adequa te? 
• Do p r o f e s s i o n a l l y t r a ined fac i l i t a to rs conduc t w o r k s h o p s ? 
• How ef fec t ive was advocacy? 
• Were the goa l s , ob jec t ives and p r i n c i p l e s of IQMS c lea r ly 

s t ipu la t ed and c l a r i f i ed? 

3. M O N I T O R I N G 

• Des ign ing a m o n i t o r i n g tool in a form of ac t ion p lan - d e t e r m i n i n g 
who wil l do what , when, and where SDT in c o n s u l t a t i o n with SMT 
draw up t i m e t a b l e for the 1 s t phase of self, pre and c lass 
obse rva t i on ; P G P ' s for all educa to r s 

• School I m p r o v e m e n t Plan for d e v e l o p m e n t a l p u r p o s e s , t ime 
frames to be s t r i c t ly adhered to . 

• R e c o r d i n g to be accu ra t e , conf iden t i a l and be safe ly p l aced . 
• The second phase of eva lua t ion and d e v e l o p m e n t a l p h a s e to be 

done before summat ive eva lua t ion . 

ed 
p r i n c i p l e s of IQMS 
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4. I M P L E M E N T A T I O N 

• The whole p rocess of IQMS is imp lemen ted p r o c e d u r a l l y , from the 
e lec t ion of SDT, format ion of D S G ' s , s e l f - e v a l u a t i o n . 

• F i l l i ng of PGPs and d rawing up of School I m p r o v e m e n t Plan r igh t 
up to summat ive e v a l u a t i o n . 

STEP 5: CONCEPTUAL MODEL 

IQMS that can develop motivate and support educators, to promote 
sense of ownership and accountability through monitoring and 
evaluation. 

5.8 Implementation challenges in 2005 

On the 1 1 t h November 2005 the School D e v e l o p m e n t Team member s and 
the Ward Task Team member s met in order to r ev i ew the i m p l e m e n t a t i o n 
of IQMS in 2 0 0 5 . Amongs t the i ssues that were r a i sed in that mee t ing 
were ranged from the d i f f icu l t ies expe r i enced by the Deve lopmen t 
Suppor t Groups in suppo r t i ng and m e n t o r i n g the a p p r a i s e e s to 
ove r sco r ing by the DSGs . These also i nc luded d i f f i cu l t i e s with 
educa to r s in te rms of r educ ing the scores of the a p p r a i s e e s . These 
scores were un jus t i f ied and the SMT members fai led to mode ra t e those 
sco res . 

The agenda for the day focused on the 2005 i m p l e m e n t a t i o n c h a l l e n g e s . 
They i ssued a long l is t of the r ea l i t i e s they were faced wi th whi ls t 
imp lemen t ing IQMS in 2 0 0 5 . 

The fo l lowing i ssues were captured during the d i s c u s s i o n : 

(i) We were affected by t ime : the issue of t ime has been very c r i t i ca l 
for the p roper i m p l e m e n t a t i o n of IQMS, c o n s i d e r i n g that there are two 
o b s e r v a t i o n s . The IQMS managemen t plan a c c o m m o d a t e s two cyc les for 
deve lopmen t . What h a p p e n s in p rac t i ce is that the Educa to r s fail to meet 
the t ime frames and p r i o r i t i e s as ind ica ted in the IQMS managemen t 
p lan . Consequen t ly the t ime a l loca ted for the two cyc les of deve lopmen t 
gets compromised due to the lack of p l a n n i n g by the e d u c a t o r s at the 
s choo l s . Time is a lso los t if the schools s tar t very la te in se t t ing up the 
SDT and DSGs s t ruc tu r e s for IQMS. 
(ii) Deve lopmen t tasks were not covered: The po l icy s ta tes that each 
educa tor needs to unde rgo two cycles of d e v e l o p m e n t - one in the first to 
second t ime and the o ther cycle in the th i rd t e rm. The educa to r s were 
not able to cope with the p res su re for t r a i n i n g , i m p l e m e n t a t i o n and 
deve lopmen t dur ing that year . 
( i i i ) Con tex tua l fac tors (PPM, p lann ing was d i s tu rbed l a rge class 
number s ) : the o ther fac tors that were c o n s i d e r e d to be imped ing the 
p roper i m p l e m e n t a t i o n of IQMS were con tex tua l f ac to r s . In some 
schools the i ssue of new PPMs for the academic year 2 0 0 5 , r e su l t ed in 
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the d i s rup t ion of the p l ans for s taff ing. Some schoo ls had surp lus 
educa to r s who were bound to be r edep loyed to o ther schoo ls wi th a 
favourab le PPM. In some schoo ls the c lasses were too big for p roper 
t e ach ing and l ea rn ing . 
( i i i ) Lack of sk i l l s b e t w e e n D S G s : In terms of the p o l i c y for IQMS, each 
educa to r needs to se lec t a DSG, that i s , is made of the peer and a 
s e n i o r / s u p e r v i s o r . The c r i t i ca l factor for any s choo l -ba sed deve lopmen t 
is that the pe r son who is s e l ec t ed as a peer p l ays a c r i t i c a l ro le in the 
deve lopmen t of the a p p r a i s e e . Most of the p e e r s - whe the r for an PL1 
educa to r , an HOD and Depu ty Pr inc ipa l and p r i n c i p a l were l ack ing the 
r equ i s i t e sk i l l s to gu ide , and mentor the a p p r a i s e e . 
(iv) Educa to r s do not f ami l i a r i ze themse lves wi th the documen t . They 
wait for the SDT as a source of in format ion . This comment was made 
which says educa to r s were not read ing the po l i cy d o c u m e n t s that were 
given to them. The e d u c a t o r s wanted the SDT to take the r e s p o n s i b i l i t y 
of c la r i fy ing the po l i cy documen t to the staff. The po l i cy s ta tes that in 
the in i t ia l mee t ings for advocacy t ra in ing , the SDT needs to t ra in all the 
staff m e m b e r s . However , these t ra in ings cannot ru le out that each 
educa to r needs to take the r e spons ib i l i t y of r e a d i n g the document in 
order to get all the facts r ega rd ing what is supposed to be done . This 
r e su l t s in educa to r s p u s h i n g the buck to the SDT. 
(v) Cha l l enges of the cyc le s for deve lopment : The lack of t ime for 
deve lopmen t is due to poor p l ann ing in most s c h o o l s . Those schoo ls that 
s ta r ted late and were beh ind the management were no t able to cope with 
the IQMS r e q u i r e m e n t s . 
Time frame: m e n t o r i n g and deve lopment of educa to r s by the D S G ' s 
mee t ing 
(vi) At t i tude ( n e g a t i v e ) : r e s i s t a n c e in d e v e l o p m e n t : It has been noted 
that there was also in some ins tances a n e g a t i v e a t t i tude that was 
d i sp layed towards the p o l i c y - educa tors were r e s i s t i n g the cha l l enges 
for expos ing t h e m s e l v e s for deve lopmen t where the re iden t i f i ed needs , 
(vi i) Poor human r e l a t i o n s - choos ing the D S G s : In some schools the 
poor human r e l a t i o n s amongs t staff members is u n d e r m i n i n g the whole 
effort . These d i f f i cu l t i e s are exper ienced when e d u c a t o r s have to se lect 
thei r i nd iv idua l DSGs , that is a peer and a sen ior . 
(vi i) Too much paper work: Educa tors are r e l u c t a n t to engage in 
ac t iv i t i e s that r equ i r e r eco rd keeping and use of p a p e r s . Records are 
r equ i red as i nd i ca to r s of pe r fo rmance in IQMS. C o n s e q u e n t l y , some 
educa to r s are very poor when it comes to record k e e p i n g . 
( v i i i )Sco re s and s e l f - e v a l u a t i o n argument be tween educa to r s and DSGs: 
The po l icy s ta tes that an educa tor needs to conduc t s e l f - eva lua t i on , 
before embark ing on app ra i sa l and obse rva t ion by the DSG. The DSGs 
find d i f f icu l t i es dur ing the scor ing - s o m e of the app ra i s e s d i spu te the 
scores that are a s s igned by the DSG. This r e su l t s in s t a l ema te s and 
dead locks . Bes ides tha t , what was noted in the p r e v i o u s year is that 
most of the scores were ove r - in f l a t ed by the DSGs . 
( ix )Time consuming : on the side of learners (p r imary schoo l ) whi le it is 
obse rva t ion : t e ach ing t ime gets compromised due the number of 
mee t ings and feedback sess ions that need to be f i t ted dur ing school 
t each ing t ime . 
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(x) R e s i s t a n c e : P G P s : Some educa to r s do not want a s s i s t a n c e in the 
formula t ion of the PGP. 
(xi) At t i tude towards I Q M S : The nega t ive a t t i t ude that was d i sp layed 
aga ins t DAS- seems to be there in some schools aga ins t IQMS. 
(xi i ) No t ime a l l o c a t i o n for I Q M S : This concern about t ime cuts across 
the other i s sues that were r a i s ed . 
(x iv )Lack of c o m m i t m e n t : nega t ive a t t i t ude , senior e d u c a t i o n - r e s i s t a n c e 
to change : Some e d u c a t o r s are l ack ing in c o m m i t m e n t t owards the i r 
work. This is d i sp l ayed in nega t ive a t t i t ude . 
(xv) Lack of u n d e r s t a n d i n g : Some educa to r s do not unde r s t and the 
p rocedure manua l and all the p roces ses en ta i l ed in i t . 
(xvi) A b s e n t e e i s m : du r ing the p roces s 

Proper p l ann ing only for I Q M S : r e f e r ences , r e s o u r c e s , r e co rds (cass and 
marks) 
( x v i i ) D i s s a t i s f a c t i o n in s co r ing : The scor ing l eads to d i s sa t i s f ac t ion 
amongs t the e d u c a t o r s . Some of them end up making other cho ices of 
p e e r s . 
(xvi i ) Mone ta ry i n c e n t i v e s : The focus has sh i f ted away from 
deve lopmen t to sa la ry p r o g r e s s i o n . 
(x iv) D i s t r i b u t i o n of documen t s was insuf f i c ien t : Some of the educa to r s 
did not have access to the IQMS pol icy d o c u m e n t s . 
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Spray Diagram: Dysfunc t iona l DSG 
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Figure 5.17 : Spray diagram for dysfunctional DSGs 
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On the 24 th February 2006 the SDT members and Ward Task Team 
members were called in order to discuss way forward in the 
implementation of IQMS in 2006. Amongst the issues raised were the 
lack of capacity to implement the School Improvement Plans, the 
dysfunctionality of DSG's, lack of ownership of the process, the 
unjustified scores by some appraisees, negative attitude of some 
educators, to mention a few. 

The discussions were facilitated using the soft systems tools -on the 
charts the groups listed what they considered as the root causes of the 
dysfunctionality of DSGs. The outputs of this workshop can be seen in 
figure 5.17 where the spray diagram for dysfunctional DSGs is pictured. 

The challenges that were faced in 2005 were more focused on the 
appraisal of all the educators. All the above mentioned challenges were 
overcome due to the concerted efforts to finish the programme. 

5.9 Implementation challenges in 2006 

On the 25 t h January 2006 the Superintendent-General, Dr Cassius Lubisi 
in his address to principals made critical remarks about how the schools 
have focused on the salary progression at the expense of professional 
development. He made sarcastic remarks about how the scores look; yet 
there is a high failure rate in our schools. He appealed for 
reasonableness to the principals in the moderation of the marks. On the 
7th February 2006 the District Task Team (DTT) met a delegation of 
SADTU members. During that bilateral meeting, SADTU expressed 
concerns about the lack of a programme of development from the 
District Task Team, the disjointed nature in the rolling out of the plan. 
SADTU recommended that principals absolve themselves from serving 
as chairpersons of School Development Teams (SDTs). Other areas that 
were identified as challenges were around the lack of synergy amongst 
the sub-directorates that are responsible for development. To make an 
example the sub-directorates that are responsible for development are 
Skills Development, Teacher Development, Quality Assurance and 
Education Management Development and Governance (EMGD). The 
point that was illustrated here was that when the schools identify the 
needs during the process of developing the Professional Growth Plans 
(PGPs) and School Improvement Plans (SIPs), these are collated into a 
District Improvement Plan. The District Improvement Plan is supposed 
to be fed to the above-mentioned sub-directorates in order that they may 
respond to the areas of development. These are all the systemic issues 
that indicate the lack of synergy within the department, particularly the 
leadership at the Head Office. 
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Spray D i a g r a m on P o o r H u m a n R e l a t i o n s 
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Figure 5.18 Spray diagram for poor human relations 

On the 20 t h March 2006 in a workshop conduc ted with the SMTs and 
SDTs a spray d iag ram was used to e l ic i t thei r op in ions on poor human 
re la t ions amongs t the educa to r s . The s ta te of poor human re la t ions 
amongst the educa to r s is a cause for concern . This has been a t t r ibu ted 
to nega t ive a t t i t udes d i sp layed due to f avour i t i sm. Some a t t r ibu te this 
to the s ta te of poor u p b r i n g i n g of some e d u c a t o r s , due to the lack of 
suppor t and a p p r e c i a t i o n for work being done . Educa tors are 
judgementa l of each other- this leads to the b reakdown of 
commun ica t i on . The above emerg ing issues i l l u s t r a t e d in the mul t i -
cause d iagram are i nd ica t ive of the unde r ly ing a s s u m p t i o n s that affect 
the cu l tu re of the schoo l . 

A spray d iagram exerc i se was conduc ted to find out about working of 
Deve lopment Suppor t Groups . Dur ing the b r a i n s t o r m i n g sess ion , the 
SMTs sugges ted the above as some of the reasons a t t ached to the 
dys func t iona l i ty of the DSGs. In most schoo ls the DSGs were 
cons idered to be dys func t iona l due to the above ci ted fac tors . This 
could be a t t r i bu t ed to the lack of v i s ion , which is a lso caused by 
unc lear goa l s . F u r t h e r m o r e , the t r a in ing the SMTs rece ived is 
cons idered to have been haphaza rd , due to the lack of t ime . Other 
pa r t i c ipan t s c i ted the lack of p lann ing on the side of schoo ls as a main 
con t r i bu t ing factor - r e su l t i ng in over loaded w o r k l o a d s . One cannot rule 
out the lack of owner sh ip by the owner s , which resu l t s in the lack of 
se l f - r e l i ance . Other cons ide red the p r e sc r ip t i ve manner in which the 
po l ic ies are p r e sen t ed . Schools are exper i enc ing a spa te of absen tee i sm 
due to sick l eaves , low mora le , depress ion and a c c o u c h m e n t leave . The 
low level of co -ope ra t i on amongs t the SMTs is a t t r ibu ted to lack of 
t rust and t r a n s p a r e n c y - r e s u l t i n g in poor showing in mee t i ngs . 
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Spray Diagram for Dysfunct iona l Schools 
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Figure 5.19 : Spray diagram for dysfunctional schools 

The SMTs conducted another exerc ise using the mul t i - cause diagram. 
The focus dur ing th is session was on get t ing an unders tand ing of the 
causes of dysfunc t iona l i ty in the school system. During the 
b ra in s to rming , the above issues were ra ised as causes of 
dysfunct ional i ty in schoo l s . Others regard the reduct ion in a l loca t ion of 
posts to schools as a factor con t r ibu t ing to dysfunc t iona l i ty . As I 
probed fur ther , the reduct ion in PPM was a t t r i bu ted to the decrease in 
school enro lment . In other schools , dysfunct ional i ty manifes ts in lack of 
in f r a s t ruc tu re , which is caused by budge ta ry cons t r a in t s . In most 
dysfunct ional schools there is a lack of s taff development , due to the 
lack of knowledge , informat ion and exper t i se to conduct the t ra in ing for 
empowerment . 

At the school the members of the Das Suppor t Group are repor ted to be 
unable to develop the i r eva luees . Some educa to r s are repor ted to be 
fearful of the changes b rought about by the IQMS programme. The other 
issue is t ha t educa to r s are afraid to indica te what are thei r shor tcomings 
and weaknesses . When others make a choice about thei r peers , they 
simply chose someone who is a friend. 
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The other issues that were raised concern the formation of the 
committees that tends to be biased towards the educator 's needs. There 
is a negative perception about the whole programme of IQMS. The 
educators indicated that there is lack of collective ownership, which is 
linked to resistance to change. There is a general lack of proper staff 
development across the schools. Some of the educators are reluctant to 
score due the conflicts resulting from scoring. The attached monetary 
incentives that go with performance measurement also cloud the issue of 
development. 

The SDT chairpersons made the following proposals as some of the 
proposals for addressing some of the issues. 
(i) Self-reflection: the point was raised that educators need to take time 
and reflect on their daily activities. However, most educators are not 
exposed and nor trained on reflective practice. Reflection on the 
practice holds the key to the acquisition of a variety of skills. 
(ii) Openness: all educators at all the levels require the principle of 
openness. The DSGs cannot function properly if the participants are not 
open to each other. 
(iii) Skills development: There is such a dire need for the development 
of skills. These skills shortage can be addressed by means of 
professional development programmes. 
(iv)Transparency: A significant attribute for the success of any 
organisation. The sub-structures for IQMS, that is DSGs, SDTs can 
only work appropriately if there is transparency. 
(v) Be supportive: The participants called for each member to be 
supportive of the vision. The IQMS structures need support from the 
leadership. 
(vi) Consultation: Every stakeholder needs to be consulted -this can 
guarantee the success of the implementation of the project. 
(vii) Be approachable: The leadership needs to be easily accessible and 
be approachable for any kind of advise. 
(viii)Empowerment: The model that is envisaged needs to be able to 
empower the participants. 

In another exercise the SDT chairpersons some of the following 
suggestions for changes. This includes creating the conducive 
conditions at the school for introducing changes. There was also a 
strong need for the empowerment of SMTs. Educators need to conduct 
themselves in a professional way in order to improve the situation. 

CATWOE 
C - educators, learners, parents 
A - SMT, educators 
T - conducive conditions; empowered SMTs; healthy working 
environment; professional conduct; 
W - educators ' interests 
O - SMT, SDT, educators 
E - consider environment (internal and external) 

97 



M u l t i - c a u s e D i a g r a m for L a c k of S t r a t e g i c P l a n n i n g 
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Figure 5.20 : Spray diagram for lack of strategic planning 

On the 25 t h Feb rua ry 2006 a p r i n c i p a l ' s workshop was conducted in 
Vul indle la West Ward . The review was based on the implementat ion 
chal lenges tha t were faced in 2005 . The d i scuss ions included the review 
of the per formance s tandards for IQMS. The lack of s t ra teg ic planning 
has been ident i f ied as a gap . S t ra tegic p lanning is one of the c r i te r ia in 
performance s t andard number 12. Some of the problems exper ienced at 
school , are due to the lack of s t ra teg ic p lann ing . This skill is a t t r ibu ted 
as one of the s igni f icant leadersh ip ski l ls for any p r inc ipa l . During the 
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discussion we wanted to find out more about some of the causes for the 
lack of strategic planning. These were the views of the principals 
elicited, using the multi-cause diagram. During the brainstorming 
session, the above-mentioned issues as cited in the multi-cause diagram. 
The ability to involve the relevant stakeholders is a critical factor for 
strategic planning- as it addresses the principle of consultation. The 
assumption is that due to the inferiority complex or alternatively a 
superiority complex -some principals will not consider consulting other 
SMT members for strategic planning. The autocratic nature of 
leadership is also a determining factor leading to resistance to any 
proposed changes. Communication was cited as a strong attribute of 
strategic planning-which means the lack of communication can lead to 
people defiance of instructions, messages and any intended actions if 
these are not appropriately communicated. 

Challenges of the SDTs 

The educators identified some of the following as the challenges for 
implementation of IQMS at school level. They cited the lack of 
confidence that SDT members lack confidence in what they are doing. 
Some problems are of an institutional nature and systemic nature. The 
implementation of the School Improvement Plans for some is hindered 
by the lack of capacity within the institution. The lack of time to 
perform the job properly also poses a great hindrance in reaching the 
goals of the system. What comes very clearly during this process is also 
the lack of mentoring experience by the seniors / supervisors and peers 
(Reid and Jones 1997; Reid 1999 in Flesch 2005:70). This is due to the 
lack of training for the latter personnel. The changes of dates for 
conducting the baseline and summative evaluations, further complicate 
the process of appraisal in the schooling system. 

5.10 Conceptual model for IQMS 2006: Reviewed 

On the 17 February 2006 the principals and the SEM discussed the 
IQMS system. After some iterations it was considered that the system 
does not accommodate the KZN vision and the end result for teachers 
development and school improvement. As the system gets reviewed time 
and again the other gaps are identified and thus it is further improved. 

After some iterations the group formulated the IQMS model as a system 
That is integrated and holistic and that will be fully owned by all the 
educators at all levels, and fully supported by the departmental 
officials in order to empower the educators with the relevant skills, 
attitudes and values for effective teacher development and whole 
school development. 

On the 10th March 2006 at the Umgungundlovu District Indaba, I 
presented the conceptual model for discussion. However, there was not 
enough time to deliberate and allow the participants to respond and get 
their perceptions regarding this model. The people who understood what 
I was talking about were the Vulindlela West principals. They really 
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unders tood the p r o c e s s , s ta r t ing from when the DAS model was 
concep tua l i s ed . The IQMS model was conce ived after these p r inc ipa l s 
had a grea t exposure to the p rev ious sess ions where d e l i b e r a t i o n s were 
held in fo rmula t ing the model . 

The model cap tu res and cap t iva te s some of the work that was 
con t inua l ly go ing on at school . The kind of IQMS tha t the SMTs and 
p r inc ipa l s env i s ioned is cap tured in the words tha t were used by the 
p a r t i c i p a n t s . The model env i sages an IQMS that needs to be integrated -
which means tha t the th ree p rogrammes tha t need in t eg ra t ion are 
Deve lopmen t A p p r a i s a l , Per formance Measu remen t and Whole School 
Eva lua t ion . In order to rea l i se th is v is ion of and in t eg ra t ed IQMS 
sys tem- a conce r t ed effort was put on se t t ing up the s t ruc tu re s to rea l i se 
this dream. Most of the workshops that were conduc ted in Vul ind le la 
West were based on iden t i fy ing the needs of the i nd iv idua l educa tors 
and schoo l s . The se l ec t ion of p r inc ipa l s in the V u l i n d l e l a West Ward 
inc luded peop le who were pas s iona t e and capable of p romot ing DAS in 
thei r s choo l s . In Februa ry 2004 there were t r a in ings tha t were conducted 
across the V u l i n d l e l a Ci rcu i t . During those . t r a in ings , each school was 
supposed to send th ree de l ega t e s . The team of t r a i n e r s tha t conduc ted 
the workshops came from Vul ind le l a West Ward . The p rev ious 
exper i ence of work ing in DAS helped in unpack ing the IQMS pol icy 
document . 

In Vu l ind le l a West Ward the advocacy and awarenes s campaigns for 
IQMS con t inued for pu rposes of r e in fo rc ing the p rev ious t r a in ing . We 
did not want to assume tha t the t r a in ing that was de l ive red to the three 
educa tors was enough to get the rest of the educa to r s to unde r s t and the 
IQMS p r o c e s s . C o n s e q u e n t l y , we embarked on se r ies of workshops and 
meet ings with d i f ferent s t a k e h o l d e r s . These workshops were conducted 
with SMTs, post level 1 e d u c a t o r s , HODs and p r i n c i p a l s . The idea of 
fac i l i t a t ing ownership of IQMS amongst all the educa to r s in Vu l ind le l a 
West Ward became the main focus for the whole year . We rea l i sed that 
IQMS could be ano the r ' qu i ck fix that f a i l s ' if we do not advoca te for 
the ownersh ip of the p r o g r a m m e . The emphas i s dur ing 2004 was on the 
in t e rp re t a t ion of the IQMS pol icy document , whi l s t us ing the tools for 
sys tems t h i n k i n g . In most of the workshops all the r e l evan t s t akeho lde r s 
were exposed to the use of too ls for sys tems t h i n k i n g . Al though the 
main t a rge t group which was easier to work with was the p r i n c i p a l s . The 
model was a resu l t of a co l l ec t ive effort and c o l l a b o r a t i o n by the 
re levant s t a k e h o l d e r s , tha t is, the SMTs, the SDT cha i rpe r sons and 
p r inc ipa l s . An a t t empt to embark on a holistic app roach was not easy. 
N e v e r t h e l e s s , the approach that was used involved the deve lopment of 
pe r fo rmance i nd i ca to r s that served as a guide for demons t r a t ing 
pe r fo rmance . In some of the p r i n c i p a l s ' workshops we used the Whole 
School Eva lua t i on i n s t rumen t s in order to make conce r t ed effort to 
cover the nine focus a reas for WSE. The idea of work ing in c lus te rs 
grew from the r e a l i s a t i o n that every p r inc ipa l needed the s t rength of the 
other in order to work on h i s /he r sho r t comings . 
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The d i scuss ions above ind ica te that the lack of suppor t was another 
cause for the fa i lure of DAS. In order to make IQMS fully supported by 
all departmental officials, a number of s t ruc tu re s were formed. 
In i t i a l ly , I led the task of forming the Vu l ind l e l a Task Team, 
respons ib le for the t r a in ing of the th ree educa to r s in February 2004. 
This team was a lso t a sked with the r e spons ib i l i t y of t r a in ing educa tors 
across the V u l i n d l e l a Ci rcu i t schoo l s . Dur ing the course of the year, 
Umgungund lovu Dis t r i c t Task Team was l aunched - given the 
r e spons ib i l i t y of mon i to r i ng the imp lemen ta t i on , and r epor t ing on the 
progress of IQMS i m p l e m e n t a t i o n across the d i s t r i c t . These in i t i a t ives 
resu l ted in sha r ing the r e s p o n s i b i l i t y for IQMS with the other sub-
d i r e c t o r a t e s , such as Educa t ion Management and Governance 
Deve lopment (EMGD) and Teach ing and Learn ing Serv ices (TLS) . 

The hands -on approach can be a t t r ibu ted to the success of DAS and 
IQMS i m p l e m e n t a t i o n , which also ga lvan ized the d i rec t i nvo lvement of 
SMTs, p r inc ipa l s and PL1 educa to r s . The IQMS model fea tured the 
empowerment of educators with relevant skills as its main goa l s . A 
number of s t r a t eg i e s and ac t ion plans were put in p lace for purposes of 
empower ing the e d u c a t o r s . It was ear l ie r ci ted tha t a group of educa tors 
were se lec ted due to the i r exper t i se in f inancia l m a n a g e m e n t to conduct 
t ra in ing for p r i n c i p a l s in f inancia l management sk i l l s . Those workshops 
bore some frui t - a number of schools a t ta ined sec t ion 21 s ta tus in 
Vu l ind le l a Wes t Ward . In 2004 to 2005 vo lun tee r educa to r s were ca l led 
to conduct t r a in ing in a s ses smen t sk i l l s . A team of HODs s tar ted 
working with other HODs for the j u n i o r , senior p r imary and Further 
Educa t ion and T r a i n i n g (FET) band. The c lus te r mee t ings that were 
conduc ted in 2004 and 2005 were mainly focused on us ing cur r icu la 
ski l ls and f inanc ia l managemen t sk i l l s . 

Due to the c o n s i s t e n c y in engagement with DAS in 2003-2004 and IQMS 
in 2004 to 2006 , attitudes and menta l models were con t i nua l l y changing . 
The p ro fe s s iona l values of educa tors were also be ing shaped for the 
bet ter . Whi l s t we were working with DAS, there was a lot of 
commi tment and p ro fe s s iona l demons t ra ted by the SMTs as compared to 
IQMS in 2006 . The la t te r seemed to take the focus of educa to r s from 
their d e v e l o p m e n t to pe r sona l gain- this could be subs t an t i a t ed by the 
inf la ted scores submi t t ed in 2005 by the educa t o r s . Before the schools 
c losure in June 2006 , I r eques ted the p r inc ipa l s to send the scores for 
pe r fo rmance s t anda rds No 1-4. A genera l ana lys i s of these scores 
ind ica tes tha t educa to r s are f ixated on scores at the expense of 
deve lopmen t . 

The idea of i n t eg ra t i ng Deve lopmen t Appra i sa l , Pe r fo rmance Appra i sa l 
and Whole School Eva lua t ion from a pol icy p e r s p e c t i v e is an approach 
that env i sages a ho l i s t i c and deve lopmen ta l model . In dea l ing with such 
sys tems invo lv ing a lot of human ac t iv i ty , the re are a ser ies of 
un in tended m a n i f e s t a t i o n s which impede the p r o g r e s s . This jus t i f i e s the 
use of sys tems a p p r o a c h to the i m p l e m e n t a t i o n of these po l i c i e s . 
Teacher development is impl ic i t in the model , a l t hough the rush to 
submit the r equ i red scores can over shadow it. The deve lopmen t of 
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t eachers is at the cen t r e and hear t of DAS and IQMS; it can only be 
sabotaged th rough the vi le of human fa i lure . 

5.11 Personal Vision 

The other p ro jec t tha t one had to engage him in was to wri te an 
ass ignment on a pe r sona l v is ion . The idea of wr i t ing o n e ' s pe rsona l 
vis ion is s ign i f i can t for purposes of f inding d i r ec t ion and focus in life. 
Senge (1990) s t rong ly be l i eves in persona l v i s ion . In his wr i t ings Senge 
regards pe r sona l v i s ion as one of the key areas for deve lopmen t in a 
learn ing o r g a n i s a t i o n . Senge (1990) rates pe r sona l mas te ry amongs t the 
other five d i s c i p l i n e s . The p r inc ipa l s were t r a ined in the wr i t ing of 
their pe r sona l v i s ion . This exerc ise is cons ide red to be s ign i f ican t for 
o n e ' s pe r sona l d e v e l o p m e n t . 

5.12 Organisational Structure 

The u n d e r s t a n d i n g of schools as o rgan i sa t ions de t e rmines the way the 
learn ing pa t t e rns are ana lysed within the school . Senge (2000) descr ibes 
about nine pa t t e rn s in o r g a n i s a t i o n s . The most popu la r is " fixes that 
fail " ( 2 0 0 0 : 9 1 ) . In the study on has noted how pro jec t s have been 
in i t i a ted , but not being fol lowed th rough . Amongs t these pro jec ts was 
the t r a in ing of SMT us ing SACRED Hear t manuals in 2000 -2002 . The 
fo l lowing years 2002 -2003 saw the TESM manuals sent to schoo l s , but 
some schools never used so much of the mate r i a l con ta ined the re in . 
Stacey (2003 :95 ) ma in t a in s that the essence of mas t e r ing sys tems 
th ink ing as a m a n a g e m e n t d i sc ip l ine is to see pa t t e rns where others only 
see events and forces to react to . From a manage r i a l po in t of view, the 
change in b e h a v i o u r is c ruc ia l pa r t i cu l a r ly for the growth of the 
o rgan i sa t ion if it comes from the l eade r sh ip . Ach tenhagen (2003) 
main ta ins that m a n a g e m e n t needs to change its mindse t in order to al low 
a conduc ive a t m o s p h e r e for learning wi th in the school (ci ted in 
Pe t t ingrew e t . a l . 2 0 0 3 : 7 7 ) . 

5.13 The Relationship between learning and systems thinking 

The a s sumpt ion is tha t rea l i ty can be approached as sys tem, which also 
impl ies the i n t e r a c t i o n be tween the different e l emen t s of a system and 
also the i n t e r c o n n e c t i o n with other sys tems . In th is ana lys i s Flood 
(1999:14) b r ings in the not ion of unde r s t and ing the s ign i f i cance of 
sys tems dynamics . He refers to the tools that Senge (1990) uses in order 
to br ing some u n d e r s t a n d i n g to the na ture of r ea l i ty . Senge (1990) 
observes the pa t t e rn s tha t recur in l iv ing o r g a n i s m s , which he calls 
system a r c h e t y p e s . By sys tem a rche types it becomes c lear to identify 
what happens in the dynamics of a sys tem. Amongs t these sys tems 
a rche types are obse rvab l e pa t t e rns of behav iou r . Flood (1999: 14) 
argues that the knowledge of a rche types expands o n e ' s ab i l i ty to get to 
gr ips with managemen t i s sues . 
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Whilst working with the schools one was able to understand some of the 
prevailing systems archetypes. During the process of negotiating entry 
to the schools through the DAS and IQMS programmes, some of these 
opportunities eventually led to notable improvement in the schools. 
There is a strong argument for viewing organisational learning is the 
'activity and the process by which organisations eventually reach the 
ideal of a learning organisation' (Finger and Brand 1999: 136). Finally, 
Finger and Brand conclude, that there is a need to develop 'a true 
management system of an organisation's evolving learning capacity' 
(op. cit.). This, they suggest, can be achieved through defining 
indicators of learning (individual and collective) and by connecting 
them to other indicators (op. cit.). 

Finger and Brand (1999) observed that the interventions may trigger 
individual and collective learning processes at all levels of the 
organisation, although these may not necessarily be properly connected 
to the organisation's strategic objectives. Popular models of 
organisational learning (such as Dixon 1994) assume such a link. It is, 
therefore, imperative, ' that the link between individual and collective 
learning and the organisation's strategic objectives is made' (ibid: 147). 
This shortcoming, Finger and Brand (1999:147) argue, makes a case for 
some form of measurement of organisational learning - so that it is 
possible to assess the extent to which such learning contributes or not 
towards strategic objectives. Donald Schon (1987) made the defining 
contribution by providing a theoretical framework linking the 
experience of living in a situation of an increasing change with the need 
for learning. The experience of working closely with the schools in DAS 
and IQMS yielded some tangible results which can be attributed to the 
above argument by Finger and Brand (1999). Some of the principals who 
were engaged with the process of DAS and IMQS implementation 
benefited through the process. In some schools there were indicators of 
notable improvement. 

5.14 Systems theory and the learning organisation 

Systemic thinking is the conceptual cornerstone of Peter Senge's 
approach in working with organisations. Senge (1990:12) considers it as 
a discipline that integrates the others, fusing them into a coherent body 
of theory and practice. Systems theory's ability to comprehend and 
address the whole, and to examine the interrelationship between the 
parts provides, for Peter Senge, both the incentive and the means to 
integrate the disciplines. Three things need noting here. First, systems 
theory looks to connections and to the whole. In this respect it allows 
people to look beyond the immediate context and to appreciate the 
impact of their actions upon others (and vice versa). To this extent it 
holds the possibility of achieving a more holistic understanding. 
Second, while the building blocks of systems theory are relatively 
simple, they can build into a rather more sophisticated model than are 
current in many organisations. Senge argues that one of the key 
problems with much that is written about, and done in the name of 
management, is that rather simplistic frameworks are applied to what 
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are complex s y s t e m s . The add i t ion of the two poin ts t oge the r moves the 
focus from a l inear to a ho l i s t i c approach . The shift takes the 
pe r spec t ive to the po in t of app rec i a t i ng the o rgan i s a t i on as a dynamic 
p rocess . Thus , the a rgumen t runs , a be t ter a p p r e c i a t i o n of sys tems will 
lead to more a p p r o p r i a t e ac t ion . Thi rd , sys temic t h i n k i n g , accord ing to 
Senge, a l lows us to r ea l i ze the s ign i f i cance of feedback mechan i sms in 
o r g a n i s a t i o n s . 

Senge conc ludes tha t the sys tems v iewpoin t is gene ra l ly or ien ted toward 
the long- te rm v iew. To Senge the de lays and feedback loops are so 
impor tan t . It is very easy to jus t s imply d i s r ega rd the de lays and 
feedback loops , a l t hough they are unavo idab le and i n c o n s e q u e n t i a l . In 
the words of Senge , the feedback loops and delays come back to haunt 
you in the long te rm ( S e n g e l 9 9 0 : 92) . Whi le o ther wr i t e r s may lay 
s tress on sys tems t h e o r y , in Senge ' s hands it sha rpens the model - and 
does p rov ide some in t eg ra t i on of the ' d i s c i p l i n e s ' he iden t i f i e s . For this 
study the sys tems th ink ing became an in tegra l par t of the approach to 
the i m p l e m e n t a t i o n of DAS and IQMS. In the above f igures as ind ica ted 
with the use of d i f ferent sys tems too l s , these feedback loops were 
i l lus t r a t ed . They are the rea l i ty of what p reva i l s in the school sys tem. 

5.15 Coaching and Staff Development 

The issue of p ro fe s s iona l deve lopmen t of t eache r s is an in tegra l pat of 
DAS and IQMS. Any p rogramme that is cons ide red for staff 
deve lopmen t needs to cons ide r the fo l lowing fac to r s , tha t is, the 
cha l l enges faced by the educa to r s and a d m i n i s t r a t o r s and the re levant 
suppor t to s taff (Senge 2 0 0 0 : 3 8 5 ) . The use of the r ight tool for the r ight 
purpose is s ign i f i can t in order to achieve the r equ i r ed r e su l t s . 

The a s sumpt ions r ega rd ing the choice of tools are namely : 

"If the purpose is to make menta l models exp l i c i t , to no t ice conf l i c t s , 
and reso lve appa ren t d i f f e rences , then causal loops are h ighly effect ive 
sys tems models should be judged on thei r ins igh t , usab i l i ty and 
re levance "Senge 2000 : 264) . 

Induc t ion is l ack ing in most of the schools where IQMS was conduc ted . 
Accord ing to Henry (1998 in Heyns 2000 :163) the secre t of successful 
induc t ion l ies in a mul t ip l e of suppor t p rog rammes tha t combines the 
ac t iv i t i e s of m e n t o r s , Deve lopmen t Suppor t G r o u p s , d i s t r i c t of f ic ia ls , 
and peers . Induc t ion p rog rammes need to be par t of the School 
Improvemen t Plan . Men to r s can play a s ign i f i can t ro le dur ing the 
induc t ion of e d u c a t o r s . 

This approach f i t ted in the context and workp lace in dea l ing with 
po l ic ies that are p r o b l e m a t i c . The l i t e ra tu re tha t was rev iewed grounds 
the s tudy in the u n d e r s t a n d i n g of the concep t s tha t are pecu l i a r to the 
sys tems t h i n k i n g . The l i t e r a tu re reviewed e l abora t e s on the concep t s and 
the c o n c e p t u a l i s a t i o n of the issues from a sys tems p e r s p e c t i v e . The 
d i scuss ions and ac t i v i t i e s ranged from the use of va r ious tools for 
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unde r s t and ing the p r o b l e m a t i c s i t ua t i ons . Different too l s were used for 
purposes of u n d e r s t a n d i n g sys tems and engag ing with p rob lema t i c 
s i tua t ions that lend t h e m s e l v e s to human ac t i v i t y . The dif ferent s tages 
of engaging with the na tu re of the rea l i ty and p rob lem at hand were 
done over a pe r iod tha t spanned four yea r s . Since th i s s tudy has been 
ref lec t ive in na tu re - i t r ecorded only the key h i g h l i g h t s and fa i lures in 
this p rocess of d i a logue and engagement dur ing the imp lemen ta t i on of 
DAS and IQMS in V u l i n d l e l a West Ward. 

5.16 Summary 

In this chap te r an a t t empt was made to explore the imp lemen ta t i on of 
DAS and IQMS from 2003 to 2006. Dur ing tha t phase we ind ica ted how 
the use of the sys tems th ink ing and sys tems me thodo logy too ls were 
employed in order to gain ins ight into the i ssues of pol icy 
i m p l e m e n t a t i o n , p a r t i c u l a r l y DAS and IQMS. In the examples cited it 
has been c lea r ly i nd ica t ed tha t not all the s teps of SSM were fol lowed 
to the le t te r . However , the approach that was used c o n t r i b u t e d to the 
deve lopmen t of an i n i t i a t i ve tha t saw SMTs and p r i n c i p a l s beg inn ing to 
engage with the rea l i ty of DAS and IQMS. The unfo ld ing deve lopmen t s 
are not n e c e s s a r i l y in a logical order . N e v e r t h e r l e s s , the ref lec t ion is 
based on the key po in t s dur ing the process of us ing th is t heo re t i ca l 
f ramework of sys tems th ink ing and Soft Systems M e t h o d o l o g y . 

This chap te r makes an impor tan t con t r ibu t ion in ou t l i n ing the p rac t i ca l 
app l i ca t ion of sys tems too ls for ana lys ing messy s i t ua t ions in which 
there is a complex i n t e r r e l a t i o n s h i p of human ac t i v i t y . The study adds 
depth into an u n d e r s t a n d i n g of the phenomenon of DAS and IQMS in 
Vu l ind le l a West Ward . The sys tems tools enable us to unde r s t and the 
key ba r r i e r s to the imp lemen ta t i on of DAS and th i s also p repared the 
SMTs and p r inc ipa l s to be able to approach IQMS with a different 
pe r spec t i ve . There were a number of t r a in ing ses s ions that were held 
and not eve ry th ing has been put in sequence tha t emana ted from some of 
those e n g a g e m e n t s . Dur ing the first year of i m p l e m e n t a t i o n of DAS, one 
has noted that a l though the re was not much u n d e r s t a n d i n g of SSM as in 
2006, yet the re was much input from the p a r t i c i p a n t s r ega rd ing the 
imp lemen ta t i on . With regard to the en thus iasm d e m o n s t r a t e d by the 
p a r t i c i p a n t s , there was much ac t iv i ty shown by the groups in the 
format ive years of our i n t roduc t ion of DAS. The c o n c e p t u a l model that 
was formula ted in 2003 by the pa r t i c ipan t s as p r i n c i p a l s ind ica tes how 
they knew what they were supposed to do. Comment s wil l be made in 
the next chap te r c o n c e r n i n g what I cons ider as some of the f indings and 
learn ings dur ing the course of this work. The s tudy reviewed the 
sys tems t h i n k i n g p roces s and the SSM approach used for purposes of 
implemen t ing IQMS in Vu l ind le l a Ci rcu i t , a l though the main focus was 
in Vu l ind le l a West Ward . 
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CHAPTER 6 

FINDINGS 

6.1 Introduction 

In this chapte r I in tend to ind ica te the f indings and l ea rn ings from these 
expe r i ences , cove r ing 2 0 0 3 - 2 0 0 6 . The purpose of th is s tudy can be 
summar i sed as to ref lec t on the imp lemen ta t ion of DAS and IQMS whi ls t 
working with SMTs and p r i n c i p a l s . Secondly , to d e m o n s t r a t e the method 
of us ing the sys tems approach and the SSM in the imp lemen ta t ion of 
DAS and IQMS. Th i rd ly , to ana lyse the pa t t e rns emerg ing from this 
period of school d e v e l o p m e n t , us ing the pol icy of DAS and IQMS. 

In this chap te r I focus on the f indings and l ea rn ings based on this 
process of us ing a sys tems approach whi ls t i m p l e m e n t i n g DAS and 
IQMS in V u l i n d l e l a West Ward. I ana lyse the concep tua l models for 
DAS and IQMS, and give in t e rp re t a t i on to these m o d e l s . I address the 
key ques t ions p r e sen t ed and the themes emerg ing from the ana lys i s . I 
identify the p r o f e s s i o n a l deve lopment pa t t e rns tha t emerged from the 
deve lopmen t p r o c e s s . I exp lore the areas for p ro fes s iona l deve lopment 
that are a cha l l enge for SMTs, DSGs, p r inc ipa l s and s u p e r i n t e n d e n t s . I 
recap on the menta l mode ls emerg ing from the d i a logue process with 
SMTs and p r i n c i p a l s . 

6.2 DAS : a developmental approach 

The sys tems p e r s p e c t i v e enabled the pa r t i c i pan t s to get a bet ter 
unde r s t and ing of the problem s i tua t ion . With the use of mul t i - cause 
d i ag rams , the r ich p i c t u r e , the Iceberg tool and m i n d - m a p s , the SMT 
members were able to gain ins ight and ana lyse the unde r ly ing issues 
that led to the fa i lure of DAS implemen ta t ion . The too l s being used 
con t r ibu ted in the f ac i l i t a t i on of d i a logue . The SMT members developed 
a sense of ownership of the problem s i tua t ion . The ac t ive pa r t i c ipa t ion 
of the SMTs and p r i n c i p a l s c rea ted a conduc ive a tmosphe re for group 
lea rn ing . 

The sys tems approach enabled the pa r t i c ipan t s to have a new 
pe r spec t ive on u n s t r u c t u r e d p rob lems . The too ls tha t were being used 
such as r ich p i c t u r e s , sys tems models and SSM s tages opened a new 
window into the complex na ture of DAS, p a r t i c u l a r l y the iden t i f i ca t ion 
of the c l i en t s , ac to r s and owners of the p rob lem. The SMTs and 
p r inc ipa l s ga ined a be t te r ins ight into the p rob l ems tha t led to the 
fai lure of DAS. The c o n t r i b u t i o n s led to the craf t ing of a concep tua l 
model for DAS. The SMTs and p r inc ipa l s made a t u rn ing point in the 
pe rcep t ion of DAS. The pos i t ive spi r i t that was showed by the SMT 
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members in the i n t e r p r e t a t i o n of the DAS document was r emarkab le . The 
sys tems maps succ inc t l y i l lu s t r a t e the boundary for DAS and the 
env i ronment in which it ope ra tes . The skil l of m i n d - m a p p i n g c lear ly 
demons t r a t e s what can be done in complex sys tems . 

The emerg ing i nnova t i ons tha t the SMT members in t roduced in the 
concep tua l model for DAS demons t r a t ed the i r commi tmen t to 
deve lopmen t . The r e th ink ing on DAS crea ted the p la t form for the 
imp lemen ta t i on p r o g r a m m e . The en thus iasm from the workshops 
dove ta i l ed to the s choo l s . A sense of adven tu re was ca r r i ed into the 
school e n v i r o n m e n t . A grea te r awareness and advocacy for DAS resu l ted 
from these i n i t i a t i v e s . The issues that emerged from the rich p ic tures 
and the s i tua t ion as ana lysed using the sys tems too l s ind ica te the 
complex i ty in the i m p l e m e n t a t i o n of DAS wi th in the schoo l ing sys tem. 
However , with a f ac i l i t a t ed approach that bordered on the empowerment 
of SMTs, some of the pe rcep t ions held by educa to r s were d ispe l led 
dur ing th is p rocess of engagemen t . With a deeper ins ight into the 
s t ruc tu ra l i s sues , the p r inc ipa l s were be t ter p repa red to meet the 
cha l l enges for d e v e l o p m e n t in the i r schoo l s . There was a sense of focus 
and d i rec t ion tha t was injected by the p r inc ipa l s in school deve lopment 
p lann ing . When one compares the past years when the p r inc ipa l s were 
focused on the improvemen t of schools dur ing the era of DAS, the 
commi tmen t was i n t r i n s i c . Deve lopment was the main focus , and the 
s t ra tegy being DAS. It can be argued tha t DAS was the leverage point 
for mob i l i s ing p r i n c i p a l s to embark on school d e v e l o p m e n t p lann ing . 
The success i nd i ca to r s are the number of schoo ls tha t appl ied for 
sec t ion 21 s ta tus in V u l i n d l e l a West Ward . The p r i n c i p a l s , work ing in 
c lus t e r s , addressed the sk i l l s shor tages in f inanc ia l managemen t . Policy 
deve lopmen t , secur i ty of school a sse t s , a d m i n i s t r a t i o n of school records 
received p r io r i t y for deve lopmen t . Some of the pr imary school 
p r inc ipa l s were not invo lved so much in c l a s s room t e a c h i n g . They 
s tar ted to engage in lesson p r epa ra t i on , a s se s smen t , as requi red for 
c lass room obse rva t i on dur ing the appra i sa l p roces s . 

6.3 IQMS : a holistic approach 

The expe r i ence of work ing with SMT members from 2 0 0 3 - 2 0 0 4 , created 
an enabl ing e n v i r o n m e n t for the imp lemen ta t ion of IQMS. With the 
advent of IQMS in 2004, the s tage was a l ready set for the t r a in ing of 
SMT members and educa to r s on the i m p l e m e n t a t i o n of IQMS. A 
concer ted effort to implemen t IQMS across the p r o v i n c e faced a number 
of cha l l enges . H o w e v e r , with a sys tems pe r spec t ive to th is cha l lenge the 
complex issues were add res sed with a be t te r u n d e r s t a n d i n g . Compared to 
DAS, the IQMS had its own c o m p l e x i t i e s , which were i l l u s t r a t ed in the 
sys tems maps . These too ls c lear ly i l lu s t r a t e what is in s tore in IQMS. 
Besides the hard core i ssues in IQMS as i l l u s t r a t ed in the sys tems maps 
there were also ' s o f t ' i ssues to be deal t wi th . The IQMS strand that 
compl i ca t ed the i ssues further was the p r e s su re exer ted by the 
depar tmen t and un ions . The depar tment needed to fulfil its ob l iga t ion to 
implement . The un ions were f ight ing for thei r members to get the salary 
inc rements a t t ached to the IQMS appra i sa l p roces s . 
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The t h r e e - p r o n g e d na tu re of IQMS pol icy further compl i ca t ed the issues 
regard ing i m p l e m e n t a t i o n . The three sys tems are deve lopmen ta l 
appra i sa l , pe r fo rmance measu remen t and whole school eva lua t ion . The 
pressure for i m p l e m e n t a t i o n resu l ted in t ee th ing s tages and mis takes . 
What emerged from th is p ressure is that the t r a in ing took the cascade 
model . In order to ensure con t inu i ty in Vu l ind le l a West , the sys tems 
approach was i nco rpo ra t ed into the t r a in ing aspec t . Due to that process 
IQMS became the focal fea ture for further t r a i n i n g . This con t inu i ty 
resul ted in fur ther engagemen t with the messy i ssues emerg ing from the 
imp lemen ta t i on p r o c e s s . A pla t form was p rov ided for dea l ing with the 
complex i ssues bes t ing the imp lemen ta t ion . Bes ides tha t , the approach 
requi red a more focused a t t en t ion in order to meet the t ime frames for 
the submiss ion of s co res . 

The IQMS t r a in ing was focused on making the SMTs and p r inc ipa l s to 
synerg i se the i r app roach with school deve lopmen t p l ann ing . During 
these engagemen t s ba se l i ne eva lua t ion was conduc ted , a SWOT ana lys i s 
of the schoo l , the fo rmula t ion of the School I m p r o v e m e n t P lans , and the 
imp lemen ta t i on of the cyc les for d e v e l o p m e n t . Dur ing these 
engagemen t s the focus was on the concep tua l mode l . The IQMS 
concep tua l model was rev iewed , in order to inc lude school development 
and professional development of educators. School p r inc ipa l s were 
empowered to use the use the Whole School Eva lua t ion in s t rumen t s . A 
holistic approach r equ i red the use of sys tems too l s in order to ass is t 
SMTs and p r inc ipa l s to cons ider the nine focus areas in School 
Improvemen t P lans . A lot of focus was put on the developmental aspec ts 
of IQMS. Dur ing the Ward p r inc ipa l s and SMT workshops the IQMS 
concep tua l model was be ing con t inuous ly c la r i f i ed . The gaps that were 
ident i f ied in the IQMS pol icy document were ana lysed us ing the sys tems 
too ls . A conce r t ed effort was made to make IQMS a point of depar tu re 
for all d e v e l o p m e n t a l i n i t i a t i ve s . 

The p r inc ipa l s of V u l i n d l e l a West con t r ibu ted to the fo rmula t ion of the 
summative observation instrument (see A p p e n d i x A). The cluster 
meet ings con t inued amongs t the SMTs and p r i n c i p a l s . The main agenda 
in c lus ter mee t ings is focus on school deve lopmen t . It was ind ica ted 
that the c o n c e p t u a l model for IQMS was rev i sed in order to cons ider 
teacher professional development and school improvement. The process 
of d ia logue ex tended to the newly formed Ward Task Teams , compr i sed 
of SDT c h a i r p e r s o n s . As i l lus t ra ted in the p r ev ious chap te r s , the 
imp lemen ta t i on was operational and systemic in na tu re . From a pol icy 
pe r spec t ive ( the hard sys tems approach) there were cha l l enges in terms 
of meet ing the t imef rames for submiss ion of s co res . However , from a 
soft systems perspective, the ana lys i s focussed on the cha l l enges using 
the r ich p i c t u r e s , the CATWOE ana lys i s , and other sys tems too l s . The 
imp lemen ta t i on was not as s impl i s t i c as it appea r s on the pol icy 
document . In some sess ion d i scuss ions revolved around the IQMS 
cha l l enges . 
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The imp lemen ta t i on of IQMS was further compl i ca t ed by the shift from 
the deve lopmen ta l aspec t and the focus on performance measurement 
for f inancia l r ewards . With DAS, the in i t i a t ive for deve lopmen t reached 
a stage where it was i n t r i n s i c , ra ther that ob l iga to ry on schoo l s . The 
pos i t ive aspec t in IQMS is that some p r inc ipa l s s ta r ted to take 
c lass room t each ing se r ious ly . Consequen t ly , c l a s s r o o m - o r i e n t e d t r a in ing 
also became a fea ture of Ward Deve lopment i n i t i a t i v e s . Some p r inc ipa l s 
s tar ted to engage with ou t comes -based t each ing in p repa ra t i on for 
c lass room t each ing and obse rva t ion . 

The School I m p r o v e m e n t Plans that were submi t t ed by schools took into 
cons ide ra t ion the nine key areas of whole school d e v e l o p m e n t . However , 
there are s h o r t c o m i n g s in embark ing on a whole school approach due to 
ind iv idua l and co l l eg i a l sk i l l s shor tages in the l eade r sh ip of the school . 
Through th i s e n g a g e m e n t on con t inuous l ea rn ing and openness to 
deve lopmen t , the iden t i f ied sk i l l s shor tages are p r io r i t i s ed and exposed 
for spec ia l i s t a t t en t i on . A number of workshops were conduc ted by the 
SMTs and p r inc ipa l s wi th in the ward who posses these spec i a l i s t sk i l l s . 

6.4 Professional Development 

One of the r e q u i r e m e n t s for DAS and IQMS is that every educa to r must 
engage in p ro fe s s iona l deve lopmen t . In the IQMS pol icy document one 
of the c r i t e r i a s ta tes c lear ly that educa tors need to meet cer ta in 
s tandards to d e m o n s t r a t e p ro fess iona l deve lopmen t . 
The concep tua l models formula ted in DAS and IQMS share the not ion of 
teacher development. Our lack of abi l i ty to ref lec t on our own p rac t i ce , 
d i sempowers the p ro fess iona l deve lopment of t e a c h e r s . The Norms and 
S tandards for educa to r s po l icy document a r t i cu l a t e the best in ten t ions 
and the ideal educa to r . However , these a r t i c u l a t i o n s are not 
d e p a r t m e n t a l l y suppor t ed by the ex is t ing s t ruc tu re s and sys tems . 
Nei ther is the re p roper a l ignment and in t eg ra t i on be tween all the 
depa r tmen ta l p r o g r a m m e s to suppor t this v is ion of an ideal educa tor as 
por t rayed in the seven norms and s tandards for e d u c a t o r s . 

The purpose of the t h e o r e t i c a l f ramework is to suppor t the not ion of an 
educa tor who is a re f lec t ive p rac t i t i one r . The cond i t i ons that are 
p reva i l ing in some schoo ls are not conduc ive to the p rac t i ce of regular 
d ia logue about the p r a c t i c e . The educa to r s are not even consc ious of 
re f lec t ion as a ski l l tha t needs to be p rac t i ced . These DAS and IQMS 
in i t i a t ives were in tended to enable the SMTs and p r inc ipa l s to be 
empowered to deal with the p rob l ema t i c s i tua t ions they face in their 
dai ly a c t i v i t i e s . What is also lacking in most schoo ls is the p ro fess iona l 
exper t i se tha t is needed to empower educa to r s at all l eve l s . In both the 
models that were deve loped for DAS and IQMS, the idea of a 
deve lopmen ta l and suppor t ive e lement is impl ic i t . Upon re f lec t ion I 
have noted tha t the approach that was used was indeed deve lopmen ta l . 
The p r inc ipa l s and SMTs crea ted a suppor t ive env i ronmen t for school 
deve lopmen t and improvemen t dur ing the i m p l e m e n t a t i o n s tages of DAS 
and IQMS. 
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The f indings of the s tudy po in t out that th rough DAS and IQMS the 
teachers are able to take cont ro l of the i r p ro fe s s iona l deve lopment . 
These were i n i t i a t i ve s p romoted by the Vu l ind l e l a West Ward for the 
p rofess iona l d e v e l o p m e n t of SMTs, p r inc ipa l s and e d u c a t o r s . With the 
re levant t r a i n i n g , the SEM can also be a ca ta lys t for sus ta ined and 
cons i s ten t p ro fe s s iona l deve lopmen t i n i t i a t i ve s . A p ro fe s s iona l l y t ra ined 
SEM has a key role in mobi l i s ing schoo l -based in i t i a t i ves aimed at 
p ro fess iona l d e v e l o p m e n t . In order to ass is t all schoo ls with a s se s smen t , 
the SMTs have iden t i f i ed fac i l i t a to r s r e spons ib l e for the j u n i o r , senior 
phase and FET band. These educa tors were r e s p o n s i b l e for fac i l i t a ted 
workshops as par t of the ac t iv i t i e s ment ioned in the Ward Improvement 
Plan. In order to set a benchmark for c r i t e r i a for a s se s smen t , the 
fac i l i t a to rs br ing a long samples of the i r t eacher and learner por t fo l ios . 
Other areas tha t are d i scussed inc lude lesson p l ann ing and 
admin i s t r a t i on of r e c o r d s . 

During some of the p r i n c i p a l ' s s e s s ions , each pe r son was cal led upon to 
br ing the a d m i n i s t r a t i o n r eco rds . The ra t iona le for these exe rc i se , is to 
promote t r a n s p a r e n c y and crea te a co l leg ia l a t m o s p h e r e for exchang ing 
informat ion and k n o w l e d g e . This led to p r inc ipa l s dec id ing to meet in 
c lus te rs with the i r pee r s , in order to promote m e n t o r s h i p . With the 
advent of IQMS, the r equ i r emen t for s choo l -ba sed p rofess iona l 
deve lopmen t became a demand. The t ime cons t r a in t s and the p res su re to 
meet the app ra i s a l r e q u i r e m e n t s , have nega ted the co l l eg i a l spir i t which 
s tar ted dur ing the era of DAS. 

The mee t ings wi th SDTs ind ica te that there are se r ious gaps regard ing 
schoo l -based d e v e l o p m e n t . This cha l l enge r ep l i c a t e s in most schoo l s , 
and is se r ious ly h a m p e r i n g the deve lopment a spec t . Another ser ious 
anomaly is the lack of p ro fess iona l ski l ls amongs t the members of the 
Deve lopmen t Suppor t Groups and SDTs. Some educa to r s tend to i so la te 
their p ro fes s iona l deve lopmen t needs from the i r P ro fes s iona l Growth 
Plans (PGP) . The t endency to t rea t IQMS as an event , also 
d i sen f ranch i ses the p ro fe s s iona l deve lopmen t of e d u c a t o r s . Due to this 
ident i f ied i n s t i t u t i o n a l i ncapac i ty , SDTs and DSGs fail to give gu idance 
and d i rec t ion to the i r pee r s . 

The other i nh ib i t i ng factor is the d i s c repanc i e s be tween school A and 
school B, in t e rms of deve lopment i n i t i a t i v e s . The ind ica to r s of 
pe r fo rmance are not c l ea r ly s t ipu la ted the IQMS c r i t e r i a . Overscor ing 
tends to be the order of the day, as educa tors rush for sa lary inc remen t s , 
acce le ra ted and grade p rog re s s ion . The human weakness tends to 
undermine the sp i r i t and the le t ter of the po l i cy , insp i te of all its 
i n t en t ions . Teache r s are not keen to enter into the Na t iona l Teach ing 
Awards , yet when one observes the scores they assume tha t there are 
exce l l en t t eache r s in the s choo l s . 

There are cha l l enges in t e rms of a s t ra tegy to curb the above t endency . 
Ind iv idua l p r o f e s s i o n a l deve lopmen t and school d e v e l o p m e n t are the key 
in tegra l componen t s of IQMS. 
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The obse rva t ion in s t rumen t (Appendix A) is not used by some of the 
educa to r s , t oge the r with Apek document that con ta ins the benchmarks . 
On the 30 Augus t 2006 in a HOD workshop the comment s on the 
appra i sa l i n s t rumen t s were d i scussed for fur ther ana ly s i s . It was 
revea l ing to note the way this ins t rument is being f i l led. There are some 
ser ious d i s c r e p a n c i e s , and it tends to be an area tha t is con t ro l l ed by the 
each DSG. 

From 2005 to 2006 Umgungund lovu Dis t r ic t IQMS Task Team has been 
convening confe rences on IQMS. The Umgungund lovu Dis t r i c t Task 
Team convened the confe rence in order to address the concerns that 
were ra ised by the t e a c h e r s . A document with answers to most of the 
concerns that were ra i sed was put toge the r by the Task Team and 
d i s t r ibu ted to all the s choo l s . In March 2006 I was se lec ted to lead the 
p repa ra t ions for the Umgungund lovu Dis t r i c t Task Team in conven ing an 
IQMS Indaba . Dur ing that IQMS Indaba I p r e sen ted the IQMS 
concep tua l model to the confe rence . The na ture of the p rogramme did 
not a l low t ime for deba te r ega rd ing the model that was p resen ted , 
ne i ther was there enough t ime to clar ify the mean ing of the IQMS 
concep tua l mode l . 

Peter Senge t a lks about pe r sona l mas tery as one of the key fea tures of 
the five d i s c i p l i n e s . In 2003 dur ing our TESM c lasses with the 
Leadersh ip Cent re each pa r t i c ipan t was reques ted to wri te his or her 
personal v i s ion . P r i nc ipa l s were in t roduced t th is concep t and they were 
guided to deve lop the i r own persona l v i s ions . This idea has caught 
aflame with some ind iv idua l p r inc ipa l s who have done excep t iona l ly 
well in the i r s choo l s . One can make an example of a school with 
excep t iona l l e ade r sh ip and ind iv idua l t eache r s who have done very well 
in mat r ic r e su l t s . For the pas t three years the school has had a 
successful r ecord of improvemen t due to a co l l ec t i ve team effort based 
on ind iv idua l s with a pe r sona l v is ion . In 2006 at a Dis t r i c t Awards 
function the Min i s t e r of Educa t ion awarded the school twenty- four 
compute r s for its cons i s t en t improvement of qua l i ty mat r ic r e su l t s . 

6.5 Learnings 

The approach tha t was used to the imp lemen ta t i on of DAS and IQMS 
cons idered the p r i n c i p l e s of pa r t i c ipa t i on , i n t eg ra t i on and ownersh ip . 
For the success of po l i c i e s in the pub l ic domain the above p r inc ip les 
cannot be u n d e r m i n e d and under sco red . Bes ides tha t any pol icy 
imp lemen ta t i on s tage needs to be compl imen ted with con t inuous 
t r a in ing , suppor t , mon i to r i ng and eva lua t ion . Every s tage has to be 
covered and c o n s t a n t l y be fol lowed up in order t check the cur ren t s ta te 
of that p a r t i c u l a r s t age . That is where the s t r eng th of a sys tems 
approach is, when every in te rven t ion needs to be conce ived when the 
concep tua l sys tem is fo rmula ted . Bes ides the fo rmula ted concep tua l 
system, the peop le who are cons idered as ac to r s and owners need 
cons ide rab le suppor t at every s tage on the po l icy i m p l e m e n t a t i o n . 
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Our schools are not the same at any rate and dur ing any s tage of their 
func t iona l i ty . The level of school func t iona l i ty is so d iverse that for 
any po l icy to be imp lemen ted - ser ious cogn izance needs to be taken of 
such d imens ions r ang ing from eff ic iency and e f fec t iveness in 
func t iona l i ty to to ta l dys func t iona l i ty in schoo l s . 

The role of d e p a r t m e n t a l off ic ia ls is c rucia l in any form of pol icy that 
needs to be imp lemen ted at school leve l , p a r t i c u l a r l y if the pol icy is 
cha l l eng ing the men ta l mode l s , the cur ren t t h ink ing or is shi f t ing people 
from the i r t r a d i t i o n a l ways of doing th ings . The p roces s of dea l ing with 
mind-shi f t and p a r a d i g m s cannot be taken for g ran ted and left to chance 
and a con t ro l mode l . It does not mat ter whe the r people have been 
t ra ined in doing th ings d i f fe ren t ly , yet they wil l s t i l l rever t to the 
p rev ious ways . If it is not r eg res s ion to thei r t r a d i t i o n a l me thods , they 
will change the very mode l , change the goals it in tends to achieve or 
sho r t - c i r cu i t the method in order to get quick r e su l t s . 

In 2005 one a c h i e v e m e n t was the in i t ia l s tage of t r a in ing the educa tors 
in the i m p l e m e n t a t i o n of IQMS. However , the other cha l l enge that 
emerged was tha t some educa tors ove r - sco red in per formance 
measu remen t . The o v e r - s c o r i n g is mot iva ted by the des i re by some 
educa to r s to get new grad ings in thei r sa lary sca l e s . What we have 
learnt is tha t new cha l l enges will a lways emerge at any s t age - and these 
need to be managed . 

The second and th i rd phases of implemen ta t ion were the h igh l igh t s of 
this p a r t i c u l a r i n i t i a t i v e . The sys tems approach enab led the pa r t i c ipan t s 
to unea r th some impor t an t i ssues and some va luab l e l e s sons have been 
learned . Amongs t the l essons learnt in the p r o c e s s , the r esea rcher 
rea l izes the va lue of the sys tems approach and the SSM in complex 
p rac t i ce . This value is no tab le in o rgan i sa t i ona l d i agnos i s where the use 
of sys tems concep t s adds value in the ana lys i s . The use of SSM has 
demons t r a t ed the va lue c la r i fy ing the problem s i tua t ion . This can also 
be co r robo ra t ed by the def in i t ion of the purposefu l human ac t iv i ty , as it 
was e l abo ra t ed dur ing the p rocess . The env i saged t r ans fo rma t ion that 
the system c o n c e p t u a l i s e d , ass i s t s the c l ien ts in the i r search for 
d i r ec t ion . The p a r t i c i p a t o r y na ture of the SSM fos te rs ownersh ip of the 
process by the c l ien t . In this case the pa r t i c i pan t s dur ing the whole 
process were l ea rn ing and sugges t ing some of the i n t e r v e n t i o n s . 

The use of r ich p i c tu r e s as par t of the SSM surfaced the issues p reva len t 
in the IQMS sys tem. The in i t i a l pa r t i c ipa t i on of most of the members in 
the root def in i t ion for DAS and IQMS enabled them to unde r s t and the 
unfold ing of the p r o c e s s . The cons t ruc t ion of the Human Act iv i ty 
Systems was fully owned by the p a r t i c i p a n t s . It was a very ins ightful 
exerc i se for l ea rn ing to all the p a r t i c i p a n t s . 

It is c lear tha t p a r t i c i p a t i n g in the deve lopmen t of the model is an 
empower ing exe rc i se on its own. Dur ing tha t p rocess the cr i t ica l 
e lements r ega rd ing the owner s , ac to r s , b e n e f i c i a r i e s , the t r ans fo rma t ion , 
and env i ronmen t and in pa r t i cu l a r the wor ldv iew a s sumpt ions come 
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closer to the su r face . Amongs t the va luable lessons learn t during these 
years is that if t e a c h e r s are empowered to handle i ssues on their own, 
they own the p rocess of school improvement . The o ther issue is that 
through these p roces se s some schools get to know where they are and 
where they want to get to and how they will get t he r e . 

6.6. Journals and Portfolios 

The s tudy d e m o n s t r a t e d the inva luab le need for keep ing j o u r n a l s and 
records in a po r t fo l i o . The workshop outputs were kept as evidence of 
the p a r t i c i p a t i o n in the exerc i ses conducted dur ing the workshops . In 
2003 I submi t t ed a por t fo l io of records that was requi red for 
acc red i t a t i on for the Cer t i f i ca te in Educa t ion Leade r sh ip with the 
Leadersh ip Cen t r e . The d i a r i e s , notes and ac t i v i t i e s tha t were conduc ted 
were kept in f i les . The s ign i f i cance of keeping the r ecords cons i s t ing of 
inv i t a t ions and char t s and notes kept in da i r i es cannot be 
ove remphas i s ed . At the Leadersh ip Centre there was a great emphasis 
that was put on re f l ec t ion after all the workshop a c t i v i t i e s . Ref lec t ion 
and j ou rna l keep ing were the cent ra l fea tures of the p rog ramme . This 
was a new way of a p p r o a c h i n g our learn ing . The focus was not on what 
was learn t , ra ther on how it was learned . At t imes we became so 
d i so r i en t a t ed due to being not used to th is kind of app roach to l ea rn ing . 
The aim of t hose ses s ions was to in t roduce the p a r t i c i p a n t s to another 
d imens ion of l ea rn ing , by way of p romot ing se l f - re f l ec t ion and 
ref lec t ion in p r a c t i c e , and to ref lect on the value of j o u r n a l i n g as a tool 
in our own l ea rn ing . We were not used to the p roces s of j o u r n a l wr i t ing 
and we f i t ted wi th L a B o s k e y ' s ca tegory of Aler t Nov ices . The 
exper i ence has been of benef i t for this pa r t i cu l a r s tudy. It gave me an 
oppor tun i ty to re l ive some of the exper i ences and improve on the use of 
the sys tems t oo l s . Through this effort could be r ea l i sed the s ign i f icance 
of re f lec t ive ac t i v i t i e s dur ing the workshop se s s ions . These exper i ences 
gave me conf idence in unde r t ak ing the study wi th in a f ramework with 
the r e l evan t body of l i t e r a tu re . The p a r t i c i p a t o r y na tu re of these 
expe r i ences p romoted a co l l eg ia l spi r i t with the SMT members and 
p r inc ipa l s . For pu rposes of t eacher deve lopmen t , t e ache r s in the i r DSGs 
can use j ou rna l wr i t i ng e f fec t ive ly . 

Mentors are c ruc ia l to the in t roduc t ion of re f lec t ive j ou rna l wr i t ing in 
the school sys tem. Such mentors need to work with the novice t eachers 
is suppor t ing them with the i r p ro fess iona l d e v e l o p m e n t . Guidance is 
needed in exe rc i s ing the ski l l of us ing j ou rna l in keep ing the recorded 
se lec t ive e x p e r i e n c e s . 

6.7 Mental Models 

The study cha l l enged the p reva i l i ng mental mode ls impl ic i t in our 
th ink ing about i ssues of pol icy imp lemen ta t i on . The concep tua l i s a t i on 
of DAS and IQMS po l i c i e s was a major b r e a k t h r o u g h from the 
pe r spec t ive of the po l i cy makers . The s igning of such po l icy documents 
requi res p ro longed deba te be tween the depa r tmen ta l off ic ia ls and the 

113 



union r e p r e s e n t a t i v e s . In order to ensure the owner sh ip by all the 
par t ies conce rned , these ag reements are co l l e c t i ve ly s igned and 
advoca ted by the employer and the un ions . As has been ind ica ted with 
DAS, it was a p roduc t of the s igning of Reso lu t ion 8 of 1998, a l though 
it was only i n t roduced in 2000 to the p r inc ipa l s of K w a z u l u - N a t a l . The 
imp lemen ta t ion of DAS was a fa i lure t h roughou t the en t i re p rov ince , 
inspi te of the t r a i n i n g s that were conduc ted in the year 2000. The 
p redominan t t h ink ing held by most educa tors was tha t it was another 
form of i n spec t ion in d i sgu i se . The bel iefs and v iews of the un ion ised 
teachers nega ted aga ins t the implemen ta t ion of DAS. Any pol icy change 
tends to be r e s i s t ed by t e a c h e r s , a l though th is a lso depends on the 
na ture of a w a r e n e s s and advocacy tha t has been conduc ted by the 
off icials of the d e p a r t m e n t . 

The s tudy shows tha t th rough de l ibe ra t e engagemen t with the 
p rob l ema t i c s i tua t ion su r round ing DAS and IQMS, the pa r t i c i pan t s were 
able to surface the i r own a s sumpt ions and views about DAS. The 
CATWOE exerc i se i l l u s t r a t e s the wor ldv iews of the di f ferent people 
involved in DAS and IQMS. With the iceberg tool i l l u s t r a t ing the 
r e l a t ionsh ip and d i f fe rences be tween the even t s , pa t t e rn s and s t ruc tu re -
issues of a sys temic na tu re were ident i f ied and the emerg ing pa t te rns 
from the r ich p i c t u r e s . The sys temic issues emerg ing from the process 
dur ing the i m p l e m e n t a t i o n of DAS and IQMS 2003 and 2004 
r e spec t ive ly , are due to fear of d i sc losu re , t ime c o n s t r a i n t s , lack of 
se l f - conf idence , lack of owner sh ip , i ncompe tence . Day et .a l (1987: 23) 
in thei r wr i t i ngs ci te some of the above cha l l enges as fac tors that cause 
re s i s t ance to change . E l l io t (1997) a rgues that most of the t ime t eachers 
will say tha t some of the changes to be imp lemen ted are not p rac t i ca l . 
Hence he a rgues tha t Doyle and Ponder label this pa t t e rn of th ink ing as 
' p r a c t i c a l i t y e t h i c ' (in Day e t .a l . 1987:24) . Day e t . a l . (1987 :24) poin ts 
out t eache r s wil l re ject any change if it does not p rov ide the necessary 
peer suppor t , and d i s tu rbs them from normal rou t ine . From a sys temic 
pe r spec t i ve , t e a c h e r s cons ide r t hemse lves to be par t of the system that 
remains cons t an t . They stay as funct ional par ts of the sys tem that does 
not cha l l enge them to change . 

DAS and IQMS p r o g r a m m e s are p rob l ema t i c in the sense that they 
involve s e l f - d i s c l o s u r e of weaknes se s . Teachers have been used to work 
on the i r own for a long t ime . The na ture of the sys tem is one that 
re jected the i n t e r f e r ence from others to check what they are doing. 
Therefore if they have to d i sc lose thei r work, it t h r e a t e n s the i r comfort 
zones . For a long t ime t eache r s have been so used to work ing on their 
own. Their s o c i a l i s a t i o n promoted i nd iv idua l i t y . I do not unde res t ima te 
the complex i ty of the task that was involved in conduc t i ng a research of 
this na tu re . It was not easy to expla in the steps invo lved in us ing some 
of the too ls for r e sea rch . Ponte conc luded in his r e sea rch that t eachers 
learn more to conduc t ac t ion research if they are suppor ted in their 
p rac t ice ( 2 0 0 2 : 4 1 9 - 4 2 0 ) . 
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6.8 Shared Vision 

The p romot ion of g roup work holds be t t e r resu l t s for all the schools . 
Al though ind iv idua l s choo l s , p r inc ipa l s and SMT members were found 
to be at va ry ing levels in the i r imp lemen ta t ion of DAS and IQMS-
none the le s s the i n t e rven t i on cha l lenged everyone towards ach iev ing the 
same goa l s . In 2003 to 2004 , the p r inc ipa l s , SMT member s , educa tors 
and schools ra l l i ed with the same vis ion - tha t is to implement DAS. 
Al though th is could not be moni tored across all the s choo l s -
neve r the l e s s all the p r i nc ipa l s and SMT members were exposed through 
this shared common unde r s t and ing through the workshops that were 
conduc ted . With the advent of IQMS in 2005 to 2006 , the main goals 
were that every educa to r needed to be appra i sed - s ince the IQMS 
pol icy s ta ted c a t e g o r i c a l l y th is s t andpo in t . One canno t ment ion the idea 
of sa lary and grade p r o g r e s s i o n that also accompan ied th i s drive to get 
all the educa to r s app ra i sed . 

6.9 Systems Thinking 

Systems th ink ing p rov ides a pa r t i cu la r pe r spec t i ve on rea l i ty . The 
rea l i ty of work faced by the depa r tmen ta l o f f ic ia l s , the p r inc ipa l s and 
SMT members is open to this pa r t i cu la r approach . This pe r spec t ive 
holds an o p p o r t u n i t y for enhanc ing school i m p r o v e m e n t - a l t h o u g h it 
does not p rov ide ready made fixes that may resu l t in fa i lu re . Rather it 
p rovides a way of looking at the na ture of rea l i ty . 

There is a no t i ceab le shift in nuance from what was happen ing in 2003 -
2004, when DAS was imp lemen ted , as compared to IQMS in 2005-2006 . 
The d i f ference be tween the two s tages is that with DAS, the mot iva t ion 
to embark on DAS was more in t r ins ic as compared to IQMS, which 
became e x t r i n s i c . When the school p r inc ipa l s were focused on DAS, 
there was a lot of c o l l a b o r a t i v e work going on in V u l i n d l e l a West Ward. 
The o b s e r v a t i o n s are based on the focus that the p r i n c i p a l s were pu t t ing 
on school improvemen t . Through this school improvemen t and 
deve lopmen t emphas i s - there were a number of func t iona l c lus te r s in 
the Vu l ind le l a West Ward . During these c lus ter mee t ings a lot of focus 
was put on improv ing the f inancia l management sys tem. Consequen t ly in 
2004 the shared v i s ion for most schools was to ach ieve sec t ion 21 
s ta tus . For schools to a t ta in that s t a tus , they needed to improve on the i r 
f inancia l managemen t sk i l l s . In Vul ind le la West Ward there are now 20 
schools that were able to comply with the sec t ion r e q u i r e m e n t s and were 
afforded that s t a tu s . 
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6 .10 S u m m a r y 

In this chap te r g e n e r a l i s e d comments have been made based on the 
f indings of the s tudy which deal t with the l ea rn ings from the re f lec t ive 
exe rc i se . There were s ign i f ican t d i scuss ions based on the views 
expressed on p r o f e s s i o n a l deve lopment . The l ea rn ing emerg ing from this 
m e t h o d o l o g i c a l app roach t eaches educa to r s about the power of engaging 
in d ia logue about i ssues in educa t ion . The p rocess conf i rmed the need 
for an approach of th i s na ture when dea l ing with ac t i v i t i e s where there 
is human ac t i v i t y . The in t roduc t ion of sys tems th ink ing and SSM in the 
imp lemen ta t i on of DAS and IQMS left an inde l ib le mark in the l ives of 
SMTs and p r i n c i p a l s of V u l m d l e l a West Ward . The exper i ence of 
working with SMTs and p r inc ipa l s b rought a r e a l i s a t i o n of the value of 
t ime whi l s t engag ing for purposes of deve lopmen t . The key fea tures and 
h igh l igh t s of th is s tudy could not have been exp lo i t ed if there was no 
regard for keep ing the records in our j o u r n a l s . The f indings ind ica te the 
l imi t a t ions of the s tudy in address ing p ro fes s iona l deve lopmen t of 
educa to r s . 

The conc lus ion tha t could be drawn from the r e sea r ch is tha t the gaps 
that exis ts be tween pol icy and p rac t i ce can be c losed by means of 
engagement t h rough a sys tems th ink ing approach and SSM. This is 
demons t r a t ed by the ex tent to which some measure of deve lopmen t could 
be t raced in some schoo ls where DAS and IQMS was imp lemen ted . 
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CHAPTER 7 

RECCOMMENDATIONS AND CONCLUSIONS 

7.1 Introduction 

The s tudy set out to review the imp lemen ta t i on of DAS and IQMS in 
Vul ind le la C i rcu i t , with a pa r t i cu la r thrus t and effort in Vul ind le la 
West Ward . The f indings from this pa r t i cu la r research have been noted. 
Obse rva t ions have been made on such vi tal i ssues as p rofess iona l 
deve lopmen t and the p r ac t i c a l imp lemen ta t i on of DAS and IQMS using 
the sys tems t o o l s . 

This final chap te r focuses not so much on the p r o p o s a l s and conc lus ions 
drawn from the p rev ious chapter . Some of the l im i t a t i ons of the study 
will now be noted before the r ecommenda t ions and p roposa l s p rompted 
by the s tudy are c o n s i d e r e d . Inc lus ive in the d i scuss ion will a lso be the 
impl i ca t ions for fur ther r e sea rch . 

The o b s e r v a t i o n s made in this s tudy ind ica te tha t most depar tmen ta l 
po l ic ies fail dur ing the in i t i a l s tage of i m p l e m e n t a t i o n . These fa i lures 
can be a t t r i bu t ed to a number of a s sumpt ions tha t pol icy in i t i a to r s 
make. Some of the d e c i s i o n - m a k e r s do not cons ide r the sys temic issues 
that in f luence the i m p l e m e n t a t i o n of po l i c i e s . The f indings point out 
that it is a t endency of depa r tmen ta l off ic ia ls to live pol icy 
imp lemen ta t i on to chance - w i t h o u t c o n s i d e r a t i o n of phases for 
advocacy , i m p l e m e n t a t i o n , suppor t , mon i to r ing and eva lua t ion . The 
p rob lema t i c i ssues tha t are embedded in the sys tem are assumed that 
they will be qu ick ly so lved though the i m p l e m e n t a t i o n of po l i c i e s . This 
sugges ts that the p o l i c y - m a k e r s and d e c i s i o n - m a k e r s never engage with 
the p r a c t i t i o n e r s in order to get a feel of what is happen ing in p rac t i ce . 
The s imp l i s t i c manner in which po l ic ies a f fec t ing educa to r s are 
des igned - causes a wedge be tween theory and p rac t i ce . What 
d i s empowers the p r a c t i t i o n e r s is the nar row view they conce ive of the 
p rob lema t i c s i t u a t i o n s . The SDTs, SMTs and p r i n c i p a l s are regarded as 
ca ta lys t s for change and imp lemen ta t i on of appra i sa l s y s t em s . In rea l i ty 
most of them are cons t r a ined by the lack of sk i l l s for re f lec t ion in the 
execu t ion of the i r du t i e s . The rigid approach in the t r a in ing of 
educa to r s , SMTs, p r i n c i p a l s , SDTs and DSGs is s t i f led by the lack of 
sk i l l s . C o n s e q u e n t l y , the t r a in ing fails to take e d u c a t o r s , SMTs and 
p r inc ipa l s beyond what is p resc r ibed in the po l i cy document . 
Compara t i ve ly , a sys tems th ink ing and SSM approach promotes 
oppo r tun i t i e s for ac t ion re sea rch , inquiry and re f l ec t ion . 

7.2. Limitations of the study 

The me thodo logy used in th is s tudy also has its own l i m i t a t i o n s . 
Some of the c r i t i c s of SSM argue that it does not take into cons ide ra t i on 
the issue of coe rc ion in the o rgan i sa t i ona l se t t ing . Howeve r , a 
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methodo logy tha t p rov ide s the ins t ruments for a t t a in ing such objec t ives 
has not been deve loped . Midgley argues that coe rc ion can not be 
addressed th rough the use of conven t iona l sys tems m e t h o d o l o g y , but can 
only be deal t with by methods of campa ign ing and d i rec t po l i t i ca l act ion 
(1997 :38) . 

The SSM is used to solve some prob lems of the sys tem but it does not 
suggest how to bui ld a whole sys tem. Nei ther does it sugges t how to tel l 
the pa r t i c i pan t s what to do, ra ther they engage amongs t each other in 
c lar i fy ing i s sues . In some cases management may not be impressed by 
open-ended na tu re of the SSM. The seven step and s tages of the SSM is 
t ime consuming . It t ends to be l imited in des ign ing a new sys tem. 

From the above d i s cus s ion it is c lear tha t , a l though soft sys tems 
me thodo logy was used dur ing the p roces s , the s h o r t c o m i n g s must be 
recognised in t e rms of its app l i ca t ion dur ing this p a r t i c u l a r s tudy. The 
Checkland seven s tage model could not be s l av i sh ly fol lowed to the 
le t te r , due to the t ime cons t r a in t s and the level of its complex i ty when 
cons idered aga ins t the pa r t i c i pan t s in the s tudy. 

The f indings may ref lec t a persona l approach and se l ec t ive re f lec t ion on 
the h igh l igh t s of the p r o c e s s . The impl i ca t ions for this s tudy are that 
unti l an i ndependen t p e r s p e c t i v e is p re sen ted , the g e n e r a l i s a t i o n s cannot 
be made. The app roach used in this study can p rov ide va luable 
in format ion for fur ther s tudy on IQMS. 

7.3 Implications arising from the study 

This s tudy has shown tha t sys tems th ink ing has vast po ten t i a l for the 
p ro fess iona l d e v e l o p m e n t of the body of knowledge for purposes of 
research . This knowledge can be tapped by means of ac t ion resea rch , 
which is r e f l ec t ive and enqu i ry -o r i en t ed . There are however , 
imp l i ca t ions for all the major role p layers invo lved in school appra i sa l . 
Cont inued ac t ion r e sea r ch , sys tems th ink ing and SSM approaches to the 
issues dea l ing with the overa l l aspec ts of IQMS need more e labora t ion 
in other s tud i e s . 

This impl ies tha t the re is a great need for fur ther research on the 
p ro fess iona l d e v e l o p m e n t of the depa r tmen ta l o f f ic ia l s , SMTs and 
p r inc ipa l s in sys tems t h i n k i n g , SSM, re f lec t ive p r ac t i ce and ac t ion 
research . The depa r tmen t of educa t ion can fac i l i t a t e this by 
inco rpo ra t ing it in p rog rammes of the Educa t ion Managemen t and 
Governance D e v e l o p m e n t uni t (EMGD) and the Teache r Deve lopmen t 
s u b - d i r e c t o r a t e . The po ten t i a l amongs t the SMTs , p r inc ipa l s and 
d i s t r i c t of f ic ia ls for co l l ec t i ve work does exist wi th in the pa ramete r s of 
the re f l ec t ive ac t ion re sea rch . The p o s s i b i l i t i e s for these sub-
d i r ec to ra t e s fo rma l i z ing co l l ec t ive and in t eg ra t ed s t r a t eg i e s exist 
through d i a logue and commun ica t i on . The above p o s t u l a t e d approaches 
offer the d e c i s i o n - m a k e r s and pol icy imp lemen te r s a bas i s for appra isa l 
of the i r p r a c t i c e s and a way of improving the i r e f f ec t iveness in deal ing 
with any p ro fe s s iona l sho r t comings by way of s y s t e m a t i c re f lec t ion . 

118 



Within this pa rad igm e d u c a t o r s , SMTs and p r inc ipa l s can be empowered 
to work t owards the r ea l i s a t ion of the ski l ls impl i c i t the norms and 
s t andards . The imp l i ca t ion for appra i sa l is the innova t ion of new 
s t ra teg ies in dea l ing with the sys temic i ssues . 

7.4 Recommendations 

Although no s ing le method of research is equa l ly app l i cab l e to all 
p rob lema t i c i s sues , sys tems th ink ing and SSM offers the tools for 
approach ing p r o b l e m a t i c issues that r ep l i ca te our schoo l ing sys tem. The 
depar tmen t of educa t ion a l ready has a sound pol icy f ramework upon 
which school reform is based -wha t is needed is p roper t r a in ing of 
educa to r s , SMTs , p r inc ipa l s and d i s t r i c t of f ic ia ls with the re levant 
ski l ls for dea l ing with messy i ssues . There is a high risk of fa l l ing into 
complacency if the re is people can rest on the i r l aure l s and cons ider 
that IQMS has been co r rec t ly implemented . 

The cha l l enges facing the SMTs, p r inc ipa l s , SDTs and DSGs are so 
immense and they vary in degree in te rms of the ro les of each player . 
Dia logue needs to be set in p rocess in a d d r e s s i n g the shor t comings 
faced by the above ac tors in IQMS. The v iab le way of improving 
d ia logue is to t r a in educa to r s in sys tems t oo l s , ac t ion research ski l ls 
and re f lec t ion on p r a c t i c e . Schoo l -based e x p e r i e n c e s are vi ta l ly 
impor tan t for all the SMTs, SDTs, DSGs and p r inc ipa l s in deal ing with 
IQMS c h a l l e n g e s . An a l l - i n c l u s i v e s t ra tegy of p ro fe s s iona l deve lopment 
is r ecommended wi th in th is sys tems th ink ing p a r a d i g m . The sys tems 
approach is not a quick fix- it g ives the p r a c t i t i o n e r s a pa r t i cu la r 
pe r spec t ive on rea l i ty . It is not enough for the role p l aye r s in IQMS to 
unders tand the po l i cy per se. The knowledge that they have acqui red 
should be re f lec ted in the i r pe r fo rmance in b roader school reform. 

The inheren t danger a s suming that IQMS i m p l e m e n t a t i o n is comple te if 
all educa to r s have been appra i sed and the i r scores submi t ted for 
payment has been exposed . By means of the d i s cus s ions fac i l i t a ted with 
the sys tems t o o l s , sy s t emic i ssues were brought to the a t t en t ion of the 
SMTs and p r i n c i p a l s by means of d ia logue . The re fo re , a sys tems 
approach is needed in order to surface the sys t emic i ssues and identify 
the emerg ing pa t t e rns from the messy s i t ua t ion . E d u c a t o r s , SMTs and 
p r inc ipa l s need to be p rov ided with oppo r tun i t i e s to p rac t i ce sys tems 
th ink ing and SSM. The approach needs to i nco rpo ra t e re f lec t ion on a 
var ie ty of IQMS ac t i v i t i e s in order to develop bas ic p ro fe s s iona l sk i l l s . 
These ac t i v i t i e s and expe r i ences can prov ide e d u c a t o r s , SMTs and 
p r inc ipa l s with r e c o n s t r u c t i o n of the accounts of the key aspec t s their 
work. The DSGs and SDTs need to be t r a ined in r ecord ing thei r 
expe r i ences in d ia r ies and j o u r n a l s . It is only then that they can be in a 
pos i t ion to ref lec t by ask ing c r i t i ca l ques t ions about even t s , emerg ing 
pa t te rns and sys t emic i s sues . This kind of p e r s p e c t i v e can p repare them 
for any of the p r o b l e m a t i c s i t u a t i o n s , the messy i ssues and dev ia t ions 
from what is expec ted or p lanned as the course of even t s . Gu ide l ines for 
SSM can be p rov ided to the SMTs and p r inc ipa l s on the use of tools for 
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t h ink ing . Dur ing these work sess ions areas of d e v e l o p m e n t can be 
co l l ec t ive ly worked by the role p l aye r s . 

The exposure of SMTs , DSGs, SDTs and p r inc ipa l s in mentor ing and 
prov id ing suppor t for educa tors will enable these key role p layers to 
develop the i r p ro fe s s iona l sk i l l s . Empower the school l eadersh ip to 
reflect on the i r e x p e r i e n c e s , assess thei r compe tence and make efforts to 
work on the school deve lopmen t p lan . A p rog ramme of mentor ing and 
coaching needs to be par t and parcel of school improvemen t . Clus te r ing 
of schools needs to be p romoted , where it is v iab le and it needs to be 
sus t a inab le . School SMTs and SDTs need to be involved in the 
p lann ing , d e c i s i o n - m a k i n g and imp lemen ta t ion of any conce ived 
programme for school improvement . The p r o g r a m m e s need to 
accommoda te re f l ec t ive a c t i v i t i e s . School based in i t i a t i ve s need to be 
suppor ted by the Di s t r i c t of f ic ia ls . The senior educa to r can play a 
s igni f icant role in work ing a longs ide the SMTs. 

Using IQMS as a po in t of l everage for school improvemen t can create a 
sense of purpose and d i r ec t ion . Develop the SMTs members on s t r a t eg ic 
p lann ing and pro jec t managemen t . Educa tors need to be immersed in 
sess ions where they are exposed to deal with messy i s sues . These need 
to emphas i se c r i t i ca l a n a l y s i s , re f lec t ion and enqu i ry . Expose SMTs and 
educa tors to be able to engage in act ion r e sea rch . I encourage close 
in te rac t ion be tween d i s t r i c t off icials across the i r s u b - d i r e c t o r a t e s . 
During such i n t e r a c t i o n s they will share ideas and knowledge about 
school i ssues and cha l l enge impl ic i t a s sumpt ions and be l ie f s by cr i t ica l 
ana lys i s . 

I r ecommend tha t the d i s t r i c t office c lose ly coope ra t e with schools in 
IQMS focused Dis t r i c t Improvemen t P lans . The Dis t r i c t Improvement 
Plans should be based on co l l abora t ed efforts by the SMTs, SDTs and 
SEMs. This can give SEMs an added advan tage of be ing conce ived in a 
different l ight by the unions and educa to r s . Educa to r s can also be be t ter 
cha l lenged for o v e r s c o r i n g of marks for appra i sa l due to the ongoing 
co l l abo ra t i ve r e l a t i o n s h i p with SEMs. This could also c rea te more 
oppor tun i t i e s for SEMs to visi t schools with an ob jec t ives -based 
p rogramme. SEMs wil l be rece ived more freely in the schools due to the 
na ture of the i r app roach to thei r work with s choo l s . The SEMs should 
come as l ea rne r s when v i s i t ing schoo l s . It is r ecommended that 
cons i s t en t and ongo ing t r a in ing for SEMs is a r equ i s i t e , in order to 
empower them as c a t a l y s t s for f ac i l i t a t ing t r a n s f o r m a t i o n . 

The re f lec t ive app roach sugges t s a r e th ink ing of the role of the 
superv i s ing t e ache r s and sen iors during the p rocess of a p p r a i s a l . Unlike 
the r e s t r i c t ed ro les tha t are impl ic i t in the po l i cy document , this 
approach p romise s to broaden the dut ies of DSGs, SDTs and seniors or 
supe rv i so r s . Thei r r e s p o n s i b i l i t i e s as re f lec t ive p r a c t i t i o n e r s include the 
task of p r epa r ing the educa to r s to deal with messy and complex 
s i t ua t ions . Educa to r s need to be in t roduced to a sys tems approach and 
the use of sys tems t o o l s . Such an approach demands p rofess iona l 
deve lopment of the e d u c a t o r s , senior / supe rv i so r s and SMTs. It means 
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that educa to r s must engage in and de l ibe ra t e with the i r p rob lema t i c 
s i t ua t ions . These exe rc i se s will engage them in cons t an t eva lua t ion of 
their p rac t i ce and the t e s t ing of the i r a s sumpt ions that underp in thei r 
views on the p r a c t i c e . The a s sumpt ions and be l ie fs held by educa tors 
and d i s t r i c t of f ic ia ls need to be cha l lenged by engag ing in c r i t ica l 
ana lys i s and inqu i ry on the i r p ro fess iona l a c t i v i t i e s . 

This model cal ls upon the educa tors in the schoo ls to subject thei r 
ac t iv i t i e s to sc ru t iny and be p repared to be obse rved and be p repared to 
be fami l ia r with obse rva t i on t e chn iques . The members of DSGs need to 
be p repared to work toge the r and open up the i r c l a s ses for regular 
obse rva t ion . Act ion r e sea rch needs to be an academic exe rc i se that all 
educa tors can conduc t on thei r daily ac t i v i t i e s , t h rough informed 
obse rva t ion and p lanned ob jec t ives . All the educa to r s need to be 
prepared in the i r mindse t for obse rva t ion , and be fami l i a r i zed with 
obse rva t ion t e c h n i q u e s . The appra i sees need to p lan and begin to work 
toge ther with the i r supe rv i s ee s and peers on a reas ident i f ied for 
deve lopmen t . Supe rv i s ing educa to r s and SEMs need to p repare the 
appra i sees to respond to obse rva t ions p ro fe s s iona l ly but c r i t i ca l ly and 
deal with any e th ica l i ssues which ar ise from t h i s . They should c lear ly 
out l ine the i r e x p e c t a t i o n s and ass is t the appra i sees in se t t ing objec t ives 
for their own lea rn ing and deve lopment . 

The deve lopmen t of men to r sh ip will increase the c r e d i b i l i t y of appra isa l 
in the eyes of the depa r tmen t of educa t ion . Every schoo l -based 
deve lopmen t needs to be encouraged as it i nc reases the capac i ty of the 
school to face d e v e l o p m e n t a l i s sues . P lanned m e n t o r s h i p p rog rammes 
need to be u n d e r p i n n e d by p r inc ip les of d e v e l o p m e n t , i n t eg ra t ion , 
t eamwork and o w n e r s h i p . The d is t r ic t off ic ia ls need to be ava i l ab le to 
provide l e a d e r s h i p , suppor t and moni to r ing and eva lua t ion of the IQMS 
p rog rammes . The school leaders and d i s t r i c t of f ic ia ls need to crea te an 
enabl ing e n v i r o n m e n t for t eache r s to engage in p ro fe s s iona l d ia logue on 
IQMS re la ted i s sues . I encourage d i s t r i c t of f ic ia ls to work co l l eg ia l ly 
and get out of the s i lo syndrome . With a renewed commi tmen t and 
unqual i f ied suppor t to schoo l -based p r o g r a m m e s , d i s t r i c t off ic ia ls can 
provide l e a d e r s h i p , suppor t , men to r sh ip , mon i to r ing and eva lua t ion on 
whole school d e v e l o p m e n t . I p ropose the need to c rea te a g rea te r sense 
of a c c o u n t a b i l i t y , equa l i t y of r e spons ib i l i t y and p ro fe s s iona l i sm across 
the levels of the depa r tmen t . 

7.5 I s s u e s for f u r t h e r r e s e a r c h 

There is a grea t need for the eva lua t ion of the imp lemen ta t i on of 
dec i s ions tha t were t aken to the p rac t i ce . The eva lua t ion of the 
imp lemen ta t i on of IQMS will give a be t te r idea r ega rd ing the value of 
the sys tems approach used. The exerc i ses that were used for ana lys i s 
also need to be eva lua t ed in terms of their s t r eng ths in f ac i l i t a t ing the 
c la r i f i ca t ion of the p rob lem s i tua t ion . The p a r t i c i p a n t s dur ing the 
process were engag ing with the issues impl ic i t in the sys tem. An act ion 
research approach to schools as o rgan i sa t i ons p rov ides the ideal 
oppor tun i t i e s for e x p e r i m e n t a t i o n in the sense that oppor tun i t i e s to 
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explore complex t h e o r e t i c a l f rameworks are poss ib l e which cannot be 
separa ted in the con t ro l l ed eva lua t ion of i nd iv idua l t heo r i e s . The 
sys temic r e l a t i o n s h i p s wi th in schools can be r e sea r ched from such a 
paradigm tha t r e c o g n i s e s the in t e r lock ing nature of s y s t em s . The current 
f ramework is one that upholds a sys temic f ramework inco rpora t ing 
severa l re la ted but d i f ferent t heo re t i c a l a s s u m p t i o n s . 

7.6 C o n c l u s i o n 

Systems t h i n k i n g became a tu rn ing point in the way of pe rce iv ing 
rea l i ty . This ins igh t has been shared in the work con tex t . The SMTs and 
p r inc ipa l s were empowered with tools for engag ing with complex issues 
of DAS and IQMS. 

In conc lus ion re f l ec t ion in p rac t i ce holds the key to r econs t ruc t ing 
knowledge and r e l iv ing our expe r i ences . Every educa to r can learn the 
admin i s t r a t i on of r e f l ec t ive j ou rna l s and po r t fo l i o s . Some of the 
shor t comings and sk i l l s gaps p reva len t in schools can be a t tended by 
the s u p e r i n t e n d e n t s of educa t ion managemen t , g iven they are exposed to 
t r a in ing . The f ac i l i t a t i on ski l l s need to be inc luded as one of the 
c r i te r ia for a p p o i n t m e n t of key p layers such as SEMs and p r inc ipa l s . 
Fac i l i t a t ion sk i l l s on the i r own may not ach ieve much, if the person 
concerned does not work on his / her pe r sona l v i s ion . T rans fo rma t ion 
rests at the t h r e sho ld of the p r inc ipa l and the SEM. They are the entry 
points into the school deve lopmen t and reform. An a t t i tude of being 
open to l ea rn ing can go a long way. Conver se ly , a nega t ive a t t i tude 
holds the power to c lose any form of l e a rn ing . The re fo re , an open 
approach to the t r a n s f o r m a t i o n agenda can eas i ly loca te the changes that 
are requi red in the school p r a c t i c e . 
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033 - 341 6461 
033-342 4018 

UMNYANGO WEMFUNDO TEL 
ISIFUNDAZWE SAKWAZULU-NATALl FAX 

REF 
ENQUIRIES:J. DIamini/B.MchunuDATE: 04- 04- 2005 

PREPARATION for SUMMATIVE EVALUATION SESSION 

1. Inputs are invited in order to have common expected guidelines to assist 
in conducting an evaluation on the ft performance standards. 

P/S 
NO 

1. 

i 

2. 

3. 

RECORD / SOURCE DOCUMENT 

CREATION OF POSITIVE LEARNING 
ENVIRONMENT 
Recora of visit by DSG to class 

Written lesson preparation 

Classroom observation instrument 

Subject; Class policy 
Seating plan for learners 

KNOWLEDGE OF CURRICULUM AND 
LEARNING POROGAMMES 
SIP; SWOT analysis; 
Syllabi of subject(s) taught 

Subject policy; pacesetter 

Monthly reports 
Functionality of work programmes / pacesetters 

Minutes of l/area committees:HOD's 

Timetable 

Personal timetable 
Subject allocation; staffing plan 
Homework policy 

Assessment records 
Learner Reports 
LESSON PLANNING PREPARATION AND 
PRESENTATION 
reccra of lesson presentation & observation 

File of written lesson plans 

Minutes -of macro; meso & micro planning 
Records of remedial work 

Record of learner progress 

YES COMMENTS 
/ 
NO I 

I 
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Recora of learner involvement 

i Assessment 
LEARNER ASSESSMENT AND ACHIEVEMENT 

Assessment policy document(s) 
Recora of demonstrated use of multiple 
assessment techniaues 

Record ot inter/ention straieaies 

Results analysis records 

Minutes of discussion with eaucators 

Reports to parents 
Reports / invitations to parents for purposes of 
reDortina 
Learner noteoooks 

Learner homework poiicy 
Learner portfolio(s) 

Learner tests 

Periodic assessments 

KZN circulars on assessment 

Interviews with learners 

Learning schedule 

Weekly preparation 

Schedules 

Commutative records 

Personal timetable 

Circular 
Exercises /worksheet 
PROFESSIONAL DEVELOPMENT IN HELD OF 
WORK/CAREER AND PARTICIPATION IN 
PROFESSIONAL BODIES 

Invitations to courses / workshops 
Record/croof of Courses growth plan 

Proof of involvement in professional bodies 

Written articles on professional issues 

Papers presented on professional issues 

Certificates 
Membersnip to NGO's; CBO's; professional bcaies 

Published articles; papers 

Unpudisned articles: paDers 

Written speeches 
IQMS files ;Recoras & Circular 

Training Manuals 

Staff Development Meeting/workshop 

Class observation members/records 

Class level of conduct 
Pace level of conduct 
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3. 

Participation in subcommittees of SG3 

Minutes of Staff Development Committee 

Donation forms 
Interview forms for Parents 

"EXTRA-CURRICULAR AND CO-CURRICULAR 

PARTICIPATION 
Excursion forms 

Invitations 
Coaching certificates 

Trophies; shield; 

Miniatures 

Certificates 

Award 

Proarammes 

ADMINISTRATION OF RESOURCES AND 
RECORDS 

Snap survey; annual survey; educator survey 

Leave register & forms 

Control book; 

Stock book 
Late coming / aosenteeism control book 

Vision and mission statement 

Written / oral bnefinc 
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10. 

1 1 . 

Appointment letter 

Delegated duties 

Motivation speeches 

Appointment forms 

Assumption of duty 

Appointment forms 

DECISION MAKING AND ACCOUNTABILITY 

Communication / Instruction book 

Parents / SGB Minutes 

Stakeholder invitations 

Appointment letter(s) 

Contract for tenders 

Subcommittee minutes 

Policies 

Admission 

School policy 

Safety & security 

Code of conduct 

Staff meeting & minutes 

Disciplinary procedures 

LEADERSHIP, COMMUNICATION AND 
SERVICING THE GOVERNMENT BODY 
Parents / SGB minutes / Policy 

Invitations to parents / SGB Policy 

Vision & mission statement 

Goals 

| Written reports 

Invitation to parents / SGB circulars 

Communication letter 

Newsletter / magazine 

Programme 

Donation letters 

Admission Forms 

IC File & minutes 

Nutrition 

records 

Claim certificates 
— . . . . . . Evaluation/ 

Circulars 

Members 

I 

! 

! 
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PROVINS1E KWAZULU-NATAL 

DEPARTMENT OF EDUCATION 
UMNYANGO WEMFUNDO 
DEPARTEMENT VAN ONDERWYS 

#IETERMABI1ZBURG 

Reference: 
Inkomba: 0208/06 
Verwysing: 

Tel: 033 341 8611 
Fax:033 341 8612 

Private Bag X9137 
Pietermaritzburg 
3200 

228 Pietermaritz Street 
Pietermaritzburg, 3201 

MEim&mm 
Date: 
Usuku: 
Datum: 17/10/2006 

RE: PERMISSION TO CONDUCT RESEARCH 

TO WHOM IT MAY CONCERN 

This is to serve as a notice that BS Mchunu has been granted permission to conduct research 
with the following terms and conditions: 

> That as a researcher, he/she must present a copy of the written permission from the 
Department to the Head of the Institution concerned before any research may be undertaken at a 
departmental institution. 

> BS Mchunu has been granted special permission to conduct his/her research during official 
contact times, as it is believed that their presence would not interrupt education programmes. 
Should education programmes be interrupted, he/she must, therefore, conduct his/her research 
during nonofficial contact times. 

> No school is expected to participate in the research during the fourth school term, as this 
is the critical period for schools to focus on their exams. 

for SUPERINTENDENT GENERAL 
KwaZulu Natal Department of Education 



Enquiries: Reference: Date: 
Imibuzo: M Francis I nkomba: 0208/06 Usuku: 
Navrae: Verwysing: Datum: 17/10/2006 

To: BS Mchunu 

RE: APPROVAL TO CONDUCT RESEARCH 

Please be informed that your application to conduct research has been approved with the following 
terms and conditions: 

That as a researcher, you must present a copy of the written permission from the Department to the 
Head of the Institution concerned before any research may be undertaken at a departmental 
institution bearing in mind that the institution is not obliged to participate if the research is not a 
departmental project. 

Research should not be conducted during official contact time, as education programmes should 
not be interrupted, except in exceptional cases with special approval of the KZNDoE. 

The research is not to be conducted during the fourth school term, except in cases where the 
KZNDoE deem it necessary to undertake research at schools during that period. 

Should you wish to extend the period of research after approval has been granted, an 
application for extension must be directed to the Director: EMIS. 

The research wil l be limited to the schools or institutions for which approval has been 
granted. 

A copy of the completed report, dissertation or thesis must be provided to the Reseach Directorate. 

Lastly, you must sign the attached declaration that, you are aware of the procedures and will 
abide by the same. 

l<3 ̂ n ** ^L^t^^_j 
for SUPERINTENDENT GENERAL 
KwaZulu Natal Department of Education 



Declaration and Understanding —Ref:0208/Q6 

I the undersigned declare that I acknowledge that I have read and understood the abovementioned 
terms and conditions and agree to abide by them. The Research, Strategy, Policy Development and 
EMIS Directorate reserve the right to withdraw my approval should I be found not to abide by the 
terms and conditions. I undertake to bide myself to the RSPDE directorate, to submit a copy of the 
completed report, dissertation or thesis as per terms and conditions. 

Name (print): B&K&-*H> SI&USISXS /HCH^/W 

Date: ^ h o f o 4 Signature of applicant: ^fifaA^-b*^ 


