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ABSTRACT When parents choose a school for their children to attend, especially a secondary school, they usually look for an
‘effective school’ so that their children can receive what they regard as a good, quality education. In this process, it is most
common that parents evaluate or assess the effectiveness of secondary schools on the basis of the school’s academic results or
outputs. But what other factors, apart from academic results, constitute school effectiveness? From the research literature it is
evident that a number of approaches had been applied in the school context to evaluate the effectiveness of schools in general.
But the question remains: what particular practices determine school effectiveness? Since 1994 a number of legislative
frameworks had been put into place in South Africa to deal with school effectiveness. The South African Schools Act 84 of
1996 laid the foundation for how a school should be effectively managed and governed in its quest for school effectiveness.
This paper, based on an exploratory qualitative study conducted in selected South African secondary schools, explores some of
the practices determining the effectiveness of secondary schools. It indicates that there are various factors, apart from academic
results, such as effective management structures, a strong school governing body, a healthy school environment or climate,
good infrastructure, motivated learners and good educators that determine school effectiveness. The study concludes with an
Index for School Effectiveness. Derived from the study, the index can be a useful tool in assessing school effectiveness

INTRODUCTION

Conceptual Framework

The issue or concept of school effectiveness
continues to dominate the literature of educa-
tion management and administration and is
conceptualised differently by many authors.
Beare et al. (1989), for example, equate effec-
tiveness with the fulfilment of objectives by the
school; that is, if the school is able to attain its
objectives, it is effective. Conversely, Van der
Bank (1994) views school effectiveness from a
management perspective, averring that schools
with effective management strategies, such as
strong leadership by the principal, are highly
effective. However, Van der Westhuizen (2002)
broadens the discourse by contextualising school
effectiveness within the school’s organisational
culture, and concludes that an organisation and
its effectiveness lie in the effectiveness of its
components. Authors such as Kruger and Van
Schalkwyk (1993), Macbeath and Mortimore
(2001) and Marishane and Botha (2011), in turn,
emphasise the significance of teaching and
learning and effective leadership, as the core
determinants of school effectiveness.

Although school effectiveness is widely as-
sociated with learner attainment, it becomes
clear from the discussion above that there are
various ways of defining and conceptualising
it. From the research literature on this issue it
is also evident that a number of approaches had
been applied in recent years to evaluate the ef-
fectiveness of schools. Fitz and Lee (2000) re-
fer, for example, to the practice of ‘Inspection’
as an efficient way of evaluating school effec-
tiveness. By contrast, Cuttance (1994) avers that
‘Quality Assurance’ is crucial for evaluating
school effectiveness, while other authors such
as Morley and Rassool (1999) hold that an ef-
fective school is simply a ‘learning school’, with
all its principles and activities centred on learn-
ing by all involved in the educational (teaching
and learning) process.

The role of the school principal in a school
is also believed to have a very significant im-
pact on how well and effectively the school func-
tions (Marishane and Botha 2011). Macbeath
and Myers (1999) also postulate a close rela-
tionship between an effective school and an ef-
fective principal. The same proposition is shared
by Gunter (2005).

In South Africa, the ‘Apartheid’ legacy con-
tinues to influence the manner in which school
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effectiveness is conceptualised (Department of
Education 2009a). However, since 1994, a num-
ber of legislative frameworks have been put in
place to deal with this legacy and to improve
the situation. The South African Schools Act
84 of 1996 (Republic of South Africa 1996) laid
the foundation for how a school should be man-
aged and governed. In terms of the South Afri-
can Schools Act, the management and leader-
ship of the school rests with the principal and
the School Management Team, while the gov-
ernance of the school rests with the School Gov-
erning Body, consisting of teachers, parents,
learners and other stakeholders.

The evaluation of teachers and schools re-
mains a contentious issue in the quest for im-
proved school effectiveness. According to the
National Education and Evaluation Develop-
ment Report of 2009 (Department of Education
2009a), the following three systems were de-
signed in the past to provide the basic evalua-
tion or assessment framework in South African
schools:
• The Whole-School Evaluation Policy which

provided a framework for evaluating
schools.

• The Development Appraisal System which
was designed as a tool to respond to the
development and needs of teachers.

• The Performance Management and Devel-
opment System which was aimed at mea-
suring performance for remuneration pur-
poses.

These three systems were later consolidated
into the Integrated Quality Management Sys-
tem, which was a response from the South Afri-
can National Department of Education to short-
comings in both teacher evaluation and perfor-
mance management. This study was conducted
after the implementation of the above mentioned
systems and there are currently strong indica-
tions that they are not in any way improving
teaching and learning (effectiveness) at schools
(Department of Education 2009a). Furthermore,
the implementation of outcomes-based educa-
tion during the 1990s raised some concerns
about quality at schools. Authors such as Botha
(2000:129) were very sceptical about this change
and regarded the introduction of outcomes-based
education in the South African context as a “cur-
riculum intended to transform the education
system by articulating learner-centeredness.”
However, it is questionable whether this was ever
the case.

In its most recent (October 2009) report, the
task team appointed to review the implementa-
tion of the National Curriculum Statement (De-
partment of Education 2009b) clearly states that
outcomes-based education has failed miserably,
and that it has to be replaced with a new system
to try to improve the effectiveness of our schools
(Makoelle 2009). The more recent announce-
ment, on 6 July 2010, by the Minister of Basic
Education, Angie Motshekga, that outcomes-
based education has to be reviewed is an indi-
cation that its implementation affected the man-
ner in which schools operate and function. The
report recommended, inter alia, that teachers
should have only one file instead of many; that
learner portfolios should be scrapped; that the
number of projects should be reduced; and that
the importance of the textbook should be
emphasised (Department of Education 2009c).
All these suggestions have an impact on school
effectiveness.

The role of the education district has also
raised the issue of whether or not its support to
schools actually enhances school effectiveness.
Chinsamy (2002) avers that, if the district pro-
vides adequate support to schools, they are likely
to do better than expected. Currently, very little
support is given to schools; therefore, to improve
the situation, the districts should provide man-
agement training to school principals by build-
ing the capacity of School Government Bodies
and by training teachers in curriculum delivery
(Department of Education 2009c).

The fact that numerous secondary schools,
regarded as dysfunctional schools, cannot pro-
duce the expected matriculation results calls for
the identification of strategies, guidelines and
practices that the National Department of Edu-
cation could put in place to ensure that more of
these secondary schools perform at the expected
standard (Department of Education 2009a).
Clear guidelines should be given to the princi-
pals of these dysfunctional schools to ensure
improvement in the quality of teaching and
learning and, subsequently, to improve school
effectiveness. This brings us to the problem state-
ment of this study.

Problem Statement

This situation described above gave rise to
the following main statement of the problem for
the study: Which practices (could) contribute

R. J. (NICO) BOTHA AND T. M. (MICHAEL) MAKOELLE80

https://www.researchgate.net/publication/259968167_Outcomes-based_education_as_a_curriculum_for_change_a_critical_analysis?el=1_x_8&enrichId=rgreq-9dca626762054b72d7554ffaad8d5a96-XXX&enrichSource=Y292ZXJQYWdlOzI1OTk2ODU3MTtBUzo5OTYyNzc2ODQ4Mzg0M0AxNDAwNzY0NTE5MTA3


to the effectiveness of secondary schools in the
Free State Province of South Africa? The fol-
lowing five sub-questions were developed to
provide an answer to the aforementioned ques-
tion:
• What are the characteristics of effective

schools?
• What does secondary-school effectiveness

entail?
• Which factors (may) contribute to the

effectiveness of secondary schools?
• What entails school effectiveness from a

legislative perspective in the South African
context?

• How can Free State secondary schools in
particular be assisted to become more
effective?

METHODOLOGY

The epistemological knowledge view (how
knowledge is acquired) and ontological reality
view (how reality is perceived) are crucial posi-
tions in any research inquiry. In this study, these
two knowledge views are premised on the fact
that knowledge is not produced through an ob-
jective researcher who collects facts about the
social world and builds up an explanation in a
chain of causality (positivism), but that reality
is socially constructed rather than objectively
determined (Terre Blanche and Durrheim 1999).
This view is consistent with the traditions of
qualitative and case-study research (Noor 2008).

The research approach used in this study was
qualitative in nature. While the population of
the study was all secondary schools in a spe-
cific District in the Free State Province of South
Africa, the sample of the study comprised of six
individual case studies conducted in six selected
secondary schools in this District of the Free
State Province. The sample of six schools con-
sists of three highly effective schools and three
less effective schools in terms of learner achieve-
ment. The sampling of schools was done in a
randomly manner, using a quota-sampling tech-
nique (Neuman 2006).

In this process, the matriculation results of
all the schools in the district over a three-year
period were compared. From the schools iden-
tified as highly effective (pass rate of 90% and
above), three were randomly selected – and from
those identified as less effective (pass rate of 60%
or below), a further three were selected in the
same manner.

The researchers conducted unstructured in-
terviews with the following participants from
each of the six sampled schools: the principals
of the selected schools, selected school-manage-
ment and governance-developers, selected learn-
ing-facilitators, a teacher focus-group, a School
Management Team focus-group and a School
Governing Body focus-group. The questions
presented to the various groups of participants
in the unstructured and focus-group interviews
aimed to address the effect of their respective
practices on school effectiveness. They included
questions for the:
• six principals, focusing on identifying as-

pects of management and leadership
• School Governing Body focus-groups, add-

ressing aspects of governance
• School Management Team focus-groups,

relating to aspects of curriculum delivery
• selected school-management and govern-

ance-developers, focusing on support and
development aspects, and

• teacher focus-groups and selected learning-
facilitators, addressing subject-support
aspects.

Data from the interviews were transcribed,
analysed and discussed. The researchers at-
tempted to make sense of all the data collected
qualitatively; that is, from unstructured inter-
views, focus-group interviews and documentary
analysis. The developmental data analysis was
carried out in line with the following series of
basic steps (Laws et al. 2003):
• Step 1: Data was collected through in-

terviews using a tape recorder and was then
transcribed by the researchers to ensure
familiarity with the data and to expedite
its analysis, thus making the process of
analysis much easier and more manageable.

• Step 2: The next step was to categorise data
into themes, referred to as ‘coding’, involv-
ing the labelling of data according to units
to ensure meaning. Neuman (1997) refers
to this process as organising raw data into
conceptual categories in order to create
themes that will be used to analyse the data.
The data was consequently categorised into
themes where the researchers labelled units
and developed conceptual categories that
were used to analyse data.

• Step 3: The data was then re-read to verify
that the interpretations are correct and valid
to confirm the themes.
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• Step 4: The researchers then linked the
identified themes by writing the themes
next to the quotations and notes. This step
enhanced the examination of the data.

• Step 5: The last step was to examine and
interpret the categories of themes. This step
ensured that meanings derived to draw
logical conclusions. From the interpreta-
tions of themes, logical conclusions were
drawn.

Triangulation was done by analysing how
each set of data answered the sub-research ques-
tions. The subsequent analysis considered each
set of data in relation to the question. To ascer-
tain the trustworthiness of the study the follow-
ing were carried out:  dependability in this study
was maintained by ensuring that all the data
were collected systematically and that all the
contributions and experiences of the participants
were represented by recording and transcribing
them for analysis. Furthermore, to minimise
ambiguity it was ascertained in this study that
the questions were clear and meant the same to
all respondents. Moreover, to maintain credibil-
ity, the researchers ensured that appropriate
methods and techniques had been employed in
such a way that other researchers have a step-
by-step guide to how conclusions were arrived
at. Similarly, the researchers determined cred-
ibility by representing the experiences of the
participants as accurately as possible through
intense observation and member checking (Lin-
coln and Guba 1985).

Objectivity in this study was maintained by
ensuring that all the data were collected sys-
tematically and that all the contributions and
experiences of the participants were represented
by recording and transcribing them for analy-
sis. Reliability of the instruments in this study
was ascertained by ensuring that the questions
were clear and meant the same to all respon-
dents.

The validity of the study was maintained by
ensuring that appropriate methods and tech-
niques had been employed in such a way that
other researchers would have a step-by-step
guide to how the researchers had arrived at their
conclusions. To assess trustworthiness in this
research, the researchers determined credibil-
ity by representing the experiences of the par-
ticipants as accurately as possible. This was
achieved through intense observation and mem-
ber checking.

RESULTS AND DISCUSSION

The empirical research findings are a culmi-
nation of a data-triangulation process, whereby
data from semi-structured interviews are trian-
gulated with data from focus-group interviews
and documentary analysis. The use of literature
supports the outcomes of the empirical study.
In addition, the researchers reviewed the tran-
scripts of the interviews from the participants
of the three less effective schools and compared
them to those of the three highly effective schools
to determine the similarities and differences
between the data in order to determine patterns
in the data. A constant comparative analysis of
schools against their learner attainment was
therefore made because this is one of the main
indicators of the effectiveness of a school. The
findings were analysed according to each of the
following four themes:
• Theme 1: Management, Leadership and

Administration This theme comprised the
responsibilities of the principal and the
School Management Team, as well as the
impact of the administrative infrastructure
on school effectiveness.

• Theme 2: The Curriculum This theme
comprised aspects of subject curriculum
delivery, administration and management
by teachers – and the impact of these on
school effectiveness.

• Theme 3: School Governance This theme
focused on how school government issues
such as the school development planning,
finances, etc. are dealt with by the School
Governing Body and its influence on school
effectiveness.

• Theme 4: Support Structures This theme
investigates and look into the question of
how the role, functions and support of
learning facilitators, school-management
and school-governance developers influ-
enced school effectiveness.

Findings with Regard to Research Question
1: What are the Characteristics of Effective
Schools?

In order to answer this research question, it
was firstly important to define an effective school
from the perspective of the research literature,
and then to compare the literature definitions
with views from the empirical study. Most of
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the research literature, discussed and reviewed
earlier in the conceptual framework of this study,
highlighted the following characteristics as im-
portant in defining an effective school:
• Learner attainment: an effective school ex-

periences high learner attainment.
• Effective teaching and learning: an effect-

ive school has a high level of teaching and
learning.

• Effective management and leadership: ef-
fective schools have good leadership and
are properly managed.

When participants in the interview phase
were asked about what an effective school is,
the principals of all the schools participating in
the study seemed to believe that effective schools
were those with higher learner attainments. One
principal, in defining an effective school, re-
marked:

[They are] schools that perform beyond ex-
pectation in terms of learner attainment and
have good results.

This gives a clear indication that school ef-
fectiveness is measured by the performance of
learners and this seems to be the perception of
all participants in the study. The empirical study
found that the three highly effective schools that
took part in this research had a high learner
attainment and good teaching and learning prac-
tices as well as effective management and lead-
ership. It can be concluded that the three afore-
mentioned aspects form the basis of any defini-
tion of an effective school; this was also con-
firmed by the literature discussed earlier in the
conceptual framework of this study.

Findings with Regard to Research
Question 2: What Does Secondary
School Effectiveness Entail?

The findings with regard to this research
question were summarised according to the first
three of the four main themes identified earlier
as indicators of effective schools, namely man-
agement, leadership and administration (Theme
1); the curriculum (Theme 2) and school gover-
nance (Theme 3). In their responses, the par-
ticipants focused more on how their own roles
influenced school effectiveness. Hence, they
identified aspects of learning facilitation, school
management and governance development that
could influence school effectiveness.

The focus was on which external factors re-
tard or enhance school effectiveness from an

external perspective. External factors would
therefore mean external support by district of-
fice in areas of management, curriculum and
governance. This external support was also
mentioned attested to by Chinsamy (2002) as
very crucial for school effectiveness

Respondents focussed on the external factors
that retard or enhance school effectiveness from
an external perspective. For instance, the school
management developers interviewed believed
that the school managers and governors are in
a better position to influence effectiveness at the
school, and that for schools to be effective, in-
tervention plans have to respond to the school’s
needs. Two participants said in this regard:

Well, I do not have a comprehensive plan
for all schools but I respond to individual
schools according to their needs; and

My assistance for schools is based on the
needs of each school; you see schools are not
all functioning the same, so your intervention
is rather school-based.

On the other hand, learning facilitators in-
dicated that curriculum delivery was the key to
school effectiveness; therefore, more curriculum
support to teachers was pivotal to enhance school
effectiveness. In substantiating this, two of them
remarked:

Well, I run information sessions for indi-
vidual schools and conduct workshops for the
cluster of schools based on the overall weak-
nesses identified either by formal assessments
or my visits to schools; and

I conduct workshops for schools in my clus-
ter and give individual support to teachers per
school based on their needs.

Findings with Regard to Research Question
3: Which Factors (May) Contribute to the
Effectiveness of Secondary Schools?

Findings towards this research question are
discussed according to the themes above.

Theme 1: Management, Leadership and
Administration

The research results revealed that several
management, leadership and administrative fac-
tors influence the effectiveness of schools posi-
tively. These include proper planning, a prop-
erly implemented year plan, a democratic man-
agement style, regular teacher development, the
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induction of new teachers, motivation of staff
and learners, parental involvement, marketing
of the school, effective management of conflict,
regular control of teachers’ work, proper del-
egation of staff, proper decision-making, effec-
tive quality-assurance measures, proper strate-
gic management, effective communication,
proper time management, a welcoming atmo-
sphere for all stakeholders and visitors, admis-
sions being done in advance, regular attendance
by both teachers and learners, proper control of
administrative registers, proper control of stock
and assets, maintenance of good interpersonal
relationships, proper planning of extracurricu-
lar activities, an inclusive approach to teach-
ing, employee wellness and regular performance
reviews. It also became apparent that depart-
mental collaboration, proper record-keeping,
regular visits by learning facilitators, and the
involvement of the School Management Team
members in the running of the school all have a
profound influence on school effectiveness. For
example, on the issue of planning, differences
between a highly effective and a less effective
school were illustrated by comments made by
their respective principals. In the words of the
principal of one of the highly effective schools:

[We]have to plan for the day, term and the
year; this means determining daily objectives,
medium-term plan and long-term plan, then
organise resources both human and physical,
lead by giving clear direction and instructions,
then making a follow-up to see that they are
carried out.

There seemed to be a lack of knowledge of
year planning on the part of less effective
schools. The principal of one of the less effec-
tive schools had this to say:

We have not done the year plan although the
Department said we must; we are looking for a
template to use.

Theme 2: The Curriculum

The research findings revealed once again
and demonstrated that the following curricular
issues are pivotal to school effectiveness: good
planning and the choice of subject curricular
content, regular and appropriate assessment
strategies, appropriate use of teaching methods,
regular motivation of learners, a collaborative
approach to teaching, support of learning fa-
cilitators, regular review of performances, man-

agement of teacher stress and the maintenance
of discipline in the classroom. To substantiate
this, a quote from a teacher at one of the highly
effective schools regarding planning choice of
subject curricular content:

I have to organise the content and resources
to teach, decide on the method, draw up a les-
son, present it, and monitor the understanding
of learners through questions or class tasks.

By contrast, for a teacher at one of the less
effective schools, planning is not well defined:

I believe I have to analyse content against
the requirement of the Department, mobilise
appropriate resources and choose assessment
methods that will assist all learners to learn ef-
fectively, but I experience difficulties.

Theme 3:  School Governance

The research findings validate the research
literature, for example Macbeath and Mortimore
(2001), who postulate that governors whom
versed in their roles, have a positive influence
on school effectiveness because they are involved
in school development planning, capable of
planning and conducting meetings regularly and
properly, involved in policy-making, knowledge-
able about the running of projects, involved in
learner discipline, able to motivate parents to
take part in school activities, committed to main-
taining the vision and mission of the school,
involved in teacher recruitment, uncompromis-
ing in maintaining the cleanliness of the school
grounds – and who help with fundraising, fi-
nancial control, safety on school premises and
form part of all the committees at the school. It
was clear, for example, that school governors
who are involved in school development plan-
ning had a profound influence on the effective-
ness of the schools they govern. For example,
the following was said by the governor at one of
the highly effective schools:

Yes, we do the Strengths/Weaknesses/Oppor-
tunities/Threads - analysis of the school, and
then determine what should come first, and then
draw up the school-development plan. All stake-
holders are involved in the development of the
plan.

In contrast, less effective schools seem not
to do any development planning. The following
extract from the response of a School Govern-
ing Body member of one of the less effective
school sums up the situation:

R. J. (NICO) BOTHA AND T. M. (MICHAEL) MAKOELLE84



We have not been involved in such a pro-
cess; the principal will just show it to us in the
School Governing Body meeting; I think he does
it himself.

Theme 4:  Support Structur es

This theme is focused on how external sup-
port for learning facilitation, school manage-
ment and governance development could con-
tribute to school effectiveness. Various aspects
of these are discussed.

a) Learning Facilitation

(i) Identification of Subject Areas of
Development/Intervention

The research literature (cf. Chinsamy 2002)
indicates that the support of external bodies in-
fluences school effectiveness; regular monitor-
ing and assessment of teachers’ work in the sub-
jects affect teacher efficiency; intervention is
based on the needs of individual schools and
teachers and there is a need for intervention
programmes that can be applied in all schools.
The study furthermore indicates that in-service
training should be an ongoing process in order
to improve the skills of teachers.

(ii) In-service Training and Provision of
Resources

The research literature further indicates that
in-service training should be ongoing in order
to improve the skills of teachers. Although teach-
ers regularly attend workshops, there is exces-
sive emphasis on policies and subject adminis-
tration at the expense of the content of the indi-
vidual subjects. Moreover, the resources pro-
vided to teachers are mostly departmental docu-
ments and textbook lists rather than informa-
tion about the latest subject insights. Conse-
quently, there is a need for more defined train-
ing and resource-provision procedures.

(iii) Workshops

The empirical research shows that most in-
service training is conducted through workshops
and that much less individual support is given
to teachers. The conclusion is that there is a need
for more individualised support and fewer work-

shops. While all learning facilitators indicated
that they hold workshops for teachers every term,
little was said about helping individual teach-
ers in the classroom. The following extracts sup-
port this assumption:

I conduct workshops on a needs basis. It is
not like I have to do it every month or so, but
we have a district programme of workshops per
term; and

There is a workshop programme for every
school term.

(iv) General

Learning facilitators pointed out that, in gen-
eral, the factors influencing effectiveness at their
schools usually centred on the following:
• a lack of management capacity on the part

of the School Management Team//principal
• the negative attitudes of teachers
• a lack of work control

The indication is that learning facilitators
tend to blame the schools and teachers for the
ineffectiveness of schools; for example, one said:

The attitude of some teachers, in terms of
commitment and towards their work in general,
is very negative.

The conclusion is that there is a need for an
inclusive programme that can be used to inter-
vene and support teachers and schools to deal
with the challenges.

b) School- management and -governance
Development

The empirical research determined that
school-management and -governance develop-
ers believe that the development of schools
should be based on the situation of each school.
Currently, no comprehensive plan is being used
to develop the schools.

(i) Tool for Planning Intervention and
Assessing Progress

While all school-management and -gover-
nance developers claimed to use a checklist to
control and plan intervention at their schools,
the research determined that there was no co-
herent and uniform way of carrying out the
monitoring. Currently, there is no plan to assist
schools. School-management and -governance
developers go to the schools and do whatever
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they think will help them, for example, two of
them said:

Well, I do not have a comprehensive plan
for all schools but I respond to individual
schools according to their needs; and

My assistance for schools is based on the
needs of each school; you see schools are not
all functioning the same, so your intervention
is rather school-based.

(ii) General

School-management and -governance devel-
opers mentioned that the following factors, that
should be addressed to improve school effective-
ness, compromise the effectiveness of schools:
• poor management
• a lack of commitment by learners
• hasty changes
• a lack of parental involvement

Findings with Regard to Research Question
4: What Entails School Effectiveness from a
Legislative Perspective in the South African
Context?

The legislative literature on school effective-
ness in South Africa makes it clear that the South
African Schools Act 84 of 1996 (Republic of
South Africa 1996) forms the legislative core of
how schools should be managed and governed.
The Schools Act of 1996 (Republic of South
Africa 1996) also makes it clear that the cur-
rent school- and teacher-evaluation systems (see
earlier in this study) are not assisting schools in
improving their effectiveness. In particular, the
findings of the documentary analysis as well as
the empirical study undertaken indicate clearly
that:
• There is a positive relationship between

school effectiveness and good governance
as contemplated by the South African
Schools Act.

• The evaluation of both teachers and schools
forms the basis for school effectiveness.

• The implementation of the new curriculum
since the advent of outcomes-based edu-
cation has had a negative impact on school
effectiveness.

• There is a need for the involvement of an
external body to evaluate and support the
schools.

For example, although the school-manage-
ment and -governance developers visit schools

and collect reports from principals, it is not clear
if these reports are used to support schools.
Again, reports are based on what principals say
rather than what has been proven through ex-
ternal evaluation. The following quotes sum the
situation up:

We rely on the reports from the principal of
(to gauge) the need for intervention or support;
and then respond appropriately; and

I prefer to use my checklist to get evidence
of what the school is doing, [and] then respond
to what I regard as the school area of develop-
ment.

The study indicated that there was more
checking of the schools than support for them.
It was evident too, that school-management de-
velopers had not put a support system in place,
and that there was a strong need for such sup-
port.

Findings with Regard to Research Question
5: How can Free State Secondary Schools be
Assisted to Become More Effective?

The literature on school effectiveness and
improvement (see conceptual framework earlier
in the study) indicated that the current school-
and teacher-evaluation systems are not assist-
ing schools in improving their effectiveness. In
particular, the findings indicate the following:
• There is a need for the involvement of an

external body to evaluate and support the
schools.

• Teachers need to receive in-service training
on a continuous basis, and the content of
the workshops should be teaching-based
rather than administration based.

• Support should be given to individual
teachers.

• School-management and -governance
developers do not have comprehensive
school-improvement plans to enhance their
effectiveness.

Illustrating the need for support and with
regard to workshops presented by the learning
facilitators, there was a strong view that sup-
port is needed in the classroom. One of the mem-
bers of the Head of Department focus-group had
this to say:

Yes, learning facilitators send visit date lists
for us to arrange to meet him/her. They usually
come during school time and I encourage that
they see the teachers in their classes to avoid
disruption, but other learning facilitators do not
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want to go to class but want to see the teachers
elsewhere but this sometimes disturbs the school
because if more than one learning facilitator is
at school some classes are left unattended.

It is pertinent that the highly effective schools
that took part in this research indicated that the
Integrated Quality Management System was
falling short of enhancing both teacher and
school effectiveness. Indeed, comments made by
one of the principals of a highly effective school
during an interview supported this conviction:

This system does not help us at all. We use
other principles, such as trust and loyalty, ones
that are inherent to our staff, to cope. We trust
our teachers and they are prepared to walk the
extra mile for our learners, for them, we don’t
need an Integrated Quality Management Sys-
tem or any other system for that matter.

In addition, it is noted that principals from
highly effective schools have instituted extra-
measures to compensate for the weaknesses of
the Integrated Quality Management System in
teacher evaluation; in this regard, one partici-
pant suggested collaboration and mentoring,
while another suggested forming peer groups
based on experience. The principal of one of
the highly effective schools said:

We hold workshops for teachers in various
subjects and as colleagues share our experi-
ences. We appoint experienced teachers as men-
tors for newly appointed teachers and we in-
duct new members to the staff.

The results of the empirical study indicate
that schools, generally, do not have a local im-
provement strategy to enhance their effective-
ness. Existing improvement plans are usually
designed as a quick solution to a perceived weak-
ness diagnosed in a specific area. For example,
two school management and governance devel-
opers indicated that their response to schools is
based on Grade 12 performances. The follow-
ing extracts sums the problem up:

It depends on the nature of the school’s per-
formance, but I recommend they provide extra
support to the matriculants; and

I have encouraged schools to develop their
own catch-up programmes, which will be geared
towards the improvement of results, for example
extra classes.

CONCLUSION

In conclusion, while some schools have not
yet achieved an acceptable level of effectiveness,

others are indeed effective and could actually
serve as models of improvements for others to
emulate. It requires the involvement of all the
stakeholders at a school to make a difference;
hence, the proposed Index for School Effective-
ness may serve as a starting point for enhanc-
ing the effectiveness of schools in the Free State
to ensure that quality education is provided in
the Province as a whole. Finally, the research
findings in this study could form the basis of
considerably expanded investigations into the
complex field of enhancing the effectiveness of
secondary schools in South Africa as a whole.

RECOMMENDA TIONS

What schools need in order to enhance im-
provement and sustain effectiveness is a com-
prehensive localised strategy that draws on the
strengths of their stakeholders. The Whole
School Evaluations conducted by the National
Department of Education do not offer a solu-
tion to the plight of the schools as they are car-
ried out only every five years – schools, how-
ever, need a tool that they can use to assess their
effectiveness on a continuous basis. As a result,
and based on the findings of the empirical re-
search, the authors have subsequently designed
a model to enhance school effectiveness. This
model, the Index of School Effectiveness, is sug-
gested as a localised, context-bound and stake-
holder-driven review tool that schools in the Free
State can use to enhance their effectiveness in
all aspects.

This Index is a developmental model in-
formed by the current research. It is intended to
help schools in the province review their cur-
rent effectiveness status, determine the improve-
ments necessary and plan their implementation.
The Index adopts a developmental approach so
that schools can use it to reflect on their current
practices with a view to improving in the fu-
ture. School effectiveness is usually a process
associated with learner attainment, and all im-
provement processes are geared towards improv-
ing the performances of learners.

The Index, however, views leaner attainment
as only one narrow aspect of school effective-
ness. It articulates a comprehensive and holis-
tic school-improvement model which focuses on
all aspects of school functioning with the aim
of improving effectiveness. The Index for School
Effectiveness is an initiative that perceives
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school effectiveness from a local, school-based
perspective, mobilising and facilitating the com-
munity-based involvement of stakeholders in the
process. However, this Index should not be per-
ceived as a recipe for the immediate improve-
ment of schools; instead, it should be viewed as
a tool providing an opportunity for all members
of the school community to reflect on, brain-
storm and evaluate their current practices so as
to enhance their effectiveness.

While the authors do not recommend a par-
ticular way of using the Index, it is important to
note that being familiar with its contents could
offer an insight into how it could be best used in
each unique school context. The approach or
use is purely participatory and seeks to involve
all stakeholders in improving their schools.

It was explained earlier that the concept of
school effectiveness is varied and complex in-
sofar as there are different beliefs as to what
constitutes it. There is, however, consensus that
school effectiveness is determined by the struc-
tural functioning of the school. Other views hold
that there are factors within the school struc-
ture that could influence school effectiveness,
and that the context in which the school oper-
ates has a significant influence on its effective-
ness. It follows that the school operates within
a particular social context with unique social
characteristics, and that these have a profound
influence on its effectiveness. The Index adopts
the latter approach, which takes into consider-
ation each school’s contextual scenario and is
centred on the same four themes used in this
study:
• Theme 1: Management, Leadership and

Administration. The Index asserts that the
management and leadership of a school
have a profound bearing on school effect-
iveness; therefore, attempts should be made
to improve and capacitate the management
and leadership of the school at all levels,
from the classroom to the office of the
principal. Administration is the cornerstone
of the management and governance of a
school. Consequently, the administrative
process of a school has a profound and
direct bearing on the functionality of the
school. It is important to maintain effective
administration in order to enhance school
effectiveness and improvement.

• Theme 2: The Curriculum. Teachers, as
the presenters of curriculum material, are

central to the subject-content choice, deli-
very and assessment. Therefore, the manner
in which the curriculum is managed, deli-
vered and facilitated has a significant bear-
ing on the general effectiveness of the
school.

• Theme 3: School Governance. The Index
notes that the governance of a school is a
strengthening arm of school management.
For this reason, governors should be better
equipped to deal with issues of governance
in a way that complements and enhances
school effectiveness.

• Theme 4: Support Structures. Schools
exist within a particular educational
structure and are supported by management
structures such as the School Management
Team. The district and provincial education
departments are responsible for providing
support to schools. This kind of support can
be optimised if everything is carefully plan-
ned and executed to have a positive in-
fluence on the effectiveness of the school.

The Index for School Effectiveness is further-
more underpinned by the following principles:
• Awareness.  In order for a school to move

from its current state of effectiveness to an
improved state of effectiveness, all stake-
holders need to be aware of the current
situation. This can be attained through
proper communication, thus making the
stakeholders aware of all the improvement
processes. The stakeholders of effective
schools are usually highly involved.

• Participation. All stakeholders, having
recognised and acknowledged the need for
improvement, should get ready to partici-
pate in a process of reviewing, planning,
action and reflection, all geared to the
improvement of school effectiveness.

• Collaboration. All stakeholders should
agree to work together on a collective set
of goals and ideals that will be attained by
them as a team.

• Effective Communication. This implies
that the process should be driven by cons-
tant feedback and reporting.

According to the Index, the process of school
effectiveness is cyclic, ongoing, and consists of
the following five stages: review of effective-
ness; development of the operational framework
for development; improvement plan; implemen-
tation, monitoring and feedback; and reflection
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and re-planning. The process is cyclic that
school-development planning is ongoing, be-
cause stakeholders constantly strive to renew the
conditions at the school to achieve an ideal state.
The process of improving school effectiveness
takes place within the framework of the four
themes identified earlier as indicators of effec-
tive schools. According to the literature and the
results of the empirical study, these four themes
form the core of school effectiveness.

The Index will therefore bring all stakehold-
ers on board to improve the state of effective-
ness at the school, foster participation in review-
ing the situation, and assist them in developing
operational plans to improve the conditions,
implement such plans, and reflect on progress
made. This Index will also ensure that the pro-
cess, illustrated below, is collaborative and re-
flective.

As alluded to in Figure 1, the process of im-
provement is underpinned by the following
stages:

Stage 1: A Review of Effectiveness This
stage, similar to a Strengths/Weakness/Oppor-
tunities/Threads - analysis, seeks to raise the
stakeholders’ awareness of the state of affairs at
the school and to foster communication among
them. All the stakeholders need to participate
in this process and, ideally, the following ques-
tions should be raised:

1
Review of effectiveness

5
Reflection and replanning

2
Development of an operational
framework for improvement

3
Implementation of a School

Improvement Plan

4
    Action implementation,
  monitoring and feedback

Fig. 1. Cyclic index of school effectiveness

• What is the current situation at our school
with regard to effectiveness?

• What do we understand by school effect-
iveness?

• What have we achieved in the past, and
why?

• What are the strong and weak points of the
school?

• What are the opportunities and threats that
face the school?

• What are the challenges that confront the
school?

Stage 2: Developing an Operational Frame-
work for Improvement The second stage strives
to enhance participation. Because no process can
be driven without a steering committee, this
stage involves the forming of a school effective-
ness committee. Ideally, all stakeholders should
serve on the committee which will be respon-
sible for:
• reflecting on the current effectiveness pro-

cesses by reviewing tactics and strategies
and planning new processes

• mobilising support from stakeholders by
outlining the objectives, expectations and
goals

• setting up an effective framework that in-
cludes meetings, the duties of committee
members, feedback and monitoring sys-
tems, and reflection procedures
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Stage 3: Developing a School Improvement
Plan In this process, to foster collaboration, ar-
eas of development will be identified. The School
Improvement Plan should attempt to answer the
following questions:
• What should be done and why?
• Who should do it?
• When should it be done?
• How will it be monitored?
• How and where will reflection and feedback

be managed?
• How will the process be financed and

resourced?
Stage 4: Action Implementation, Monitor-

ing and Feedback This is the stage during which
the School Improvement Plan will be put into
practice. The monitoring tool for checking the
effectiveness of activities will be used to pro-
vide constant monitoring and feedback. During
this process, the following questions should be
asked:
• What have we planned?
• Are all the planned activities taking place?
• What are the challenges?
• What are the successes and failures?

Stage 5: Reflection and Re-planning Dur-
ing stage five of the Index for School Effective-
ness, all the processes will be reflected upon to
check the overall successes and failures. The
strategies applied will be investigated to see if
they have worked. A report is then compiled for
all stakeholders and to serve as the basis for fu-
ture reviews. The following important questions
should be considered:
• What did we plan?
• What were our goals?
• What have we achieved, and why?
• What have we not achieved, and why?
• What have we learned from the process?

It is recommended that the Index for School
Effectiveness be used to evaluate the effective-
ness of all secondary schools in the province in
terms of these characteristics. The results of such
evaluations can then lead to the design of inter-
vention strategies to enhance the overall effec-
tiveness of all the relevant schools.
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