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ABSTRACT

There is a growing body of research that indicates that effective management of
school resources influences learning and teaching (Chiu & Khoo, 2005; Murtin,
2013). Arguably, schools with better management tend to have better performance
on a wide range of dimensions; they are more productive, grow faster and achieve
better academic achievement result (Williams, Kirst & Haertel, 2005). It is,
therefore, crucial to have effective leaders who will manage the education system
towards national goals. According to the Department of Basic Education (2016), all
learners have the right to have access to relevant and meaningful learning
experiences and opportunities. Further to this, the school community has the right
to a safe and secure learning environment, otherwise known as good school
climate (Kelley, Thornton & Daugherty, 2005). This brings about the importance of
the principals of the school who have the responsibility for resource management
and the effectiveness of learning in the school. The study on the impact of the
principals’ management practices on school climate of public secondary schools in
Pretoria is important to understand how to improve the standard of education in
South Africa. Relatively little previous research has investigated the mechanisms
by which a principal’s management practices pose an effect on the school climate.
The current study examined the impact of the principal’s management practices on
the school climate by sampling teachers and non-teaching staffs from three
schools in Pretoria, Gauteng province. The school climate was measured with the
three sub-scale of organisational climate index (collegial leadership, professional
and principal’s leadership). Survey data was obtained from school teachers to

measure the staff's perception of their principal’s management practices. This

Vil



study reveals the effect of the management practices of principals in motivating
teachers to perform, remain loyal to their schools and support the principals even
when it seems there are several challenges. On the other hand, the management
practices of principals create context and some positive school climates for

teachers working in these schools.

Keywords: school climate; management practice; leadership; public school;
South Africa
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CHAPTER 1

THE BACKGROUND AND CONTEXT OF THE STUDY

1.1 INTRODUCTION

Globally the effectiveness of management practices is a crucial aspect of any
organisation (Tarique & Schuler, 2010). The performance of an educational
institution is determined by the quality and ability of school leaders to lead well
(Aydin, Sarier & Uysal, 2013). In the school context, it is the responsibility of the
school principal to drive educational activities as well as managing staff to achieve
the educational aim.Therefore, the importance of having a school principal with
efficient management practices cannot be overemphasised. However, it is
important to clarify the differences between the concepts of leadership and
management because they are interwoven and mostly wrongly used. Leadership
can be defined as a case of interpersonal influence that gets individuals or groups
of people to do what the leader wants to be done (Branch, 2012). Allen (2010)
defines management as a multipurpose structure that direct managers, staff and
their work. Research conducted by Wills (2016) suggests that the school
principal’s leadership practices strongly influence the relationships that shape the
climate of the schools. In his study, Wills (2016) stated that schools where
achievement or performance was high, principals made the difference in their

leadership and management functions.



The ability to recruit and retain a highly effective principal is important in school
leadership and management. This is because there is a relationship between
principals who can apply good management skills or practices and the school
climatic factors that are responsible for effective learning and staff performance
(Wills, 2016). While it is important to emphasis good management practices, it is
equally noted that there are many ways to manage a school and every principal
has his or her own management practices. For instance, Taylor (2011) describes
management practices as the working methods and innovations that managers
use to improve the effectiveness of work systems. Therefore, management
practices are not prescriptive, nor should they be imposed. In his conceptualisation
of management practices, Taylor (2011) presents four common management
practices, namely, empowering staff, training staff, introducing schemes for
improving quality and introducing various forms of new technology. All these

factors together determine the outcome of good management practice in schools.

For instance, training refers to a planned effort by aschool organisation to facilitate
teachers’ acquisition of job-related competencies, including knowledge, skills or
behaviours that are critical for successful job performance. In this context, the
school organisation should contribute to the development of a positive school
climate through effective training of staff (Collie, Shapka & Perry, 2012). Only
when teachers are professionally trained would they be able to work as a team
and perform. Allen (2010) explains that an effort by a school organisation to
empower teachers would encourage productivity and also be conducive to the
working environment. This is an aspect of good management practices that the

principal is expected to adopt to drive change in the school organisation for



continuous improvement purposes. Afari (2016) believes that continuous
improvement for a principal consists of establishing standard school requirements,
working towards meeting the requirements, measuring the success and continuing
to check the schools’ requirements to find an area in which improvements can be
made. Therefore, management practices refer to the working methods and
innovations that school principals may use to improve the effectiveness of work

systems (Jamaluddin, Razali, Mustafa & Hamid, 2016).

In addition, Idris (2011) argues that management is a purposive activity. In other
words, management practices are something that purposively directs group efforts
towards the attainment of certain pre-determined goals. Management practices
are also the process of working with and through others to effectively achieve the
goals of the organisation, by efficiently using limited resources. Similarly, Khanus
(2007) opines that good management practices include both being effective and
efficient. However, management practices should not only be to ensure the
availability of resources but also how to put these resources into best use, which is
equally essential. Thus, schools, like all organisations, require effective
management practices (Van Reenen, 2012). The challenges faced by principals in
their occupation as school leaders are related to organisational factors hindering
their performances due to the choice of either their leadership style and/or
availability of resources to enable the school to achieve its goals. These
challenges faced by school principals lead to a very important argument of

whether a principal’s management practices have an impact on the school climate.

This study was intended to obtain a better understanding of how the principal’'s
management practices impact the school climate. The findings of this study may

3



add to the existing knowledge on management practices of the school principals

and school achievement.

1.2 PROBLEM STATEMENT

In this era of the fourth industrial revolution, school organisations and principals, in
particular, have to face ongoing pressure in managing staff and achieving
education objectives (Mestry, 2017). In this generation of high profile technology
and automation, human capital is still viewed as an essential school organisation
resource that principals must manage well. One important key to school
management is the management practices of the principals in charge of the
school’s functions (Valentine & Prater, 2011). The role of the principal is important
for both the employees’ and employer’s relation. This includes effectively
motivating staff to teach well, which also includes providing a conducive learning
environment for learners. In South Africa, between 1994 and 2017, quality of
education provision has declined drastically, as seen in Figure 1, and one critical
factor is how school leaders manage the internal organisational system of a school
(otherwise known as school climate) to ensure government funding is properly

utilised to ensure performance.
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Figure 1.So if we're investing the money, why are poor schools still producing poor results?
https://dgmt.co.za/psp/

In many cases, substantial resignations, absenteeism and learners’ poor
performance are linked to issues related to the principal’s management style in
South Africa (see Simkins, 2011). A good management style is essential to drive

and achievet he overall objectives of the school organisation.

The idea of having good management practices in South Africa is closely linked to
the history of the country and the policy of the Employment Equity Act to ensure
that certain management practices do not have a negative effect on the diversity of
the South African school system. This is contextualised as school climate in this
study (Higginbotham, 2000, p.190). The Employment Equity policy is referred to as
affirmative action, black advancement and diversity management (Thomas, 2002,
p.238). The aim is to ensure equal opportunities for all in different aspects of

employment relations. This is largely going to have an impact on how principals


https://dgmt.co.za/psp/

will manage schools and what management practices are likely to be appropriate
considering what the policy says. Many authors have investigated factors that
influence school climates in South Africa (Grayson & Alvarez, 2008). The findings
show that management practices that consider motivating staff in the area of
compensation yield positive outcomes for teachers to perform well and could
reduce the effect of burnout. However, there are no comprehensive results on the
impact of the school principal’s management practices on other climatic factors
responsible for good performance in schools. These are unique school
organisational cultures created by principals and other school management teams
that could impact on education outcomes of a school. Rivkin (2012) opined that a
healthy school environment characterized by basics needs such as safety and
orderliness, as well as less tangible qualities such as a "supportive, responsive”
attitude toward the learners and a sense by teachers that they are part of a
community of professionals, focused on good teaching, is indicative of a “good
school climate”. However, there are a number of other factors that can influence
so-called criteria of a “good school climate” which many studies have isolated or

perhaps ignored.

A Bush and Glover (2016) study indicate that the principal can promote or destroy
a school through the climate he/she creates. Studies have shown that many
principals in South Africa have not considered their management practices as
determinants of teachers’ job performance, organisational performance and the
relationship between themselves and other staff members which in turn influence
the school climate (Modisaotsile, 2012). The extent to which the choice of

management style influences school climate is debatable because each school is



unique and it is very difficult to generalise the results. Whether or not to blame
principals’ management practices on school climate is one focus of this study. The
extent of the impact will help to understand the problem of management change in

the school context and in the South Africa situation.

In summary, several researchers have shown that a positive and sustained school
climate promotes students’ academic achievement and healthy development
(Thapa, 2013). Similarly, Collie et al. Perry (2012) assert that the school climate
represents the feelings members of the school, staff and students attributed to the
school setting or environment for a particular period. According to Bush and
Glover (2016), based on their literature review in their paper, titled “School
Leadership and Management In South Africa”, they observed an increase in the
uneasiness of the relationship between the principal and school governing bodies,
an increase in violent behaviour within the school environment by students,
unhealthy conflicts between staff, instability of the school’s code of conduct, lack of
continuous improvement in the school system and weak organisational
performance. As a result of all these issues, the school climates can be highly
affected. The degree of impact and the systemic issues that could lead to changes
as the principal implement management practices need to be investigated.
Therefore the focus of this study is to investigate the impact of the principals’

management practices on the school climate in Pretoria, South Africa.



1.3 AIMOF THE STUDY

The purpose of this research is to determine the extent the principal's
management practices affect school climate and/or performance in schools in
Pretoria. The assumption in this study is that principals’ management practices
area determinant of school climate and school achievement. In this case,
principals are expected to perform their management responsibilities as the
manager of the school and administrator. The primary aim of this study is to find
out whether these principals can execute their managerial responsibilities to
ensure performance in terms of learning outcome for learners and a good working
condition for staff. Specifically, the study will collect information from school
teachers on whether theprincipal’s management practices are working for the
goals and objectives of theirschool system. To achieve the purpose of this
research, the researcher used quantitative research design to gather and analyse

the data.

1.4 RATIONALE

In the newly published policy by the Minister of Basic Education, Motshekga
(2016) highlighted that principals that possess efficient managerial ability could
lead to school effectiveness and improvement. Scholars like Aldridge and Fraser
(2016) also observe that school climate can be manipulated to affect the behaviour
of people connected with the school directly and can also affect the development

of the school as an organisation.

After a critical study of recent literature by South Africa authors, Bush and Glover

(2016), there is an assumption that the continuous poor performance of most
8



schools is fuelled by how the principal manages the school resources, human
management (subordinates) and the continuous improvement in the school
system. One of the challenges that contribute to the state of failing standards of
basic education in South Africa is that resources are being used in a non-efficient
manner with little accountability and transparency (Bush & Glover, 2016). The
findings from this study will contribute to knowledge on how principals can better
use their management practices to manage school resources and in achieve a

good school climate for learners and staff.

The researcher believes that the starting point to improve the performance of both
the teachers and the learners is to improve the management of the factors

surrounding the school system which should be done by school principal.

Furthermore, the Department of Basic Education also emphasises the need for the
provision of quality education in schools (DBE, notice 636 of 2014). It is, therefore,
the prerequisite of the Department of Basic Education that the school leader
ensures quality and secure accountability and also managing the school as an
organisation. This means that the principal must ascertain that the school has a
positive climate for quality teaching and learning to take place. Bush and Glover
(2016) recommended further research on principals’ management practices,
suggesting that principals need to know more about how school climate is affected
by their management practices. They support the notion that one of the roles
played by the principal, and the school governing body is to ensure a positive
school climate for quality learning. Therefore, this study will go further than the

work and recommendation of Bush and Glover (2016) by looking at the factors of



school climate in relation to the management practices of school principals to

arrive at a more reliable and comprehensive conclusion on this particular issue.

1.5 MAIN RESEARCH QUESTION
The main research question that guided this study is: What is the impact of
principal’s management practices on school climate? The main research question

Is supported by the secondary research questions below.

Secondary Research Questions

e What is the relationship between the principal’s management practices and
school climate in some selected schools in Pretoria?

e Does the management of human resources in school contribute to school
achievement?

e How do principals’ management practices influence teachers’ job

satisfaction?

1.6 HYPOTHESES
A hypothesis can be explained as a tentative or possible answer to the problem in
research (Wayne, 2010). A good hypothesis has related elements, and it should

be testable. The following are the hypotheses or assumptions of this study.

e HO: There will be no significant relationship between principals'
management practices and school climate in some selected schools in
Pretoria.

e H1: There will be a significant relationship between principals' management

practices and school climate in some selected schools in Pretoria.

10



HO: Management of human resources in schools does not contribute to
school achievement.

H1: Management of human resources in schools contributes to school
achievement.

HO: Principals’ management practices do not influence teachers’ job
satisfaction.

H1: Principals’ management practices influence teachers’ job satisfaction.

1.7 RESEARCH AIM

The following are the aim of this research

To determine the relationship between the principal’s management

practices and school climate in some selected schools in Pretoria.

To determine whether the management of human resources in schools

contribute to school achievement.

To determine whether the principal’'s management practices influence

teachers’ job satisfaction.

1.8 DEFINITION OF CONCEPTS

School Climate

School climate can be defined as the quality and makeup of school life, which

includes students, teachers, parents, beliefs, teaching and learning practices and

the structural features of the school. Aldridge and Fraser (2016) described school

climate as the heart and soul of the school and the essence of the school that

draws teachers and students to love the school and to want to be a part of it.

11



According to Parisi (2016), a school climate can be seen as the feelings both staff,

and students attribute to the school setting for a particular period.

Principal

A principal is the head of school organisation, in this context, a principal is the
school chief. Mathibe (2007) describes a principal as an individual who supervises
the school activities and occupies the position of the school leader, and he/she is
perceived as the significant figure in initiating and realising the innovations that
take place in the schools. According to PAM (2016), a principal is someone that
ensures the school is managed satisfactorily and in compliance with applicable

legislation, regulations and personnel administration measures as prescribed.

Management Practices

Management practices usually refer to the working methods and innovations that
managers use to improve the effectiveness of work systems. In a school
environment, it is the responsibility of the principal to ensure that an atmosphere

conducive to instruction and learning is created (Bush & Glover, 2016).

Training

Training can be defined as an organised activity aimed at imparting knowledge to
improve the recipient’s performance or to help the recipient attain a required level
of knowledge or skill. Jamaluddin, Razali, Mustafa and Ab Hamid (2016) view
training as a planned effort by an organisation (school) to facilitate employee’
(teachers) acquisition of job-related competencies, including knowledge, skills or
behaviours that are critical for successful job performance. An employee in the

organisation should be continually and adequately trained to perform work
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procedures at a level of quality that relies upon teamwork skills and problem-
solving techniques. Employees should be regarded as valuable long-term
resources worthy of receiving education and training throughout their careers

(Idris, 2011).

Continuous improvement

There should be a culture of sustained improvement in school organisations
targeting the elimination of waste in all systems and processes of an organisation.
It involves everyone in the school management team (SMTs), working together to
make improvements. In the school environment, the continuous improvement
cycle consists of establishing the standard school requirements, meeting the
requirements, measuring success and continuing to check the school standard
requirements to find areas in which improvements can be made. Several authors
suggest that continuous improvement can play a major role in the success of

organisational performance (Islam & Karim, 2011).

Organisational Performance

A large number of studies have examined the relationships between quality
management practices and the impact of such practices on performance. Taylor
(2011) suggested that quality management practices lead to increased quality and
productivity. On the other hand, a high-quality management practice in a school

will improve school climate and academic achievements.
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Academic Performance

Academic performance is the outcome of education, that is the extent to which a
student, teacher or institution has achieved their educational goals. Without a

healthy school climate, a school cannot achieve its best academic performance

Accountability

Accountability is an assurance that an organisation or a person will be evaluated
on their performance related to their responsibility. Truss (2013) explains
accountability as a management process that ensures employees answer to their
superiors for their actions and that supervisors behave responsibly as well.
Webster's dictionary also defines accountability as the quality of being

accountable, an obligation or willingness to accept responsibility for one’s action.

Transparency

Transparency implies openness; it also means operating in such a way that it is
easy for others to see what actions are performed.Transparency is sometimes
more narrowly defined as the release of information which is relevant for

evaluating institutions (Bauhr & Nasiritousi, forthcoming).

Teacher/Educator

A school teacher can be refer to as a person that provides education for pulpils
and students. PAM (2016) explains that an educator can simply be defined as
someone who observe children carefully, listens to their questions, discover their
interest and provide them the opportunity to succeed. When compared with
educator, teacher merely refers to a job title; teacher is a person who teaches in a

school. But, an educator is a person who educates students (PAM, 2016). A good
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teacher can be called an educator. This is the main difference between educator

and teacher.

1.9 RESEARCH METHODS

The research methodology on which this study is based is the quantitative method.
The quantitative approach to research is a systematic and objective way of making
use of numerical data collected from a selected subgroup to generalise findings to
the general population of the subgroup under study (McMillan & Schumacher,
2014). For survey research of this nature, a quantitative approach is, therefore,
more appropriate for collecting and analysing data to answer questions and accept
or reject hypotheses in the study. The research design, pilot study, sample and
sample technique, instrumentation (reliability and validity) data collection and data

analysis are explained in the following sections.

1.9.1 Quantitative approach
A guantitative approach emphasises processes, qualities and the meanings that

are measured in terms of amount, quantity and intensity (Cohen, Manion&
Morrison, 2013). The researcher considered the characteristics of a quantitative
approach, as outlined by Muijs (2010) and aligned these characteristics with the

study:

The research was conducted in the field to allow direct interaction with the
participants. In this case, the schools served as a field of study. Data are in the
form of numbers and statistics, often arranged in tables, charts, figures, or other
non-textual forms. The researcher collected data by distributing a questionnaire to
the participants through the assistance of a research assistant. The researcher

reviewed data, made sense of it and organised it into themes across all the
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sources. The meaning of the participants was valued rather than the meaning
made by the researcher. The research findings emerged in response to the
setting. The researcher successfully developed a complex of the problem by
reporting multiple perspectives. The researcher, therefore, found a gquantitative

approach to be the best fit for the collection of data.

1.9.1.1 Research design
This research design follows a survey design approach for collecting and

generating primary data. A research design is conceptualised as the pathway into
the research process or an outline of how observations are made and how the
researcher carries out a project (De Vos, Strydom, Fouche & Delport, 2011). For
this research, the participants were asked to answer questions on the Likert-type
scale, which is easier to compile compared to other attitudinal scales. Some of the
advantages of a questionnaire include quick responses from participants, easy
coding and statistical analysis and the answering of sensitive questions on the part
of the participants. In Support of this study, the questionnaire collects data relating
to the school climate in relation to the principals’' leadership and management
practices in three selected public schools in Pretoria with the expectation that the

principal’s management practices can be improved upon.

1.9.2 Instrumentation and data collection strategies
The main instrumentation that was used for data collection is the Leader

Effectiveness and Adaptability Description (L.E.A.D.) instrument developed by
Hersey and Blanchard (1977) and the Organizational Climate Index (O.C.l.)
developed by Hoy et al. (2002). The reliability and validity of an instrument should
be the reason for choosing any measuring tool in a study apart from being suitable

to answer research questions posed by the study (McMillan & Schumacher, 2014).
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Each selected instrument in this study has confirmed reliability and validity; hence,
it was chosen for this study. The data collection technique employed in this study

IS a survey questionnaire.

These instrumentations consisted of a demographic data section (age, sex, years
of experience and educational qualification), another section comprised two sets of
guestionnaires. For the questionnaires, the O.C.I developed by Hoy et al. (2002)
was used in measuring the school climate. The O.C.I. consist of 27 items having
four-sub-scales: institutional vulnerability, professional principal behaviour,
achievement press and collegial leadership. It is scored on a five-point Likert-type
scale measuring from “rarely occurs” up to “very frequently occurs”. In some
studies conducted by Hoy et at (2002), the Cronbach’s alpha coefficient measuring
the internal reliability of the instrument shows the scores for the subtests as
follows: Institutional Vulnerability (87), Professional Principal Behavior (88),
Achievement Press (92), Collegial leadership (94). This shows that the instrument
is highly reliable. This is because the acceptable value of reliability is estimated at

0.80, while values below 0.60 are considered as not acceptable (Drost, 2011).

However, a subscale (the institutional vulnerability) having five (5) items is
irrelevant to the South African educational context; therefore, it was excluded in
this study. This means that three (3) sub-scales comprising 22 items were used to
measure the schools in the sample. The independent variables in this study
(Collegial Leadership of seven [7] items, Professional principals' management
practices of seven [7] items School Climate and Achievement Press of eight [8])
items are the three sub-scales of the OCI that was used at measuring the school
climate in this study.
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To score the items, 1 is assigned to “rarely occurs”, 2 to “sometimes occurs”), 3 to
“often occurs”, then 4 to “very frequently occurs”. The schools' scores were coded
after scoring each questionnaire. To achieve this, each respondent score item
used the correct number (1, 2, 3, or 4). For the content validity of the two
instruments, my supervisor was given copies of the instruments for assessments
to ensure that the instruments measured what they were meant to measure.

1.9.3 Data analysis and interpretation

Data analysis is the process of systematically applying statistical and/or logical
techniques to describe and illustrate, condense and recap, and evaluate data. The
focus of this study is to measure the perceptions of school climate principals’
management practices. The responses were put in the Statistical Packages for
Social Science (SPSS) version 17.0 to determine the descriptive and inferential
statistics for the study. The hypotheses were analysed manually. The data
collected for each variable was used to perform statistical analysis of all the
hypotheses in the study. Furthermore, descriptive statistics was performed on
principals’ management practices to determine effects it have on school climate

variables.

1.10 CREDIBILITY AND TRUSTWORTHINESS OF THE RESEARCH

1.10.1 Reliability of the Research
Reliability in research is of paramount importance. Cohen, Manion, and Morrison

(2013) refer to reliability as a measure that provides the same results on two or
more occasions when an assumption is made that the object being measured has
not changed. Creswell (2014) defines reliability as the extent to which an
assessment tool produces stable and consistent results. In this study, the

researcher was unswerving when reporting the results of the research.
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1.11 LIMITATIONS OF THE RESEARCH

This study was limited to teachers employed by the South African Government;
hence, teachers working in private schools in South Africa were not be included in
this research. The study was also limited by the possibility of respondents who
may be biased in responding to the questionnaires. The assumption was that
participants would comprehend the questions used as survey and faithfully
respond to them. Where participants may be untruthful in responses in the
guestionnaires, this could affect both the validity and reliability of the instruments
for conducting research. To avoid this, researchers used statistics to verify

responses.

Another possibility of limitation could be the collection of data via designed
overseas instruments; perhaps local instruments could have been developed and
used to understand the uniqueness and challenges of South African principals

better.

1.12 ETHICAL CONSIDERATIONS IN RESEARCH

McMillan andSchumacher (2014) perceive ethics as the application of moral
principles while interacting with others to be respectful and fair and promote
healthy relationships. This implies that it is not enough for the researchers to be
aware of fundamental principles guiding ethical decisions; they should also be
concerned about ethics to be cautious of hurting people who have something to do
with the research. According to McMillan and Schumacher (2014), it is incumbent
on the researcher to follow some ethical considerations which cover the

confidentiality of the results and findings of the study and the protection of the
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respondents/ identities. This study has paid special attention to the following

ethical principles as recommended by the University of Pretoria:

e Respect Privacy, confidentiality and anonymity: Due to the sensitivity
involved in conducting research, participants' privacy, confidentiality and

anonymity were secured and protected by the researcher.

e Informed Consent: Through my research assistant, | written and signed
informed consent from volunteers before administering the questionnaire to

the participants.

e Thinking about data sharing before research begins: If respondents plan to
share their data with others, they should note that in the consent process,
specifying how it will be shared and whether data will be anonymous

(Cohen, Manion & Marrison, 2011).

1.12.1 Anonymity and confidentiality
The data collector took all precautions to maintain the principle of anonymity and

confidentiality throughout the research process. Meetings were arranged with the
participants at their venues. The purpose of the research was explained to the
participants. Participants were assured that their identity and the identity of the
schools would be safeguarded and the results of the research were disclosed their

identity would remain unknown (McMillan & Schumacher, 2014).
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1.13 SETTING OF THE STUDY
There were 32 teacher participants from three different public schools in Pretoria
in the setting of the study. Teachers from the sampled schools completed the

guestionnaire in their schools.

1.14 SIGNIFICANCE OF THE STUDY

The researcher assumed that the study could assist in creating an in-depth
understanding of the principals’ management practices in a school environment.
Workshops for principals on how to improve management practices may be
organised based on the outcome of the study. Improved management and
leadership may ultimately assist in influencing the school climate based on the
findings of this study. Ultimately, the outcome of this study will benefit the
Department of Education to review policy around the pathway to principalship in

South Africa.

1.15 OVERVIEW OF THE STUDY

The following structure outlines the format of the research according to chapters:

Chapter 1

This chapter commences with the introduction. It includes the background to
principals’ management practices and school climate; it provides the problem
statement, research aims, the rationale for the study, research questions, research
methods followed, the significance of the research, limitations of the study and a

conclusion.

21



Chapter 2

The existing literature on the topic is reviewed in this chapter. The literature review
has been divided into an introduction and themes, and there is a conclusion for the
chapter. The researcher reviewed the literature on the salient issues related to
school management to create an enabling environment and to achieve the

purpose of education from a global perspective in South Africa.
Chapter 3

Chapter 3 presents the methodological procedures followed by the researcher; the
data collection procedures and methods employed, the data analysis and the
ethical procedures followed. The research methods employed by the researcher
and how they were applied in the research are explained in detail. The researcher

outlines how data was collected and analysed through a quantitative approach.

Chapter 4

This chapter presents the data analysis, including the methods and interpretation
and conclusion. It explains how data was divided into themes, the methods

employed to analyse the data and the interpretation by the researcher.

Chapter 5

Chapter 5 consists of a summary of the findings, recommendations for future
research, the conclusion, references and appendices. The researcher categorised
the findings, presents the findings from the data analysis and makes

recommendations emerging from the questionnaire and analysis of the data.
---000---
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CHAPTER 2

LITERATURE REVIEW

2.1 INTRODUCTION
The purpose of reviewing the literature on management practices is to have a
better understanding of management practices as a concept, to examine different

management practices and to see their effectiveness on the school climate.

More importantly, creating a good school climate should be the aim of any
principal, since the school leader is given the responsibility to create a suitable
atmosphere where students can be prepared effectively to meet future challenges
and become competitors in the labour market (see Thapa, Cohen, Guffey&
Higgins-D’Alessandro, 2013). Even though other factors influence school climate,
the principals’ management practices are, to some extent, instrumental in
enhancing a goal-oriented school climate (Modisaotsile, 2012). School principals
are responsible for how the school is managed. To assess the relationship
between principals’ management practices and school climate, which is the focus
of this study, it is logical to examine various management practices. Therefore, this
review deals with the concept of management practices and its significance to

unravel and pinpoint the link between management practices and school climate.

Furthermore, Modisaotsile (2012) argues that the academic performance in a
school is dependent on the quality of the organisational structure of the school;
also that staffs negative attitude has a detrimental effect on the school

performance. These findings are supported in the research conducted by Bush
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and Glover (2016); their findings indicate that disputes among staffs havean
impact on the school climate. Every school principal has their own method of
managing their schools and the manner a manager manages his/her school
determines whether he/she will accomplish school goals and maintain positive

relationships with staff members (Bush & Glover, 2016).

This literature review identifies the gap posed by Allen (2010) that future research
studies should examine how principals’ management practices affect school

climate.

2.2 THEMES

2.2.1 Management practices
Bloom, Genakos, Sadun& Van Reenen (2012), asserts that management

practices are characterised by way of maintaining standards and maintaining a
very steady climate. That is, ensuring that things are going on precisely according
to the existing pattern. Furthermore, Bloom, Genakos, Sadun and Van Reenen
(2012) propose that management practices usually refer to the working methods
and innovations that managers use to improve the effectiveness of the working
system. They also state that common management practices include: empowering
staff, training staff, introducing schemes for improving quality, and introducing
various forms of new technology. It can be assumed that good management
includes both being effective and efficient. This means that management practices
in school are setting the directions, aims and objectives of the school, planning
how progress will be made in the school andorganising available resources
(people, material and time) so that the goal of the school can be economically

achieved in the planned way. It is also important for the school principal to take
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control of the process (i.e. measuring achievement against the plan and taking
corrective actions where and when appropriate). For instance, South African
school pass rate was bad, but this has improved much in 2019 (see Figure 2).
School climate is significant for learners’ achievement but how significant this

factor needs further investigation. This is part of the focus of this study.

Better Grades

South Africa's final-year school pass rate rose to highest
level yet in 2019

I Public school pass rate
100%

2010 2019

Source: Department of Basic Education Bloomberg

Figure 2. Public school pass rate.

In relation to school climate, Alfes, Shantz, Truss & Soane (2013) categorise
management practices that impact organisational climate into six categories,
which are: clarity: establishing clear communication, commitment: inspiring peak
performance, standards: creating high performance standards, responsibility:
encouraging people to initiate tasks and projects that they are important,

recognition: recognising superior performance, teamwork: persuading people to
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collaborate across the organization. The effectiveness of a good school climate is

dependent on good management.

Various organisations, including school, have struggled to fully understand the
“concept of motivation” in achieving a healthy work environment or climate. This
difficulty is related to the idea that a principal motivating staff, for instance, may not
be directly observed, controlled or led to efficiency in most cases (Denhardt,
Denhardt & Aristigueta, 2008). The success largely depends on whether the
principal understands what motivates the individual teacher to perform. The need
to understand motivation and ensure performance in the school organisation has
evolved over several decades and has also framed debates around school climate
and whether creating an enabling environment means motivation for all or certain
individuals. However, the principal will be expected to stimulate employees toward
achieving the goals of the school using effective management practices that are
not coercive (Denhardt et al., 2008) and “influencing the cultural environment of
the organisation” (Pettinger, 1996). In contemporary times, these debates have
been supported by research pointing to the importance of focusing on employees’
status as individuals, of granting them the ability to oversee their own workand
determine what is best for the students in terms of teaching, for instance (Ott et al.,
2007). This is a major challenge in most school as it may appear that the position
of principal means to control, perhaps without considering the principle of

management.

Similarly, Martins and Coetzee (2007) have examined the experience of
employees at senior management level with reference to organisational culture

and motivation in terms of their general satisfaction levels at work. Survey
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sampling was conducted by selecting samples in groups of 181, 170 and 88
participants from a South African firm using the South African Culture Instrument
(SACI), Job Satisfaction Survey and 360 Degree Emotional Competency Profiler
(ECP), respectively. The findings suggest that the impetus or motivation,
engagement and fulfilment of workers in South African organisations are
influenced by the emotive and societal facets of managerial demeanour and
character, otherwise known as school or organisational climate. This result shows
that the process of motivation involves taking into account the importance of the
organisation’s cultural environment influence (Ravasi & Schultz, 2006), which not

only motivates the employee but also impacts performance.

Thus, the basic building block of an organisation system is people and the culture
which they establish. For the school organisation system, for example, to render
the services for which it exists, several individuals’ traits constituting an
organisation are relevant (Scott & Davis, 2015). Research indicates that cutting-
edge management plans, for instance, job enrichment techniques, were used as a
way of ameliorating administrative and organisational efficiency in a bid to defy the
difficulties associated with bettering job satisfaction. Therefore, no organisation
can be understood in isolation (Scott & Davis, 2016). Schools like every other
organisation do not reach their missions and objectives on their own. For instance,
schools need principals that can distribute the scarce resources to achieve overall
goals and/or aims of education. Therefore, school managers must activate and
guide the organisation until the goals have been reached. Without good school

leaders, organization is lifeless (Smit, Cronje, Brevis & Vrba, 2011).
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Another function of a school principal will be expected to perform is to organise
group activities in the school. Once planning has been achieved for instance,
manager’s group activities together, establish authority, allocate resources and
define responsibilities to everyone in the team so everyone knows what they are
responsible for within the school. This means that organising involves the
designing of individual jobs within the organisation. One of the most important
functions of a principal is to lead. So, leading refers to directing the human
resources of the school and motivating them in such a way that they will be willing
to work productively to reach the organisation’s vision and goal. Finally, principal
must put control into place to measure different planned activities and outcomes.
Therefore, Controlling means the principals should constantly make sure that the
school organisation is on the right course to reaching it goals. Principals have to
monitor actual results and make sure it’s in line with planned results. Controlling
also means ensuring that performance does not deviate from standards.
According to Lamond (2004) controlling consists of three steps, which includes (1)
establishing performance standards, (2) comparing actual performance against

standards and (3) taking corrective action when necessary.

2.2.2 School climate
Ramsey, Spira, and Rebok (2016) assert that the school climate represents the

feelings members of the school, staff and learners attribute to the school setting or
environment for a particular period. In other words, such feelings represent the
levels of comfort an individual enjoys within the school environment. Aldridge and
Fraser (2016), describe school climate as the heart and soul of the school and the
essence of the school that draws teachers and students to love the school and to

want to be a part of it. When a school feels like a great place, students will want to
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be in school every day. Furthermore, they argued that the climate of any

organisation might be pictured in terms of the "personality” of the organisation.

This implies that if a school climate is unfriendly, members in the school may find it
difficult to go about their daily activities efficiently. The climate of a school could
impact teachers' attitude or behaviour, and this may eventually influence or modify
the health of the school climate which could pose significant barriers to teachers’
performance (Collieet al., 2012). On the other hand, a healthy school climate will
create room for educators to impact quality education in students and quality

learning for the school community as a whole.

The culture of the organisation has been highly contested in relation to achieving a
healthy school climate. The organisational culture includes elements such as
attitudes, routine ways of doing things and the social grid through which individuals
navigate. Yet, there is often a lack of a deeper understanding of how people and
organisations function in terms of culture (Alvesson, 2013). One of the roles of
leadership is to generate social and operational practices designed to reconcile
human and organisational employment needs. The link between satisfaction and
performance is not entirely clear (Walsh, Sturman, & Longstreet, 2010).
Regardless, it is important that a school organisation’s cultural environment is able
to attract teachers and students comfortably into the institution for work and career
development purposes because people are not likely to remain in a system where
the cultural conditions engender social isolation and breach system policy, among
other things. This depends largely on the principal or leadership’s understanding of
the power of workplace culture and this what Fullan, Quinn and Adam (2013)
refereed to as whole system change framework (see Figure 3).
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Figure 3. Whole system change framework

Several variables in this framework are important for achieving a heathy

organisation climate in schools (see Moynihan & Pandey, 2007). For school

managers or principals, it is important to take cognisance of organisational culture

and match it with employees’ motivation accordingly (Hon & Leung, 2011) to

achieve the overall organisational or performance goal. One practical approach to

effective management practice in a school is to align several policies towards the

internal organisational conditions of a school, not necessarily what the national

policy says the school must achieve. As a result, the needs of teachers and

students are paramount for policy development and the choice of leadership style

or management practice that principal should choose to lead. Therefore, principals
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must manage stakeholders with strategy in order to achieve the goals and

objectives of the school organisation.

To mange stakeholders and also to ensure effective change in the school
organisation syste, the Mendelow matrix (1991) framework is relevant (see figure
4). Mendelow Matrix (1991) framework is an essential tool used to understand the
behavior of stakeholders for effective management of an organisation system.
Every organisation is governed by its stakeholders. Therefore, no organisation,
including can succeed without understading their stakeholders’ power and
influence on the organisation (Clifton & Amran, 2011). This framework is known to
be the best way of achieving stakeholder mapping, which can further be used to
come up with an effective strategies. In the situation of a school, it is also
important to understand the behavior of stakeholders in the school. The various
stakeholders in a school as an organisation include the learners, the parents, the
educators, School Governing Bodies (SGBs), the educator unions, the non-
governmental organisations, the private sector and the potential employers. The
Mendelow matrix can be used to determine which of those stakholders must be

“keep satisfied”, “keep informed”, needs “minimal effort” or are “key players”.
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Figure 4: Mendlow matrix

Understanding of these stakeholers with their influence and power will help
principals to know the complexity of the organisation and what strategy needed for
different groups of people in that organisation. Hence, the Mendelow matrix will be
an appropriate instrument to understand the behavior of stakeholders in school
system so as to come up with a productive strategy that will enable the school to
achieve its stated goals and objectives. The Mendelow Matrix will enable the
school principals to measure and keep the relationship between the school and
other entities that are directly and indirectly involved in the school. The Mendelow
matrix will help to determine stakeholders to keep satisfied (for instance learners,

teachers), who are the key stakeholders of the school, the stakeholders that
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require only minimal effort and the stakeholders that need to be kept informed

(such as union).

2.2.3 Organisation Culture and School Climate
The view of Schein (2004) on organisational culture is that it is a dynamic force

within the organisation shaped by the employees and leadership, comportments
and disposition. A popular definition describes organisational culture as comprising
of shared values, beliefs, or norms. In addition, organisational culture consists of
philosophies and values shared by the members of an organisation and their
behavioural patterns which either translate into increase job satisfaction or hinder

motivation.

Certain factors within the organisational culture and their effect on the school
climate, for instance, need to be understood to the extent they affect performance
or productivity (Hoffman, 2007). Other variables such as leadership (Chen, 2004),
human resource strategies and personnel compliance, combined with
organisational engagement (Chen, 2004) could also be essential in understanding
how the organisational culture could shape the environment where teachers and

other staff work.

Hence, it would be beneficial for government regulatory bodies for education to
factor in organisational culture as a potential determinant of school climate or
performance (Adewale & Anthonia, 2013). For instance, this idea may also shape
how policy is formulated to address school improvement, which includes the
condition of services for the employees. The condition in which employees have to

work is a major factor within the school climate that could predict their efficiency
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and also the school organisation’s performance. The most important factor is the

manner in which these conditions are also specified in the policy document.

The utmost attention must be given to the array of leave-related elements because
of the varying range of benefit choices to be considered and how the benefit
structure should be designed to cope with current employment market conditions
of South African teachers. Regardless of a school’s ability to create an exceptional
affinity with resources for its effective and efficient management, the positive
performance or accomplishment of an employee’s particular duty designates the
boundaries of performance. Kaplan and Norton (2001) explicate four casual
relationships between performance management and culture, which consist of the
learning improvement, clientele, internal business and monetary incentive
management systems. The impeccable alliance between organisational processes
has resulted in the unavoidable entanglement of culture and performance.
Consequently, Schneider and Smith (2004) argue that the organisational culture
must spread from leaders (such as principal) at the top to members of the
organisation. Therefore, culture is considered as an array of forces that mould and
regulate human behaviour, including productivity in the South African school

system.

The function of the performance measurement system in the school is to assist in
the improvement of the organisational climate to ensure that the purpose of
education, for instance, is achieved (Richardo, 2006). Nevertheless, attaining such
results requires the creation of cutting-edge stratagems hinged on organisational
performance by the principal. Such strategies will be effective if principal's

management practice focuses on teachers’/staff's well-being, which includes a
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support system capable of assisting the members of staff in dealing with problems

affecting their performance and maintenance of performance continuity.

Irrespective of the magnitude of a school climate system, plans need to be drafted
to achieve the aims of the staff function because issues associated with teachers’
disposition are unavoidable. The principal’s management practice in this relation is
expected to address the followingto create a healthy school climate: (a) creating a
health system for staff to function; (b) creating a policy to address challenges
related to organisational problems that could affect performance or productivity; (c)
ensuring continuous improvement of the school climate through the management
practice style. This involves focusing on motivating and supporting the employee’s

personal strength and aspiration while increasing the organisation’s productivity.

It is clear from a review of the literature that a bad organisational climate or
working environment has significant organisational, psychological and social costs.
There are basic societal, individual, and organisational forces that underlie and
contribute to a high rate of absenteeism of staff, for example. Effective
management practices are needed to deal with contributing factors such as weak
or indefinite administrative approaches to the problem, social tolerance of
absenteeism, abuse of leave benefits and low work motivation and organisational
effectiveness in schools. Therefore, if management practices mean achieving
performance by motivation