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Abstract

Successful Ways of Managing Schools: a story of a woman principal

This is a qualitative study that explores the strategies used by a woman principal to build a
successful high school. Despite the plethora of gender supportive policies in South Africa
women are still underrepresented in school management positions. Those who do shatter the
glass ceiling face gender discrimination resulting from societal and cultural stereotypes. This
study aims to tell the story of a woman principal who battled social, patriarchal and

institutional odds and still succeeded as a leader.

The findings reveal that the principal relied on her womanly attributes of caring, empathy,
knowing the community and involving parents. In demonstrating support for the community
in which she worked and in having the courage to care she was able to transform her school.
This study shows that caring is a form of power. She is a transformational leader who
managed to change the school culture from being dysfunctional to being successful.
Collaboration and staff development are the other strategies that led to the success of the

school managed by Debra, the woman principal in this study.

Narrative inquiry as qualitative research approach was employed in order to explore the
experiences of Debra, as the principal in this study is named. Purposive sampling was used
for the selection of the participant. Data was collected by means of in-depth and semi-
structured interviews supported by school documents. Transformational Leadership Theory,
as described by Bass (1999), provided guidance for conceptualizing and analysing the
leadership strategies used by the principal. The transformational leader promotes followers’
innovation by considering their developmental needs while providing support and coaching

through charisma, inspiration, intellectual stimulation and individualised consideration

Key Terms:
Successful ways of managing schools; woman principal; transformational leadership;

caring; activism
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CHAPTER 1: OVERVIEW OF THE STUDY
1.1 INTRODUCTION

This study aims to gain insight into the strategies employed by a woman principal of a high school
to overcome the challenges of leadership in order to build a successful school. It specifically seeks
to understand the gendered prejudices from the school and the broader community. In selecting a
successful school principal, the sudy also offers insight into the gendered strategies used by the

principal to transform a dysfunctional school into an award winning school.

Principals remain the central source of leadership influence and are expected to be actively
engaged in initiating and facilitating continuous school improvement, rather than simply keeping
their schools going. For this to be accomplished, a combination of effective management and
leadership is required, because there cannot be successful management without effective
leadership. The most important element to achieve school effectiveness and success is care, where,
without a caring leader or manager, successful management or leadership is impossible. In this
study, leadership and management are used interchangeably, because they cannot be disentangled
(Place 2013).

According to Lunenburg (2010) successful management of schools requires successful principals.
He suggests that a principal needs to be both effective and successful in order to achieve a more
balanced administrative force. Furthermore, Lunenburg (2010) noted the difference between
successful and effective. He regards successful principals as good at networking, while effective
principals are as those that spend most of their time on task-related activities such as, human
resource management activities. Both qualities are needed to build a successful school, with

success contingent on effectiveness.

The principal, as stated by the Wallace Foundation (2013), remains the central source of leadership
influence and performs five key practices, namely: shaping a vision of academic success for all
students; creating a hospitable climate for education; cultivating leadership in others; improving
instruction and managing people; data and processes to foster school improvement. Thabane and
Selesho (2012) argue that principals should ensure that the school environment is safe in order to

1
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allow for effective teaching and learning. Louis and Wahlsrom (2011) emphasise shaping of the

school’s culture as the main responsibility of the principal for the overall school improvement.

In addition, Msila (2012) highlights the importance of continuous learning as an essential tool for
effective and successful leadership. Effective principals will be those who are lifelong learners,
ensuring continuous professional development. Through continuous learning, the principals stay
informed about the educational policies and practices that boost their confidence in dealing with
challenging situations at their school.

Women principals are effective and successful managers of schools (Oboegbolem 2013).
However, Schimidt and Mestry (2015) contend that South Africa is still clouded by a pandemic of
gender bias against female leaders. Female principals continue to face oppression in the workplace,
which is referred to as triple oppression of race, class and gender. Naidoo and Perumal (2014)
place blame on Apartheid policies enshrined in the Bantu Education Act no 47 of 1953, and the
extension of University Education Act of 1959. The authors note the way in which these
legitimised the unequal allocation of infrastructural and financial resources amongst different
racial groups and genders. In turn, traditional gender stereotypes tend to have the same
configuration as these policies, since they also support race, culture and ethnic discrimination

against women.

Irrespective of the policies, strategies and mechanisms put in place by the South African
Government to implement gender equality in state universities, South African leadership favours
males, and resists change (Diko 2014). Gender imbalances are still prevalent, where only a small
number of women are appointed to leadership positions in the education sector (Naidoo and
Perumal 2014). Furthermore, Naidoo and Perumal (2014) have realised that certain women have
individually managed to shatter the glass ceiling, but they experienced their leadership differently
compared to men, as they experience challenges and demands, which are sometimes beyond their
power. To address these challenges require them to possess a wide range of attributes and skills in

order to deal with such demands.

2
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One of the challenges noted by Naidoo and Perumal (2014) is that in most cases, women are hired
to lead in oppressed and disadvantaged communities, in schools with limited financial resources.
Naidoo and Perumal (2014) further noticed that the culture in these schools is found to be corrupt,
with high rates of late-coming and absenteeism amongst both teachers and learners. These schools
are usually rural and high-poverty schools, where most community members are uneducated, and
provide little support towards their children’s education. The parents tend to exclude themselves
from responsibility of the children’s education. Due to the challenges mentioned above, learner
academic achievement of the school remains low and this type of schools are referred to as
dysfunctional schools. Studies show that some women are able to overcome all these challenges,
and become agents of change. Moreover, these women principals become advocates, are advanced,
innovative, and forward-looking (Hayes 2013). They therefore display the characters of activist
leadership.

For the purposes of this study, narrative inquiry as a research design will provide a way to obtain
a story from one of the successful women principal in South Africa. The principal studied is a
winner of two awards, one for Best Improved Performance, and another for Best Performing
School. | therefore consider her successful and relevant in providing rich and reliable data on

successful school leadership that will later be analysed using qualitative methods.

1.2 PROBLEM STATEMENT

The statistics presented at the first for female principals’ seminar for networking and support,
reveals that female teachers dominate the ranks of teaching (Pula 2013). Current statistics reveal
that there are 257 633 (68.3%) female teachers and 119579 (31.7%) male teachers in the public
schools of South Africa (Pula 2013). However, the opposite is observed (Pula 2013) in
management positions, where there are 8 210 female principals and 14 337 male principals. Female
principals represent only the minority of all principals (Lumby, Azaola, De Wet, Skervin, Walsh
and Williamson 2010).

! Pula is an internal newsletter of the Department of Basic Education.

3
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After appointment, women principals in South African schools experience school leadership in a
different way compared to their male counterparts. Gender is still a factor that causes challenges
and tensions for women leaders, and those with whom they work (Lumby et al. 2010). Female
principals, according to Mestry and Schmidt (2012), are subjected to stereotyping; they are viewed
as weak, submissive, highly emotional and unfit for leadership. Cultural beliefs and practices make
it difficult for African males and the community to accept women principals, which results in
conflict. For women to be accepted by the stakeholders, they had to adopt an authoritarian style of
leadership (Mestry and Schmidt 2012; Morojele, Chikoko and Ngcobo 2013).

According to Msila (2012:50) “Mentoring is about professional development and professional
development is about growth and advancement. Mentoring therefore enables adults to explore their
own thinking and contradictions, enhancing self-development”. Therefore the lack of mentoring
or female role models is one of the factors that poses a challenge to women leaders, and one which
leaves them with no choice but to rely on men as role models (Morojele, Chikoko and Ngcobo
2013).

Despite the challenges, women do want to become principals, as is evident through their
determination to be lifelong learners (Lumby et al. 2010). Lumby et al. (2010) further noted that
women, in most cases, do not lack confidence in their abilities as they work to acquire most
administrative positions, but are discouraged by institutional racism and sexism. Even in highly
patriarchal societies, Lumby et al. (2010), a woman can attain independence and leadership
through higher levels of education. The majority of the principals have been prepared by the
experiences gained from working as Head of Department or a Deputy Principal (Lumby et al.
2010).

Winners of the Excellence in Secondary School Leadership under National Teaching Awards
provide evidence that women often become successful leaders (National Teaching Awards 2013).
The awards recognise leaders who, after being appointed, managed to improve the effectiveness
of their schools and sustain good matriculation results. One of the women principals from Gauteng,
the winner of an award in the category of Excellence in Secondary School Leadership, outlined

the the role of collective effort of all stakeholders led towards the overall success of the school and

4
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improvement academic results of the school. The Matric or Grade twelve results in her school
went from a percentage in the 40s to 88.9 percent. To improve the results, the woman principal
and the award winner, introduced voluntary extra classes and an intervention programme (National
Teaching Awards 2013).

Drawing from the research above it is clear that women managers in high schools are under-
represented, without mentors, and experience gender-related discrimination. Despite these
challenges many women are successful school leaders. However, there is limited research on how
these women leaders build successful schools. Furthermore, while there is abundance of literature
on women principals, its focus is largely on school leadership in general and in primary schools.
It is evident that there is a lacuna in the literature of successful women leaders in high schools,

especially South African high schools.

Therefore, if the leadership traits of these successful woman principals of high schools are not well
understood and documented, novice women principals of high schools and those with a passion to
take on leadership will be denied the guidance that might contribute to their professional and

personal growth.

In this study, I shall research the strategies employed by women principals of high schools to
overcome the challenges of leadership in order to build successful schools. The study will also
focus on how women principals overcome the prejudices they face in the school, and the

community at large.

1.3 RATIONALE OR SIGNIFICANCE OF THE STUDY

Being a teacher and a member of the School Management Team and an acting Head of Department
in a small high school with limited human and financial resources, taught me that the role is
multidimensional. This role, for which | was not trained, involves managing curriculum, managing
people, and managing a classroom as a teacher. It was then that | came to the realisation of the
significance of leadership knowledge and skills, not only as an HOD for a specific department, but
for the school leadership and management. | therefore became curious about the leadership
strategies of other women principals in high schools, and wanted to understand how they succeed

in their roles as women and as principals.

5
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The research on women leadership has proven that women experience challenges that are based
mainly on gender. Women principals are caught in middle of balancing domestic and work
responsibilities, gender bias and lack of female role models or mentors. However female principals
attributes of nurturing, being sensitive, empathetic, intuitive, cooperative, caring are always
associated with effective administration. Their preference for participative teamwork and
collaboration demonstrates some qualities of transformational leaders, because there is greater
involvement of staff, as well as coaching (Horsford and Tillman 2012).

Morojele et al. (2013) recommended that school principals desist from seeking to adopt
masculinity, but that they ought to strive towards personal growth. They should continue to be
collaborative, caring, emotionally connected and vigilant towards meeting organisational goals. A
need for capacity-building workshops, seminars, formal mentoring programmes and training for
the newly appointed women principals is considered to be important in providing a deeper

understanding of the expectations and challenges in the work place.

Instead of women wanting to adopt the authoritarian leadership approach to combat patriarchy,
Tingely (1993), as stated in Growe and Roslin, suggested some ways of adapting to gender
differences. Tingely (1993) suggests the adoption of a positive attitude towards the differences that
bring about the realisation that men and women communicate differently. Once the differences are

acknowledged, women will be in the right frame of mind to communicate with the opposite sex.

The coping techniques, as proposed by Morojele et al. (2013) and Tingely (1993), as quoted by
Growe and Montgomery, may be of assistance to women school principals, especially in high
school where male leadership dominates. However, amongst the literature reviewed on successful
women leaders, coping strategies in overcoming stereotypes and patriarchy are not clearly stated
or even mentioned. The findings of this study will add to the body of literature on female
management in high schools, and will also be relevant to other woman managers as well as those

who seek to take on principalship.

6
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This study explores the challenges experienced by women principals, strategies they employ to
overcome challenges, and a rich description of how women principals manage to build successful

high schools.

1.4 RESEARCH PURPOSE AND RESEARCH QUESTIONS

1.4.1 Research purpose

The purpose of this study is to explore strategies used by women principals to build successful
high schools.

1.4.2 Main research Question

How do female principals build successful schools?

1.4.3 Sub Questions

What are the challenges that female principals experience?

How do they overcome these challenges?

What strategies do women principals use to build successful schools?

1.5 CONCEPT CLARIFICATION
1.5.1 Successful and effective school leader or principal

According to Ikemoto and Taliafero (2012), principals accounts for twenty-five percent of a

school’s impact on student achievement.

1.5.2 Successful schools

Becoming a successful school does not happen overnight, but takes years of sustained
commitment. There is no single thing a school can do to ensure high levels of student performance,
but researchers found that these schools have a number of characteristics in common. Researchers
have discovered that successful schools have unique characteristics and processes, which are
correlated with student success (Kirk and Jones 2004). Furthermore, Kirk and Jones (2004) note
successful and effective schools with reference to the seven correlates of an effective school to be:

a clear school mission; high expectations for success; instructional leadership; opportunity to learn

7
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and time on task; a safe and orderly environment; positive home-school relations; and frequent

monitoring of student progress.

In an effective school, there is a clearly articulated school mission, where the staffs shares an
understanding of and commitment to instructional goals, priorities, assessment procedures and
accountability (Kirk and Jones 2004). The atmosphere in an effective school is conducive for
teaching and learning, and leads to excellence. When educating learners, teachers of an effective
school ensure the frequent monitoring of the students’ progress. According to Kirk and Jones
(2004), in effective schools, there is a climate of high expectations, in which the staff demonstrates
that all students can master the school curriculum. Teachers in an effective school are collaborative
and mentoring, so that schools become places where educators are recognised as valuable

contributors with unique strengths and potential to learn, grow and improve.

The principal in an effective school acts as an instructional leader, who continually and effectively
communicates the mission of the school to staff, parents and learners. A positive home/school
environment, where parents understand and support the mission of the school to enhance school
effectiveness is created (Kirk and Jones 2004). Students have an Opportunity to learn and receive
student time-on-task for the betterment of their performance. Students are actively involved in a
learning activity that is well-planned, and teacher-directed, for a safe and orderly environment that
if free of physical harm (Kirk and Jones 2004).

1.5.3 Leadership and Management

Management and leadership cannot be separated and are part of every principals’ activity, they are
therefore interlocked and encompassed in the generic term of school administration. Management,
as explained in Place (2013), is a process of implementing strategies and controlling human and
material resources for the achievement of organisational objectives. On the other hand, leadership
implies the functions that focus on the determination of organisational objectives and strategies.
As supported by Bush (2008), leadership can be described as the act of influencing other’s action
in achieving desirable ends. Leaders are people who shape the goals, motivations and actions of
others. Leaders frequently initiate change to reach existing and new goals; their leadership takes

much ingenuity, energy and skills. These skills are often exhibited by managing well, and

8
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therefore, leadership and management need to be given equal prominence towards the effective
operation of schools. Effective leadership is often associated with school effectiveness and

improvement (Bush 2008).

Place (2013) brings raises the issue of care and considerate leadership, noting the efficacy of
management with a caring, human touch, therefore the concept of leadership involves caring and
maintaining the organisational vision and motivating people toward that vision while management
involves mainly the daily instructional functions. He further emphasises that a caring attitude
toward everyone in the organisation and the ability to influence the culture or climate of the
organisation is the indication of a true leadership. The caring attitude of the true leader will be

transferred to other individuals within the organisation, so that they also care for each other.

1.5.4 Glass ceiling

The glass ceiling is the concept that most frequently refers to barriers faced by women who attempt
or aspire to attain senior positions, as well as higher salary levels in corporations, government,
education and non-profit organisations. It can also refer to racial and ethnic minorities, and men,

when they experience barriers to advancement (Lockwood 2004).

According to Cotter, Hermseen, Ovadia and Vanneman (2001), the glass ceiling is the unseen, yet
unreachable barrier that keeps minorities and women from rising to the upper rungs of the
corporate ladder, regardless of their qualifications or achievement. The inequality of the glass
ceiling represents a gender or racial difference that is not explained by other characteristics of the

employee relevant to their position.

Cotter et al. (2001) in Msila (2013) contend that there must be four distinct characteristics to

conclude that the glass ceiling exists:

e a gender or racial difference that is not explained by other job-relevant characteristics of the
employee;
e a gender or racial difference that is greater at higher levels than it is at lower levels of the

organisation;
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e a gender or racial inequality in the chances of inequality in the chances of advancement into
higher levels; and

e a gender or racial inequality that increases over the course of a career. All these represent
invisible barriers, where women can see the topmost positions, but would not reach them. The
contention here is that women struggle to move up in the organisation, to assume the powerful

or influential positions.

1.5.5 Prejudice and Stereotypes

“Prejudice is an act of forming an opinion about a particular condition before assessing the actual
condition, leading to misconceptions. For example, a misconception that women cannot make
excellent leaders is a form of stereotyping which discriminates against women” (Mestry and
Schmidt 2012: 547).

Stereotype is defined as a “widely held generalisation about a group of people who assign attributes
to groups or individuals on the base of a limited number of categories” (Mestry and Schmidt 2012:
547).

1.5.6 Symbolic leadership

It is the way principals attempt to manage the meaning of the organisation and is about how a
manager behaves in the everyday reality of the school. This includes role-modelling, in terms of

punctuality, communication and respect for others (Thakathi and Lemmer 2002).

1.5.7 Intersectional identity

Intersectional identity is that identity that involves many factors, including race, sexual orientation,
disability and economic status as well as gender. Women principals serve as an intersection of race
and gender and their role extends from principal to that of mother, caregiver or may be nurse
(Horsford and Tillman 2012).
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1.6 STRUCTURE OF THE THESIS

The study consist of five chapters, which are divided as follows:

CHAPTER 1

The first chapter of this dissertation clarifies the purpose statement, the problem statement,
research questions, and significance of the study, the research methodology and the limitations
thereof.

CHAPTER 2
To gain an understanding of what other researchers have written related to the topic, a literature
on women education management is reviewed. The theoretical framework is also presented in this

chapter.

CHAPTER 3
The research design and methods employed in this study are addressed in this chapter. The
sampling strategy used to obtain the participant are discussed and the ethical considerations are

also outlined.

CHAPTER 4
This chapter presents the story of the participant, the woman principal. The story concerns her

school leadership and management experience and how she managed to build successful school.

CHAPTER 5

This is the final chapter in which findings and recommendations for future research are discussed.

1.7 CONCLUSION

This study was conducted with an aim of exploring the ways in which women principals build
successful schools. This chapter focused mainly on stating the problem statement and the

rationale for selecting the topic. The aims of the study and the research questions that guide this
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study are also outlined. In the next chapter, international and local literature on women school

management is reviewed.
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CHAPTER 2: LITERATURE REVIEW ON WOMEN LEADERS IN HIGH
SCHOOLS

2.1 INTRODUCTION

For the purpose of this study, this chapter present the information drawn from the literature
pertaining to women in educational management, in particular, high school principals. For
better understanding of how women survive in these male-dominated positions, it is
important for me to begin by looking at school leadership and management in totality. In
this chapter, | therefore present the literature pertaining successful and effective school

leadership as well as successful and effective schools.

Irrespective of gender, no leader or manager is without challenges in his or her role; however
this study is concerned with the specific challenges faced by women principal of high
schools. Naturally, men and women differ, and their leadership styles and management
strategies may differ too. Therefore it is also important to learn about or compare their
leadership strategies, particularly when it comes to women principals. Lastly, empirical
research on successful women school principals of high schools is a better way to understand
their leadership success. This is a South African study, but some international literature is
also reviewed, since it is also important in conveying the broader picture of women

principals.

From the review of literature related to female school leadership and leadership in general,

this chapter has the following themes as outlined below:

e what makes a successful school;

e acomparison of male and female high school leadership;

e challenges experienced by women principals;

e management strategies towards successful leadership by women principals; and

e empirical research on successful women principals.

More research has been conducted on women in educational management in South Africa
and abroad. Under-representation of women in senior education management, as well as
their leadership challenges (Thakathi and Lemmer, 2002; Uwizeyimana and Mathevula,

2014; and Booysens and Nkomo (2014) has been an issue of concern in earlier papers of
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educational research to date. Lumby et al. (2010) as well as Ongaki, Omwoyo and Musa
(2015) also revealed that women have leadership inspiration, determination and abilities, but
their aspirations are dampened by discrimination and the lack of availability of leadership
positions. However, considering patriarchal beliefs and prejudice that women face, their
leadership success is still not well understood. This study therefore wishes to explore ways
in which women principals build successful high schools.

According to Lunenburg (2010), the functions of the school principal differ in terms of the
locality and school size. However, Lunenburg (2010) explains that the principal is primarily
responsible for administering all aspects of a school’s functioning, such as planning,
organising, leading and monitoring. Oboegbulem (2013) clarifies this by including the aspect
of controlling and coordinating as part of the management function. The success of any
school administrator lies in the degree of participatory leadership the principal has with the
students, Ugboko and Adediwura, 2012; and Bipath, (2012), where a transformed culture

encourages staff collaboration and involvement.

Planning is the first step in every leadership function, and becomes the basis for monitoring
and evaluating actual performance (Lunenburg 2010). By planning, Lunenburg (2010)
shows that the leader defines where the school wants to be in the future, and how to get there.
This is in line with what is stated in the Wallace Foundation? (2013), namely that the
principal as a leader is responsible for developing a shared school vision, based on high
standards and success for all students. These leadership functions also apply to female
principals, who, like their male counterparts, are entrusted with the overall management and
administration of their institutions (Wallace foundation 2013). They are expected to perform
in the same way, or even much better than their male counterparts, in performing

administrative duties (Oboegbulem 2013).

According to Lunenburg (2010) organising, as part of every principal’s function involves
developing the structure and acquiring and developing human resources. At this stage, as

explained by Lunenburg (2010), the principal establishes policies and procedure for

2 The Wallace Perspective was produced as part of the commitment by the Wallace Foundation to develop and
share information, ideas and insight about how school leadership can contribute to improved student learning. It

was first published in 2012 and is based on feedback from teachers.
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authority relationships, reporting patterns, the chain of command, departmentalisation, and
various administrative responsibilities. Finally, the principal builds those formal
communication and information networks necessary to reduce barriers to effective

communication (Lunenburg 2010).

Furthermore, Lunenburg (2010) reveals that once all the formal plans are formulated and
activities are organised, the leading of staff members to achieve the school’s goals is an
important action that must be taken by the leader. Leading, as argued by Lunenburg (2010),
guides and influences people, and is a means of communicating goals to staff members.
Lastly, all that has been planned and organised, needs to be monitored so as to ensure that
departments are functional, and that policies developed are implemented (Lunenburg 2010).
All these steps of management, when properly followed, cause a principal to be an effective
leader of high performing school (Lunenburg 2010). A high-performing school is an
indication that a caring leadership style is practiced by the principal of that school (Place
2013).

2.2. What is a successful school?

| borrow from Day (2013) who defined a school as a place where children go to be educated,
and the core business or first priority is to promote learning. For the school to perform at its
best, or to be successful, Day (2013) argues that effective leadership and management are
needed. It is also important to understand that the concept of leadership, management and
administration overlap, and have been accorded different emphases over time, and in
different contexts (Day 2013).

Leadership concerns vision, strategic issues, transformation, ends and people, and it is about
doing the right thing, while management concerns implementation, operational issues,
transactions, means and systems (Day 2013). As stated by Leithwood et al (2006:3), “school
leadership is second only to classroom teaching as an influence on pupil learning. Leadership
has a very significance effect on the quality of school organisation and on pupil learning.”
Moreover, Leithwood et al (2006) emphasises that effective leadership is the one that
catalyses the existing potential and capabilities in the organisation. The school success in
improved learner or pupil achievement is possible through effective and talented leadership
only (Leithwood et al 2006).
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Moreover, Day et al (2010) outlines the stages or phases of leadership success, within which
the combination of various strategies are prioritised and managed by successful heads. These
broad phases have been identified by the heads in their leadership journey, and could be
classified under three broad headings as early or foundational, middle or developmental, and

later or enrichment phase, respectively.

In the early phase, Day et al (2010) argue that heads prioritise by improving the physical
environment of the school to create a more positive, supportive conditions for teaching and
learning, which benefit both teachers and learners. This, according to the researcher, can
include building more classes to accommodate all the learners in case of the increased
enrolment or renovating some of the school buildings, constructing playgrounds, repairing
or replacing worn out furniture and school fence and so on, setting, communicating and
implementing school-wide standards for pupil behaviour, as well as restructuring the senior
leadership team, together with its role and responsibilities. In short, this phase involves

mainly planning and restructuring the organisation (Day et al 2010).

In the middle phase, Day et al (2010) further put an emphasis on the head as the one
responsible for prioritising the wider distribution of leadership roles and responsible for the
development of the staff members. In this case, Day et al (2010) consider the principal
powerful to ensure that all the teachers are allocated different functions and responsibilities
in their respective committees. In agreement to Day et al (2010), the researcher avers that
decision-making regarding pupils’ progress is informed by the use of appropriate data. This
is usually done at the end of every school term, where learners’ results are analysed in order
to evaluate performance. The researcher further argues that the analysis of results will
provide evidence of learner achievement, and suggest the way forward for improving

instruction.

In the later phase, the physical environment is condusive for teaching and learning,and
teachers are allocated their responsibilities. The head is more concerned with enriching the
curriculum in such a way that it suits learners of different. Furthermore the leader widens
and distributite leadership among all the staff members to keep all the processes of the

school running smooth (Day et al 2010).
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As attested to by the Northern Ireland Assembly (2010), school principals, leaders or heads
experience their leadership differently, due the different context and socio-economic status
of the school community. To support this, Lingam, Lingam and Raghuwaiya (2014) point
out that the socio-economic factors in rural areas have some negative impact on learning,
teaching and effective school management. The authors further affirm that communities in
these areas tend to be economically stressed and schools struggle for resources. Despite all
such difficulties, the Northern Ireland Assembly (2010) indicated the availability of resilient
leaders who strive for effectiveness even when leading school in disadvantaged contexts. In
their research, Northern Ireland Assembly (2010), indicates that these leaders share many of
the same traits as successful leaders of other schools, where, to their surprise, these leaders
are found to be energised by the challenges of leading schools in challenging circumstances

and by the drive to make a difference to both their schools and communities.

Day et al (2010) also contends that leaders of school in more challenging contexts pay greater
attention to and make greater efforts towards maintaining and sustaining school-wide
policies established in the early phase mentioned earlier on in this section. Pupil behaviour,
improvement to the physical environment, and improvement of teaching and learning, is
their first priority, when compared to other schools (Day et al 2010). This study endorses
Place’s (2013) view that only a school principal with strong leadership skills and emotional
intelligence can manage a school in these challenging contexts, because proper interaction

with staff, students and parents is needed.

Day and Sammons (2013) explain the most successful school leader as being the one who is
open-minded and ready to learn from others and flexible, rather than dogmatic in their
thinking, within a system of core values, persistent, resilient and optimistic. According Day
and Sammons (2013), the traits exhibited by these leaders help explain their success
irrespective of daunting conditions they come across and they manage to move on, even
when there is no reason to expect progress. These small personal traits, explained by Day
and Sammons (2013), lead to a high proportion of the variation in leadership effectiveness

and success.

Leithwood et al. (2006) reveal core basic practices that almost all the successful leaders draw

on are:
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e Building vision and setting direction involving the establishment of the shared purpose
as a stimulant of one’s work. This is more about motivating colleagues and fostering
acceptance of group goals.

e Understanding and developing people builds the knowledge and skill that the teachers
and other staff need in order to accomplish the organisational goals and also the
disposition to persist in applying the knowledge and skills.

e Redesigning the organisation specific practices in this category concerns establishing
working conditions, which allow teachers to make the most of their motivations,
commitments and capabilities.

e Managing the teaching and learning programme this category includes specific
practices that aim to create productive working conditions to teacher and in this case, by

fostering organisational stability and strengthening the school’s infrastructure.

Leithwood et al (2006) argue that leaders do not do all such things all at once, nor in the
same way, but are informed by their context. In other words, they use these practices as the
way of demonstrating responsiveness to the contexts in which they work, rather than
dictating meaning that their success results from being sensitive to their contexts. In this way
they do not differ from other leaders, but their strength lies in applying contextually-sensitive
combination of the core basic practices (Leithwood et al. 2006). This claim is also supported
by Ikemoto and Taliaferro (2012), and they refer to such principals as highly effective, and
those that lead high-gaining schools.

Researchers Kirk and Jones (2004) have discovered that successful schools have unique
characteristics and processes, which are correlated with student success. The correlates of
effective schools as mentioned by Kirk and Jones (2004), are said to be: a clear school
mission; high expectations for success; instructional leadership; opportunity to learn and
time on task; a safe and orderly environment; positive home-school relations; and frequent
monitoring of student progress. Thabane and Selesho (2012) agree that a clean and attractive
working environment enhances proper teaching and learning, and will contribute positively

towards school effectiveness.

According to Calman (2010), a principal’s positive influence on staff beliefs, values,

motivation, skills and knowledge can have an impact on pupil learning. Ensuring good
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working conditions in the school, Calman (2010) holds that the principal can also contribute
positively to improved staff performance, which will in turn improve the whole school
performance, specifically learner academic performance. When all this is achieved, Calman

(2010) concludes that the school can be referred to as an effective school.

Moreover, Calman (2010) see effective school as characterised as:

“one that promotes progress for its pupils beyond what one would expect given its intake

one that ensures every pupil achieves at his/her highest standards possible

one that enhances all aspects of pupil achievement and development; and

one that continues to improve from year to year.”

Considering the time spent by principals in their management tasks Horng, Klasik and Loeb
(2009) revealed that time spent on organisational management had a positive effect on
learner achievement and teacher job satisfaction. Kirk and Jones (2004) view an effective
school as a place where teacher excellence, collaboration and mentoring is emphasised.
Collaboration and mentoring ensure that every educator is recognised as a valuable

contributor, with unique strength and impressive potential to learn, grow and improve.

In an effective school, there is a clearly articulated school mission, where the staff share an
understanding of and commitment to instructional goals, priorities, assessment procedures
and accountability (Kirk and Jones 2004). Creating an atmosphere in which teachers are
considered professionals and have opportunities to continue their professional development,
both within and without the school in which they teach, leads towards teacher excellence.
The principal also provides ways towards continuous growth in teachers’ careers, by

arranging opportunities for them to learn from one another (Ikemoto and Taliaferro 2012).

Ikemoto and Taliaferro (2012) contend that the professional climate of shared accountability
for student learning creates an atmosphere that causes teachers to know that they are of great
value in the school. Therefore, this environment will attract and inspire more effective
teachers to stay committed to the common goal of improving student achievement, which
leads children into excellence. In this way, Kirk and Jones (2004) as supported Calman
(2010), consider this as a climate of high expectations, in which all students are expected to

master the school curriculum. Teachers in an effective school are collaborative and
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mentoring, and are recognised as valuable contributors with unique strengths and potential
to learn, grow and improve. The principal in an effective school acts as an instructional
leader, who continually and effectively communicates the mission of the school to staff,
parents and learners. The principal understands and applies instructional effectiveness to

manage instructional programmes (Kirk and Jones 2004; Calman 2010).

Opportunity to learn and student time-on-task is significant for the effectiveness of the
school, as teachers allocate classroom time to instruction in curricular areas. Students are
actively involved in a learning activity that is well-planned and teacher-directed. These lead
to a safe and orderly environment, which provides a purposeful, business-like atmosphere,
free from threat of physical harm. The school is not oppressive, and is conducive to teaching
and learning (Kirk and Jones 2004; Calman 2010). This school has a functional school safety
committee, which should be elected, and a safety policy drawn up and implemented. A
positive home/school environment where parents understand and support the mission of the
school and have the opportunity to help the school in achieving its mission, will enhance
school effectiveness. If parents are treated as respected partners, they will bring ingenious

ideas in supporting the education of their children (Kirk and Jones 2004).

The study conducted by Presto, Jakubiec and Kooymans (2014) further elucidates that the
principals of these schools recognise and support the intimate school-community bond by
creating channels to strengthen this bond. The channel is none other than parent involvement
via school councils, with the aim of attaining increased levels of student achievement.
Creating a healthy, safe and supportive school atmosphere is feasible when the mind-sets,
policies, structures and practices that perpetuate underachievement are identified and
countered (Parrett and Budge 2012). When educating learners, teachers of an effective
school ensure the frequent monitoring of the students’ progress in order to improve
individuals’ performance (Kirk and Jones 2004). This, according to Calman (2010), involves

the use of students tests results to evaluate the success of the school.

The studies mentioned in this section made it clear that the success of any school relies on
the success and effectiveness of the principal. A talented and skilful principal is one who can
build a shared vision, understand and develop people, redesign the organisation and manage
teaching and learning. Effective school leadership and management depend on the leadership

styles of principals. Researchers reveal the differences between leadership styles of men and
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women principals, whereas only few researchers did not discover any differences between
their leadership styles. The next section compares the leadership styles of men and women

and their effect on the success of the school.

2.3. Comparison of leadership of male and female principals

According to Ugboko and Adediwura (2012) as well as Sharma, Sun and Kannan (2012),
men and women principals’ leadership styles have no significant differences, and Lumby et
al. (2012) discovered the overlap between men and women leadership styles. However,
researchers such as Mollel and Tshabangu (2014) and Oboegbulem (2013), point out that
there is a gender difference in leadership, where male and female leadership styles tend to
differ. Women possess different qualities in leadership and management positions, which

help organisations maintain a competitive advantage.

Sharma, Sun and Kannan (2012) compared the leadership attributes of principals, where
eight dimensions of leadership were used as indicators of leadership qualities between male
and female principals. These eight dimensions include: communication skills, comfort,
empathy, decision-making, influence, self-management, time management and
commitment. The ratings of principals by teachers from three countries, namely China,
Malaysia and India, revealed that there is no difference in leadership qualities on the basis
of gender, tenure and nationality. Lumby et al. (2010) also noted that men and women do
not lead and manage in completely different ways, but that there is an overlap in their
management styles. This overlap serves as a continuum of feminine and masculine styles, in
which women make adaptations and adjustments to practices associated with masculinity in
order to be seen as authentic leaders. However women may, nevertheless, tend to differ from

men since they prefer supportive and inclusive approaches.

Furthermore, a study on the examination of different supervisory strategies employed by
principals in the resolution of the discipline problem, revealed that there is no significant
difference on the basis of gender (Ugboko and Adediwura 2012). Oboegbulem (2013)
investigated the administrative competencies of female principals in secondary school in
Nsukka Education Zone of Enugn State. The data collected by Oboegbulem (2013) showed
higher competencies in women’s ability to motivate teachers, establish rapport and cordial

relations with staff as well as planning for effective productivity among others.
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On the contrary, Growe and Montgomery find the feminine attributes of leadership to be
better than masculine leadership styles. They pointed out the female attributes of nurturing,
being sensitive, empathetic, and intuitive, compromising, caring, cooperative and
accommodative, as indicative of effective management. As explained by these authors,
women stand out in embracing relationship, sharing and process, while men only focus on
the task completion, achieving the goals, information, and winning. Growe and Montgomery
(2010) continue to value the relational leadership of women, because their focus on
relationship make maximises their chances to interact more frequently, as compared to men,
with teachers, students, parents, non-parent community members, professional colleagues
and super-ordinates. Furthermore, they reveal that women are democratic in their leadership,

they involve all the staff in decision-making, but men utilise a top-down leadership style.

Literature concerning comparative studies on male and female leadership styles, including
supervision and conflict management, confirms that there is no significant difference in their
leadership styles. However there is a noticeable difference, since women were found to be
better than men, since they are typically more mentoring, and their coaching style is
perceived to be more favourable. Women are further found to be more democratic, and
encourage participation (Oboegbulem 2013; Ugboko and Adediwura 2012; and Peters
2012).

In some of the above-mentioned studies (Oboegbulem 2013; Ugboko and Adediwura 2012),
quantitative methods of data collection were employed. A survey was used in the study of
Principal Supervisory Strategies, and it is not mentioned as to whether it was a posted or
interview survey. In the case of a postal survey, respondents might have misunderstood the
questions, which it was not possible to verify. Therefore, in my view the results may not be
reliable, since the researcher may not have been in contact with the respondents. However,
the information from these surveys provided an important contribution to the research, and
serves to nullify the patriarchal belief that women are unfit in management. On the other
hand, Growe and Montgomery (2010), as well as Peters (2012) present findings obtained

qualitatively, and also consider women to be good and democratic leaders.

Women are found to be better than men in their leadership, because their approach is
supportive and inclusive. Their female attributes of nurturing, being sensitive, empathetic,

and intuitive, compromising, caring, cooperative and accommodative, prove their
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management effectiveness. Their effective leadership and management is always
accompanied by a number of challenges, as outlined in the next section.

2.4. Challenges experienced by women principals

The usually larger and more complex situation of high school, as compared to elementary
and middle school grades, presents a leader with more complicated and extended challenges.
Attaining a principal position in a rural school is not easy, it requires a principal to have
some kind of affiliation with the school community. Principals of rural schools are found to
be struggling with the lack of personal privacy, as they are expected to apathetically relate
to a rural lifestyle, live within the school community, join local organisations, participate in
local events, and act as a professional and behavioural, social, cultural and spiritual role

model (Presto, Jakubiec and Kooymans 2014).

According to Naidoo and Perumal (2014), the main challenges experienced by women
principals is that they are, in most cases, appointed in low-performing or dysfunctional
schools with a corrupt culture. Another challenge is gender discrimination, which makes
their leadership and management duties difficult, because they occupy positions that are
stereotypically referred to as male positions. Moreover, the female principal of a rural school
lacks parental support due, to the low educational level of the school community. Women
are sometimes their own enemies towards their effective management, due to their lack
confidence and assertiveness. All these challenges contribute negatively to the academic
performance and achievement of the learners, and result into low-performing or

dysfunctional school.

Adopting a school with corrupt culture (dysfunctional or low- performing schools)

School culture is of great significance and a critical element in effective leadership, because
a stronger or healthy culture leads to adaptability and high member motivation. In addition,
a strong culture contributes positively in building individuals who are committed to their
work, who engage in cooperation with others, and who are able to resolve conflicts in a better
way. Everyone in the organisation will have a great capacity for innovation, and are more
effective in achieving their goals. In others words, the staff is fearless, because they are

always encouraged to take responsibility, and are not afraid to take calculated risks.
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As contended by Parrett and Budge (2012), another challenge arises when a principal is
appointed into a low-performing or dysfunctional school that is in a chaotic situation. These
schools are characterised by high rate of student absenteeism, classes do not start on time
and there is a lack of proper classroom management by teachers. The instructions and
assignments offered by teachers are not intellectually engaging. Everybody working in a
dysfunctional school is miserable and has low expectations of those they work with and
serve, including students, teachers and parents. Clearly this type of school (Parrett and Budge
2012), has a toxic culture of low expectations, making excuses, and blame, where resignation
Is the norm. The principal has the duty of changing the culture of the school to that of
conducive to high levels of learning for all students and staff. The main challenge is that for
these schools to improve, the leader or principal must take necessary actions that will be of

relevance to the changes needed (Parrett and Budge 2012).

Barriers to effective leadership

The South African Schools Act no. 84 of 1996, the employment of educators Act no. 76 of
1998, The Employment Equity Act no. 55 of 1998, and The Gender Equity Act of 1996,
paved the way and facilitated the entry of women into previously male-dominated school
management. These acts prohibit unfair discrimination in employment, and ensure that the
women are represented at all levels of employment (Morojele, Chikoko and Ngcobo 2013),
but the discrimination is still prevalent, and still limits access for women to leadership

positions.

Schimidt and Mestry (2015) insist that patriarchy in schools is prevalent, especially where
there are blacks, whites or coloured female principals. Discriminatory views often stereotype
women as being incapable and emotionally unstable. Moreover, Diko (2014) confirms that
men are socially constructed so as to have the upper hand in areas of power. The cultural
contexts of the school, particularly rural schools, appear to be slow in adapting and
transforming, and therefore, leads to the domination of men in leadership position.
Furthermore, Duma (2015) contended that female principals are prone to manage sex-biased
schools, where they often find themselves powerless in terms of setting the rules. Their
interest in these schools are subordinated to those of males, irrespective of their power and
authority. The reason for woman’s rights and leadership authority to power are the result of
some cultural and social factors, which perpetuate gender inequality in South African

schools.
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In addition, Thakathi and Lemmer (2002) consider the unseen barrier to women’s career
mobility and advancement, or the ‘glass ceiling’, which applies at higher levels of school
management, and weakens the position of women, particularly black women. As noted by
Morojele, Chikoko and Ngcobo (2013), women are caught in the middle of balancing
domestic and work responsibilities, where they are needed to perform domestic chores as
well as their office work as principals. Akar and Mouchantaf (2013) note the obstacle
experienced by women in Arab as stemming from the socio-cultural norms, which construct
women’s role of raising a family, promote the dominant male status of husbands, and foster
a sense of fear in breaking social norms. Women in Arab rejected promotions to avoid getting
higher salaries than their husbands, because these men may be considered by the society as

incapable of supporting their family.

Uwiseyiman and Mathevula (2014) also contend that family responsibility is another barrier
contributing towards women’s advancement to higher positions, because accepting these
positions tends to separate them from their families, especially when they are required to
move to other countries for better opportunities. This barrier is also perpetuated by the lack
of sufficient family support, and encouragement from families and work colleagues, which
leads to women’s lack of mobility. Many women managers would refuse to relocate when
asked to because of their children’s education and social support structures (Uwiseyiman

and Mathevula 2014)

The following barriers have also been identified as being the major factors that explain the
continued underrepresentation of women in higher management positions in general, and in

South Africa in particular:

e poor self-image is a factor attributed more to women than to men;

o lack of assertiveness is a habit that is more associated with women than men;

o less career orientation is a sign of less interest in women as leaders;

e less confidence- as an argument that women, unlike men, generally lack the will to
achieve;

e poor performance: a myth used as an excuse for employing fewer women in demanding

occupation;
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e discrimination: as a sign of low interest in the recruitment of women into leadership
positions; and
e demotion: as a form of punishment thought to suit women better as they are perceived to

be lazy and arrogant.

The above-mentioned barriers are also listed by Mathipa and Tsokela in Msila (2013), as

those that represent fault perceptions of the true positions regarding women.

Morojele, Chikoko and Ngcobo (2013) further explain that South African women now have
the full opportunity to become school principals, but discrimination based on gender seems
to persist. In their study, they show that women in management positions experience more
challenges in practice, as compared to their male counterparts. Morojele, Chikoko and
Ngcobo (2013), as well as Mestry and Schmidt (2012), say women entering the management
positions in high schools are very few, and experience challenges in executing their
administrative work, as a result of gender stereotypes arising from their peers and the

community.

Msila notes that “mentoring is about professional development and professional
development is about growth and advancement. Mentoring therefore enables adults to
explore their own thinking and contradictions, enhancing self-development” Msila
(2012:50). However, a shortage of women managers resulted in a lack of female role models
or mentors to look up to, and therefore, men remain the only support system. Masculine
organisational culture in school management is therefore perpetuated (Morojele, Chikoko
and Ngcobo 2013; Elmuti, Jia and Davis 2009).

Scholars such as Onyango, Simatwa and Ondigi (2011) look at gender gap that exists in
educational management in Kenya and globally, as result from lack of financial benefits,
culture and domestic or family responsibility, which has discouraged women from applying
for headship positions. Carnoy (2005) acknowledges the benefits of globalisation in creating
education and job opportunities for previously disadvantaged people, such as girls and
women. On the other hand, it has created more competition (Carnoy 2005) in companies
worldwide, which has resulted in the need for relocation. Relocation of businesses makes it

difficult for women to leave their families. This therefore adds another obstacle, as outlined
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in the study of Elmuti, Jia and Davis (2009), and plays a major role in preventing women

from obtaining management positions.

| tend to be in agreement with Msila (2013) who notes these challenges mentioned above,
especially oppression. He tends to point out how women are culpable as those that in turn
oppress themselves, where although women are oppressed in a male dominated society, they
also perpetuate oppression through their expectations, perceptions of their roles that have
been entrenched by their experiences. Women tend to have poor perceptions of themselves,

and are thus complicit in the oppression of other women in general.

Lack of parental involvement in education

Successful school is characterised by an environment where parents feel at home, understand
and support the mission of the school and to enhance school effectiveness (Kirk and Jones
2004). For the benefit of educational and overall development of students, Radu (2011)
regards partnership and diverse communication between parents and schools in decision-
making as being of great significance. The positive effect of parental involvement are
evident, irrespective of the influence of background factors of social class and family size,
and this has a significant effect on children of all ages as well as adults (Department for
Children, School and Families). Radu (2011) argues that parental involvement in schools is
mainly to improve the student academic achievement, but is not limited to academics only.
It includes different types of engagement, and various degrees of involvement, that will also

lead to the overall harmonious interaction between parents, students and teachers.

Lingam, Lingam and Raguwaiya (2014) espouse the challenge of a lack of education in most
rural school communities, as an obstruction toward the support and children’s education.
These communities hold the attitude that teachers and schools are responsible for children’s
education, and not them. Duma (2015) also supports this view, by pointing out the direct
influence a society has on the performance of learners, and the effective management of
school by the principal. He holds the belief that schools with a large number of children from
poverty or low-income families struggle to with their school work. Furthermore, Schimdt
and Mestry (2015) point out the negative mind-sets of the disadvantaged families towards
schooling, but Parrett and Budge (2012) reveal the fact that the previous and bad schooling

experience of most parents contributes to their lack of involvement.
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In my own view, parents cannot take their children to a place or an institution that they do
not care about, because they always want the best education for their children. It is for this
reason | believe that all parents who take their children to school do care about the school
and the education offered to their children. The problem with the parents is the lack of
guidance from the school, they do not know how to get involved. | therefore tend to agree
with Parrett and Budge (2012) in their disagreement with the belief that parents from
poverty-stricken communities fail to avail themselves in schools, because they do not care
about the education of their children. Instead, they tend to disagree with the popular mind-
set held about people living in poverty. They argue that the people living in poverty do care
about both the children and their education, but that their life situation denies them the
opportunity to get involved in school activities. These parent’s lives are about day-to-day
survival, they work more hours, have no access to transportation, limited access to leave,
and cannot afford child care facilities. For improved academic achievement, Parrett and
Budge (2012) find the schools to be obliged to come up with ways in which to connect with
families. This will show a willingness to authentically engage these poverty stricken
families, which is one of the practices of high-performing high-poverty schools, namely, to

provide quality education for all students.

2.5. Management strategies employed towards successful leadership.

Drawing from the claims of Leithwood et al. (2006), successful school leadership is second
only to classroom teaching as an influence on pupil learning, and also serves as a catalyst
for unleashing the potential capacities that already exist in the organisation. This includes
the influencing pupil learning and achievement, and improving staff performance through
motivation, commitment, capacities and ensuring that the working conditions are suitable
for both teaching and learning. In addition, Day and Sammons (2013) perceive leaders as
providing a clear vision and a sense of direction for the school. Most successful leaders

exhibit strong moral and ethical purposes, and a strong sense of social justice.

Collaborative, caring and patient

Despite under-representation and all the challenges and barriers mentioned above, women
principals managed to pave their way towards leading the school successfully (Peters 2012).
They opt for collaboration and effective communication between and with all parties (Mestry

and Schmidt 2012). These ideas support earlier studies conducted by Thakathi and Lemmer
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(2002), where the female principal observed preferred the use of diverse channels of

communication, including verbal and non-verbal communication.

Schimidt and Mestry (2015) referred to the character of women principals as constructive,
complicit or collusive, in that they appeared to be submissive to the cultural gender laws
with the system, and are yet subverting these by continuing their own daily work. The type
of perseverance displayed in the leadership strategies of women may be proverbially
described as ‘going into the belly of the beast’, becoming part of the beast of patriarchy, as
well as functioning according to or colluding with the logic of the beast, when expected.
This is an indication that women are able to survive in difficult and sometimes dangerous

situations that they come across in their leadership duties.

As stated by Horsford and Tillmann (2012:5), black women exhibit an ethic of care in their
leadership. They have taken on the role of teachers, caregivers, nurturers and mothers.
(Horsford and Tillmann 2012:6 and Peters 2012). They also opt for the practice of being
reflective within themselves, and with their staff, in order to engage the faculty in decision-
making efforts to change the culture of the school. They were transformational leaders and
influenced the staff and by shaping the organisational culture (Moyninhan, Pandey, Bradely
and Wright 2011).

Caring, as defined by Louis, Murphy & Smylie (2016), is a property of relationships, their
consequences, and the conditions that make caring become a feature of both relationships
and groups, particularly those in schools. In addition, it is also a process of helping another
person to grow in his or her own right that is expressed by the one caring and received by
the one cared for. In schools, caring is associated with student academic achievement and a
major contributor to social and emotional learning. Louis et al. (2016) further note the
following aspects as core elements of caring, where, without their evidence, care, as detailed

below, is not received:

e Attentiveness

An attentive leader is aware and understands the needs of the cared for, that is, the teachers

and learners as well as the parents. This understanding enable the leader to help others to

grow or meet their needs and this is directed by empathy.
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e Motivational displacement

In this case the principal of the school, the leader, prioritise the needs of the teachers and
learners of his personal career needs since caring is the core aspect of professionalism.

Caring for others in the school happens in a selfless manner, by acting on their behalf.

e Situationality
Caring is situational, and therefore variable, idiosyncratic and dynamic, but not rule-bound

or rule-driven.

e Mutuality

Caring is reciprocal, where the carer can become a cared for depending on the situation. If
the principal expresses his or her care to teachers, and that care is received by teachers, the
teachers will in turn care for their principal. The same will apply to teachers and learners as

well as parents.

e Authenticity
When transparency, openness and genuineness are evident, the caring is perceived by those
cared for. In my understanding, authenticity is possible, when everyone within the school is
has a voice in decision-making, and when the school vision and mission is shared by
everyone including the learners. This can be achieved through collaboration among school

community.

Van der Vyver et al (2014) points out that an absence of care is detrimental to the entire
school as it results to a negative climate caused by the negative organisational relationships.
These in turn contribute to weaker performance of teacher and lower achievement of

learners.

Peters (2012); Morojele et al. (2013); Mestry and Schmidt (2012) revealed that women’s
leadership is attributed to caring, as they exhibit an ethic of care in their leadership.
According to Peters (2012), these principals go beyond their assigned duties, where they
provide food, healthcare, clothing, school supplies and encouragement to the children in the
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school. They have taken on a role of teacher, caregiver, nurturer and other mother while
leading schools and in many cases help families to meet needs of their children.

Place (2013) confirms that the principal of the school can foster a caring culture by
demonstrating that they truly care about every person in the building. Since caring is not a
finite resource, giving care to students does not limit the care to be given to the teachers.
However, the acts of caring need to be balanced among the students and teachers, because if
teachers are forgotten, they may worry that the principal’s concern for children conflicts with
their role as authority figures. Noddings (2005), as quoted in Place (2013), emphasises that
caring is the property of relationship that is expressed through actions and interactions by
the one caring and perceived by those cared for. The problem with caring is that it must be

perceived by those cared for.

Louis et al (2016:11) suggest that the creation of an ethic of care calls for the leader to

reorganize the school into a caring community by applying the following practices:

e “Engaging the school community in the vision and challenge of being a caring school

e Assessing the capabilities, contexts, and expressions and experiences of caring that can
or should occur and engaging the school community in self-assessments related to caring

e Shaping school organizational culture through supportive structures, social relationships,
politics, and reinforcing the norms and values that constitute a school’s organization

e Cultivating the larger systems of caring relationships to which school members belong,
such as parent partnerships, and partnerships and projects with community

organizations”

Women are transformational leaders

Msila (2013) also contends that female leaders are more likely to be transformational leaders
than are men. This leadership style suits women, because it includes nurturing aspects, where
women are traditionally socialised to be nurturers. Transformational leaders motivate their
followers to transcend their self-interests for the good of the organisation. On the contrary
(Msila (2013) cites Flora (2003), men tend to be transactional leaders, who focus on
clarifying the responsibilities of the followers, and who then respond to how well the

followers execute these responsibilities. In addition, men, as transactional leaders, do what
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is referred to as management by exception, as they intervene to correct followers’

performance.

Interdependence, mutuality and respect across races were considered as central to the process
of performing principal duties. This is true when students and staff are made to embrace the
notion of unity across races. Therefore, the principal is able to transform the ethos of the
school to communicate across differences (Mogadime, Mentz, Armstrong and Holtam
2010). Women principals in Schimidt and Mestry (2015) believed in waiting, listening and
working together as their strategies for negotiating gender and race barriers, and they found
hope in small transformation and success. They avoided conflict by all means, even though

they sometimes felt insecure to such an extent that they may even have considered resigning.

Morojele, Chikoko and Ngcobo (2013) indicated that the principals in their study were
empathetic, and at the same time, firm and fair to their staff members. They claimed that
through maintaining an open-door policy, and the collegial management styles, they were
able to establish teamwork and co-operation with the staff and learners. In agreement with
the above authors, Naidoo and Perumal (2014) also notice that some of the principals appear
very stern, but are open to allowing any discussion with their staff. They always say to their

staff, “always when you need any assistance my office door is open, come and ask”.

Not sticking to one, but exercising various leadership styles, seemed to be working for the
women principals in the study conducted by Naidoo and Perumal (2014). They believed in
being both democratic and autocratic, depending on the context and situation. If there are
matters that need democratic vision, the SMT is consulted, but in case of emergencies,
autocratic leadership style is applied. In the same study, of Naidoo and Perumal (2014), a
laissez-faire style of leadership is also applied in cases of running projects. In this case, the
principal ensures the availability of necessary resources and demands the report as evidence
that the project is done. From this study, one might realise that no leadership style is bad,

but that it depends on how is applied and when.

Thakathi and Lemmer (2002) state that communication is important in management and the
work life of school principals, women tend to employ both verbal and non-verbal
communication. This type of communication is the preferred feminine style, which is

characterised by non-domination by the manager and allows the opportunity for staff
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opinions. Diverse channels of communication, such as face-to-face, written or electronic
means, are used to suite the audience (Thakathi and Lemmer 2002). Morojele, Chikoko and
Ngcobo (2013), seem to base their findings only on interviews. The contribution of

documents and observations, as stated in the abstract, is not clear.

Mentorship and modelling

According to Ongaki, Omwoyo and Musa (2015), mentorship is a close, long-term work
relationship between a senior manager and a subordinate. It implies ‘coaching’ a junior staff
member to acquire job competence required in a given profession. They also emphasise the
importance of mentoring young graduates, who are new to the teaching profession, by the
women principals, to gain more skills in the work. Similarly, Ongaki et al. (2015) suggest
that women principals should look up to other successful women leaders, either in the

political field, or the corporate world, for mentorship.

It is possible for women principals to look up to other successful women principals as their
role models, but the underrepresentation of women principals remains a problem. An overlap
of male and female leadership styles can add value to the effectiveness of the school. Being
mentored by men can perpetuate domination by men, but can also be of help for the women

principals to create a balance in their leadership styles.

Involvement of parents

In a successful school parents are treated as respected partners and opportunites are made
available to bring ingenious ideas in supporting the education of their children (Kirk and
Jones 2004). Parents play a significant role in improving academic achievement and student
achievement. Sathiapama et al. (2012) refer to this as family school partnership, which
further assists in building confidence, improved school attendance. Through parental
involvement, social behaviour, as well as the reduction of school dropouts are evident.
Moreover, Sathiapama et al. (2012) confirm that the benefit of parental involvement are good
irrespective of the socio-economic status of the family, only if it follows proper planning,

done according to the unique circumstances of each school.

In addition to Sathiapama et al. (2012), Williams and Chavkin (1989, pp.18-20) stated that
the following seven elements should be an integral part of parental involvement

programmes:

33
© University of Pretoria



ot
UNIVERSITEIT VAN PRETORIA
UNIVERSITY OF PRETORIA

Qe YUNIBESITHI YA PRETORIA

e written policies that specify areas for parent involvement;

e administrative support (resources such as a meeting venue and duplicating facilities,
funds and personnel);

e continuous training of teachers and of parents in elements of parent involvement;

e partnership approaches in curricular, management and non-curricular matters, which
help parents and teachers develop an attitude of ownership towards the school and take
pride in it;

e two-way communication, i.e. regular communication between parents and school, e.g.
newsletters, personal visits and telephone calls should exist;

e liaisons with the school with regard to parental involvement programmes, helping
participants to benefit from each other’s experiences; and

e continuous evaluation of the school’s parent evaluation programme.

These elements will serve as a guide for all the teachers on effective strategies by means of
which to involve parents in school activities. The school resources can be available for the
benefit of the community, for example, the community can make copies in the school with
a reasonable amount, and school classrooms can be used after school for adult teaching, and

on weekends for church services and community meetings.

Van der Linde (1997: 40) adapted Bastiani’s model (1996) to suit the South African school
situation, and recommended it as an effective model for multicultural schools. Van der Linde
specified the following areas for developing school-home links:

e communication of information;

e arrangements to discuss problems of individual children, involving parents in their
children’s learning, and helping with the running of the school,

e developing interest in, understanding of and support for the work of the school;

e use of parental skills, interests and experience;

e providing opportunities for parents’ own education and development;

e enlisting parents’ views in decision-making policy; active involvement with, and support

for, family and community life.
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Frequent and well-planned communication with parents concerning academic performance,
or other issues concerning the students, is the best way of keeping them involved in school
activities. Some parents may be asked to assist in sporting activities, and offering voluntary
services for enrichment classes. Recognising and utilising their skills and experience
strengthens their commitment to school, and to the community at large, which will learn to
care for and protect school resources.

2.6. Empirical research on successful women principals

This section draws form the biographical narratives of three South African high school
female principals who successfully became principals during the time of change, the since
the end of formal apartheid, from 1994-2004 (Peters 2012). Smith (2013) points out the
challenges faced by female principals leading South African rural schools. Cultural
stereotypes appear to be the major inhibitors for limited freedom for woman school leaders
(Mestry and Schmidt 2012). The issue of race in the USA, as highlighted by Horsford and

Tillman (2012), impacted negatively on Black female leadership.

Despite of all the challenges these women principals face, Peters (2012) revealed their reason
for being school leaders as an act of giving back to their communities. On their appointment,
they made it clear that they were young, inexperienced in terms of school leadership, and
without mentors, but chose to possess a fighting spirit, not physically, but to claim back
equality in leadership through their spiritual belief. The three principles of Ubuntu remained
their main focus, and they integrated them within their construct of leadership. These
allowed them to create transformative environment that supported teaching and learning as

a means to improve students’ active participation in the life of school.

In addition, an instrumental case study in Peters (2012) that focused on district support,
mentoring on two African-American females revealed that Black female principals, in most
cases, lead in troubled urban schools. The women principals in this study faced leadership
challenges that are based on intersecting identities (race, gender and age), and of
implementing and sustaining small school reform within a large urban district. The
expectations from these principals were to change the failure rate and apathy with resources

and district support or mentoring, irrespective of being new in the role, and young.
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In spite of challenging conditions, including the presence of gangs and neighbourhood
cliques, these principals, the former principal and successor, were able to create a safer
school culture, focused on instruction, and commit the faculty to ongoing regular
professional development. They made school cultural reform their priority, irrespective of
limited resources, and a lack of district support (Peters 2012). Horsford and Tillman(2012)
examined the educational leadership of Black women in the USA, as informed by their raced
and gendered positionalities, experiences, perspectives and the intersection of their
marginalised identities in schools and community contexts. It is found that most of the public
secondary schools principals were white males, which caused the school leadership to
remain primarily dominated by men. However, black women didn’t stop studying, and
continued to make gains as they aspire to top leadership positions in public schools. This
resulted in many black women making it possible for themselves and others to break through

into levels of leadership and power previously unattainable to them.

In their leadership, black women exhibited an ethic of care, where they took a role of a
teacher, caregiver, nurturer and mother while leading schools. They lead successful schools
while providing for the social, emotional and academic needs of the children they serve.
Their leadership styles are unique, as they go beyond their assigned duties as principals, and
in this way, they exhibit intersecting identities. Hayes (2013) noted that women principals
exhibit strong activist leadership qualities, by inspiring their team members, by modelling
required behaviours. Moreover, activist principals are energetic leaders, who work toward
the accomplishment of the school mission. They are social justice leaders, who are concerned

about the wellbeing of the teachers, learners and parents (Hayes 2013).

An article by Smith (2013) also revealed the challenging experiences of female principals in
a rural areas of South Africa. This interpretive narrative inquiry was done from a feminist
perspective, specifically foregrounding an ethic of care and relational leadership, in order to
reveal the complexities of school leadership in disadvantaged schools. The principal being
studied led a school where most learners are from unemployed families, lived in squatter
camps, and had little to eat at home. In assessing the situation in her school, the principal
started a Non-Profit Organisation on the school premises, where there were volunteers
cooking for children. This was done to complement the feeding project run by the
Government. This principal exhibited an ethic of care and compassion by feeding the

children of poverty-stricken community.
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Furthermore, the principal studied by Smith (2013) was in charge of all the efforts of their
school including curriculum, development of people, financial management, learners,
infrastructure as well as parents. She served as the link between school and the community,
and represented the image of the school as the good one. Relational leadership was evident
in her potential to lead the school in a caring manner. The principal has conducted her work
with a moral code of conduct, has empowered others to achieve, and has led by example in
and out of the school (Smith 2013).

Mestry and Schmidt (2012) also discovered that female principals were subjected to
stereotyping, and were regarded as unfit to be leaders by the staff, parents and departmental
officials, resulting from cultural beliefs. Despite the discrimination and prejudices, women
managed to keep their schools effective and functional. These women wer