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Overview

Introduction to the module

This module examines the structures, systems and processes that should be
established in order for a school to be effective. The expectation of all
stakeholders in the school environment is that an effective school will be able to
provide an education of progressively higher quality for all learners.

The premise of this module is that effective education is built upon, and grounded
in, policies, principles and values. The acts, regulations and policies of national
and provincial governments have created the framework and values within which
the school’s organisational systems, and physical and financial resources should
be managed.

The foundation of an effectively managed school

If a school is to be managed effectively, it must be well organised, and this
applies to every part of the school system. Furthermore, the interrelationships
between the different systems must also be managed effectively, since they
depend on one another for effective functioning. Let us illustrate this through the
following example: Your school must have policies and procedures in place for
collecting school fees from parents (unless it has been declared a no fees
school), and it must have administrative and financial systems for the recording
and safe-keeping of funds. These funds must be appropriately managed,
allocated and spent to cover the different costs incurred by the school.
Classrooms must be provided for and maintained; teachers’ salaries must be
paid; and schoolbooks must be purchased. In addition, the school grounds must
be secured and maintained; classrooms must be cleaned; gardens must be
tended and watered; and toilets must be provided for, maintained so as to keep
them in working order, and cleaned regularly to ensure hygienic conditions.

This example illustrates the importance of this module, because without the
necessary systems and physical and financial resources, your school will not be
able to perform its primary role, which is providing quality education to your
learners. So we can say that the foundation of an effectively managed school is
the optimum organisation and utilisation of the resources it has available.

The school leader: manager of interrelated systems

A school is an organisation that consists of many different parts. The principal is
not only an educational manager; he/she is also the leader of the school, and a
vital part of his/her role is to manage the school’s organisational systems and
physical and financial resources. As noted in the core module Understanding
school leadership and management in the South African context, as leader you
ensure you are doing the right things and as manager you ensure you are doing
things in the right way. All principals and other school leaders should have some
knowledge of organisational design to enable then to set up, implement, maintain
and evaluate systems and structures that will contribute to the overall
effectiveness of the running of the school.
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This module further holds that there are certain core areas of performance that
are essential for schools to be successful and fulfil their mandates. These core
performance areas are the elements from the model for ‘'whole-school
development’, which will be dealt with in more detail later in the module. The
core performance areas are interrelated and are supportive of one another.
Similarly, any one policy or principle of the legislative framework governs a
number of these core areas of performance. Examples of core areas of
performance are effective leadership and management, information management
and communication systems.

Module outcomes

This module is designed to enable you to achieve competence in one of the core
unit standards of the ACE qualification, i.e. "Manage organizational systems and
physical and financial resources’ (SAQA ID number 115434, NQF level 6, 20
credits).

By the end of the module, you should be able to demonstrate achievement of the
following outcomes that are specified in the unit standard:

« Demonstrate the personal qualities necessary for effective management
(specific outcome 1 of the unit standard)

« Set up, implement, maintain and evaluate organisational systems for the
school (specific outcome 2)

« Manage the financial resources of the school in a transparent and
accountable way (specific outcome 3)

e Understand and be able to apply relevant content knowledge and skills in
your own school in the management of organisational systems and physical
and financial resources (specific outcome 4).

In addition to the broad outcomes described in the unit standard, this module will
also build your competence to demonstrate the following outcomes:

« Understand the importance of structures and systems and how they
contribute towards the overall effectiveness of the running of the school
« Identify and apply the Acts, regulations and policies that are applicable to
managing organisational systems and physical and financial resources
« Gather information through consultation and reach consensus and solutions
by applying various means of problem-solving and creative-thinking
techniques
e Set up, implement, maintain and evaluate the following systems in your
school:
» Administrative systems and structures for admissions, the collection of
school fees, and school safety and security
» System for managing the physical resources of your school to ensure a
safe and healthy environment with regard to aspects such as school
buildings and grounds, equipment, school transport, textbooks and
learner support materials
» System for managing the financial resources of your school in
accordance with all applicable acts and financial accounting principles
» Communication with key stakeholders in your school
» A Management Information System (MIS)
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« Demonstrate personal qualities of integrity and fairness, a systematic and
flexible approach, as well as creativity when anticipating and solving problems
with regard to the establishment and management of administrative systems
and structures.

The structure of the module

This module consists of 3 units, each with its own outcomes, assessment tasks
and assessment criteria. Each of the units focuses on a specific aspect, building
on from the previous unit and building forward to the next. Each unit starts with a
brief introduction and includes explanatory notes on the aspect being discussed,
activities related to the assessment, suggestions about further reading, and mini-
research and practice-based assignments.

What is covered in the three units of this module?

Unit 1: Introduction to managing organisational systems

We begin Unit 1 by looking at the regulatory framework for managing
organisational systems and physical and financial resources, as well as the
principles governing the use of these resources. Our focus will be on how these
relate to the administration of learner admissions, school fees, and safety and
security. We will also look at these requirements in terms of the management of
physical resources in order to ensure a safe and healthy environment that is
conducive to teaching and learning.

In the second main section of this unit we will explore the personal qualities of an
effective school leader, and ways in which school leaders would demonstrate
such behaviour. The focus here is on three areas: formal and informal
communication, critical and creative thinking, and problem-solving.

People tend to think that personal qualities are most relevant when dealing with
people. However, this unit deliberately begins with a focus on how important
personal qualities are in managing systems and physical and financial resources.

The effective functioning of a formal organisation, such as a school, requires
organised systems and structures to ensure that administrative tasks are
performed promptly, effectively and efficiently (i.e. without wasting time, money
or energy). We therefore begin this unit by looking at the importance of orderly
administrative systems in contributing to effective learning and teaching
processes. We will again look at the regulatory framework so we can identify
requirements relating specifically to administrative issues.

The unit further deals with the set-up, implementation, maintenance and
evaluation of organisational systems for schools. We focus on admissions, the
collection of school fees, and school safety and security. We will also look at
solving problems that occur in you school’s administrative systems and
structures.

Unit 2: Manage financial resources

This is a crucial unit in view of the fact that the financial management in many of
our schools is weak. This unit will assist you to manage the financial resources of
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your school in a transparent and accountable way within a financially sound and
effective accounting system.

Managing the financial resources of a school is not simply about finances and
accounting; it is a component of management that touches on every other activity
within the school as an organisational system. It is therefore necessary for you as
a school leader to understand the requirements for financial systems and policies,
as well as the legal framework that defines the relevant requirements.

The following are the main areas covered in this unit:

« The national and departmental legal and regulatory requirements for
managing school finances

e Managing the finances of Section 21 and Non-Section 21 schools

« Compiling a school budget, including the budget policy and the budgeting
process

e Financial monitoring and control, including cash management, the ordering
and procurement of goods and services, payment for these goods and
services, auditing and reporting, and asset management

« Guidelines on marketing your school.

Many forms, templates and examples are provided in this module to assist you in
setting up the required financial management systems, or improving your existing
systems.

Unit 3: Manage physical resources

The success of teaching and learning is largely dependent on the extent to which
physical resources are effectively and properly acquired, maintained and
managed. This unit focuses on the school leaders’ responsibility in the
management of physical resources. It covers the legal requirements, systems,
policies and procedures that must be in place to ensure that physical resources
are effectively managed.

Four main areas are covered in this unit:

« The maintenance and improvement of the school buildings, property and
grounds, including day-to-day, scheduled and preventative maintenance, as
well as community involvement in school maintenance

« The purchase of textbooks, educational material and equipment for the
school, including stock control, storage, as well as depreciation and disposal
of stock

« Safety and security of school buildings and grounds

« School transport, including the requirements for managing vehicles owned by
the school that are used to transport learners to and from school and/or other
activities, as well as the use of private vehicles of parents and teachers for
transporting learners to extra-curricular activities and other events.
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Details of administrative procedures, such as the names and contact details of
lecturers, dates of contact sessions, handing in of assignments, tutorial support
and library services are provided in the tutorial letters of the higher education
institution at which you have enrolled. Please study these letters carefully as they
also provide you with the names and contact details of the lecturer/s responsible
for this module.

Learning time

This module carries 20 credits. It should, therefore, take the average student
approximately 200 hours to successfully complete the module. The 200 hours
includes contact time, reading time, research time, time required to discuss
insights with colleagues and fellow students, time to plan and conduct
assessments and time to write assignments. A more specific indication of time to
be spent on each of these activities will be provided in each of the units that
make up this module.

Integrated assessment

At the end of the module you will be required to complete a summative
assessment activity that you should file in your portfolio. It is designed to assess
the knowledge, understanding, insight and skills you developed during this
module in one integrated assessment.

We call this activity the ‘Systems and Resources Management Health Check’ of
your school. It assists you to evaluate the current status of your school in relation
to the areas covered in this module. Like a personal health check that you go to
see a doctor for, this help check is designed to help you assess whether
everything is in order or whether anything needs attention.

The ‘Health Check’ will assist you in a number of ways:

« It gives an overview of the key issues that are covered in the module.

e ltis a valuable learning tool, as it indicates the most important areas that
need to be managed to ensure the effective running of your school.

e You will be able to use it to reflect on your learning during this module, and
also on the way in which you will apply the learning in your own school.

o It will serve as a diagnostic tool that you can use to identify what is already in
place in your school.

« You will be able to use the results of the 'Health Check’ to identify key areas
for improvement.

e You will also be able to use the results as a basis for engaging with members
of the School Management Team (SMT) and others on ways of improving the
management of your school.

« Finally, it will serve as a valuable resource in compiling a plan for improving
the management of your school and writing your Personal Development Plan.
These two documents will be key documents in your portfolio. Together with
other documents in your portfolio, they will be used to assess your overall
competence in the ACE programme.

Even though you should only complete this assessment activity at the end of the
module, we have mentioned it here to enable you to gather relevant information
as you work through all the units of this module.
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The template for the ‘Systems and Resources Management Health Check’ is
included at the end of this module.
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LEARNING GUIDE
unit one

1.1

Introduction to managing
organisational systems and
physical and financial
resources

Introduction

In this Unit we will discuss the regulatory framework for managing organisational
systems and physical and financial resources, as well as the principles governing
the use of these resources. Our focus will be on how these relate to the
administration of learner admissions, school fees, and safety and security. We
will also look at these requirements in terms of the management of physical
resources to ensure a safe and healthy environment that is conducive to teaching
and learning.

In the second main section of this unit we will explore the personal qualities of an
effective school leader, and ways in which school leaders would demonstrate
such behaviour. The focus here is on three areas: formal and informal
communication, critical and creative thinking, and problem-solving.

People tend to think that personal qualities are most relevant when dealing with
people. However, this unit deliberately begins with a focus on how important
personal qualities are in managing systems and physical and financial resources.

One of the most useful concepts in understanding the school is the principle that
the school is a system. A system is a whole that consists of a set of two or more
parts. Each part is affected by the behaviour of the whole, depending on that
part's interaction with other parts in the system. In addition the essential
properties that define the system are properties of the whole — if you take the
system apart it loses all its essential properties, therefore you cannot develop a
financial system for the school as an entity in itself, it will only maintain the
properties as a system for managing school finances as long it is part of the
whole school system.



20

ACESML | LEAD AND MANAGE ORGANISATIONAL SYSTEMS, PHYSICAL AND FINANCIAL RESOURCES

1.2 The school as an open system

Schools are dynamic entities that are continuously engaging with their
environments and exposed to natural growth and development stages to greater
levels of complexity and sophistication. This requires a fine balance between
focusing on external demands and internal developmental challenges, and
requires an equally careful and considered organisational focus, which will
determine how and where organisational resources will be channelled.

The basic systems theory represents the school as consisting of five parts,
namely inputs, transformation, outputs, feedback and the environment. Inputs
consist of the human, material, financial and societal components which are
necessary to render a service (teaching and learning). Transformation takes place
within the context of the work of the school, namely: managing the educative
process in order to bring a learner to educated citizenship. Feedback relates to
the information concerning the outputs as a result of the services rendered and
the transformation process- such information may lead to changes in both the
processes and the inputs.

The following characteristics of open systems are of importance to the school:

e All open systems are input-throughput-output mechanisms.

« Open systems have purposes and goals — the reason for their existence.

e Information is important to systems and their ability to survive. In this regard
systems seem to require two types of feedback, negative and positive.
Negative feedback measures whether the transformation process and
expected output will be realised. If your goal is to raise R20 000.00 for school
funds by means of a raffle and you only raised R10 000.00, then the feedback
will inform you that you have not met your goal yet. You can then decide on
corrective action and either adjust the time frame to reach the target or if the
environment signals indicate that you are unlikely to raise that amount, you
can address the expected output by adjusting the target amount to R12
000.00.

e Every system has a boundary that separates it from the environment — the
boundary delineates the system (what is inside the boundary is the school,
what is outside is the environment), yet the boundary of the school is also
permeable and permits the exchange of information, for example: the socio-
economic status of the community will inform decisions on school fees and
the possible percentage of exemptions that can be expected. School
boundaries are open or penetrable and have a dynamic interactive relationship
with the external environment. The environment surrounding the school
includes societal institutions and societal forces such as demographic factors,
religion, science and technology and the socio-economic reality that impacts
on the input, transformation, output process of the school as a whole and as
such influences the properties of all the other systems in the school.
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Consider the inputs (including societal factors) that can influence the
transformation process (teaching and learning, school culture, financial and
physical resourcing) of your school.

time |
allocation®.

+ 20 min

Systems dynamics

It is clear that a system is substantially more than simply the sum of the various
sub-systems (or parts) as there is constant inter-action between the parts, which
exerts a reciprocal influence on one another.

Systems planning entails scanning the environment to determine the demands
and expectations of stakeholders, developing ‘scenarios of the possible’ for the
school as organisation, both realistic and ideal, and then developing action plans
to ensure the desirable future outcomes. The school as a learning organisation
needs to meet rapidly changing environmental and political demands. This can
only happen if

e The school does not view issues, events, forces and incidents as isolated
phenomena, but rather sees them in relation to other issues, events and
forces.

« An analysis of events is done in terms of multi-causality rather than single
causation and the principles of creative problem solving are applied — this is
discussed in greater detail later.

« There is an understanding that one cannot change one part of the system
(e.g. financial management) without influencing other parts in some ways.

e There is an understanding that systems tend to become more elaborate,
differentiated and specialised over time. This leads to the elaboration and
redefining of roles and responsibilities — even greater specialisation of
function. A good example is the implementation of ICT and IMS in the school.

As indicated earlier these aspects will have a direct bearing on the goals and
objectives (outputs) of the school. The transformation process includes the
management processes used and the context within which one has to manage.
The effectiveness of financial and resource management can influence the
effectiveness of teaching and learning in the school.

School systems as cybernetic systems

Because of the regulatory and legislative framework underpinning the
development and functioning of systems in the school, we find that the sub-
systems in the school are more often than not cybernetic or cyclic systems,
which means that they are mostly self-regulated but also adaptive systems. It
also means that performance can be measured in accordance with a set purpose
and we can introduce corrective action on the basis of output, outcomes and
feedback.

Characteristics of cybernetic systems in the school are:

e The process of management: planning, organising, leading and controlling
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« The process of strategic management and the process of change
management, which include strategy analysis and review

« A continuous quality improvement cycle, which consists of standards,
monitoring and evaluation of actual performance, followed by corrective
action.

Why are systems important?

Order originates from the interaction of the different parts of the whole system.
The development of sound and stable systems avoids disorder, loss of control
and crisis. A system creates its own order and natural growth by integrating
transformations into its identity. Schools are forced to reorganise themselves in
order to adapt to environmental factors and continuous change. Schools function
as complex networks and need to coordinate their activities in such a way that
they adheres to their vision and mission statement in accordance with legislative
mandates.

When the interaction of the independent system components or parts is aligned
and optimal integration occurs, the progression towards order and stability will be
very visible in the school.

This is the first of the activities, and is designed to assist you to reflect on the
strengths and weaknesses of systems in your own school. Also read 7.5
Setting up and implementing systems and structures for effective
administration.

View the video Out of the dust: school communities making things happen — a
whole-school development initiative, which is included in your resource pack for
the ACE programme.

It is important to remember that this particular module does not stand in
isolation from the other core components of the ACE qualification. The video
will give you an overview of what constitutes an effective school.

It is important to understand how the issues covered in this module relate to
and impact on the areas of school functionality that have been identified by the
DoE in its Whole School evaluation: Evaluation guidelines and criteria (2000).

After viewing the video, write down the key areas for improvement in the
management of systems in your school. Pay particular attention to the aspects
relating to the management of organisational systems and physical and financial
resources. Keep record of these notes, and refer to them throughout this
module as you relate the learning content to your own school. You are not
required to include these notes in the portfolio that will be submitted for final
assessment but they could inform the baseline analysis that has been
suggested in the portfolio development and context modules.
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1.3 The regulatory framework for managing
organisational systems and physical and
financial resources

Let us start by considering the laws, regulations and other policies relevant to the
areas covered in this module.

1.3.1 National and provincial requirements

You are probably quite familiar with the acts and regulations listed in the table
below. We suggest that you write down notes on how these documents
impact on the management of organisational systems and physical and financial
time I resources in your school. You do not have to go into a lot of detail or write
allocation®. down each specific requirement. We will be covering this detail in this module.
However, you do need to begin thinking about what evidence will demonstrate
appropriate practices in your school. Useful references here are Text 6 of the
Portfolio module and the SACE Guidelines to compiling professional
development portfolios — a resource for school-based educators. These
documents give typical examples of sources of evidence from the school
environment.

+ 60 min

TABLE 1: REQUIREMENTS IN ACTS AND REGULATIONS RELATING TO SYSTEMS AND
RESOURCES

ACTS AND REGULATIONS EVIDENCE REQUIREMENTS

Constitution of the Republic of South Africa (No.
108 of 1996)

National Education Policy Act (No. 27 of 1996)

South African Schools Act (No. 84 of 1996)

Employment of Educators Act (No. 76 of 1998)

Public Finance Management Act (No. 1 of 1999)

National Norms and Standards for School Funding
(Amended, Notice 869, Government Gazette
29179, 31 August 2006)

Exemption of Parents from Payment of School
Fees in Public Schools (Government Gazette
29311, Regulation Gazette 8566, 18 October 2006)

Transfer of Funds and other Movable Assets of the
State to Public Schools (General Notice 1423,
Government Gazette 20669, 26 November 1999)
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ACTS AND REGULATIONS EVIDENCE REQUIREMENTS

South African Quialifications Authority Act (No. 58
of 1995)

Employment Equity Act (No. 55 of 1998)

Skills Development Act (No. 97 of 1998)

Occupational Health and Safety Act (No. 85 of
1993)

Road Traffic Act (No. 29 of 1989)

Relevant provincial legislation

key & Below is a description of the ways in which we think certain Acts and
»

regulations impact on the management of systems and resources. Compare
our ideas with yours and use the space provided to make a note of any
additional implications or challenges.

points

Constitution of the Republic of South Africa (No. 108 of 1996)

Chapter 2 of the Constitution, the Bill of Rights, is of cardinal importance to schools. This
chapter emphasises the importance of democracy, and its contents should at all times be
taken into account when formulating and implementing school policies, systems and
structures. The rights of the individual are particularly important, since these rights also
apply to learners. It is also important for the school leadership to have a good understanding
of constitutional values such as democracy, equality, efficiency, accountability,
transparency, fairness, integrity and respect for the rule of law.

Additional issues:

National Education Policy Act (No. 27 of 1996)

This Act allows the National Minister of Education to promulgate policy pertaining to
educational issues such as facilities, finance and development plans. It also establishes the
minimum hours per day, and the minimum days per year, during which education must be
provided at schools. The Act covers the management and governance of schools, as well
as the Norms and Standards for School Funding.
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Additional issues:

South African Schools Act (No. 84 of 1996)

This Act prescribes the basic principles and rules for the governance, organisation and
management of a school.

It covers the roles, functions, responsibilities and administrative procedures to be adhered
to. Of specific importance for this module are the prescriptions on school funds, school
assets and financial control.

Additional issues:

Employment of Educators Act (No. 76 of 1998)

This Act deals with the conditions of service for all educators. Of specific interest for this
module are the qualifications, appointment and promotion of educators, job descriptions
and labour relations procedures.

Additional issues:

Public Finance Management Act (No. 1 of 1999)

This Act — commonly known as PFMA - regulates the financial management of public
institutions (excluding schools), with a special emphasis on the accountability of the
accounting authority. It sets out the duties and responsibilities relating to budgets and
budgetary control, reports and reporting, and assets and liabilities. Although schools are
exempted, it is advisable for schools to use and work within the PFMA.

Additional issues:
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National Norms and Standards for School Funding (Amended - General Notice 869,
Government Gazette 29179, 31 August 2006)

This document is generally referred to as the Norms and Standards for School Funding and
it sets out the national norms and minimum standards for school funding. It also deals with
the procedures to be adopted by Provincial Education Departments (PEDs) in determining
resource allocation to their schools. Apart from the funding of public schools, the act also
deals with the exemption of parents who are unable to pay school fees. Although this
policy document focuses on recurrent non-personnel expenditure — such as the Learner
Management System (LMS) and its maintenance — it also refers to the need for PEDs to
distribute other educational resources consistent with the equity and efficiency principles
underpinning the Norms and Standards for School Funding.

Additional issues:

Exemption of Parents from Payment of School Fees in Public Schools (Government
Gazette 29311, Regulation Gazette 8566, 18 October 2006)

These regulations lay down the exemption process and identify the responsibilities of the
various role players involved. The regulations also prescribe conditions in terms of income
versus school fees, which must be applied for partial or full exemption. The latest
amendments allow for the identification of ‘no fee' schools.

Additional issues:

Transfer of Funds and other Movable Assets of the State to Public Schools (General
Notice 1423, Government Gazette 20669, 26 November 1999)

This notice lays down the framework according to which the State and the school agree to
which assets are transferred to the school when a school assumes Section 21 status. Once
a school assumes Section 21 status, accountability for all the movable assets, even those
purchased with state funds, rests with the school.

Additional issues:
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South African Qualifications Authority Act (No. 58 of 1995)

This Act serves to promote, enable and manage a common system for assuring quality, as

well as a common framework of qualifications, in all educational and training programmes in
South Africa

Additional issues:

Employment Equity Act (No. 55 of 1998)

This Act is of particular importance with regard to the appointment of staff. It promotes
equality, eliminates unfair discrimination and promotes principles of affirmative action
aimed at achieving employment equity. It also provides for the setting of targets for
achieving employment equity.

Additional issues:

Skills Development Act (No. 97 of 1998)

Amongst other purposes, this Act encourages employers to participate actively in skills
development; to use the workplace as an active learning environment; to provide
employees with opportunities to acquire new skills; and to provide opportunities for new
entrants into the labour market so that they may gain work experience.

Additional issues:

Occupational Health and Safety Act (No. 85 of 1993)

This Act is especially relevant to schools that are equipped with workshops. The Act
requires these schools to appoint a safety representative and a safety committee that meet
on a regular basis in order to ensure continuous safety in the workshop.

Additional issues:
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1.3.2

Road Traffic Act (No. 29 of 1989)

This Act, and the consolidated Road Traffic Regulations promulgated in terms thereof, is
relevant to learners’ road safety. Matters such as the licensing and roadworthiness of
school buses, and measures concerning learner patrols and pedestrian crossings, are
covered in this Act.

Additional issues:

All national legislation is made applicable to provincial contexts by means of
provincial legislation. Make a list of all the provincial Acts and regulations that
are relevant to managing systems and resources. You could add these to Table
1 above, with a description of the requirements relating to each.

Requirements relating to administrative systems and structures

Within the legislative framework outlined in 1.3.1, there are certain general legal
principles that apply to all those persons or bodies in the education system that
make administrative decisions — that is, decisions made in exercising one's power
or authority. These principles also apply to the SGB. There are specific legal
requirements that must be adhered to with regard to the set-up and
implementation of admissions, school fees, and safety and security procedures.

Admissions

The legal requirements that govern the admission of learners into a school are
laid down by the South African Schools Act (SASA). These requirements must be
adhered to, and the process of admitting a learner into a school must also follow
a legally defensible process.

The Constitution guarantees the fundamental right to education, and a public
school is obliged to admit learners and meet their educational requirements.
Obviously, there must be no unfair discrimination in this regard. However, a
public school is not obliged to admit all learners who want to attend it. The
admission policy will be subject to the following:

« The Bill of Rights, which recognises the fundamental right to basic education;
the right to receive education in one of the official languages or in a language
of one’s choice; as well as the right to not be discriminated against unfairly

e The SASA, which places a duty on the school to admit learners and which
states that certain criteria may be used when deciding on the admission of
learners

« The policy of the Minister of Education regarding admission to public schools

« The age requirements for admission to an ordinary public school, as published
by the Minister of Education
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e The provisions of any provincial education law or regulation dealing with the
admissions of learners.

Subject to the above, a school's admission policy may deal with issues that the
SGB has reasonably decided may be taken into account when dealing with the
admissions of learners.

The SGB drafts the admission policy of the school. In terms of Section 5 of the
SASA. The following requirements must be adhered to:

« No admission test may be conducted for admission (or refusal) of any learner
to the school
« The admission policy must be drafted in such a way that no unfair
discrimination against a learner occurs
o No learner may be refused admission on the basis that his or her parents:
» are not able to pay school fees as determined by the SGB
» do not support the mission of the school as determined by the SGB
» are not prepared to sign an indemnity agreement drafted by the school
which indemnifies the school against any damage to the learner.

In deciding where to place a learner with special education needs, the Head of
Department (HOD) and school leadership must always consider the rights and
wishes of the learner’s parents.

School fees

The landscape with regard to the paying of school fees changed at the beginning
of 2007. This is a result of amendments to the SASA; the introduction of the new
Norms and Standards for School Funding; the promulgation of the regulations
governing the exemption of parents from paying school fees; and the
identification of ‘'no fee schools’.

Whilst some schools will therefore not be permitted to charge school fees, most
schools will be entitled to charge fees. Those schools that are entitled to charge
fees are therefore in a position where they will need to confront the issues
pertaining to exemptions and partial exemptions. These issues are covered in
more detail in Unit 2 of this module.

Safety and security

When parents send their children to school, they have a reasonable expectation
that their children will be physically and psychologically safe. The Constitution
also guarantees educators and other employees the right to work in a safe and
healthy environment. Learners and staff in a school are also entitled to a
reasonable measure of security with regard to their belongings. Unfortunately,
schools are just as vulnerable to threats and danger as any other public space. It
is therefore vital that safety and security always enjoy a high priority in the
school.

The safety and security of learners at schools, as well as the safety and security
of school property, are largely the responsibility of staff members — including
teaching, administrative and ground staff. The law requires that school leaders
take reasonable precautions to ensure that all people are safe and secure under
their care. It is the school leader’s responsibility to put a system in place that
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1.3.3

specifically addresses the safety and security of learners and staff in accordance
with the requirements of the relevant legislation, such as the Occupational Health
and Safety Act (No. 85 of 1993) and the Draft General Health and Safety
Regulations (20 January 1995).

There are also certain general requirements for the effective functioning of a
formal organisation — such as a school. In an organisational system, a variety of
administrative tasks are carried out, and the effective functioning of a school as
an organisational system requires that these tasks should be managed
effectively.

We will therefore highlight the main purpose of administrative systems and
structures in a school. We will explore the set-up, implementation, maintenance
and evaluation of organisational systems for a school, with a specific focus on
admissions, the collection of school fees, and school safety and security. The unit
assumes that you are familiar with the Department of Education’s School
Records Manual. You should already have a copy of this at your school, but if not
it can be ordered via your district office or downloaded from the Department’s
website www.education.gov.za.

The importance of orderly administration of the school

The Shorter Oxford English Dictionary (1983:25/6) defines ‘administration’ as all
the activities that are involved in managing and organising the affairs of a
company, institution, the State etc. Within the school context, administration
covers a wide range of issues, for example:

» Formal structures, such as which staff members are responsible for which
activities, and the composition and functioning of the SGB

« Processes, such as the way in which examinations are managed in the South
African school system

« Procedures, such as the way in which staff request stationery and how staff
members’ salaries are paid into their accounts

» Rules, such as how learners must behave on the school grounds

« The paperwork required for all the above, such as the forms that have to be
completed and the way in which these documents are handled in the school.
The Department of Education’s School Records Manual sets out the
expectations in this regard.

The effective management of administrative systems and structures at a school
is essential if a school is to function effectively and reach the required levels of
performance. A school cannot operate in a state of disarray where learners, staff
and parents have little or no understanding of expectations, daily procedures and
routines.

It would be incorrect to assume that a school that has tight administrative
procedures in place is autocratic and uncreative. The establishment of structures,
the implementation of procedures, and the constant improvement of systems
and structures should be a democratic process. Staff, members of the SGB,
learners and parents should be invited to assist in the establishment of necessary
administrative processes. Such involvement creates a sense of ownership and is
more likely to be adhered to than a system that is simply imposed without
explanation or consultation.
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Although it is the role of the school leader to ensure that procedures, systems
and administrative functions are in place and adhered to, it is also important for
the school leader to ensure that all members of the school community abide by
the systems and structures that are in place. This can only be done through
dynamic leadership and effective management skills. The success of your school
will depend largely on the effectiveness of your administration.

A sound administrative system in a school should facilitate the following:

o Easy access to information, forms and references

« Uniformity in the application of procedures

o Co-ordination among all staff members

« Continuation of administrative functions when the school leader or any other
member of staff is absent.

Take a few minutes to think about the typical consequences of not having an
effective administration system in your school. Also, consider areas in your own
school where processes are not running smoothly. Can you think of systems
and structures that you could establish to address the kinds of problems you
are experiencing?
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1.4 Principles governing the use of resources

time
allocation®.

+ 60 min

Ten principles can be identified that govern the use of school resources. These
principles are applicable to all resources, whether they are physical resources
(either movable or immovable), human resources, financial resources or
information resources. These principles involve different role players and
stakeholders, depending on the relevant stage and the specific resources

involved.

application.

TABLE 2: PRINCIPLES GOVERNING THE USE OF RESOURCES

Reflect on the 10 principles in Table 2 below. Think about how they should be
applied in relation to the management of physical and financial resources in
your school. Make a note of any resource constraints impacting on your

NO.

PRINCIPLE

DESCRIPTION

APPLICATION OF THIS PRINCIPLE
IN YOUR SCHOOL

Know the need

You need to assess the
conditions and determine
whether the resource is
required.

You need to assess whether it
is a priority need and whether
you will have a positive return
on your investment

Know the source

You need to be aware of the
point from which the resource
can be accessed.

Ensure that you get the best
quality and value for your
money

Have a plan to obtain and
use the resource

You must know the uses of the
resource, as well as the
expenses and other
expenditures you will incur.
You must draw up a schedule
for securing the resource

Know the requirements and
processes

You need to know what the
requirements are for securing
the resource, and what
processes need to be followed
in order to secure it

Prepare for meeting all the
necessary requirements
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NO.

PRINCIPLE

DESCRIPTION

APPLICATION OF THIS PRINCIPLE
IN YOUR SCHOOL

Ensure the safety and
security of the resource

Implement the means to keep
the resource safe, sound and
secure

Allocate the resource fairly

Implement the means to
allocate the resource to serve
the purpose for which it was
intended and according to the
needs of the school

Ensure effective use of the
resource

Implement the means for
getting the most from the
resource.

Ensure that the resource is
optimally utilised according to
the needs of the school

Ensure accountability

Ensure that an accountable
person controls and reports on
the usage of the resource.
Ensure that those individuals
using the resource are held
accountable and report on their
usage of the resource

Minimise wastage

Ensure that excess resources
do not go to waste and that
resources are not abused

10.

Evaluate and assess

Ensure that the relevant needs
and objectives of the school
have been met through the use
of the resource.

Source: Adapted from Eastern Cape Department of Education 2004b.
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1.5 Setting up and implementing systems and

structures for effective administration

Schools must build the capacity to organise themselves appropriately and to
design and set in place effective patterns of work, administrative processes and
procedures at all levels and within all sub-systems,

In order to understand an organisational structure, one also needs to understand
the meaning of authority, delegation, responsibility and accountability. (These
aspects are briefly discussed here and in more detail in Unit 2.)

Authority, is the right to act in a specific manner, allocated or delegated to a
specific person by virtue of his/her qualities and capabilities. The school principal
has legal authority by virtue of his or her position.

Responsibility is the duty that rests upon a person to carry out his/her appointed
task, while

Accountability is reporting on the control and use of resources, by those to whom
the responsibility has been delegated. Accountability involves the responsibility to
undertake certain actions and to provide an account of those actions. For
example: the principal of a school has a responsibility to manage resources
(financial and non-financial) entrusted to him/her by the department and/or
community, as well as a responsibility to provide an account of the management.
An annual report and the financial statements are mechanisms for discharging
accountability.

Delegation is closely associated with effective administration. It occurs when
management grants certain management responsibilities and authority to a
person at a lower level. Set rules and procedures need to be laid down for them
to report to management.

Administrative systems

A functional and effective administrative system in a school is usually
characterised by the following:

» Effective organisation and human resource allocation. This will include all the
aspects related to task definition, job descriptions, line functions and
reporting structures. This is covered in more detail in the core module Lead
and manage people.

- Effective document and records management, including financial control and
stock management; departmental circulars; relevant policy documents;
learner records, including learner profiles and biographical data; and
correspondence, as well as the filing of all the above This is explored further
in this module, and the core modules Manage policy, planning, school
development and governance and Managing teaching and learning.

« Effective information management. This will include all information related to
general school affairs. We explore this at the end of the current unit.
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our
comments

1.5.1

» Effective learner management, including aspects such as admission, school
fees, behaviour profiles, academic records and tracking, etc. This is partly
discussed in this module but also covered in some detail in the core module
Managing teaching and learning.

What would indicate effective practice in each of the above areas?
How could you be sure that your expectations of effective practice would be
met?

One needs to note that all management tasks — such as planning, organising,
communication and control — are extremely important for successful school
administration. The establishment of proper systems, sub-systems and
structures is important in order to support these tasks.

Why is setting up systems and structures important?

Why must you set up and implement systems and structures in your school? As
indicated above, systems and structures influence school effectiveness. High-
performance organisations continuously pay attention to all levels of systems,
and also to the way in which the systems interact with one another. School
leaders, middle managers and staff need to have clarity on these same issues.

Systems function on the basis of an input-processes-output method, as illustrated
by the model below:

Inputs Processes Outputs

_,@_}
e

feedback
Figure 1: The components of a systems model

The Shorter Oxford English Dictionary (1983:2227) defines a system as “A set or
assemblage of things connected, associated or interdependent, so as to form a
complex unity”. So when we are thinking about school systems, we are trying to
get a picture of how all the different parts of the school are connected and
influence one another. For example, inadequate inputs (e.g. overcrowded
classrooms; insufficient learning resources), inappropriate processes (e.g. poor
use of time on task in the classroom) will lead to poor outputs (e.g. poor pass
rates).
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Systems thinking is concerned with how we get from where we are to where we
need to be and all the steps and interconnections that will affect this journey.
Just as continuous assessment in the classroom provides feedback to learners
and educators about learning progress, so continuous feedback on systems and
system elements helps us to improve.

In order to determine whether your school’s administrative system will serve
the purpose for which it was created, you should ask yourself the following
questions:

« What do | expect this system to deliver?

e How can we continuously monitor the effectiveness of the system?

« Where are we now in terms of our implementation of the system?

« How can we streamline our processes in order to be more effective?

« What are the interdependencies between the components of the system?
« What can we change in order to increase the effectiveness of the system?

1.5.2 What systems and structures must then be established?

The diagram in Figure 2 below gives an indication of the sub-systems you could
institute in order to answer the questions above and ensure the effectiveness of
administration in your school. Remember that you must begin with an overview
of the entire system and the interdependence of its parts, since this web of
relationships is important to the functioning of the system.

You will note that the diagram suggests the need for four major sub-systems and
in the outer layer provides some ideas of the kinds of activities and information
that these sub-systems will need to deal with. It is likely that the school will need
designated persons or, preferably, teams to manage each of these sub-systems
effectively. Thus the systems needed begin to determine the kinds of structures
that we need to put in place.
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Storage and filing of documents:

circulars, policies, correspondence,
minutes, financial records, learner files,
staff records

Internal and external communication
procedures and networks

SYSTEM FOR
DOCUMENTS AND
RECORDS

Figure 2: Sub-systems for effective school administration



































































































































































































































































































































































































































































































































































































