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ABSTRACT

The advent of a democratic government in South Africa in 1994 inevitably resulted in initiatives
for transformation in various sectors of society, including education. Educational institutions have
been under constant pressure to transform from authoritarian governance to participatory
governance which provides for stakeholder participation in decision making. Research about
governance at college level was found to be of importance in the context of the national call made
by the government for educational transformation.

A review of the literature focused on two models of governance, namely, participatory
governance and authoritarian governance. The literature review provided a conceptual framework
-1 which to locate an understanding of the dynamics of governance at instutional level.

A case study of Shingwedzi College of Education was conducted to determine the extent to which
participatory governance has been implemented. A qualitative method was followed whereby
semi-structured interviews were conducted with key informants of various governing structures
at the college. The data collected provided some insights into the views of informants about
participation of academic staff in dccis' _vicws illuminated the extent to which
participatory governance has been imp Sprerey b eoeess 10 present model of governance
at the institution was discussed and recCERECRESAOEMNCEe hde.

The research, although limited in W ——— o R about participation of the
academic staff in decision making at 1hqgtplj%v,]gllqslidw;hwmpd that other similar institutions
could build on these issues as they unglgra e REDIDEEsS of Transformation.
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CHAPTER ONE : CHANGES IN GOVERNANCE POLICY IN TEACHER

EDUCATION COLLEGES

1.1 General orientation and statement of the problem

Before the political changes in South Africa (hat culminated in the 1994 democratic elections,
the system of education in the country was characterized by strict central control. Educational
policies were formulated by the central government - a National Party central government.
According to Hartshorne (1989:6), such formulation of educational policies by the central
government was aimed at ensuring that the social, economical and political ideologies of the
central government were reflected through the state education system. Enslin (1990:48) argues

that the nature of education in most educational levels was underpinned by Fundamental

.ot subscribed. According to Enshin, -

M

Fundamental Pedagogics is claimed by its

the science of education whicl gEreraies Separeatteeatiy] principles... it
embodies an authoritarian coucﬂjmurn‘at ts‘f'i“‘? ir a}hzch the learner must be
moulded and inculcated into an atfitude o obedience anw submission towards the

figures and instructions of Hll’ﬂ!(}’iifli‘ STERN CAPE

It would scem that Fundamental Pedagogics provided for justification of an authoritarian
conception of education as it did not permit active involvement and critical thinking by those
under authority. In Enslin's terms. Fundamental Pedagogics was the dominant theoretical
discourse in South African education. It provided little illumination of the social and
educational order or possible alternatives to that order or how teachers might contribute to

transformation.
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For Fundamental Pedagogics to succeed in schools, teachers were secn by the exponents of this
theory as indispensable. The exponents of Fundamental Pedagogics believed that teachers were
in the best position to transmit this theory to the leamncrs, thereby recreating society or
maintaining the status quo. Starting from the premise {hat education consisted of a mature
person giving guidance to an immature person, Cilliers - one of the exponents of I'P - as quoted

by Beard and Morrow (1981:126) said:

_.the immature child is compelled to turn in good faith for guidance to a person

giving guidance to an immature person.

Viljoen and Pienaar also saw education as a matter of socialisation involving the transmission

by an educator of values and norms apj : = oup to which the learner belonged

(Beard and Morrow: 1981). Authority Wesmssengo e —sul Ll ‘mly in the teacher, who was

" n!Hl

overcoming opposition to authority. T hephimk il whs, leaeapad, Wik 1 to be the development in
e opp v Ty IV RSV ofthe " s

the learner of responsibility, deriving WEST BRNGAR Ekills, knowledge and norms

hild the correct course and for

responsible (by compulsive means if neces

appropriate to the conservation of society (Beard and Morrow: 1981).

In view of this critical role the teacher had to play, Fundamental Pedagogics exponents ensured
that this theory played itself out in colleges of teacher cducation (wherein the teacher received
his/her pre-service training). According to the National Education Policy Investigation (NEPI)
report (1993:237) on teacher education, colleges of education under the Department of
Fducation and Training (DET) permitted little academic autonomy and non-hierarchical shared

control in their colleges. Based on Enslin's argument and also the NEPI report on teacher

http://etd.uwc.ac.za



education, it can be argued that governance at DET colleges was top down. In other words
decision-making was highly centralised with no active staff participation. This style of
governance is known as authoritarian. This style of governance was SO firmly entrenched in
DET colleges that even the teachers who emerged from these colleges had their theoretical

grounding in it as well as in Fundamental Pedagogics in general.

However, South Africa has witnessed an uﬁparallcled social change. Collective behaviour (such
as the Soweto unrest in 1976), improved educational facilities for Blacks, more widespread
participation by all groups in the economy, the removal by local and central government of
apartheid, rapid urbanisation, industrialisation and technological advances testify to changing

social norms. In areas of management, South Africa is shifting away from the authoritarian style

of management. Power has shifted from the contee-rsasiays levels of governance. Individuals

M

now participate in decision-making espeCiimeiaie S T IIEL them directly. Such a shift of

power [rom the centre is known as dc lisation aims al empowering

employees. By decentralising power ““UN‘H"@.R'STTY d}-_}}}n;ratic organisation is created
[ &
where even the people at the lower WES T ER N God BEiicipate decision-making.

Participation is generally considered the most effective technique for overcoming resistance to

change (Smit: 1997).

Whilst the previous government which was in place before the 1994 democratic elections was
famous for its authority over individuals, the new democratic government that was instituted in
1994 provides for participatory governance. About the participatory style of governance the

South African Education White Paper (1995:122) states that :

The principle of democratic governance should increasingly be reflected in every

3
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level of the system... this requires a commitment by education authorities at all levels
to share relevant information with stakeholder groups and to treat them as gen uinely
partners.
The teacher therefore cannot deny responsibility for preparing his or her charges to meet change.
As repository of knowledge. the teacher may be on shaky ground because of the information
explosion if he does not facilitate change (Beard and Morrow: 1981). Such a process of
transformation should start from the college of teacher education (wherein the teacher receives
pre-service training). Colleges of education should move away from the authoritative style of

management to participatory management.

Such a shift from authoritarian style of management 10 participatory management in colleges of

education does not come without challenges. These challenges among others are: creating a

transparent administration for an insti (i EEERSEERIIRES I o 2

I AT ywer thereby ensuring that all

stakeholders participate in decision-mnl\u i | M of the curriculum to make it

more relevant to the needs of schools a =—aaotmesstonal economy, more reflective

UNIVERSI'];Y af
1

of the cultures, ethos, history and values of the nation and capx i €of repairing the damage done
WESTERN (‘API‘..
by the colonial and apartheid systems of education in the fields of culture, language, science,

business and the arts in particular (Linden, interview, 04 August 1999). These challenges make

a study of how colleges of education cope with the process of transformation necessary.

The study therefore seeks to investigate the transformation of education from the authoritarian

style linked to fundamental education to a democratic system of governance.

1.2 Context of the problem

As already indicated, one area where the dynamics of transformation are being played out in a

http://etd.uwc.ac.za



critical way — because they produce future educators — is the college of education sector. The

dynamics include processes such as rationalisation, amalgamation and curriculum development.

With regard to the process of rationalisation. in the Northern Province alone, there were twenty-
one colleges of teacher education before 1994. In 1999 only five colleges remain (Nieuwenhuis
& Mamabolo 1995). The proliferation of colleges of teacher education in the South African
Black homelands in particular was a consequence of the apartheid regime’s determination 10
deprive the majority of Blacks of the kind of tertiary education required to access economie,
social and political power. The rationalisation of colleges is therefore a positive step in the
transformation process. However, it must be accompanied by the parallel opening up of career

and academic opportunities for the previously disadvantaged and the facilities and resources of

of decisive, proactive management (Lindcipy '

UNIVERSITY of the
Amalgamation of colleges to form a muWESHERNUQAP®RS the only way of preserving

teacher education for and in rural communities while making it cost-effective. Incorporation of
colleges by universities and technikons is a very costly process for those institutions and is
really available for colleges which can offer valuable land or facilitics or actual funding to the
university or technikon — as Johannesburg college of education, for example, can bring a large
amount of land worth many millions to Wits. Few, if any, historically black colleges can offer
any financial incentive to encourage incorporation. Rural colleges, if they are to survive in any
form, must find ways to amalgamate. This option is theoretically possible under the Higher

Education Act but has received no practical support from either National or most Provincial

w
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Education Departments (Linden, interview, 04 August 1999).

With regard to curriculum, some initiatives have taken place but the lack of resources, loss of
staff and the present lack of an overall sense of direction for the college sector mean that most
attempts at transformation remain at a theoretical level with little practical impact (Linden,

interview, 04 August 1999).

These dynamics take place i institutions which were largely authoritarian in the past. The
roots of these institutions were firmly entrenched in a Government-driven Fundamental
Pedagogics approach and authoritarian style of management. Writing at the time when the

authoritarian style of management was advocated and when Fundamental Pedagogics was

pursued, Beard and Morrow (1981: 15) ,\‘Ll}
—

DLW R0 A I

Pl A I Wi A VIS
Colleges of education which Lt ’uvr ' I Jollow the syllabuses o the

universities, even though 1 geee i e i crial is handled is not the

same. There too, Pedagogics plays role. and the teachers who emerge from
oY ERSLL iof. tho

these colleges have their groiui Jt 2 i dokiof theis must have some effect

on the practices in the scho¥ E&TERMNs Gcapan certain aspects of

Pedagogics and certain aspecis of the political philosophy of the Government

are almost too good to be true.

The parallels Beard and Morrow are referring to are the need for the exercise of authority, for
structures, for control and for guidance. These aspects were present in both Fundamental

Pedagogics and the political structure (Beard and Morrow: 1981).

The process of transformation, according to the Government has to take place in colleges of

education. This point is underscored by Governance of Colleges of Education (1996: 2) as

follows:

http://etd.uwc.ac.za



Recognising that teacher education is a central pillar of national reconstruction and
development and critical to a flourish ing democracy, our response emerges directly
out of a dedication to the improvement of the professional practice of teachers and

thereby the quality of education and training.

The researcher wonders how these institutions grapple with the challenges. The question to be

asked here 1s:

How do these largely ‘Fundamental Pedagogics ' colleges with their existing

system of governance deal with government policy? How are these colleges able

to make a shift from an (mﬂuu': _covernance to a participatory

form of governance?

These questions are central to this study. 3eing Sllars of national reconstruction, colleges of
UN

SITYufﬂw
teacher education should be on the forM¥dAST ERNnGAR h a changing society such as

South Africa. It is therefore necessary to keep a watchful eye on the process of transformation in
these institutions. Addressing these questions will illuminate the extent to which transformation
has taken place in these colleges. Such illumination will guide the nation on whether to speed up
transformation or whether the rate of change is taking place at an acceptable pace. This is what
prompted the researcher to conduct this investigation. Through this investi gation, the researcher
hopes to expose the level at which transformation is taking place in these institutions. But
transformation at a college of education can be n relation to many issues such as curriculum,

management. etc. The rescarcher has therefore identified management as an area of

http://etd.uwc.ac.za



transformation on which this investigation will focus. This is so as management gives direction
to the whole institution and shows the ideology that an institution pursues. It is of course mainly
in the area of management that the National Party government ensured that the social,

economical and political ideologies were re flected through the state education system.

1.3 Purpose of the study
The central purpose of the study is to determine the extent to which participatory governance
has been implemented at colleges of teacher education. In determining the extent to which
participatory governance has been implemented. an attempt is made by the researcher to address

the following questions :

(i) What is the form of participation at ur

(i) In what kind of decisions do the acad 'm'n?u':;uﬁﬂ'mm

e

UNIVERSITY of the
As South Africa moves towards participMOESEERNc, @AIR D! this nature are necessary as

(iii) What is the condition of decision mak academic staff at the college?

it is hoped that the present study will contribute to the academic and pedagogical debate on
college governance. The researcher also believes that colleges of education have a vital role to
play in the prevailing educational changes especially as they are staffed with professionals with

expertise to effect change and to implement participatory governance.

But issues of management arc broad and complex. An investigation into all colleges of

education would therefore be very difficult (and is beyond the scope of this study). The study

cannot focus on all colleges of teacher education. A case study was therefore undertaken.

http://etd.uwc.ac.za



Shingwedzi College of Education was the case study in this mini-thesis. Although
gencralisations cannot be drawn from a single case study such as this (Cohen and Manion:
1994, it is the researcher’s intention that it will illuminate a number of aspects on college

governance.

Shingwedzi College of Fducation was established in 1991 under the control of the Department
of Education and Training (DET). As outlined above, DET colleges were characterised by a top
down form of governance. The implication of authoritarian governance in these colleges is that
management had the dominant influence in making most of the decisions that staff had to
implement. Because of the educational changes in the country, the DET has now been
disbanded and has been replaced by the new Provincial Departments of Education to which

colleges of education are now attached ((‘t Leacher Education Policy 1995).
m

1.4 Structure of the study

This mini-thesis is structured into si-ij ﬁ?f{}ih gil'lf‘ Yyhuplc? introduced the study, its
of the
background and purpose. In Chapter TWES TRR N Ve pipthe literature on educational
governance at institutional level is provided in order to illuminate the central purpose of the
study and guide the investigation. Chapter Three presents the methodology of investigation
employed in the case study of Shingwedzi College of Education. The methodology used is
grounded within the framework of qualitative research with the main data gathering techniques
being interviews, observations and document analysis. Chapter Four first outlines the origin,
location and structures of governance at Shingwedzi College of Education in order to assess

whether there are some external environmental factors that might be influencing the

transformation process of the institution. The focus of this chapter is to explore the information

http://etd.uwc.ac.za



gathered during a case study. It attempts to assess the extent to which the institution has shifted
from authoritarian forms of governance to participatory forms of governance. In Chapter Five
the extent to which participatory management has been implemented at the college is discussed,

and some general conclusions for transforming college governance are drawn.

(I8 NIN BIN NI WIN BRI
UNIVERSITY of the
WESTERN CAPE
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CHAPTER TWO : A CRITICAL REVIEW OF THE LITERATURE ON

EDUCATIONAL GOVERNANCE AT INSTITUTIONAL LEVEL

2.1 Introduction
In Chapter One. the central aim of this mini-thesis was stated as being to determine the extent to
which participatory governance has been implemented at colleges of teacher education

The questions to be asked here are:

(i) Is participatory governance the policy advocated for colleges in South Africa?

(ii) What is participatory governance?

Addressing the two questions will help central purpose and conceptual frame-

to 1llun
-‘-""\_

work of the study and the investigation, :' mardee stidore

sets out to review the literature

dealing with educational governance al 1 i!l

UNIVERSITY of the
Certain concepts which are crucial WESTERN coyampee need to be unpacked and

distinguished. These conceptual distinctions are examined to provide conceptual tools for this
case-study. Governance, in general, refers to the process of deciding and of secing to it that
decisions made are executed (Corson 1975:20). Governance 1s one of the activities of

management.

A brief reflection on the concept of management may be useful in order to have a clearer
understanding of governance at institutional level. Management is defined by Trewetha (1982)

as a process of planning, organising, actuating and controlling an organisation's operations in

il
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order to achieve a co-ordination of the human material resources essential in the effective and
officient attainment of objectives. The definition of management highlights an approach to
understanding management as an activity and the functions it involves. Management as an
activity is carried out by a group of people who are responsible for the day to day running of the
institution. One of the activities that are carried out by this group of people is decision-making.
Decision-making can be in various forms, such as participatory, authoritarian etc. As an activity

of management. governance can therefore, be participatory. authoritarian or in any other form of

decision-making.

2.2 The policy framework for the new model of governance : participatory governance.
The advent of a democratic government in South Africa in 1994 inevitably resulted in initiatives

for transformation in various aspects _ the National Commission on

—
(I8 NIN BIN NIN- BIN Wi

Higher Education (NCHE) among y otherd ggis SONITL SO et )
T

In its report the commission identil ;ﬂmt‘ytﬁg\i u,nml srinciples that should guide the
i‘

1

the president to investigate and

ally the higher education sector.

provide the government with policies &

process of transformation. Among ot MHE SR M cGlA FlHicmocratisation which entails
transforming authoritarian and elitist structures and instituting procedures which provide for
participation in decision making processes, either directly or through elected representatives

(NCHE 1996).

The principle of democratisation 1s also mentioned in the South African Education White Paper
1 (1995) where the Ministry of Education announced that the decision making authority of
schools in the public sector would be shared among parents, teachers, the community and the

learner in ways that would support the values of democracy. Similarly, in the Education White

http://etd.uwc.ac.za



Paper 2 (1996:12), it is stated that " the new system of education which is being developed will

be professionally planned and carried out, democratically governed and effectively managed.”

The NCHE (1996) spells out that there shogld be co-operative governance for the higher
education sector. Co-operative governance mechanisms encourage an active role for
associations and different agencies. They also promote interaction and co-ordination through a
range of partnerships. Co-operative governance provides for participation of all stakeholders
including the government in the higher education system. This form of governance is based on
the presupposition that no single actor or agency can claim sole responsibility or authority for

determining the policies and priorities of the higher education system.

Co-operative governance as proposed by the Co “.cion is at three different levels. These are
_*-_
i !" OGO umrd to the National level the

participate in policy formulation and imﬁlcmcmmmn Iumim F=«clusion of stakeholders such

NIVERSITY of the
as staff and students from national cOWESETF ERN AP e instability of the system. At

National level, Regional level and Ins

Commission proposes that stakeholdus 1 professional expertise should

this level. the Commission proposes the formation of two statutory bodies. These are the Higher
Education forum (HEF) and the Higher Education Council (HEC). The HEF would be a
statutory stakeholder body with powers to advise the Minister on policy issues. The HEC expert
body would provide allocative and planning functions within the framework of policies and
principles agreed upon by the Minister and the HEF. According to the Commission, at the
Regional level there should be the formation of non statutory regional structures with a mix of
internal and external stakeholders. Such structures could be consulted on the planning needs of

the region, sharing of resources and the development of institutional capacity.

13
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At institutional level the Commission proposes that councils, senates and academic boards
should be restructured. Institutional change should occur within the framework proposed by the
Commission which allows great scope for institutional specificity and negotiation. Governance
is seen as negotiation among interest groups through which institutional decisions are made.
The Commission further proposes the establishment of institutional forums in higher
education institutions which would advise the council, senate and the students representative

council.

Regarding colleges of teacher education, the Committee on Teacher Education Policy (COTEP)

appointed a Working Committee to make recommendations on governance structures in order

to provide an adequate supply of teachers of appropsalg quality. At present, there is no national

m

M NI on Policy: 1995). However, n

|‘II Ll l |

determined by the Minister of Education. 1he_administration of colleges of education will fall

UNIVERSITY of the
within the jurisdiction of the Provinces WESREBRMNu@ue P! have to take into account

policy on teacher education (CommissigH -t S-EHeHAI-UARY

terms of the new Constitution, nationa nd {or teacher education will be

- the need to advise the Minister on norms and standards; and
_ the need to devise mechanisms to ensure that the services provided comply with

those norms and standards (COTEP: 1995).

According to COTEP (1995). teacher education should be part of higher education. This would
mean that the policy on higher education would apply to colleges of teacher education as well.
The COTEP (1995) also states that governance structures for teacher education must be

democratic. This means that all stakeholders in teacher education should be given statutory
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powers to participate in policy development. All stakeholders in teacher education should be
given statutory powers to participate in policy development. This then is the emergent policy

framework for governance in the college sector.

But how does participatory governance differ from the authoritarian form of governance which
has been the policy in most colleges of education? Here below is a discussion of the

authoritarian approach.

2.3 The old model of governance in educational institutions : authoritarian
management.
This section focuses on authoritarian management as the old model of governance. Up till
1994 the South African system of ulm so_characterized by strict central control.

‘\\-‘

Hartshorne (1989) notes that the strict o RN s uring that the social, political

and economic ideologies to which th | are reflected throughout the

education system. The NCHE report { EWT(w | states that co-ordmation of the higher education
UNIVERSITY of the

system in the old South Affica was thWES BB RN (the papartment of National Education

which was to monitor and set financial and academic norms and standards. Control by

legislation was backed up by central government administrative executive powers with respect

to composition of management, administrative and academic structures. A further characteristic

of governance frameworks was the absence of fully representative structures at a national and

institutional level.

The NCHE report goes further to outline that democracy and participation had been severely

limited within individual higher education institutions. Representation of staff has in many cases
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been weak except in narrowly defined academic matters, principally through the senate or

academic board structures. This was the case in colleges of teacher education as well.

In the policy framework for education and training published by the ANC (1994), it was stated
that governance and administration of most colleges of education was still undemocratic and
authoritarian. Such an authoritarian form of management is based on a bureaucratic model
which assumes that authority resides at the apex of the pyramid and the lines of authority run
directly from top to the bottom of the organisation (Kimbrough & Nunnery 1976). Kimbrough
and Nunnery further state that individuals at the top levels of the organisations have within their
hands power of decision making. According to Conley (1991:253). authority deals with the final

decision making power.

The authoritarian approach to decision EASHE-SIoF OS] all merit. Van Der Westhuizen

ibpifkc il" rcll in impersonal relationships in

an institution, it has a great value of de-ﬁxﬁo ch person's task and position clearly. According
' 54 ﬁ ITY of the ) N

to Weber (1989:16). WESTERN CAPE

the purely bureaucratic type of administrative organisation is from a technical
point of view capable of attaining the highest degree of efficiency and is in this
sense formally the most rational means of carrying out imperative control over

human beings.

In Weber's terms, the role of those in authority is evident and clearly defined, as they are able to

execute their tasks with the authority vested in them. If we look at the institutional level, those
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in authority are able to define and prescribe the policies of the institution aimed at ensuring as

far as practicable the efficient running of the institution.

The outstanding features of authoritarian management are that roles and tasks of individuals are
defined. Authority and responsibility is vested in certain individuals for specific tasks. On the
other hand, with participatory management, tasks and positions arc not clearly defined,

decisions are shared by various stakeholders.

The authoritarian approach had its limitations at colleges of teacher education and at other
sectors of higher education. It tended to perpetuate discrepancies in the participation of staff in
management. As a result, the constructive thoughts that would have been advanced by staff

were not heard. There is a need for 'mcr'- 1on in colleges of education and in other
m

areas of higher education. Increased 2;.1-;:""' PCROCHILEI | the process and outcome of

sectors of higher education will have m x ) }olul for 0 mmal Lse. If that happens, the result

ERSITY of the
would be a higher education system MESTRR NurgtipiEy. democratic, accountable and

transformation at colleges of teacher ¢ cocs of education and at other

transparent. Participation in decision-making should therefore be the responsibility of all
stakeholders. However, we need to understand what is meant by ‘participation in decision-
making’. An understanding of the concept of participation as well as the domains of decision-
making is of paramount importance to the research in this study. The next section takes a close

look at these concepts.

2.4 Participation

Researchers and policy makers define participation in various ways. As a result little agreement
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exists concerning its meaning. According to Hoy & Sousa as cited in Conley (1991:226),

"everyone who employs the term thinks of something different.”

Satwell as cited in Pateman (1970), views participation as the process by which employees other
than managers contribute positively towards the reaching of managerial decisions which affect
their work. In this study, participation needs to be defined in an educational context, where itis
seen to refer specifically to the involvement of staff (in the case of a college, lecturers) in

managerial decisions.

Participatory decision making will be used interchangeably with shared decision making as it
is a key form of stakcholder participation. The call for stakeholder participation in education

management is not unique to the South A | for participation in education

.1

—
(I8 NI BIN NIN BIN NI

NS1810) SAm TS lem L DA LT

is an international one. In America, for 1\;1li0nal reform movement has

Il -

A basic assumption for this focus IM\W]I %?ﬁ astl “"‘f‘ %Ll})(ml improvement will occur when
of the

teachers are involved in decision makiiWESTERN CAPE

strongly advocated increased teacher par aking (Rice & Schneider 1994).

The evidence drawn from some African countries indicates that the exclusion of stakeholders
such as staff and students from national higher education governance contributes 10 the
instability of the system (NCHE 1996). Stakeholders need to be afforded an opportunity to
participate in decision making because participation in decision making improves the quality of
decisions made. Furthermore, those who participate become committed to decisions that emerge
and they are likely to see that the decisions are implemented (Weiss et.al. 1992). Participation is

also found to lead to job satisfaction and a greater sense of professionalism (see for example,
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Pateman 1970, Rice & Schneider 1994 and Owen 1970). It is argued that on the contrary,
frustration and alienation may be generated if stakeholders are not involved in decision making

(Hoy & Miskel 1987).

Although the literature reviewed suggests that participation in decision making is good and
highly desirable, Sayed (1996), one of the South African writers on educational governance,

cautions that stakeholder participation may potentially sow the seed for permanent antagonism
in the system and hinder the possibility of consensus. The negative dimension of participatory
governance is also put foward by Weiss etal (1992) who argue that shared decision making
calls on subordinates to undertake a variety of tasks that they have not previously been
responsible for. In other words the academic staff, including those without experience in
Lsions. Time is cited by Weiss as another

;k‘.\__‘

TE IR KO RIGH] | ual decisions.

managing the institution, participate int

constraint because shared decisions requj

As is the case in America, the South ,-\Ejﬁwvuwu ~tic oovernment has called for stakeholder
[ IVERSITY of the

participation in decision making 1in JWESTER NG PE NCHE 1996). The negative

dimension of participatory governance dictates that even if colleges are to adopt the

participatory model, the form of participatory model must be one that minimizes the effects of

potentially negative dimensions. In order to identify the form of participatory model that would

minimize such negative impact of the participatory model. a study of the forms of participation
is necessary.

2.4.1 Forms of participation

pation, Sayed (1996:8) identifies three forms of In a review of the literature on partici
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participation, namely, community participation, regulated participation and stakeholder
participation. The distinction by Sayed is only relevant to the national level and not at the
instutional level. This section is simply included here with an aim of showing that participation
is a concept of debate at all levels of educational governance. Community participation entails
the representation of community in educational governance. This form of participation suggests
that there is no single agency that can claim sole responsibility for educational governance, but
different sectors like the community can participate in the governance of educational

institutions.

Regulated participation refers to the process by which broad based participation by
communities and stakeholder is affirmed, but place limits or regulates the nature of
participation. The agency of regulation 1

is the sg _assumption of regulated participation is
m

T B IE | cational decision-making and

T
UNIVERSITY of the
According to Sayed, in educational GWESTERNUECA REmate stakeholders should be

that no single agency should be able to i Xteta M A ]

that consensus between agencies is possi [ negotiation.

granted the right to participate. Participation of stakeholders includes parents teachers, students
and the community. Stakeholder participation may enhance fragmentation in the education

system and therefore contradict the need to secure national unity.

Not only are Sayed’s forms of participation not relevant at institutional level, they are also about
who should participate in decision-making rather than how participation in decision-making
should take place. This study focusses on how participation takes place at institutional level. A

search for more appropriate concepts is thus required.
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Morrow (1989) distinguishes two forms of participation, these are: participation as
negotiation and primitive participation. Participation as negotiation refers to the right of
people to participate in decisions which affect their lives. This is the form of participation which
the staff would engage in when they are involved in discussions and deliberations as part of the
decision making process. Primitive participation deals with ordinary day to day involvement n
human society. According to Morrow, in becoming educated one is learning how to participate
in a certain range of rule governed activities. In other words initial participation is done in an

embryonic manner while autonomy and competence is developing.

Pateman (1970) makes a caretul and extremely useful distinction between forms of participation

at institutional level. These are: pseudo par wipation, partial participation and full

m

participation. Pseudo participation is usgilIy iRttt SHFTRETYCS to accept decisions that have

already been made by management. [he ldn form of participation is that

not all stakeholders will be involved in ﬁeﬁrljnn nﬁﬂsufgr ‘F manauemem appears to be the only
of the

decision making body. WESTERN CAPE

The next form of participation identified by Pateman is partial participation. Partial articipation
refers to a situation where two or more parties influence each other in the making of decisions
but the final power to decide rests with one party. The implications here are that the staff
participate in decision making in a restricted sense, as the final power still rests with
management. The staff can still derive satisfaction from the influence that they would have on

the management without necessarily having to give a final say on decisions.

2],
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The last form of participation distinguished by Pateman is known as full participation. Full
participation according to Pateman refers to a situation where a group of individuals have equal
power to make decisions. This form of participation differs from pseudo and partial forms of
participation because it is characterised by a high level of equality between group members
regarding who determines the outcome of decisions. The implications of full participation are
high participation of staff in all decisions. The staff can participate in decision making without

being persuaded to accept decisions that they were not part of.

Full participation is synonymous with the collegial model of governance proposed by Bush
(1995) which assumes that decision making should be based on democratic principles where all
members have an equal voice or equal authority to participate in decisions which are binding to

cach of them. According to Bush, the collegiality dpsg Jach to decision making is appropriate for

colleges of education because they are pi& KOO BT [ professionals who possess an
g Y edetieabt sl LG M P p

; |"HH|I due and skills.

UNIVERSITY of the
The notion of full participation as ouSANESIY Faemanciy paped by Gould (1988) as highly

authority of expertise which is based on

problematic in larger and complex organisations but practical in small associations where
participation in decision making by all members is feasible. The application of full participation

in larger organisations can become possible through some form of representation.

tion as suggested can also be problematic because it would seem that the agency of Representa

sented is incompatible with the authority of those represented. This is evident when those repre

les that " if authority rests only with the agency of the members of association, can Gould argt

ives have a right to make decisions for them?" (1988:223). Gould hastens to representat

hat representatives have no original power or right to make decisions but require conclude t
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permission of some kind from those represented in order to act in the capacity of exercising

authority over those whom they represent.

In relation to Pateman's three forms of participation, namely: pseudo participation, partial
participation and full participation, participation as negotiation by Morrow is related to partial

and full participation because in all of these forms, people participate in decisions that affect
their lives. Primitive participation as stated by Morrow is not related to any of the forms of
participation described by Pateman as it seems 10 have an educative function of preparing

people how to participate.

Participation and decision making go hand in hand, for example, those who participate become

s participation in decision making.

"‘--...._____--‘

1w [
I N Y !l makers have to cope with a

making is involved in all managemunljﬁ#fvﬂﬁ ﬁ‘lg[lll'ii_‘(%m;ll u'cl decisions are always taken
of the

on, for example, finance and other WES TERN (€VAP Bsserts that most decisions in

involved in something (Pateman 1Y fl])

Decision making is a complex phenonic

number of bewildering alternatives to a1 mrd & Morris 1990). Decision-

educational institutions are contested. Individuals and groups negotiate the decisions in which
various parties become involved. Conley (1991) distinguishes two types of power, namely:
authority and influence. Authority concerns final decision making power. Influence involves the
capacity to shape decisions through informal means which include personal characteristics such
as charisma, expertise and resources. The imporiance of this distinction of power lies in the
ability to suggest that the staff can still derive satisfaction from participation without necessarily

having to give a final say on decisions.
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The question remains — should staff participate in decision-making on all issues at all times?
The concept of domains of decision-making is discussed below so as to identify the decision-

making area that is possible and desirable for academic staff to participate in.

2.5 Domains of decision-making

Rice & Schneider (1994) classify decisions into two domains, namely: technical and
managerial domains. The technical domain decisions are concerned with the technical task or
instruction of the staff in an educational institution. This includes amongst other things,
specifying objectives for each unit of instruction, selection of study material and determining

procedures for assessing student achievement. In other words this domain deals with all

decisions on issues within the scope --»---. this scope is the managerial

—
(I8 NIN BIN NIN Iy NI
P e i S W Ve

domain.

The managerial domain refers to prvi}llﬁg \t”}]_?}}ll:lt)n“} This is well defined by
Mohrman etal (1978) who view (HWESEER NoGAPdECisions as decisions related to
bureaucracy. Rice & Schneider (1994) examined teacher participation in decision making in
relation to technical and managerial domains. The finding of the research reflected that teachers
reported higher levels of deprivation in managerial than in the technical decisions issues. In

other words. teacher involvement in decisions was limited to the technical domain and they

were not involved in the making of managerial decisions.

The managerial domain is an area of interest to the researcher as it is in this areca where the shift

from authoritarian style of governance to the participatory style most clearly takes place. Staff
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have always taken decisions on the technical domain. Do they now participate more fully in

making decisions in the managerial domain?

Decisions are made under various conditions. For instance, there are conditions in which staff
members are involved only to give Jegitimacy to a decision that a few members of top
management have already taken. As the purpose of this research is to determine the extent to
which staff participate in decision-making, it would be useful to discuss such conditions of

decision-making.

2.6 Conditions of decision making
Alutto & Belasco (1973) distinguish between three conditions of decision making, namely:
decision saturation. Decisional

decisional deprivation, decisional equilibri and

TR rod. This is compatible with

deprivation implies involvement in fc PRl SESIE N U
: ||‘|||I|

decisions in the managerial domain hut they arc persuaded o accept some decisions that have

UNIVERSITY of the
already been made by management. WESTERN CAPE

pseudo participation (discussed in sccl <(aff cannot participate in all

The next condition of decision making is decision equilibrium. It refers to involvement in as

any decisions as desired. When decision making is in an equilibrium state the staff participate
in all decisions to their satisfaction. Decision saturation implies involvement in more decisions
than desired. Decision saturation suggests full participation, and the staff can become involved
in all decisions. On the negative dimension, involvement in more decisions than desired may

tend to lead to the ineffectiveness of the staff in decision making.

[
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Thus far, a conceptual distinction has been drawn to identify the domains and conditions of
decision-making. In the section that follows the decision-making areas that are desirable for

academic staff to participate in are outlined.

2.7 Participation of academic staff in managerial decisions

The aim of this study as outlined in the introductory chapter has been to determine the extent to
which participatory management has been implemented at the college. In establishing the extent
to which participatory management has been implemented the study takes a close look at
participation of academic staff in decision making in the following specific issues, namely : (i)
admission policies, (ii) discipline policies,(iii) staff appointments and (iv) budget. Focus is
on these issues as they are the key areas or responsibilities for management in an institution but

which have a direct impact on the wor Sdesmesiall According to the Curriculum 2005

document (1997), in the old model of ¢ 1@.2-:&-@%& ing around these issues has been

top down and the staff did not participa -t !I||l| ic staff participate in these issues

or do not participate is something \f\hkij]ﬁ:[fi}lﬁ ﬁa gi T {}lhll\ ed by the case study.

of the

WESTERN CAPE
2.8 Conclusion
The literature reviewed indicates that the democracy that has dawned in South Africa has
permeated into education as well. This means that the old model of authoritarian management
that was practised in institutions of learning such as colleges of education has to give way 10 a
new model known as participatory management. Participatory management requires that all

stakeholders participate in decision-making. But what form should participation take?

Drawing on the literature, a number of conceptual distinctions have been made, which will
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guide the study. Is participation at the college pseudo, partial or full? What are the domains in
which decisions are made? What are the conditions of decision-making? Each of these will be
examined in relation to the key issues identified in section 2.7. These are the questions that the
case study sets out to explore. Answers 10 these questions will provide a means of
understanding the extent to which Shingwedzi College of Education has shifted from an
authoritarian style of management to a participatory style of management — the central purpose
of this study. Is its management style fully participatory? Is it still authoritarian? Or is it in

between?

A look at the different forms of participation, the domains of participation as well as the
conditions of participation will provide answers (0 these questions. If the style of management

at Shingwedzi College of Education is still L Loritarian. the form of participation that

would be in existence at the institutiof udo or partial. The domain of

However, if the style of management Hﬁ\f%{}j LU j]l:‘["l&%l[}_ n};n full participation will be the
of the

form of participation, the domain of WiESTER WillChs Peghnical and managerial and the

decision-making will be technical and 1] {-making would be deprivation.

condition of decision-making will be equilibrium. This conceptual framework guides the

empirical study of the college.
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CHAPTER THREE: RESEARCH METHODOLOGY OF INVESTIGATING

GOVERNANCE AT INSTITUTIONAL LEVEL

3.1 Research methodology

This chapter outlines the research method and data collection techniques used in this study.
The research method of the study was broadly located within the framework of qualitative
research. Qualitative methods are seen to offer an opportunity to "probe deeply and to
analyse intensively the multifarious phenomena” constituting a unit (Cohen & Manion
1989:125). Qualitative research differs from other methods of conducting research, such as
the quantitative approach which assumes that the only reliable knowledge is that which can be
observed, measured or experimented. The quantitative approach places high value upon

objectivity and truth, and the researciparssormes o=

(I8 NIN BIN NIN Iy NI
& Hughes 1989). It is argued in this . of education are complex and

I| |l|l|l!lllu .nts and experiments alone. The

detached observer (Hitchcock

0 .15, 8.0

s e

multifaceted and they cannot be approz

complexity of governance at college (LI M E RS BE Ysef dfiehe most productive approach -
WESTERN CAPE
the qualitative method.

The qualitative method is based on a philosophical position which places value on a conception
of reality as a social construction (Cohen & Manion 1989). Knowledge in this tradition is
personal, subjective and unique. Burgess (as cited in Gillborn 1990:12) argues that qualitative
work takes the researcher "where the action is." Thus instead of theorising from a distance
about participation of the academic staff in decision making, the researcher actually entered

the institution. observed life and talked to those involved on a day to day basis (ranging from
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staff to management). Entering the world of the unique individuals in the institution meant
suspending or bracketing as much as possible the researcher's meaning and interpretations

(Hyner as cited in Cohen & Manion 1989).

Specifically, this a case study of Shingwedzi college. A case study was identified as the most
appropriate approach because it is an indepth study of a single unit (Hitchcock & Hughes
1989). Although a case study Is seen as a poor basis for generalisations (Stake 1990), it is not
the researcher's intention to generalize the findings but to look at problems as experienced at
the college and draw insights from that. Hitchcock & Hughes (1989) argue that there are
valuable insights to be gained from a study of a single rather unique case. For example, a
single case study can give attention to the subtlety and complexity of a case in its own right.

The case study was undertaken from Soavsaber 1998.

3.1.1 Data collection methods

Qualitative methods such as interviewd DIV ERAI T¥ abthenentary analysis could be used
WESTERN CAPE
in case studies of change (Simons 198%). Thc case study conducted by the researcher is

regarded as that of change in the sense that it investigates whether and how the institution is

coping with the desired change.

Interviews were the core methodology of the study. In this study, interviews were conducted
with the academic staff and management. They aimed to ascertain the form of governance at
the college, whether it is participatory or authoritative. Interview data was triangulated with

observation of staff meetings, and documentary analysis. The study draws from Burgess (1985)
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the idea that none of the methods is sufficient in isolation but together they can reveal a
detailed picture of governance at institutional level. Cohen & Manion (1989:269) are of the
opinion that while sole reliance on one method may bias or distort the researcher’s picture of
reality, "triangular techniques attempt to map Or explain more fully the richness and
complexity of human behaviour by studying it from more than one standpoint...” The
researcher found it appropriate to combine methods and integrate them into the analysis of
data. The combination and integration of methods acted as means of cross checking data

obtained from interviews.

The interviews used in this study are what Hitchock & Hughes (1989) would typify as semi-

structured interviews. In keeping with the qualitative rationale of the study, the aim of the

- - - . J “ - - -
Semi-structured Interviews prox--ulc!iJ NIVERSLIXofithe opportunity to reflect their
WESTERN CAPE

perceptions about the form of participation at the college, the decision making domains in
which the academic staff are involved and also the conditions of decision making at the
college. Semi-structured interviews also provided a technique for the researcher to gain an
understanding of the meaning which subjects attached to their world. This was achieved by
asking open-ended questions which constituted a higher percentage of the interview, for
example, "Is there staff participation in decision making at the college” and "Is the academic

staff satisfied with their involvement in decision making” (see Appendix B for the interview

schedule). These type of questions allowed the subjects to use their own words and

30

http://etd.uwc.ac.za



interpretations without influence from the researcher.

The college under discussion was composed of sixty academic staff members. Of the sixty
academic staff members, fourty were males and twenty were females. With regard to age,

fifty academic staff members were between twenty-five and fourty years of age, and ten were
between fourty and sixty of age. Eight interviews were conducted with key informants within
the college. Based on the composition of the staff, the eight selected informants comprised of
six males and two females. Four of the eight informants were academic staff members, two
were members of management, one was a senate member and the remaining one was a council
member. The academic staff members were chosen on basis of experience at the college.
Amongst the four, two were most experienced and the other two were least experienced. The

two members of management were ch »ﬂfﬂ#ﬁ“a was the head of the institution
T AT TN N WO uI

e S B e ]
Pty o e T | L

T
by internal and external members. IM L&E@Mw‘rml‘ﬁ{&ﬁﬁmat those selected would be in a
WESTERN CAPE
position to provide information about the nature of governance at the college, to determine

and the other was heading the administ 1. For Senate and Council only

available members at the time of reseg

these structures are constituted

whether decision making is participatory or authoritative.

The selection of more staff members as compared to other informants (management, Senate
and Council) was due to the fact that, in this study, participation in decision making was
directly meant for them. In order to ensure anonymity the four staff members interviewed were
given the following pseudonyms : Lecturer A, Lecturer B, Lecturer C and Lecturer D.

Lecturer A was a senior lecturer with nine years experience at the college and representing the

3L
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academic staff in management. Lecturer B was attached to the department of social sciences
with two years experience at the college and a member of the academic staff association.
Lecturer C had four years experience and was serving in the test and examination committee
at the college. Lecturer D joined the college when it was established in 1991 and was a
member of the health and welfare committee. The other informants were named as Respondent
E. Respondent F, Respondent G and Respondent H. Respondent E was a senior member of
management and had been attached to the institution since it was established in 1991.
Respondent F was working in the administrative and finance section, and also a member of
management. Respondent G was a Senate member and was attached to the department of
African Languages. Respondent H was a management member and a long serving member of

Council.

DLW R0 A I

P e I S A VIS
- - LS S ) 1

r o s P e e

The interviews lasted for one hour per o increase the accuracy of data

collection, responses were tape recor

nted by the interviewees. Note

taking was also done in order to supﬁ%!kﬂ&% LEYoefithaccorded. Follow-up questions
WESTERN CAPE
were also asked, depending on the responses givei.

Besides conducting interviews the researcher also analysed documents. Like interviews,
document analysis was done in order to explore the form of participation that operates at the
college, the decision making domain in which the academic staff is involved, who participates
in decisions around (i) admission (ii) discipline (iii) staff appointments (vi) budget, and the

conditions in which the staff is involved in decision making at the college.
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Document analysis started prior to interviews and continued up to the time of writing. The
documents analysed included minutes of the staff meetings, minutes of management meetings,
the college mission statement and a document which outlined different committees at the
college. Other relevant documents such as the constitutions for management, Senate and
Council proved difficult to get. They were said by the head of the institution to have been
misplaced. This was unfortunate as the researcher regarded such documents to be important

for the study as they contain the details of these governance structures.

Again, no documentation was found relating to the establishment of the college. The reason
cited for the document not to be available in Giyani, the head office of the department of

education of the former Gazankulu homeland, was that the files have already been transferred

2 4 m E
to the present regional office. The presez e olmessatyot locate the documents. They
T I O T NN o0

e T TR T

could not indicate whether they receive t. At the time of my visit to the

ad no record of having received

regional office, the officer in charge 1

TTXT ‘

the documents. This was a serious draﬂﬁcﬂxﬁE@H@Mﬁ@#%m to have seen the documents
WESTERN CAPE

which led to the establishment of the college because tie documents may have given useful

insights into existing management structures and practices.

Since the writer was an insider researcher and a member of the staff at the college, it was easy
for her to attend staff meetings for research purposes. In this study, a participant observation
strategy was adopted as it is a basic technique of qualitative research. This form of observation
allowed the researcher to hear, see and begin to experience reality as participants do. The

researcher observed all staff meetings (in this case, three staff meetings) and general activities
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that were held during the time of study as a full participant.

The idea behind the observation technique was to establish (i) who participates in decisions
around admission policies, discipline policies, staff appointments and budget allocation. (i1)
what form of participation is in operation at the college, (iii) the decision domain in which the
academic staff is involved and also (vi) the conditions of decision making at the college. All

observations were recorded in a note book and later transcribed as research findings.

3.2 Some problems related to data collection
The researcher was employed at the college in the capacity of lecturer. The researcher did
realise the limitations of being an insider researcher and staff member may create for reliability

and validity of the research. In quali =Y
T I I O T

f reliability and validity poses

unique problems and challenges erIITill_l r ular study two features of these
..m.-...la..-ﬁ__a.. .l. dte on the conduct of the process

challenges are worth of note : that of |

under investigation and that of the QR‘EEEE‘%& IE ¥ af#le provided by the informants.
WESTERN CAPE
Researcher influence on events is a common enougli issuc of concern in discussions of research

methods. Cohen & Manion (1989) point to the danger of the interview method being prone to

subjectivity and bias of the interviewer.

The fact that the researcher was a participant observer necessitated frequent collaboration with
colleagues in order that she projected as objective a view as possible on the form of
governance at the college. While familiarity with the institution may serve as an advantage in

so far as it can give a knowledge of local culture, Burgess (1985) warns of 100 much
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familiarity with the setting. She warns against a possibility of making assumptions and taking
the situation for granted with the result that questions remain unanswered. On the issue of the
reliability of the information provided by informants, Cohen & Manion (1989:318), drawing
on studies reported by Cannell & Kan (1968), indicate how subjects may provide a misleading

picture of a situation.

From the above, it is clear how important it is in this study to employ the procedures of
triangulation as discussed earlier and to provide numerous verbatim accounts of the
interviewees in order not to lose the essence of what was said. In addition to these efforts the
researcher attempted to establish good and effective field relations. This involved the
development of a sense of rapport between the researcher and subjects and leading to the

] COLl Tt

i =

v in the letter detailing about

feelings of trust and confidence. AsguEmEeTL COITTOSRNIY
T AT TN N WO uI

interviews (see Appendix A), and in t! with each informant has made

it possible for them to be willing | EEEsEsSnG oo recorded. The researcher had

assured informants that pseudonyms \HIW_L]IR! Hv 1]12'5‘%1[ ;E‘Jrii{uf:{’r‘éh report in order to safeguard
WESTERN CAPE
their anonymity.

In order to test the weakness and strengths of the interview schedule, a pilot study was
conducted with four staff members before the final schedule. This was useful. Firstly, it
emerged that some interviewees wanted to impress the researcher. This was perhaps so because
the researcher was their colleague. This has necessitated that she continually show a sense of
naivety in the issues investigated. Secondly, it emerged that some of the questions were vague

and a duplication of others. This necessitated that questions be rephrased and be rearranged
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systematically for the real interview.

The other strategy employed to address reliability and validity included asking the same
questions differently to the same people to check if the information provided is consistent,
creating a relaxed atmosphere for people to feel free to talk, and discussing transcribed data
with informants (Scott 1985, Gordon 1986). For example, each informant was given the
transcribed data to peruse in order to verify whether he was still in agreement with what was
written The detailing of the methodology as provided here should allow readers to assess the
validity and reliability of the research findings and descriptions. The analysis of the research

findings is presented in the next chapter.

T

UNIVERSITY of the
WESTERN CAPE
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CHAPTER FOUR : THE EXTENT TO WHICH PARTICIPATORY MANAGEMENT

HAS BEEN IMPLEMENTED AT SHINGWEDZI COLLEGE

4.1 Introduction

This chapter starts by briefly reflecting on the background of Shingwedzi college in terms of 1ts
location and its origins in order to situate the case study. It then describes the formal structures
of governance within the institution. This section draws on the researcher's experience at the
college. The heart of the chapter explores the extent to which participatory governance has been

implemented at the college, drawing on the empirical case study.

4.2 Location of the college

Shingwedzi college is located in the No '.':T"'"‘" l settlement of Malamulele. 1t is

I8 BIN FIN BIN BIN BT
about fourty kilometres South of the Krifz3mlg 1IGhal ;"ark {Sec .

II

tertiary institution in the area with GildiNT Mmgﬂl]fdyq;}ﬂmg. and University of Venda as the
WESTERN CAPE

nearest tertiary institutions at the radius of about fifty kilometres.

ppendix F). The area where the

college is located is bordered by six vilio schools. The college is the only

The community in the vicinity of the college is predominantly Tsonga speaking as a result of the
homeland system. Like other parts of the Northern Province, unemployment is high in the area.
The government, subsistence farming and small business are the main employment providers.
Many people in the area resort to migrant labour, mainly in Gauteng about six hundred kilometres
away. The college has a good relationship with the community. The college hall and other
facilities are usually available for the use of the community. As part of its outreach programmes

the college offers assistance to combat illiteracy in the community by conducting night schools
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and computer literacy.

4.3 Historical origins of the college

The college was established in 1991 under the control of the state Department of Education in the
former Gazankulu homeland. Such departments were characterised by top down forms of
governance (Enslin 1988). When the college started, it did not have its own buildings. It was
accommodated in a high school whilst the new high school was being built. In the same year
(1991) the high school moved to its new buildings. The college remained occupying the old high
school buildings. Some new structures, like student hostels, an administration block and lecture
halls were added to high school buildings which were not demolished. These facilities were

however not adequate for a college of education. This situation indicates that the former

In 1991 the college had about three-IDquﬁREIR_lg [Wthfé}}{;icnts from all over the former
Gazankulu homeland, and twenty lectﬁ?e%&'ﬁwg l%;ﬁrc%&vgrg suitably qualified as all of them
went through the screening process before they were appointed. In regard to the day to day
running of the college, there was no management committee. Decisions were taken by the rector,

the only one head of department (for professional studies) who was also second in command, and

the registrar.

The establishment of the college was prior to the 1994 South African democratic elections.
Since then a lot has changed both at the college and in the country at large. In line with

educational changes that occurred, control of the college has been transferred to a provincial
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Department of Education. The provincial Department of Education plays an important role of,
amongst others, supplying equipment and capital such as vehicles, salaries and designing
conditions of employment of staff. The college is now composed of eight hundred students and

sixty lecturers.

4.4 Structures of governance

At the inception of the institution in 1991, there were no governance structures such as
management, Senate or Council. These structures of governance were instituted towards the end
of 1991 and the béginnjng of 1992, The first structure to be instituted was the college
management, followed by Senate and Council. The first structure to be discussed is management.

Prior to the year 1992, the management of the college was the responsibility of the Rectorate

(rector, senior head of department aj illii
u-ll-u-ll-u-ll ‘
includes three representatives of the a¥p

oW composition of management

I,

institution. Management advises SendttNAY ER&IDY ufipheiant decisions to be made. For

, _ WESTERN CAPE .
example, in regard to staff appointments, management recommend to council which posts are to

of departments, senior head of

department, registrar and the rector. | \Lm fur the day to day running of the

be advertised.

The second structure to be instituted was Senate. Senate was instituted in 1992. It consisted of
the rectorate, two council members, all heads of departments and all senior lecturers. In addition
to this composition, the existing Senate includes representatives from the Provincial Department
of Education. sister colleges, nearby university (University of Venda), teacher formations and the
student representative council. Senate is the watchdog of academic matters. The role of the

Senate is to check on the correct implementation of the course structure and other related
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academic matters. Decisions that cannot be resolved at Senate level are referred to the college

Council.

The college Council was instituted in the beginning of the year 1992. The Council was composed
of fourteen members. Out of the fourteen members, four were from the college. These four
members were the rector, the registrar and two Senate members who were elected by the former
Gazankulu Department of Education. In addition, the Council had representatives from each of
the following : the former Gazankulu Department of Education, the then Transvaal United African

Teachers Association (TUATA) and the principals council.

The present college Council consists of the rector, registrar, senior head of department, one

representative from the following insms - the regional office of the

| — TS e L e b ey i
I8 _NIN NIN NiN WIN R
X a

Department of Education, principals cousg o i arasbonal Civic Organisation (Sanco),
4 ]
academic staff and two representali-\-'gﬂlwsﬁvﬁwgc[q?qhw]}mlt has thus broadened to include

- _ . WEST CAPE :
organisations of civil society. All ruprcscmam%s}?fn hg“ ﬁ:"cl.l#rgs have got equal status, in the

- -~

South African Democratic Teachers | ATA., one representative of the

sense that all are allowed to contribute irrespective of the structure they represent. Council serves
as the highest decision making body on all college matters. There are no specific duties for

Council but management decide which matters are to be sent to the Council for consideration.

Since 1994. the Council and Senate have become non statutory bodies of the college. There is

presently no Act governing the formation of these two structures in colleges in the province. At

present these structures are an internal arrangement to assist the college management.
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It is useful to summarise the formal representation of academic staff in management, Senate and
Council. The academic staff were not initially represented in management, Senate and Council.
The representation of the academic staff in these structures came at a later stage in 1994 (a year
marked by the national educational changes). Decision making on major issues such as admission,
discipline, staff appointments and finance was the responsibility of the rectorate. Presently the
academic staff is represented in all these decision making structures. The academic staff have
equal status with all other representatives of various structures. At management level there are
three representatives of the academic staff. Representation of the academic staff in Senate is in
the form of all heads of departments and all senior lecturers. At Council level there is only one

representative of the academic staff.

The hierarchical structures of governapeemremeT THRnamEs  illustrated as follows :
Il.ll-ll | NIN BIN Wi

Diagram 1 : Hierarchical ' Illll"! 'lll'u ance

UNIVERSITY of the

WESTERN CAPE
College Council

W

Senate

Mang‘g.v,ement
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As shown in the schematic diagram, the Council is the highest decision making body. The other
bodies below Council are Senate and management. There are sub committees to deal with the
following issues : admissions, discipline, staff appointments and budget. The admissions
committee is composed of the administrative staff, and headed by the registrar. It is responsible
for the selection of students at the college. In the selection of students the committee work
together with the Human Science Research Council (HSRC). After applications for admission
have been recieved by the college, the HSRC is invited to come and conduct aptitude tests for the
prospective students. The successful students are then allocated according to their streams by the

committee.

The disciplinary committee as a sub committee of management is composed of different structures

at the college. Each college strumure mcmber in this committee. This

DLW N0 I
committee hears all disciplinary matt& 1© -

appointments comprises of the senior he

subject concerned, one member oi‘1hq_aquihERtgt]‘!]gﬁﬁ%,member and a Council member.
' —— WEST] SAPE : 5
The role of this committee is the Sclcct?lmlr %f?t%ﬁﬁre‘l"&&wﬁ FG the selection of staft, the paper

work is done by the senior head of department and the registrar. Then a panel is formed to

conduct interviews. The proceedings of the interview are chaired by the chairperson of Council.
The budget or finance committee is composed of all heads of departments, senior head of
department, the registrar, the rector, one member of the academic staff and an official from the

college bank. This committee is headed by the college registrar. The committee controls the

college budget. It approves or disapproves any item that can be bought at the college.
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4.5 Exploring Participation at the college

The formal structures of governace has been outlined. The system of formal representation seems
to be 'good’ because it keeps all members of academic informed of all the activities of the college.
The question which is raised is, to what extent do academic staff represented here participate and
influence decisions actively 7 An analysis of the information gathered during the case study will

attempt to address this question.

Presentation of the information gathered during the case study is done in a narrative account and
in certain cases, tables are used to summarise interviewees responses. The information drawn from
documents and observation was used to either support the interview findings, or point to areas

of contradiction. The discussion is divided into three main sections © (i) The form of participation

s T dt_ mic staff are involved and the

||I||ll| I
e e e e
-opespec:yic references are to responses of

at the college, (ii) the decision making dosae

(i) conditions of decision making at th

interviewees the pseudonyms Lecturer A, 1sed to indicate the respondents.

UNIVERSITY of the
The researcher's general impression‘ﬂ%&'l}r\ll ngh;'I e f{: .i\I{FITic'dt disagreement on issues of
governance between the academic staff and the college management. Whilst there was
disagreement between the two parties, the academic staff appeared to agree on many issues.
Although management did not agree with the academic staff, there was agreement between

members of management on issues of governance at the college. This will be explored in depth

below.

Before discussing the extent to which participatory management has been implemented at the

college, it is worth recalling that the institution was established by a homeland government during
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the apartheid era, where authoritarian governance was the order of the day. Because of the
national educational changes which took place after 1994, the college appears to have committed
itself to participatory management. Commitment to participatory management 1s outlined in the
college mission statement recorded in the college prospectus as follows:
As an institution of higher learning the college mission statement is to become a
citadel of learning, teaching, knowledge research and wisdom. We also aim at
becoming significant agents for change and social transformation.
When reflecting on the mission statement, the management representatives interviewed indicated
that they are committed to participatory governance whereby stakeholders, for example, students,

staff members. various structures from the community and teacher unions, participate in college

governance.

However although the mission statemen irly on paper, it would seem that

it is not well known by members of acafl¢migf stalf lectilter| expressed this point as follows :
The mission statement mighF o = does not seem to be

operating towards achieving UMTNFMMtTPV-mfftﬂ ds not popular to members
of academic staff. There is mﬂpﬁqglfvfk{wn(dﬂﬁjxﬁﬂte college. Management
ol

always react to crisis and this does not help the college in trying to achieve a
mission statement. (Lecturer D)
It is surprising that the staff do not know the mission statement which is recorded in the official
college document. It would seem that the academic staff have not taken part in the formulation
of the mission statement, hence their inability to implement it. Maybe there has been little
discussion about what the mission statement stands for. The mission statement as recorded in the
college prospectus appears to be very broad, for example, what type of agents? Unless it can be

broken in to finer parts which can be understood by everyone it is potentially misleading. The non

involvement of the staff in formulation of the mission statement seems to be in contrast with the
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participatory governance which the college claims to be committed to. It can be argued that after
a mission statement has been formulated, there is a need for all stakeholders to meet on a regular
basis and check if the institution is still moving in the right direction. The researcher observed in
staff meetings that there was little idea as to where the institution was going, because the mission
statement is not meaningful to the academic staff. There is little attempt by management to expose
the academic staff to the mission statement. This suggests that there seems to be a problem of
putting the mission on paper, the theory, into practice. The next section will explore this gap by
looking at the form of participation at the college, and the differing perceptions of academic staff

and management.

4.6 Perceptions on participation at the college

The interviewees from the academic_sk .--.':.---‘- ""“-differed in their perceptions on
(TN T TN WO WO
AT S S T (e 1 1 ' F
Pt ess v iew  question, "is there staff

participation at the college. When

> ! A#tes of academic staff interviewed

participation in decision making at the coll

said that there was staff participation in Iﬂ:NSﬁM’]EEIQr]g‘l}(l},ﬁjﬁ[ﬁheir participation depended on
; WEST] p R .

the nature of issues. For example, the :ma(%ennigsltahlf.‘? mrﬁc e He,l‘é')slons on the work program but
when it came to major decisions management was responsible. The following response by one
Lecturer illustrates the kind of decisions in which the academic staff are involved :

As academic staff we mostly participate in issues dealing with the

academic affairs, for example, we are presently involved in the

Outcomes Based Education (OBE) workshops - but there is not enough

involvement in managerial decisions. (Lecturer C)

Drawing on Mohrman (1978), the academic staff participate in technical decisions and not in

managerial decisions. In participatory governance, decisions are not categorised into technical and
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managerial, stakeholders should participate in all decision making not only in certain decisions.
If the staff participate in one category of decisions (technical) and not also in managerial

decisions, can this practice be regarded as participatory governance 7

The response by two representatives of the academic staff interviewed was that there was no staff
participation in decision making because management was always responsible for making
decisions. The academic staff was only involved in times of crisis. Through careful probing by the
researcher. it also emerged that often decisions jointly taken were not implemented by
management. As put by one Lecturer :

can we say the staff participate in decision making if it has talked about the

issue - but not the issue being implemented ? (Lecturer A)

From this response by a representativc ipation in decision making and

T NI N W N
implementation of decisions go together. SNSRIt - R ;ipation without implementation

making and see their decisions being IMIENTWER SFFY Ar Jpuld also seem that participation
WES —LI‘I-

of academic staff in decision making is governe

hey have participated in decision

is not meaningful. The academic staff bij§

TE%]?{[H“%F Eairs at the college. Involvement
of academic staff at times of crisis implies that there are times when management does not want
to be accountable for decision making, but would prefer co-responsibility by involving the
academic staff From Pateman's concepts of pseudo participation, partial participation and full
participation (Pateman 1970), involvement of academic staff in decision making in times of crisis
can be equated with partial participation because it would seem they do participate although their
participation does not occur at all the times. When the academic staff is not participating, and
management is making decisions for them, the form of participation shifts from partial to pseudo.

When representatives of management were asked the same question on whether there was staft
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participation in decision making, they all indicated that there was provision for academic staff to
make decisions. Respondent E who represented management remarked :

The staff is invited to participate - and make inputs in any issue - there

is free participation. If there is some persuasion for staff to accept

decisions, it is because of the situation, for example, if things run a certain

way and it is not the way we would like to see it so we are obliged to take certain

decisions. (Respondent E)
There might appear to be full participation of academic staff in decision making as claimed by
management, but persuasion of academic staff to accept decisions, implies that they do not fully
participate in decision making. From this response, it would seem that management attend staff
meetings with specific positions taken, and they seem not to be prepared to change their position.

This reinforces the claim made by the academic staff that management is responsible for decision

making.

this case what happens in practice seenfsToDC oo arrerparon (Pateman 1970) because the

UNIVERSITY of the
academic staff is persuaded to acceptygepig 9y RARIC & P \arises the responses of both the

academic staff and management on participation of academic staff in decision making.
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Table 1. Views of staff and management on participation in decision making

[J Number of Yes | N
respondents 0

4 Staft 4 7 3
Management 4 4 -

The researcher observed in one of the staff meetings that members of academic staff’ were
involved in decision making around a student boycott. Because of the long boycott by students,

it was unanimously resolved in the staff’ meeting_that lecture days 'lost' should be replaced.

However, no effort was made to replace TECSENCEINXIETETHTNE mu ~yr® W hen it was time to implement

the decision, management indicated to { the decision to replace the lost’

lecture days was taken by mistake ai uf’m—;m‘fﬂmﬁmk?ﬂ_'

UNIVERSITY of the
WESTERN CAPE

If a decision taken at staff meeting level is not implemented for whatever reason or something
different is implemented. those responsible (in this case, management) should go back to staff to
get a mandate to reverse a decision (see Gould 1988). Management should clearly state why they
are not implementing a decision that is in line with the expressed views of the staff. To the
researcher, the unilateral change of resolutions supported the claim made by members of academic
staff that decisions were either changed or not implemented by management, and hence the

conclusion that participation was sometimes partial but often pseudo.
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4.7 Structures of decision making at the college

An attempt was made to ascertain informants knowledge and understanding of decision making
structures at the college. All those interviewed, both representatives of academic staff and
representatives of management, indicated that various structures of governance and other sub
committees exist at the college. The structures of governance and committees which they were
most aware of were mostly management, Senate, Council and sub-committees such as the

examination and time table committees.

Analysis of the college prospectus revealed that there are formally nineteen different committees
at the college (see Appendix D for the list of committees). This suggests different avenues for

participation in which the academic staff at the college can become involved. Observations by the

.‘iﬂ

reamarse.o| documents, that there were man
Fs-al d y

researcher reinforced the interview findings
committees in existence at the col}eg

period before they collapsed. Other comijj

duties were not different from those ntigsmqvﬁlmmepﬂ}jim,a problem arises for instance, a
new committee is set up. One lecturer ng %II\EE;\J aF‘nul Ll(. “ision making committees at the
college :
Decision making committees are there but most of them are non functional.
(Lecturer D)
If decision making committees are not functional, the reasons could be that the roles of these
committees are not well defined or people do not make use of the committees because they do
not have confidence in them. The fact that there are many committees and some of them are non

functional or not popular at the college shows a lack of coordination, lack of commitment and

lack of report back to the staff by various committees. Lecturer C, apparently belonging to one
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of the committees at the college illustrates the difficulties experienced by some committees when
he says :
We the academic staff felt there were certain things at the college which
were not going as they should, so the academic staff association was
formed to look into the welfare and interests of the academic staff - but
when something is wrong and you challenge it, some people feel their
authority is rejected. The academic staff was labelled as a pressure group and for the
mere fact that it is below management and composed of lecturers, it becomes a threat
to the institution. (Lecturer C)
It is argued here that committees are only effective if they have somewhere to report, and also,
accountability is important for existence of effective committees. The other essential thing about
the effectiveness of committees is that committees need to review their activities in order to

improve on their weaknesses. It would seem that the academic staff and management do not view

this committee from the same perspective, because the academic staff is satisfied with the

committee and management feels unco IR ETEOOMATEIE 1Y Zience of such a committee. The
P e i S W Ve

! or i

academic staff. The formation of th&acagemmc stait assoeraaon could be an attempt by the

UNIVERSITY of the
academic staff to participate in deCiSi“”‘i‘a)"ﬁ‘S‘:‘I"‘E’iﬁﬁ‘ét’(‘_‘lﬂ‘ﬁlﬁ‘d- If some committees like the

researcher has observed that relevant | disseminated by management to

academic staff association are not well accepted by management of the institution, it becomes
difficult for such committees to operate or to be seen to be active. This can be a further sign of

pseudo participation.

Since participation by the academic staff in decision making under the managerial domain has been
a key area of interest in this research, the task of the researcher became immediately that of
probing to elicit information on who participates most in the following key managerial decisions,

namely, admissions. discipline, staff appointments and budget allocation.
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4.8 Admissions
In the area of admissions all representatives of academic staft and representatives of management
with the exception of two interviewees, indicated that the academic staff did not participate in
decision making around admissions at the college. In substantiating this claim of non participation
in relation to admissions, Lecturer D had this to say :

The registrar has taken almost everything regarding admissions - when the staff

questioned about this practice they were told by management that admissions is

a pure administrative activity.(Lecturer D)
The response by Lecturer D suggests that the academic staff are not involved in decision making
around admissions It would appear as though there is a big wall between the academic staff and
management. This response also affirms that management believes that there are issues which are
academic, managerial and administrative. which is in a sense acceptable but there is always an

f’m\

overlap of administrative and acade i CHer R T e
_

15810N Process.

The two interviewees who [‘ep[‘esenh_'d ------- ey all members of academic staff

UNIVERSITY o ;’[Hw

could make inputs in the area of adnn\wpﬂ )_Lti ij)ﬁN]m of the registrar was the one that dealt
with admissions. From documentary evidence (the college admission policy) it was found that the

academic staff did not participate in decision making around admissions. Decisions in this area

were the responsibility of the registrar and the administrative staff.

Prior to 1994 the registrar and his team used three ways of admitting students. Students were
expected to have either (i) matric exemption or standard 10 certificate and at least three years of
teaching experience. This method of admitting students was later changed to (i1) the score system.

The score system was basically the rating of the standard 10 certificate (see Appendix E for the

h
[o—
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score system). The system that is presently used at the college is (iii) the tests conducted by the
HSRC. A study of minutes of staff meetings revealed that the score system which was used prior
to the HSRC tests was changed in an effort to improve the quality of selection procedures after
the staff showed their dissatisfaction with the quality of their students. Admissions is not simply

on technical or administrative function but has direct impact on the educational work of the staff.

From interviews and documentary analysis, it would seem that the academic staff as stakeholders
in the institution who should be involved in decision making around admissions are being
marginalised. This suggests that in relation to admissions. decision making is top down as it is the

responsibility of one office, being that of the registrar. In other words staff participation takes the

form of pseudo participation (Pateman 1970). This is inconsistent with participatory management

because this form of governance requires ak.eholders in all decisions that

affect (NCHE 1995) and in this casces

following response by one lecturer firmly !I!! JHI -r made by management that the

\issions are also included. The

==

academic stafT is invited to panicipzxit’ﬁ\}i{r[mEESr[]th B}“ﬂhﬂ issue,

Decision making around this ﬂ:‘?‘ ?‘:‘ :E’HEI}{I)%JFIISII{}JE?E:T('H‘. Management

comes up with rules and procedures of admission. (Lecturer A)
4.9 Discipline
All the interviewees representing the academic staff claimed that there was no committee at the
college which dealt with discipline. But when representatives of management were asked the same
question, they indicated that there is a disciplinary committee at the college which is composed
of various stakeholders, for example, representatives of academic staff, management, senate,
students and residence committee. The following response by Respondent F who represented

management threw light on the existence and form of the disciplinary committee :
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We have a disciplinary committee which deals with discipline policies, the chair
person being the rector - but up to now we have not encountered problems that
warrant disciplinary action at the college. (Respondent F)

The researcher has observed a number of student cases warranting disciplinary action, but
disciplinary measures were not taken. For example, one male student sprayed the room of one
female student with a fire extinguisher. This resulted in the "victim being hospitalised. Although
management has indicated that the college has not yet encountered problems that warrant

disciplinary action, this case obviously warranted discipline. It is questionable that an institution

that has been established nine years ago cannot have cases warranting discipline.

This suggests that there are no set regulations on the basis of which people can be charged for

having over stepped disciplinary rules. The observation made by the researcher reinforced the

= : - e . e _qe .
claim by the academic staff about the nofpr RSy ar of a disciplinary committee.
e

It would seem the disciplinary commitif esponsibility at the college. One

lecturer interviewed had this to say = ¢ : =,

o UNIVERSITY of the . R
There are no disciplinary pu!zt-#ﬁ(g _i_[IL' college - If there is a disciplinary

. . 1 ER
committee the committee 1s dorniant. |,Fec1um

On issues of displine there are different opinions concerning participation of academic staff. Whilst
management is of the opinion that the academic staff participate in disciplinary matters, members
of academic staff argue that there is no disciplinary committee hence no participation. When
taking a close look at the formal composition of the disciplinary committee as outlined by
management. the academic staff as one of the stakeholders at the college should participate in
decision making around discipline. The researcher's observation is that participation of the

academic staff in decisions around discipline cannot be equated with pseudo participation, neither

N
|5

http://etd.uwc.ac.za



partial participation or full participation (Pateman 1970). It is doubtful whether participation of
the academic staff in this managerial domain is real participation. since the committee itself is said
not to be functional. It is important to have disciplinary policies and to take disciplinary measures

at times to those who contravene rules as to maintain good order in the institution.

4.10 Staff appointments

When representatives of both academic staft and management were asked about the issue of staff
appointments, it emerged that although there is a committee which is composed of various
stakeholders at the college, namely. representatives of academic staff, management, Senate,
Council and the head of the department concerned, decision making around this area 1s dominated

by management.

The procedures of staff appointments aras

meetings studied. It was found from the

posts to council. After the approval by L:E}IH.CTIWE RSFFY Lilj?-\aiﬁll:ﬂt‘»ed by management. After the
selection process has been completed. a 7}7¥\.d;r ERN, CAFH :nd those who succeed in the
interview are appointed. The interview panel is composed of representatives of Council, Senate,
management, and academic staff. Representation of the academic staff in decision making around

staff appointments occurred after the formation of the academic staff association in 1994.

It is argued here that although decision making around staff appointments is formally inclusive of
various stakeholders such as the academic staff, their participation in decision making around staff
appointments occurs at a later stage. The initial stages of decision making it would seem are

dominated by management and Council. This kind of participation by the academic staff in staft
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appointments can be classified as partial participation (Pateman 1970). Even though decision
making around staff appointments is part of the formal composition of the staff appointments
committee. some members of academic staft seemed not to be up to date and aware of those
responsible for decisions on staft appointments. The following response by one lecturer illustrates
the point

I do not know whether staff appointments are decided by management

or council. (Lecturer C)
It would seem that some staff members are not aware of those responsible for decision making
around staff appointments. This shows a lack of consultation by management and a lack of
information by the academic staff. Consultation of the academic staff by management is important

so as to ensure broad consensus on decisions taken. If the academic staff is aware of decision

4 g - 3 % y ..._...--"'"“l-l-.__“ ; i »
making on staff appointments it can hel ps=seameerm et SRl anagement. It 1s also essential
(I8 NIN BIN NI WIN BRI
Pl e I P W e AT

for members of staff to be aware of what

in issues that affect them so as to elimil

are an indicator of pseudo participatioll NIVERSITY of the
WESTERN CAPE

4.11 Budget
When representatives of academic staff were questioned about those who participate most in
decision making around budget allocation, they all indicated that the registrar was solely
responsible for decision making in this area. One lecturer had to express it this way :

The staff do not know who actually draws the budget allocation - They are

abways requested to make submissions to the office of the registrar. Decisions

regarding budget would seem that they are taken elsewhere, for example,

suppose you request five thousand to run a department, you may be told that,

"“We" are only giving you only two thousand rand and not five thousand.
(Lecturer C)

L
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It would seem that there is no system known to academic staff on how decisions are made at the
college. On the other hand the following response by Lecturer B suggests that skills are required
for effective participation in decisions around budget
The academic staff have to be taught how to make the decisions. They have to
access information and to get to a point to be able to make intelligent decisions. For
example how can I, who's never dealt with finance make intelligent decisions about
budget allocation ? (Lecturer B)
But when representatives of management were asked the same question, they indicated that each
department was required to submit their budget estimation to the office of the registrar, then the
registrar sits with the finance committee and decides on the budget. According to management,
the finance committee is composed of one member of academic staff, all heads of departments,

senior head of department. registrar, rector and an official from bank. The Staft interviewed had

little understanding of this structure

The observation of staff’ meetings by HIilll ey that decision making on budget

allocation was made by management. A% ment meetings confirmed the

UNIVERSITY of the
dominance of management in budggy ]ﬂg@ﬁhr&nk&xhhiyﬂwews, document analysis and

«

observation in relation to budget decisions, the academic stafl appears to be in what Alluto &
Belasco (1972) would classify as decisional deprivation. Although the academic staff is invited
to make inputs, the college management seems 10 dominate decision making around budget
allocation Decisions involving the budget are key strategic decisions in an institution, as a result
a well represented committee in terms of those participating (stakeholders) and the numbers

involved is essential to deal with budget decisions

In summary, when looking at formal participation in decision making around key issues, it can be

http://etd.uwc.ac.za



concluded that sub committees are formally composed of various representatives. However,

decision making committees appear to be inactive. Moreover, the structures and lines of

accountability are not effectively communicated to the general staff body. reinforcing the

perception of pseudo participation. Table 2 summarises the formal structure of decision making

in practice.

P e i S W Ve
UNIVERSITY of the
WESTERN CAPE

ol

http://etd.uwc.ac.za



Table 2 - A summary of participation in decision making around admission, discipline,

staff appointments and budget in practice.

Decision making area

Those who participate most

1. admission

- registrar

- administrative staff

2. discipline

Representatives of :
- academic Staff
- residence Committee

- students

- management

3. staff appointments

- hE NIV RESERY of the
WESTERN CAPE
- management

- senate

- council

4, budget allocation

- registrar

- finance committee
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4.12 Conditions of decision making at the college
4.12.1 The level of staff participation in decision making
When the researcher wanted to know the level of academic staff participation in decision making,
all representatives of staff interviewed indicated there was insufficient participation of staff in
decision making. But when management was asked the same question about the level of
participation, it was claimed that there was full participation of academic staff in decision making.
One Lecturer expressed her contrary view this way :

The situation as it is at the college is difficult to say there is greater

participation, I cannot classify the level of participation at the college, it

is a tricky situation, it is the same as not participating at all. (Lecturer C)

Another Lecturer had this to say :

. . . s . 2 i o . "
There is less participation u_)f a __._.:;;,....,-,»-':-. making because
those who represent the staff o IHTENZERT G SEYI report back,

as a result the staff is not avwar Syl SR and they cannot

make contributions. (Lecturer |

In terms of the concepts of decisional (EHINERNE RS FHW gk brium and decisional saturation

; WESTERN CAPE T —
by (Alluto & Belasco 1972), the academic staff appears 1o 7?1?1";1 state of decisional deprivation

as they do not fully participate in decision making. Insufficient participation as claimed by the
academic staff suggests that their participation in decision making ranges from pseudo to partial
(Pateman 1970). In substantiating their claim for this level of participation in decision making,
they cited issues like the imposition of decisions by management, lack of consultation and lack of
transparency. This suggests, for example,that management make unilateral decisions and do not
implement what has been agreed upon by the academic staff. The imposition of decisions, lack of
consultation and lack of transparency as claimed by the academic staff to be practised by

management can retard rather than facilitate the process of implementing participatory

)
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governance. The condition of decision making at the college may also be determined by examining

staff meetings.

4.12.2 College staff meetings
All representatives of academic statf interviewed indicated that there were no staff meetings held
at the college. Through careful probing it emerged that staff meetings were scheduled but usually
postponed. As put by one lecturer :
On paper we do have scheduled staff meetings but I'm not sure as to how
many. Having a staff meeting at the college takes a very long time. It can
take up to three months and more before a staff meeting is held except those
meetings which come as emergencies. ( Lecturer A)

When responding to the same question, Respondent E who represented management had this to

say

e —

Yo e e e 0 HOT abhways possible

Staff meetings are supposed [

because of disruptions. (Resp Silel :

Staff meetings are scheduled AN PVTRGYVE ﬂﬁfﬂgd arises emergency staff
meetings are held. (Respond sy Y)S TERN CAPE

Another management representative, R se this way :

The differing comments by representatives of management in relation to the issue of staff meetings
suggest that there is no schedule on how regularly staff meetings are supposed to be held at the
college. If there is a schedule, management seem not to be making an attempt to see to it that staft

meetings are held as scheduled.

The researcher has observed that staff meetings are a rare occurrence at the college. At the time
of conducting the study (from January 1998 up to November 1998) only three staff meetings had

been held. The following response by lecturer B illustrates the lack of staff meetings at the college

60

http://etd.uwc.ac.za



Sometimes we do have a term without any staff meeting. It is not because I'm

absent from staff meetings but there are no staff meetings at the college (Lecturer B)
The question to be asked is, how can the institution move forward with the process of
implementing participatory management if no staff meetings are held? It would seem that there
is no attempt by the college at realising its mission. It is argued here that staff meetings are key
forums for making decisions. In meetings, the staff can discuss and deliberate on different issues.
The lack of regular meetings at the college where the academic staff were supposed to participate
in decision making can be said to be an indicator of decisional deprivation (Alluto & Belasco
1972). A further concern is the question on who tends to participate most often in the limited

opportunities offered for decision making?

4.12.3 The issue of gender, age and -J_,,ﬂ::f-"'""""'* ASReCision making

T AT TN N WO uI
cihat participation in the meetings

When careful probing was done about st

was male dominated. In justifying theggcls cwees indicated that in terms of

numbers, there were more males ((OUNIVERSEEY hfghiy) in the staff at the college. In

: . . . WESTERN CAPE. 2
relation to the issue of male dominance one lecturer UXIH'CST\'Cthllmself this way :

The college has got more males than females. But this is not the reason why staff
meetings are male dominated - it is because of the past history. In the past, most
areas in society were dominated by males. (Lecturer D)

The researcher has observed in staff meetings that even though the staff is male dominated, here
are still some male members of staff, who like some female members, do not participate in staft
meetings. Others withdrew from participating because of the kind of language (English) which

is not one's home language that is used as a medium of discussion during the staff meetings. In
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relation to this issue of language, not all people are eloquent in expressing themselves in their
second language. They feel uncomfortable and intimidated by other eloquent speakers. It would
be appropriate if the staff could express themselves in the language with which they feel
comfortable and not feel obliged to respond in the language used by the chairperson. An
explanation of the non participation of some members of staff was suggested by one lecturer who
said ’
Some members of staff do not participate because they are not comfortable
to talk and come up with decisions which might not go well with
management. Others do not want to participate or contribute to decision
making but always want decisions to be taken for them. (Lecturer A)

It was also established from interviews that between the young and the old staff, the young

participate most in staff meetings. The researcher observed in staff meetings that there are two

" g . 1rs 1 T 1 1

prtheTehematie ISt category 1S the one which 1s

TN T W O W

composed of young staff that particip —pmtianeds i 0se who are in authority. The
their views or oppose authority.

il
Instead, members of staff in this CngUINIC‘WEE‘S['I?t}i’sﬁ}eg,p'ith decisions made from above
WESTERN CAPE

categories of members of academic stal

older staff belonged to the second catezq

(pseudo participation).

It would seem that even though the college claims to be committed to participatory management,
there are those people within the institution who do not see any need for change because they
themselves are comfortable with authoritarian management. When asked if there was any
relationship between participation and academic qualifications, all those interviewed indicated that
participation was not governed by qualifications. Observation of staff meetings supported the
trend of no significant relation between participation and qualifications. In relation to this trend,

the academic staff, regardless of qualifications, participate in staff meetings because they want to
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make contributions.

Although staff meetings tend to be male dominated, there seems to be no discrimination in terms
of gender, seniority, and qualifications. It is difficult to pinpoint those who have got more power
than others. All members of academic staff have an equal chance to contribute to the proceedings
of the meeting. Those who do not participate are rendered powerless by language issues and the

realisation that someone has to implement statt decisions.

4.13 How the academic staff view their involvement in decision making
When interviewees were asked if the academic staff were satisfied with their involvement in
decision making around admissions, discipline, staff appointments and budget allocation, they

differed in their comments. All repre ..n--- coraeagene. s (T indicated that they were not

TN N NN
. 5 R S e vy T
satisfied because management lmpn.\' =#1d what they needed was more

involvement in these areas. On the oth es of management indicated that

the academic staff was satisfied and thbfNEN ER ST T igfi sfhe wed that they were disgruntled
, e : WESTERN CAPE ;
with their involvement in decision making One interviewee, a Council member, recognised the
dissatisfaction of academic staff when he said :
In South Africa now, very few people are satisfied particularly in cases where
they are supposed to be involved. The same applies to the college, the staff is not
satisfied with the way things are going - may be it is because of the changes that are
taking place, teacher education is being rationalised - most decisions are taken without
their involvement and they feel sidelined. (Respondent H)
The researcher observed in staff meetings that the dissatisfaction of the academic staff with their

involvement in decision making found expression in the *wait and see attitude they have resorted

to. This was reflected by their poor attendance and their reluctance to speak in these meetings.
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This type of behaviour shows the low morale that is experienced by the academic staff. The low
staff morale can greatly impinge on college governance as the staff can distance themselves from

transformation within the institution.

Dissatisfaction in decision making as claimed by the academic staff could imply that they are in
a state of decisional deprivation. The academic stafl seem to desire full participation in decision
making around admissions, discipline, staff appointments and budget. But how is participatory
management being implemented in the institution if the academic staff as stakeholders who should

be involved in the process by participating in decision making are decisionally deprived?

— — fu— — — ma
‘ I
- — e

UNIVERSITY of the
WESTERN CAPE
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CHAPTER FIVE : SUMMARY, CONCLUSION AND RECOMMENDATIONS OF THE

STUDY

5.1 Summary

The purpose of the study as outlined in Chapter One was 1o determine the extent to which
participatory management has been implemented at the college. In particular, the study looked
at the form of participation at the college, the decision making domains in which the academic
staff participate and the conditions of decision making. From interviews, documentary sources and
observation it has emerged that participation at the college takes the form of pseudo participation,
and to a minimal extent, partial participation (Pateman 1970). The academic staff fully participate

in decision making in the technical domain (Mohrman 1978) but they have been reported to be

e R

-""‘" __.“__""‘-:-__
u-ll-u-ll-u-ll :
appointments and college budget. The? sHiEs el e i | mpact on their daily work.

in a state of decisional deprivation in wch as admissions, discipline, staft

The decisional deprivation of the acadlxiNFﬁﬁERﬂll"Fﬁflnfdﬁfi;ﬂ domain is in line with findings
of similar research conducted by RIJ&TkElF]E%LRJ nHCI} LII-:IE" two schools in America, where
teachers reported higher levels of deprivation in the managerial domain than in technical decisions
(Rice & Schneider 1994). Based on the identification of decisional deprivation of the academic
staff in managerial decisions, it is argued that there are continuities with the previous form of
governance, that is, authoritarian management at the college. The form of governance is still
largely authoritarian. A finer mesh of interviews, documentary evidence and observation indicates
certain people continuing to be dominant and others continuing to be marginalised. Among the

group of people who emerged to dominate the managerial decisions are the management of the

college. Those that continue to be marginalised in these decisions are the academic staff of the
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college.

Even though the academic staff participate in the technical decisions they continue to desire more
involvement in the managerial decisions than they are afforded. Decision making, particularly
around admissions, continued to be dominated by management and the administrative staff, whilst
the academic staff experience pseudo participation in this area. The notion of decision making as
contestation (Conley 1991) applies here, because it would seem that management does not see
staff participation as necessary. This is shown by the unilateral non implementation of important
resolutions. On the other hand, the academic staff see it as necessary for them to be part of any
decision in the institution. Participation of the academic staff in technical decisions does not imply

that there is full participation in decision making by the academic staff at the college. Full

participation will result when manag, ic_staff begin to have equal power

(Bush 1995) to make managerial decis

A number of contributing factors to (He) NNENE R&1 B of ¢heance and pseudo participation at

WESTERN CAPE
the college were identified. These factors are .

(i) Persuasion of academic staft to accept decisions.

Management come to staff meetings with positions taken, of which they are not prepared to shift.
This contributes to pseudo participation. Chances here are that stakeholder participation at the
college is in jeopardy, as the academic staff are supposed to abide by decisions taken by

management.
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(ii) Non implementation of decisions by management.

At staff meeting level, for example, the academic staff are involved in deliberations and
discussions of issues but their resolutions are not taken up. It causes great consternation to staff
to realise that the decision which has been agreed upon has never been implemented. Participation
without implementation is the same as not participating at all (Lecturer C). The end result of non
implementation of decisions by management is pseudo participation and decisional deprivation by
the academic staff. When the resolutions taken by the academic staff are not implemented, they
begin to think that their integrity is being undermined. This adversely affects their ability to
participate in decision making. They withdraw from participating because they have lost interest.
It is worth noting that their lack of interest does not generate from within but is mainly caused by

non implementation of decisions by management. This trend of staff not being interested in

,,,-ﬂ_:::‘;-::t

participating is consistent with previo\ssesSaecirns sran-L000). What Chapman says is that,

DLW R0 I
e e ]

( i‘ —smibute and those who do not mind

making expectations about participat dOMENERSITY of the
WESTERN CAPE

naturally people are different. There are

portant point to consider when

not to contribute as long as a decisioflls

(iii) Failure of management to report back to staff.

Management is seen not to take matters back to staff. They are reported to be withholding
information from the academic staff (Lecturer D). Gould (1988) identifies this way of operating
with "traditional authority . In terms of Gould's concept of traditional authority management have
the right to make decisions for the academic staff to which they are bound (Pseudo participation)
It is important to note that when implementing participatory management, the concept of
traditional authority would have to be excluded because in participatory management the

participants take decisions as equals.
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(iv) Involvement of the academic staff in decision making in time of crisis only.

The academic staff is reported to be involved in decision making around the managerial decisions
only when there are problems at the college. The implication is, management do not want to be
held accountable if decisions do not work. Involvement of the academic staff during the crisis
situation cannot be equated with full participation but pseudo participation because when the crisis

is over they obviously remain decisionally deprived.

(v) Involvement of academic staff in certain decisions (technical) and not in major decisions
(managerial).
Involvement of the academic staff in technical decisions only (for example, drawing of the work

programmes) contributes to pseudo participation because it means that in those decisions

5 _“...-i""":‘_'l-.,,“ e = v 11
|ed=marmeementpelstades them to accept decisions.

(managerial) in which they are not inv

(vi) Lack of staff meetings

At the time of the study (January 1998 BRI VEVRLS qu“fwflﬂ,ghree staff meetings were held at
WESTER b : .

the college, but are officially scheduled monthly %ai&ﬁgz&hgs are key forums for making

decisions. Lack of staff meetings is related to pseudo participation in the sense that if there are

no meetings the academic staff cannot participate in decision making and their decision condition

becomes that of deprivation.

5.2 Conclusion
The conceptual framework developed from the literature review to understand participation
proved useful in examining the forms of participation, the domains of decision making and the

conditions of decision making at the college. It provides a useful way of understanding what is
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meant by participatory governance. This conceptual framework can help to plan and evaluate

implementation of participatory governance in other colleges.

The study has succeeded in establishing the extent to which participatory management has been
implemented at the college. Based on the case study, the conclusion is drawn that participatory
management has been implemented to a partial extent. What is happening in practice, that s,
pseudo participation and decisional deprivation of the academic staff, is not compatible with the
new model of governance as proposed by the NCHE and the new education policy framework.
The academic staff do not fully participate in decision making around admissions, staff
appointments, discipline and budget. Although the academic staft is formally represented in most

of these areas of decision making, decisions in the managerial domain are still dominated by

: ds do not play a meaningful role

m‘
because they do not take the ideas arf

management. Representatives of the

Ok csented. They also do not report

back. Representatives do not have a il}ns for the academic staff but as

representatives they require authoriZJMd VERSIEY sfcthethe academic staff to act in this

WESTERN C :
capacity (Gould 1988). S

It is important to note that educational institutions are bureaucratic in nature (Bush 1995). Full
participation cannot be fully realised. Some decisions can be made by the academic staff and other
decisions will remain in the top echelons of management. This is a difficult situation because
members of academic staff have a problem in implementing decisions which have been taken

without their involvement and which impact directly on their work.
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5.3 Generalisability and limitations of the study

Cohen & Manion (1989) raise their pessimism regarding the generalisability of single case studies.
They do however acknowledge, alongside other researchers, Hitchcock & Hughes (1989), that
there valuable insights to be gained from a study of a single rather unique case. This is so in so
far as case studies probe deeply and analyse intensively the multifarious phenomena constituting

a unit (Cohen & Manion 1989:125).

The extent to which this study can contribute to the academic debate on participatory governance
needs to be located within this background. This research study has attempted to give a detailed
insight on the forms of participation, decision making domains and conditions of decision making

at the unique case of Shingwedzi college. The study was conducted during the era of educational

--l‘ -l""“'!q._ Vg,

OCl’atIC governance. Colleges of

u-ll-u-ll-u-ll ‘
education were required to undergo %2 SIS smesvedzi college is one of the many

transformation in South Africa. Calls

et s

.|

conclusions about its form of partlcz;mUrNmthRExllTvﬁjfgﬁgwxnalns and the decision making

'Fundamental Pedagogics' colleges wiii challenge. From the case study,

conditions cannot be generalised to all LoIFé?eT ]lilua qu&y mdluues that many colleges might be
experiencing transformation problems. Therefore, the study opens up broad issues for other
colleges in transition to reflect on and to consider, given their respective contexts. It is hoped that
similar institutions could benefit from the study and that the challenge to discuss more openly in
the public domain would be taken up by other colleaques in the college sector. As the South
African education is being transformed more case studies of this nature are required. Christie
(1990), writing within the context of private schools, points to the richness and accuracy which

a combination of case studies can give.
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There are three limitations of the study worth of mention. Firstly, the study did not look at other
decision making structures like the students, the administrative staff and unions at college level.
The role of these structures in decision making needs to be researched. Secondly, lack of proper
documentation robbed the researcher of the detailed analysis of the information recorded. In
certain cases documents were seldom written to answer the researcher's questions, and it was

difficult to get relevant information.

Thirdly, the data collection phase was scheduled to be completed within a month but it took two
months to set up. Certain members of academic staff who were supposed to participate in the
interviews were not always available (could not stick to day or time set for the interview) since

it was time for the end of the year examinations at the college. Besides the non availability of

1 ARATa e Y 3 -
certain lecturers, one member of managgmemtTrasrertametanl (0 be interviewed. On more than

T AT TN N WO wI
I O L e W i PO . &
m yould always change his mind and

‘ready . The member of management il DAVE RSEDY tptight that it was not an inconvience

LI
WESTERN CAPE

to keep on postponing since the researcher was an insider. It was not costly to set up another

three occasions when he was supposed

request for the interview to be postpg

-ause he claimed that he was not

appointment but the postponement took a lot of the researcher's time. This was a very serious
limitation. It was on the fifth day when the interview finally took place. Irrespective of the
limitations that have been cited, the fact that the research was a case study and everything was
central, simplified arrangements for interviews. It was easy for the researcher to make
appointments and follow ups, also to get information on documents that were available. On the
other hand, the fact that the writer was an insider researcher and knew more about the institution,

she was constantly required to check on her objectivity.
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5.4 Recommendations for the college

As recorded in the mission statement, the college is committed to social change and
transformation but there seems to be barriers obstructing the process of implementing
participatory governance which could facilitate such a process. This has been shown by major
differences between the perceptions of members of academic staft and members of management.
The differences occur on almost all the issues investigated. It appears that the college may find
it very difficult, if not impossible to initiate and implement meaningful transformation, because the
academic staff and management seem to be disagree on many aspects around college governance
and have differing perceptions. Unfortunately the academic performance of all involved might be
seriously affected because of the above mentioned state of affairs. The following

recommendations are hereby made, drawing on the case study :

(i) The college should immediately fofgy = mittee which will help with the

r a structured plan, guidelines or

implementation of transformation prodggs ||

government policy documents that w LI NEYE, E@I@“Fhf’ﬂm‘* process of transition from the
old authoritarian form of ‘s,ovenmntt L{g' Frl;d 1umton e mwement Some staff members

interviewed suggested a need to be trained in the issues (for example, budget issues) that they

would have to face. Generally, skills are required for effective participation in decision making.

(ii) The national government, as an institution calling for educational transformation, should

where necessary assist management of colleges in transforming their institutions.

(iii) The new form of governance (participatory) requires participation of all stakeholders in

decision making. The management of Shingwedzi college in particular and that of other colleges
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who have to implement transformation process should avoid pseudo participation and decisional
deprivation by involving the academic staff when taking important decisions such as admissions,

discipline, staff appointments and budget.

(iv) Decisions taken in staff meetings should be implemented as agreed and changes should only
be made when the staff has been consulted about the need to do so. Again, when the academic
staff participate in decision making management need to communicate with them what their inputs

has had on decisions that are made.

(v) It was reported that committees are there at the college but non functional. Committees should
be given a specific period on which they should work and report back to staff. There should be

a body to oversee the other committees sremaorawating mechanisms.

(vi) The fact that the academic staff and 1

necessitates the exchange of ideas anq_}m'il_[ngﬁglgtlrﬁ‘nﬁjtgﬁg level. Staff meetings should be
held on regular basis in the institution Mtllliif?LTl rlf"_" %ﬁ,r&ﬂ‘ B Fims through which participatory

management can be realised.

(vii) The female staff should be encouraged to assume chairing positions in staff meetings.

This should be accompanied by training in the general processes of participatory management.

(viii) In addressing the problem of the lack of transparency which has emerged in the research
findings, both the academic staff and management must work to develop openness and to trust

one another.
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(ix) Finally, for the effectiveness of educational transformation process, it is recommended that

future research investigate participation of all stakeholders such as student formations,

administrative staff and their unions in decision making.

(I8 NIN BIN NI WIN BRI
UNIVERSITY of the
WESTERN CAPE
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APPENDIX A: PERMISSION LETTER

Dear  Colleague

REQUEST FOR AN INTERVIEW

I write to inform you that 1 am doing research on academic staff participation in decision making.
This research project is potentially significant in contributing to our understanding of college
governance in a changing context. 1 am using the college as a case study. I have been granted
permission by the Rector to conduct such a research, this entails interviews with the academic
staff and management.

Therefore, 1 am requesting to conduct an interview with you. Rest assured. the information
supplied to me will be confidential and you will remain anonymous. Please, let me know if the
request is accepted so that we can have an informal open discussion before the actual interview.

Thanking you in anticipation.

Hazel Mhlanga

Tel : 015 8510362 Ex 229 or 082 O3 IOVNIDVERSITY of the
WESTERN CAPE
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APPENDIX B : Questions for interview
A list of questions focusing on the form of participation, decision making domain and conditions
of decision making at the college. All interviewees were requested to reflect on the following

questions :

1. Does the college operate towards a particular mission statement ?
2.(a) Is there staff participation in decision making at the college ?
(b) In what kind of decisions do the academic staff participate ?
3.(a) Are there any decision making structures at the college ?
(b) Who participate most in decisions around admissions, discipline, staff appointments and

budget allocation ?

—
II-II-II-II-II-II

5. How regularly do the academic smr " '|“

UNIVERSITY of the
WESTERN CAPE

6. Is the academic staff satisfied wnh t i i} déihision making ?
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APPENDIX C : TRANSCRIPTS OF INTERVIEWS

1. MEMBERS REPRESENTING THE ACADEMIC STAFF
LECTURER A
Date of interview : 09 October 1998

Time : 9h30 - 10h00

_ There is a mission statement on paper but it is not known to the staff members. The staff was

not part and parcel of the drafting and it was not shown to them.

- There is no participation of staff in decision making because decisions take by the staff are not

2
peetiiTs Co e
IIIII--II-IIIIIIII‘

| _ e it has talked about the issue but
!l !Il Ll D' !

they participate in decisions of less imp b LY ERSIT ¥afitfhere is someone who always veto
WESTERN CAPE

nly held in times of crisis. The

implemented and there are no stafl

question is, can we say the staft participp

ofl§ dl‘f at the college in the sense that

the issue not being implemented ? Thm 2

the decisions taken by the staff.

- The academic staff participate in decisions which are purely academic. Decisions around
admissions are done by management. Management comes up with rules and procedures of
admission. There is no discipline committee at the college. The committee seems to have been
inactive for quite a long time. Staff appointments are done by management. Management then
take the matter to senate and council for approval. Bugdet is also done by management and the

50 - called finance committee.
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- There are decision making committees at the college. Some of these committees are
management, senate and council. Management is the highest administrative body. Senate deals

with the academic decisions and counsil is the highest decision making body.

- Staff meetings are scheduled but usually postponed. On paper there scheduled staff meetings
but one is not sure as to how many. Having a staff meeting at the college takes a very long time
[t can take up to three months and more without holding a staff meeting except those meetings
which come as emergencies. Staff meetings are male dominated, but at the same time there males
who do not participate. The reasons behind the non participation of some other people might be
that they are not comfortable to talk and come up with decisions which might not go well
management. Some people by nature are not used to or do not want to participate in decision

making but always want decisions (g g’"":‘";n“"""*-- TRt
u-ll-u-ll-u-ll ‘

'I‘!“!I - staff is generally young, mainly

participation. There are highly qual N L¥dp R SID Yiofithe panicipate and those that are

WESTERN CAPE
unqualified but participate. Generally there is a high qualified staff in the sense that almost all have

= are one or two females who

participate but when it comes to number:

the young participate most than thg \tion between qualifications and

at least a senior degree. The staff is not satisfied because what they decide is not implemented.
Management comes with ready made decisions only to impose. The level of staff participation
needs to improve in the sense that staff participation should occur from the start and not at crisis

level.
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LECTURER B
Date of interview : 12 October 1998

Time : 10h20 - 11h00

- There is a claim that there is a mission statement at the college. It is doubtful if a direction has
been taken towards such a mission statement. The manner in which the college operates it is more

on addressing issues and problems than moving forward.

- There is some involvement by members of staff. Their participation depends on the nature of

issues, for example, the staff decides on the work program but there is not sufficient involvement

in the managerial decisions. There is |

.n-r*--.: decision making. Participation is

I O O N

at the lowest level. It is usually at the infisgs@k-esreg-y king. If it happens that the staff

i

UNIVERSITY of the

. .. WES . ¥ : —_
- The academic staff mostly participate i]I-{{:HI\TULEH E{cmmfi {%epa%adennc affairs, for example, they

ut the process.

is not involved at this stage, they woulfl

presently involved in the Outcome Based Education (OBE) workshops. The registrar, rector

and senior head of department are responsible for admission policies. The other members of
management are well informed about these decisions. Discipline committee is non existent at the
college. There is no such a committee. Decisions around staff appiontments are taken by the
rector, head of academic affairs, registrar and head of the department concerned. The registrar
is mainly involved in budget allocation. The academic staff have to be taught how to make
decisions. They have to access information and get to the point to be able to make intelligent

decisions. For example, how can 1 who's never dealt with finance make decisions about budget
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allocation ?

_ There are decision making committees at the college, namely, management, council and staft
association. As a member of the academic statf’ association, it is in the interest of the association
to look at issues that affect lecturers as well as upgrading the welfare of the academic staff at the

college.

- Sometimes there is a term without any staff meeting. It is not because one is absent but
because there are no staff meetings at the college. Staff meetings are male dominated. the reason
for male dominance it is because there are more males than females. The staff is almost of the

same age hence participation is on average between the young and the old. There is no relation

beranseeremrehose with higher qualifications who
TN NI NI WA

seipating. The staff is not satisfied

between qualifications and participatic

do not participate and those with lower

with their involvement in decision makidl dtlentnt usually persuade the academic

staff to accept decisions. More involvEINE Vile R BE TV iaf sfages would be a good thing.
WESTERN CAPE

LECTURERC
Date of interview : 19 October 1998

Time : 11h00 - 12h00

_ One would not say that the college operates towards a mission statement because there is no
planning. The mission statement might be there on paper but it is not popular to members of

academic.
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- There is staff participation in decision making but when it comes to implementation, something
different is implemented. Implementation done is not what the staff has agreed upon. The people
who have got powers, for example, the rector and senior head of department implement decisions.
The situation as it is at the college is difficult to say that there is greater participation. One cannot
classify the level of participation at the college, it is a tricky situation, it is the same as not

participating at all because decisions are not implemented.

- The academic staff participate in decisions dealing with pure academic affairs. There is little
participation of staff in admissions. The staff is just told what hsa been decided upon by the
rectorate. There is no discipline committee at the college. If there is a disciplinary committee then

such a committee is dormant. One does not know whether staff appointments are decided by

i uml!v draws the budget but staff is

10 a0 ..u-!' _..--\

L
(I8 NIN BN NIN BIN NI "
i e st e 15 regarding budget would seem

management or council. Again, one ¢

always requested to make submissions

1d to run our department, we may

they are taken somewhere. Suppose we I

be told that 'we' are giving you only tv[d mqsqs@gmqwﬂﬂmy the requested amount won't be
WESTERN CAPE

possible.
- Decision making structures at the college depends on the nature of decisions taken, for example,
there is a test and examination committee. Decisions around this area are not problematic are not
problematic because students want to write and lecturers simply run the examination - there is
agreement. But there are decisions which are problematic and there are differencies of opinion.

Decisions are taken by staff in issues which are not problematic.

- There is no specific program to an extent the college may have one or two meetings per anum.
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Problems are addressed as they come and there is no planning. Staff meetings are male dominated.
At the same time there are those who are talkative and those who are not. Some staff members
simply choose to be quiet and some do not participate because they are not they are not up to date
with what is happening in the institution. Everybody participate the young and the old. People
who participate in staff meetings feel that there is something which they need to address
irrespective of qualifications. The staff is not satisfied with their involvement in decision making
because there is persuation of some kind by management. Participation without implementation

is equal to not participating at all.

LECTURER D
Date of interview : 30 October 1998

Time : 11h00 - 12h20

- The mission statement might be th;r - lbllgHe ; | ot seem to be operating towards

a particular direction. The mission UNEVERST DY¥ufehio members of academic staff.
WESTERN CAPE R ;
There is practically no planning at the college. Management alv J»I:i'}fs react to crisis situations. This

does not help the college in trying to achieve a mission statement.
- The rector and senior of department are responsible for decision making. There is less
participation in decision making because decisions are taken from above and the staff is on the

receiving end. There is no report back by management and the staff is not aware of what is

happening and they cannot make contributions.
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_ The academic staffis mainly involved in issues dealing with the academic program. The staff is
not involved in decisions around admissions. At some stage the staff requested for an opportunity
to participate but of late the office of the registrar has taken almost everything regarding
admissions. When the staff questioned about this, they were told that admissions is a pure
administrative activity. It seems there is no committee which deals with discipline because the
college does not take disciplinary actions against some people who may have contravened some
policies. What happens is, management tries to meet in times of crisis and address the problem.
Management mainly constitutes the committee which is responsible for appointments. There is
also a representative from the academic staff association and also a representative from the

department which appointments are made for.

- ---ﬁ"::.':::w,_“ are = . \
m functional. As academic staff

T I I O T
e oeene s 0t going as they should, so the

- Decision making committees are ther
we felt there were certain things at t

d interests of the academic staft-

academic staff association was formed tol}

but when something is wrong and yol JNIRERS iD¥ J}f-‘?ﬂ,@ feel their authority is rejected.
_ WEST TAPE o
The academic staff’ was labelled as a pressm'lg' E‘Rﬂprﬁf&ll—;& the mere fact that it is below

management and is composed of lecturers, it becomes a threat to the institution.

- Although there is a program which indicates as to how staff meetings are supposed to be held,
sometimes they are only held twice a year and also in time of crisis. Staff meeetings are male
dominated because females are not in big numbers. The young staff participate most than the old
staff. This type of set up is linked to past political dispensation where people were used to the
system of taking instructions from above. The old staff is used to this system. Participation is not

governed by qualifications. The staff is not satisfied with their involvement in decision making
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because management does not report back to staff. When management meet there is no agenda

given to given to staff in order for staff to make their own contributions.

2. MEMBERS OF MANAGEMENT, SENATE AND COUNCIL.

RESPONDENT E

Date of interview : 20 October 1998

Time : 11h30 - 12h15

- The college operates within a mission statement. The mission is to prepare students for their

immeadiate participation in the classr ___.._____,..:’:—"""""" AT © strive to get inputs from other

I8 NN FIN BIN BIN BT
. ) P 3 A A O0E £ | A (R ity { el
structures in the college in order to redyeh RSHALEE 111

- There is provision for staff participatidd N ESRERSTT Vb iﬁr@'b‘e to participate in all decisions
WESTERN CA I:T

and we jointly come into resolutions. Because of the democratic dispensation in the country, there

are now changes in the management structure at the college. The academic staff is now

represented at management level by three representatives from the academic staff association.

Prior to 1994 there was no staff association. Once the representatives of academic staff are in

management they are not just observers, they participate and become part of management. Before

the association was formed, management comprised of the rector, vice rector, senior head of

department and the registrar.

- The academic staff participate in all matters that are academic and also in the running of the day
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to day running of the college. With regard to decision making around admissions there is
committee headed by the registrar which is in charge. All members of academic staff can make
inputs in this area. There is a committee which deals with discipline at the college. Senate and
counsil are also represented in this committee. The academic staff is represented in decision

making around staff appointments. All heads of department make inputs in budget allocation.

- There are two committes which are above management, these are, senate and council. Senate

is responsible for all academic matters. Council is the highest decision making body at the college.

- Staff meetings are supposed to be held monthly, but it is not always possible to stick to the

year planner because of disruptions. The academic staff is satisfied. There are no indications that

i 1 ir i O] CLLL T T T T,
they are disgruntled with their involvencatariecTsoRmadlly

RESPONDENT F

Date of interview : 02 November ITUNIVERSITY of the
WESTERN CAPE

Time : 11h30 - 12h15
- The college operates towards a mission statement because it aims at producing teachers who
are well educated, well cultured and motivated towards the teaching profession. The college
is also positive towards participatory governance, for instance, it has now accomodated the

academic staff in management except students.

_ In most cases management consult with the staff and give a direction on things to decide on.

Management make suggestions but do not persuade the academic staff to accept decisions.
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Decisions should always come from the people. At management level anything that involves the
staff is taken back to staff Management do not take decisions that involves the staft without

involving them. Whatever decision is taken at staff level, it is taken back to staff.

_ Staff take decisions on issues regarding the day to day running of the institution. For example,
if there is a new structure about the curriculum the staff is involved. When there are boycotts the
staff is notified and a way forward may also come from them. The staff is also involved in
planning of the year. Decision making around admissions are solely for the administrative staff
headed by the registrar. There is a disciplinary committee but up to now the college has not
encountered problems that warrant any disciplinary action. Regarding staff appointments, the

paper work is done by senior head of department and the registrar. The panel which conducts

mmmmm. nce commlttee, registrar and the

department, rector, registrar one ﬂ\L]YUquETRE‘WE}f}%(E‘ an official from bank.
WESTERN CAPE

_ There are other decision making structures at the college except management. These are,
senate and council. Senate has more powers than management, and above senate is council
which is the highest authority body in the institution. When issues are being debated at
management level and consensus cannot be reached, the issues are then taken to staff. If the staff
has got a different view on the issue, then the issue is referred to senate more especially if the
issue is purely academic. Then if the matter cannot be resolved at senate level it is taken to council

which is the highest decision making body at the college.
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- Staff meetings are scheduled normally once per quarter. If a need arises emergency staff
meetings are held. Sometimes the academic staff would seem they are satisfied and sometimes not.

Decisions are sometimes taken by the rector and the academic staff show disappointment.

RESPONDENT G
Date of interview : 28 october 1998

Time : 10h00 - 11h00

- There is a mission statement. It is aimed at preparing student teachers so that they can fit in the

year 2000.

so represented at senate level by

. R ‘
senior lecturers and head of departmer EM

- The academic staff participate in all

- With regard to decision making &i UUﬂ](}élfli}lﬁﬁl’%\I If)ﬁya{;,q%;;:;mc are welcome to make inputs
but the office of the registrar is the WhE S BRIN dsalsPdinissions. There is a disciplinary
committee which has just been formed, unfortunately the committee has not had any meeting up
to now. The committee is composed of different structures at the college. Decisions around staft
appointments are done by a panel which is constituted the chairperson of council, the rector, the
senior head of department and the head of department. Every department is required to submit

their budget estimation to the office of the registrar then the registrar sits with the finance

committee to do the budget allocation.

_ There are other decision making committees besides senate, namely, management and

o1
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counsil. The academic staff are represented in all these committees.

- Staff meetings are supposed to be held once per quarter but because the tight schedule at  the
college there are few meetings. Staff meetings are only held when there is a need. The staff 1s

satisfied with their involvement in decision making.

RESPONDENT H

Date of interview : 05 October 1998

Time : 11h00 - 12h30

_ There is a mission statement but it is difficult to put it word for word.

staff is also represented in council. Reprife

participate in decision making. If thegepFT P RRETTR'S r'}ylb” because of the situation, for

example, if things run a certan way d‘lilﬁ ERTE N‘é&dﬁ" AP uld like to see we are bound to

take certain decisions.

- The academic staff participate in all issues of governance that affect them. The registrar is the
one who is responsible for admission policies. There is a discipline committee which is composed
of various stakeholders, for example, students, members of academic staff, management, senate
and council. There is panel which is reponsible for staff appointments. The head of the subject
concerned or which interviews are being made for is also represented in the panel. The

proceedings of the interview are chaired by a chairperson of the council. The registrar is mainly
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responsible for decisions around budget but all departments at the college are invited to make

inputs befor a final decision is taken.

_ Council is the highest decision making body at the college. There are also other decicion
making making committees, namely, management and senate. Management for the day to day

running of the college. Senate deals with the academic affairs in the institution.

- Staff meetings are supposed to be held once in two months but because of the tight schedule
it is sometimes important to postpone staff meetings. In South Africa now very few people are
satisfied particularly in cases where they are supposed to be involved. The same applies to the

college. The staffis not satisfied with way things are going, may be it is because of the changes

{ui and most of decisions are taken

_........

UNIVERSITY of the
WESTERN CAPE

that are taking place. Teacher educat

without their involvement and feel the
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APPENDIX D : LIST OF COMMITTEES AT THE COLLEGE

9.

10.

11.

13,

14.

15.

16.

]

18.

1

\D

. College Council

. College Senate

Management Committee

_ Finance Committee

_ Planning Committee

. Seleétion Committee

_Tests And Examination Committee

_Curriculum Committee

Time Table And Statistics Committee

Publications Committee
I8 NI EIN RIE BIN BRI

T

Residence Committee UNIVERSITY of the
WESTERN CAPE

Transformation Committee

_Ceremonies Committee

Catering Committee

Academic Staff Association Committee

Cultural Committee

Medical And Health Care Committee

Educational Tours, Campus And Surroundings Committee

- Disciplinary Committee
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