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Background to the School Compass project and a 

problem identification

Since 2002 there has been cooperation between the Municipality of Karlskrona –

Education Department and Atteridgeville/Gauteng Department of Education, Tshwane / District South. 
From the beginning the focus was on exchange between upper secondary schools.

Many learners, teachers and officials have learned from each other, changed ideas,

shared experiences and also got new perspectives. Our contact has expanded into a municipal partnership and covers more areas of the municipal structure.

One part of our partnership project is the Swedish evaluation tool “The School Compass” invented and developed by the Swedish Association of Local Authorities and Regions, SALAR. We have studied the method carefully and both sides are eager to use it. Since this tool is developed in Sweden we had to adjust it into an international environment. 

We now have a mutual understanding, basic knowledge and experience of our different ways of managing schools and education. Both sides are focused on quality and how to ensure quality with scarce resources. (Although we work from very different levels). 

We have over time discussed advantages and disadvantages of a centralised or decentralised education system. From the Swedish horizon we have been very impressed by the new professional methods used in SA, the willingness to adapt to the new political situation in the country but also been worried about the big gaps between different areas and groups. 

The education system in South Africa has a very interesting and efficient way of monitoring schools, educators and also teaching but lacks ways of monitoring the level above this: 

the education department. We have come to the conclusion that in order to develop this focus on management and quality in schools and education a more scientific approach is needed.

To stand on a more solid ground we think it would be helpful to use The School compass.

In Karlskrona there is also an interest to use the evaluation tool as a help to improve our management and monitoring of schools but also as a material used to improve our mutual comparisons, evaluations and improvements on both sides. We also think this project would help other partnership projects and ease the comparison on improvements and strengths in management of schools and education. There is an international agreement on the importance of education and also on how complicated it is to manage this with the conflicts that sometimes occur. Hopefully a method like the School Compass can make this more visible and obvious. With better knowledge and insights it is easier to solve problems.

A short project description

The aim is to create a method for comparison in the purpose to ease understanding about leadership and operation control during partnership projects between different countries and also focus on the management results concerning structural quality, process quality and result quality. The focus will be on education. We have translated and transformed a Swedish evaluation tool, the School Compass into an international environment and used it as a comparison between two different municipalities. 

The development shall build upon the ongoing partnership between Karlskrona and Atteridgeville/Gauteng Department of Education/Tshwane District South to ensure efficient communication. We have limited the project to management of upper secondary schools.

The objectives
· Adjust the comparison tool School Compass in order to give the two municipalities a possibility to create a platform for the next step of the partnership.
· To exchange ideas and learn from each other based on the different strengths and possible improvements made visible by the School Compass.

· Find out if the result of this project can be used in developing an
evaluation tool which can be used in international partnerships.
A short description of the School Compass as an evaluation tool

The School Compass is a concrete evaluation tool measuring the quality of the steering, management and leadership in a school organisation, both in an operative and in a user orientated perspective. 

· So what does this tool, the School Compass, evaluate more precisely?
The compass evaluates the arena of leadership and management between the level of your provincial head office, trough your school district and further on to the headmasters in a perspective of how successful they are in their mission according to national, provincial and district goals.

The compass tool is built on a method of document studies, a research in information and deep interviews. The School Compass is working with eight different areas.

1. Openness and democracy.

2. Accessibility and user orientation.

3. Interplay between management levels.

4. Control and management.

5. Checking and reporting.

6. Human resources.

7. Organisational development.

8. Result, analysis of results.      

· So what do you get out of the School Compass?

Important to realize is that, the School Compass is not an ordinary inspection. It is a qualitative dialog between friends in order to make school improvements.

The deep interviews are made on different levels of management in the school district of Tshwane South. The size of the different groups has been between3 to 6 participants.

1. Principals
2. Management of the department of education
3. Politician on board of education
4. Unions

 Presentation by of the evaluation team
Julitha Matebane is the coordinator for Performance Management Systems and also the Project Manager for the SALA- IDA School Compass Project in Tshwane South District. South Africa. Prudence Small is the Chief Education Specialist in the Policy and Planning and District Information Management Systems. Sabrina Mdlalose is the Senior Education Specialist responsible for Human Resources Development and Sello Ngwenya is the Senior Education Specialist responsible for Partnerships.
Summary of the evaluation 
The visits to the schools in Karlskrona gave us a broad understanding of the school system in the municipality. The availability and use of resources in the schools were very impressive and we could see how far different the two education systems are. 

We appreciated the commitment, dedication and support that were shown by the principals during these visits. We have learnt tremendous lessons of leadership and management through the evaluation process. We have noted many differences between the two systems of education:
The interview process enabled us to get a much broader understanding of different levels of management in the organisation. The roles and responsibilities were outlined and improvements in the systems could be identified and recommendations were given.  

The evaluations done suggest that there is room for improvements in areas such as:  checking, reporting, monitoring and evaluations of results. This evaluation tool could be used to evaluate management leadership and governance of education in various countries or internationally.
This has been an educative interviewing session. We hope that this exercise will enable both countries to exchange knowledge and expertise in the whole educational system.

The use of suggested improvements lies with the management of the organization and we hope that they will impact positively on organizational planning, development and provision of a good quality education for all learners.

As partners we have a relationship with a shared purpose and we value the partnership with high regard.

The continued used of the instrument will definitely enhance the quality of teaching and learning in our schools.
The tool suggested the following strengths and improvements:

	1. Openness and democracy
	Strengths 
	Improvements



	
	·  Questionnaires used in collecting opinions, ideas, suggestions about activities  with citizens.

· There are frequent political board meetings

· There is a website that is updated monthly

· Names and contact details of the politicians are available to citizens

·  Information given in local magazines about political meetings and decisions

· Press releases, advertising and printed information is used to inform citizens

· Principals conferences are held frequently  

· Meetings between vocational education and Trade and Industry are held.

· Equality treatment plan is available

	· Improve the impact on results from the questionnaires

· The tool suggest that there should be  stand alone panel of citizens which will look at important matters of development 

· Timely consultation with citizens could lead  to improved contribution by citizens

·  The tool suggest that there should be better structures for  implementation on new laws.

· Results of dialogue should be given to citizens more frequently 

· Citizens should  be informed about documentations before board meetings.

·  Create systems to have consultations with citizens on important matters.

· Develop a link which makes it possible for citizens to contact politicians  on the website. 

· Equality treatment plan must be implemented according to its goals

	2. Accessibility and user orientation
	Strengths
	Improvements


	
	· Information is given in various form, Open house, Internet Exhibitions.

· The organization stimulated an active user influence in various councils and locals, meetings between politician, municipalities and schools.

· The council acts in support of alternative forms of activity both internally and externally to its organization.
	· The collaboration between all structures should have an impact and show the results -adult education, meetings, development board, independent and public schools. 

·  Management to monitor perception of learners after completing the school

·   ensure that the interests of the children take first priority (Convention on the Rights of the Child) 



	3. Interplay between management levels
	Strengths 
	Improvements

	
	· There is a document on delegation and planned responsibilities 

· The organization has a well developed school plan- State, municipality,  schools (vision, mission, goals)

· The reporting structures are in place- quality reports, annual and quarterly reports, report back session by principals.

· Regular board meetings

·  There is  a HR policy on ethics

· Framework set by management


	· Strategic issues should have more follow-up on an annual basis to evaluate progress- refer to school plan.

· Develop a system of clear distribution of roles and responsibilities between politicians and officials.

· Politicians focus most on budget

· Personal development programs for organisation principals must be established

· The management should promote work that will have a common value base in the organisation as a whole-(no common policies)

· The 3KVH instrument should  be used for  benchmarking and not only for  comparisons. The Swedish international benchmarking system could assist the municipality with benchmarking




	4. Control and management
	Strengths 
	Improvements



	
	· The council have programme for recruitment and career path within their organization- leadership trainings, unions, 

· Good plan for learner migration

· Regular HR meeting


	· Unions should be involved in the recruitment process and timeously consulted to be able to contact their members. 

· There should be a succession plan for the transfer of skills from the older to the younger generation.

·  Management should stimulate use of human resources that will be pedagogically right.



	5. Checking and reporting

	Strengths
	Improvements


	
	· Interviews, talks, enquiries done on regular basis.

· Various reports are available (Quality reports, Quarterly, monthly annually reports formula, financial reporting.


	· Develop directives to analyze reports and to give regular feedback for development purposes.

· There should be a balance between qualitative and quantitative reporting.

·  Too much responsibility is placed on Head masters. Much more support to be given  from officers and politicians



	6. Human Resources

	Strengths
	Improvements

	
	· The organization has a well qualified staff.

·  There is a Five yr plan for recruitment strategies

·  1.5% of allocated budget is use for CPE

· There is dialogue between employer and employee.


	· Management needs to analyze CPE strategy

·  Exit interviews should be conducted

· Regular checking mechanisms must be in place for the CPE Budget.

· There should be an employee assistant programme to assist employees to deal with health, work and personal issues.

· Action plans for management to promote organizational development.

· There is a need for individual subject meetings.

· There must be an equality plan that must be practiced and followed up

	7. Organisational Development
	Strengths
	Improvements

	
	·  Quality reports are available such as 3KVH

· Local benchmarking with other municipalities


	· Use the results from 3KVH to benchmark between schools, municipalities and internationally

·  Subject forums should be implemented more frequently to give support to teachers across schools and municipalities.

· Managers need to stimulate and use staff’s ideas for improvement

·  The organization should use standard and uniform systems to improve change.

· All results of follow-up evaluations should be analyzed systematically by the management

·  Establish research structures for improvement and change.


	8. Analysis of Results
	Strengths
	Improvements

	
	· Good results in relation to other municipalities

· Demand from outside society

· 4 pillars of objectives

· (3KVH) comparing quality and cost of results  within 5 municipalities

·  There is a system for keeping statistics on number of student, dropouts

· Citizens enquiry every 2nd year

·  Evaluation Questionnaires to learners and staff

· 1st choice =86% of learner preferences
	· Estimated cost should be relate to results and targets

·  Put plans in place to measure targets and Improve results on staff working conditions, learners, parents and citizens satisfactions.

· Results must be used to develop better activities.




The evaluation result in the different areas expressed in 
a spider diagram.
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