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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 in both countries. 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 between 3 to 8 participants.

1. Principal

2. EDMT, management of the district

3. Provincial Head Office

4. Unions

A presentation of the evaluation team

Mr Göran Palmér, Head of education for upper secondary schools and adult education in the municipality of Karlskrona and also the leader of the SALA-IDA project School Compass.  Mrs Lena Netterstedt, Controller in quality issues in the municipality of Karlskrona. Mrs Anna-Lena Pogulis, Strategic manager in the municipality of Piteå and the present member from SALAR, the Swedish association for local authority and regions, certified by the SALAR organisation to do School Compass evaluations in Sweden and Mr Håkan Petersson, headmaster/chief at the Törnströmska upper secondary School in the municipality of Karlskrona and also certified by the SALAR organisation to do School Compass evaluations in Sweden.
Summary of the evaluation.
The School Compass is a tool based on international research of quality. The tool is built from values in an international perspective. Despite this, has the Swedish team, in our assessment seen the importance of taking certain considerations as to differences on both board structures and the history of the country.

The main impression from the evaluation team of Sweden is that Gauteng Department of Education District Tshwane South has well developed systems especially concerning

· Vision, mission and targets

· Checking and controlling by  monitoring, evaluation  and reporting

We have also discovered that we have different ways of looking at the word Results. We feel that on district and school levels the focus is mainly on exams and pass rates, even if the organisation has more results. The provincial level results are given in a broader perspective.

Another difference, we have seen, is the interplay between officials and the politicians.  In Sweden the accessibility to the board/council of school is quite simple and common, for both learners/parents and officials. In South Africa the dialogue is conducted between the politicians, citizens and the officials in public parties meetings.

We are also impressed how far the development the school system has reached in such a short time.

One aim of the project is to see if it is possible to transform the School Compass to an international tool.

The School Compass scoring system, is based on best practise. The assessments of the evaluation results has its point of view from best practice, which means that probably no one will ever reach full score of 800 points (eight areas with 100 points each). So far a normal result in Sweden is approximately about 350 points.  

As far as we have come now we assume that it will probably be some difference, in the results, between a team which is evaluating in a different country and which is evaluating in their own country.

In consideration of the difficulty in comparing two different countries with different systems on such a detailed base that the score system is, we have chosen to present the result in a “spider diagram” instead of in figures. There is some work left to assure that the tool is comparable between different countries.

In spite of this we still can say that District Tshwane South has a very good result compared to many Swedish municipalities.

The evaluation result in the different areas expressed in 
a spider diagram.
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Strengths and Improvements
	1. Openness and democracy
	Strengths 
	Improvements



	
	· The management of the school district and the principals are invited to and attend political meetings and local units.

.

· The important work with equal access to education. 
	· The school Compass supports the districts ambition about opening a local website where it is possible to inform the citizens. 
· To further develop the system of getting into contact  with politicians as part of the citizens´ dialogue. This system should also include individual activities

	2. Accessibility and user orientation
	Strengths
	Improvements


	
	· The work with the convention on the rights of the child.

· The work with portfolio all through the whole organisation.

· The School Governing Bodies that give the parents good participation.

· There is a system for handling views and complaints from users, citizens and other interested parts.
	· Develop the information and promises about quality, to parents and learners, to be more than only results of marks.

· Develop the work with the learner education council so that the students have better possibilities to influence on the school situation.



	3. Interplay between management levels
	Strengths 
	Improvements

	
	· The vision, mission and goals are well known in the whole organisation 

· A clear distribution of responsibilities, roles and delegation between politicians and officials  

· The district´s way of supporting the under performing schools.


	· The management could reflect on the possibility of using the budget as a means of increasing result.

· The School compass method supports the improvement which has already been started meeting in clusters with principals and district. 

· The district could act in favour of that more officials can meet and interact with the political level.

· The correlation is not enough between needs, resources and targets.




	4. Control and management
	Strengths 
	Improvements



	
	· The way of creating a good and safe environment for children and youths.

· The way of creating leisure for children and youths.

· A clear policy about inclusion.

· Regularly follow ups how the principals fulfil their tasks.


	· The district should reflect about how they are able to stimulate the organisation to use the human resources in a flexible way. For example,

· Exchange of good examples

· Support co-operation between schools

· To support and aid school in gaining knowledge about inclusion.

· Individual plan for improvements for the principals.

· Long range planning concerning recruitment and premises.

	5. Checking and reporting

	Strengths
	Improvements


	
	· A clear and known system and organisation for checking, quality accounting and monitoring evaluation.

· There are directives/routines and regular monitoring to see that the tasks/analyses/projects are carried out and implemented.
· A well developed system with regular reports to the political level.
	· Use the reported evaluations about learners´ and parents´ opinion concerning their school situation at all levels.




	6. Human Resources

	Strengths
	Improvements

	
	· A program for introductory training of new staff on different levels


	· Evaluate the staff opinion about their school situation and their working conditions.

· Take steps to promote internal as well as external personnel turnover and also steps to handle the generation change in the staff.

· Make the equality and equity plans, a living document, being part in the day to day work.



	7. Organisational Development
	Strengths
	Improvements

	
	· The organisation applies approaches/methods to achieve improvement and change.

· The results of follow-up/evaluations are used and analysed systematically by the management in order to achieve improvements and a better control of the activities.
· There is a well developed and structured co-operation and a strategic partnership with parts in the local community. 
	· Stimulate all schools to use benchmarking as a tool for development.

· Continue developing and stimulating schools to use staffs ideas and suggestions for improvements.

· To benchmark the district productivity and efficiency regularly and compare over time.

· Create a systematic method for introducing research results in developing schools.

· The tool supports the started work with developing structure and co-operation and a strategic partnership with the local trade and industry in the community.




	8. Results, analysis of results
	Strengths
	Improvements

	
	· During the last 3-5 years, the organisation has monitored and improved the fulfilment of objectives in relation to the expected results.

	· Evaluate how the expected results and measurable targets of the activities should relate to estimated costs, in order to arrive at a total picture of economy and quality.

· Evaluate what the organisation has monitored and improved concerning satisfaction of children/pupils, parents and citizens with regard to the activities. 

· Evaluate what the organisation has monitored and improved concerning fulfilment of objectives with regard to the staffs´ working conditions.



Final words

As always when we meet each other we learn much and this time more than ever.

It depends on all of you that participated in the interviews.

We know that it will be the same experience for your team as for us that our two communities have both similarities and differences despite the long geographical distance

After that we have done this analysis here in District Tshwane South we now look forward to welcome the South African team to Karlskrona in Sweden.
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