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This artcle provides wadidonal and teachers’ academic views on school leadership in
Botswana, The traditional view is based on the practice used in the kgotla's system. This is a
traditional way of engaging all pecple in a discussion, which has a community or national
focus, The svstem emanates from the pre-colonial leadership approach based mainly on the
Setswana proverb that ‘kgosi ke kgosi ka batho’, This literally means a leader (king /kgosii can
lead with the support and active participation of those led in the decision-making processes.
The academic view is drawn from teachers’ understanding of school leadership in their
context. The problem is that headteachers are generally seen 1o be the only school leaders
and they oo seem not o be actively involving teachers in the school decision-maki
processes. Their approach is centred in the modern construct of school leadership, which
tends to emphasise the importance of a leader. This is in contrast o the Setswana indigencous
view, which focuses on group consensus and effort in leading, The study indicates that the rwo
views could be combined w produce a blend of a natonally rich cultural and modern
approach to school leadership. The methodology of the smdy is based on the interpretive
paradigm using the interview and the case sy as methods. The research suggests that lead-
ership is a concerted effort and effective leadership is possible if the headteacher is de-
centred and the focus is on combining the raditonal and modern approaches w develop a
‘mne’ in leadership. Finally it is argued that preparation for school leaders in Botswana
should ke cognisance of the Setswana culture so that headteachers do not find themselves
isolated as a result of their positions but should cocperate with teachers.

Introduction

Most literature points out that headteachers are central to school effectiveness. Such
a view advocates that headteachers’ skills, knowledge and siyles contribute to the
overall achievement of their respective schools” objectives (Buckley 1995, Everard
and Morris 1996, Bush and Jackson 2002, Riley and MacBeath 2003). While a
number of researchers agree with this view that headteachers are central to school
effectiveness, some researchers such as Groon (2002) point out that too much focus
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on the leader excludes others who are active participants in leadership. He argues
that leadership can be effective if it is understood as a distributed affair. Groon
(2002: 107 staves that the importance of developing a distributed view of leadership
would require achools to “decentre’ the leader and subscribe to the view that lead-
ership resides "not solely in the indinidual at the top, but In every person at entry
level who in one way or another, acts as a leader’ (Goleman 2002; 147, This view s
similar to the indigenous Setswana undemstanding of leadership. However, this has
been eroded by the introduction of the modern education system.

The modern education system in Botswana has been developed since the arrival
of the missionaries in the mid nineteenth century (Parsons 1983, Mgadla 2003).
When the missionaries introduced modern western education they also introduced
a new way of ‘managing the modern schools’ (Parsons 1983 24). The school struc-
ture became hierarchical, bazed on Weber's bureancratic model (Parsons 1953,
Bush 1995). Bureaucracy 1= a formal model that is found in many large organisa-
tions, Weber (19470 (in Hoy and Miskel 2001} describes the characteristics of

bureancracy as follows that:

(1) tasks and responsibilities are standardized;

(i1} there is divasion of labour:

(iii ) there is a high level of specialisation;

(iv) employment is based on technical qualifications;

(v) there is impersonality in decision-making (Bush 1995, Mullins 2005},

Applied to schools, the bureaucratic model differentiates the headteacher from
teachers, The headteacheris placed at the apex of the school structure and has power
andauthority due to her Shis position. There s division of labour between all members
of the school, and bebween the school and the central administration. In this model,
teachers are experts and there are formal and informal rules that govern pupils and
teachers (Hughes 19857, This is different from the Setswana traditional practice.

The precolonial education spstemm and school leadership in Botswana

O the other hand, the pre-colomal schools in Botswana were formal and were
divided according to genden: Bojal for girls and Bogwens for boys, Bojale’s main aim
was to impart skills in sewing, carving of mortars, and looking after siblings and
members of the familby. It also taught girls what was expected of women in matrimo-
nial relationships later in life. Bogwera tanght boys how to make shields, to make
clothes from the hides of different animals, to carve, hunt, and look after cattle.
They were also taught skills to defend their societies as well as what were deemed to
be ‘good” atiitudes which they were to use in personal and societal relabonships. In
addition, they were taught responsibilities in matrimonial relationships (Mafela
1997, Egosi Linchwe Il personal communication 2006,

Each Bogwera or Bojale graduate belonged to mofhato—"a regiment’—and, irre-
spective of gender, students who demonstrated talent were chosen to be teachers;
this ensured the continmuity of future teachers, In addition, leaders were also chosen
from each mophate on the basis of royalty or on the basis of the individual ability to
share their ideas of doing things. listening skills and persuading others in decision-
making and administering procedures (story told by TThobogang 20027, In this kind
of model, division of labour is based on gender, tasks are not standardised. members
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do not participate in tasks due to their technical expertise, the leader is a member
of the group and she/he does not occupy a hierarchical position. As a resule
decisions are based on group consensus,

Howewver, the colonial bureawcratically organised school system has laid the
foundation for the current educational management system wherely there is a
structural relationship between the Ministry of Education at the centre, the head-
teacher and the teachers in the school. The hierarchical relatonzhip is demon-
strated by the Ministry of Education’s control oft curriculum content, allocation of
funds to school, centralised admissions of primary and secondary school pupils and
students respectively, and allocation of teachers to various schools, This relation-
ship can be described a= a ‘top-down approach’ (Fyan 19%95), Headteachers control
the allocation of funds within schools o departments, and provide the school with
overall leadership and management. However, Bush (1995) notes that one of the
limitations of this top-down bureancratic approach is that it assumes that decizsions
made at the macro level are easity acceptable at the micro level. Some schools in
Botswana are not cazily governable due to students’ indiscipline, which has led wo
structural vandalism. Teachers do not easily support headrveachers and this has
resulted ina *one man show', which has consequences in school effectiveness.

Purpose of the study

The aim and purpose of this study were to find out the difference between the ways
the indigenous and modern headteachers led achools, and whether it is possible wo
improve modern school leadeship by adopting certain aspects from the Setswana
leadeship approach.

Literature review

Policy changes in Botswana introduced thronghout the 19%90: have introduced a
greater range of managerial responsibilities for headteachers to generate greater
cfficiency and effectiveness (Hood 19913, with the devolution of some powers and
considerably more responsibilities away from the centre to the local school and
community (Riley and MacBeath 20003) . This change altered the bureaucratic prac-
tice and imtroduced school effectiveness, which became a dominant paradigm for
the reorganisation of schools in Botswana,

School effectiveness rescarch became popular and taken up in policy circles
because it claimed to demonstrate that ‘schools make a difference” (Thrupp 1999
171 to the progress of indwadual pupils (Hoy and Miskel 1996, Riley and MacBeath
2003, Coleman 2003). The underbing assumption of the effective school research
is that schools would make a difference if they included: (i) well-thought out struc-
tures and processes for managing, and (i1} the adoption and implementation of
innovation for school improvement. However, school effectiveness rescarch regards
thoze who teach in and manage schools to be key actors in the production of better
education and that the school head is regarded as playing a key role.

The school effectiveness research’s emphasis on the impact of schools on puapils’
progress has influenced mational and local governmenis to demand schools to be
accountable, Parents too demanded the same. This approach, notes Thrupp (1999;
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171, spoke in an "optimistic and commonsense way to the needs of educators and
policymakers’ and was widely picked up internationally. Within this effectiveness
framing, the role of the headieacher was considered o be central. The key task of
the headwas tolink together and manage the implementation of policies *. . ensaring
the efficient and effeciive organisation, ad ministration, management and conirol of
staff. smdents and other resources to achieve the goals, aims and objectives estab-
lished at both school and national levels” (Ministry of Education 1994 7). These
cxpeoctations seem not to be fulfilled and the question is how could school leadership
be improved in Botswanar What factors are missing

However, school effectiveness research has not been without its critics, Some
writers argue that school effectiveness research tends to ignore school culbare and
issues of organisational change and therefore it 1s not an effective way of assessing
schools (Silver 19847, They also argue that ‘effectiveness” is a valuedaden concept
and therefore it will prove difficult to define, and that there are differing achieve-
ment criteria of effectiveness. There is alse an argument that headieachers are not
central key players in school leadership because Groon (2002) argues school lead-
ership 15 disiributed amongst school community members,

Effecteve leadership and effeciive schools in Botswana

The research on school effectiveness influenced conceptions of effective leadership
in Botswana policy documents that emphasised school effectiveness. However, 1is
implementation and processes to achieve it were not explicitly explained to head-
teachers and teachers in schools (Pheko 2005].

Wiews on achool effectveness’ influence can be seen in the terms of reference,
dizcussion and policy recommendations of the 1992 Report of the MNational
Commission on Education where the suggestion was put that education in Botswana
needed to be improved through ‘access, equity and effective learning which will
prepare students more effectively for the world of work” (Botswana Government
1993; iv). The Commission report was concerned not only with widening access, but
also with restructuring the management of achools I:B-:::Ewana Government 196904,
In addition, the Excellence in Eduwcation for the New Millennium (Minisuy of Education
199%; 12) smtes that ‘government has identified two key issues which must be mhken
into consideration for successful education development as: effective management
of the education system and cost effectiveness’. There was also an atempt to
improve primary and secondary education by introducing a new curriculum and
greater participation of parents in school activities,

The change introduced by the Government is consistent with Grace’s argument
(1995: 71 quoting Bernstein [19?'.?' 181} that “how a sociery selects, classifies, disirib-
utes, transmits and evaluates the educational knowledge it conzsiders to be puhblic,
reflects bath the distribution of power and the principles of social control’. But the
national implementation did not take into account whether schools were ready to
introduce new subjects. Az a result of the implementation of the new policies all
school shortcomings were faced by headteachers. Iromically too, despite the rhetoric
around decentralisation and school development. the process that the Ministry of
Education used to inform headteachers of the changes was a top-down one (Pheko,
20057, This view is supported by one of the teachers” comments: “We were told by
our headteacher that the new three year JC was going to be implemented in 1996,
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When we complained that there were no resources, the reply was it was an instruc-
tiocn from the Ministry of Education’ (Fheko, 2006: 145) .

However, despite the devolution of marmy managerial responsibilities to schoaol
headteachers, power and authority for the overall direction and administration of
education remained firmly in the centre. Thus, despite the language of decentrali-
sation and the idea of change being driven from below, the model continued o be
largeby top-down, with educational change based on a miional technical process
which i= “initiated at the macro level from a central position and passes down o the
micre level” of a school (Tabulawa 1997 1033, The top-down model deployed by
the Ministry of Education in Botswana has the prerogative to admit and allocate
students 1o secondary schools. It further determines the edumtional goals while
the headteacher has livtde or no power to refuse the mandated change. In realioy
there are two conflicting approaches and there is another school of thought that
argues that these approaches have failed o make school effective and therefore itis
necessary o review school leadership in Botswana because the western leadership
perspeciive has resulted in discord 1in leading schools in the conniry.

Distrbrited adership

Criticism of leadership as being what I might call *head-centric” has emerged, led by
writers like Groon (2002). The view is that in practice leadership is distributed
amongst members of a group that is being led by a chosen or born leader. This
necessimtes schools e recognise that all members of a school community have a
leadership role. It is onby the degree of leadership role that differs amongst
members within a school setting (Groon 20023, Goleman (2002: 14) argues that
distributed leadership therefore means multiple sources of guidance and direction,
‘following the contours of expertise in an organisation. made coherent through a
commaon culture’, Elmore (20060: 15) agrees with the above views that it is the ‘glue
of a common task or goalimprovement of instruction and a common frame of
values for how to approach that task”. This view, embraces the possibilicy of leader-
ship being spread across the organisation and therefore one that seems to be similar
to the traditional Setswana way of leading the pre-colonial schools,

Methodolo gy

The methodology used in this research is based on the interpretive paradigm
using both the interview and the open-ended questions as methods, Two groups
of participants took part in this study. The first group was made up of owo tradi-
ticnalist Batswana who were interviewed and was comprised of a Kgosi (King) of
the wibe (which had continued to practice Bojale and Bogwera untl the late
1980s) and an experienced Lesoko (wraditonal veacher of Bogwera), These bwo
were selected on the basis of the knowledge provided by the willagers on who knew
ihe leademship practices of Bogwera or Bojale. In additon o the interview, 16
secondary school teachers participated in completing open-ended questionnaires,
thiz number was made up by eight teachers from each secondary school. These
teachers were from two urban schools because [ wanted to find out whether the
urban teachers have a different view regarding the new and traditional approaches
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of leadership. These teachers were randomly selected from the lists provided by
cach secondary school, which was selected. In the same manner names of all
secondary schools in Gaborone were cut and put in a hat and mwo were randomby
selected. This group of teachers was comprised of teachers, senior teachers and
heads of department.

Sixteen open~ended questionnaires, a covering letter, and a request for consent
were distributed to both schools during the second term of 2006, In addition. the
researcher organised a brief meeting with the teachers to explain briefly the aims of
the study. Fourteen replies were completed and returned to each school secretary’s
office as arranged. The researcherwent to each school each week to collect responses
and it took five weeks to collect 14 responses. which represented an 88 per cent
respOnse Tabe,

Both methods were suimble to provide personal constructs of leadership, which
were context based. The interview is narrative whereas the openended questions
‘invite honest, premix of school in personal comments from respondents’ (Punch
2001: 255). The teachers” views are important because they (beachers) are major
actors in school activities and play some role in school leadership and management
activities for example, as heads of department.

There are hmiations to this study because there is an atypical “selective’ mix of
views on school leadership in two cities and from bwo traditionalists who come
from pero different villages., This therefore may not be replicated nationally and it
would be inappropriate to draw direct inferences about leadership views from other
teachers and tradifionalists in other locations within the country. In consequence,
the research material was specifically designed to describe and analyse the views of
teachers in those two schools in the cities and that of tradiionalists in those villages
regarding their constructs of leadership.

Data analysis

In analysing the views of teachers from each of the case study schools and the tradi-
tionalists. their responses were combined and compared in order to look for
patterns of similarity and difference. The article procesds by presenting results
thematically. From both the questionnaires and the interdews there were marry
issues raised but the four identified common recurring issues are: the meaning of a
leader, understanding of leadership as a context based ideclogy from both the
traditional and modern concepts, the impact of organisational structure on leader-
ship as well as leadership as a concerted effort from societal culture, Additonally,
the results of the interiew and questionnaire ensured methodological triangula-
tion and provided “anonymous” quotation to be used within the findings to vali-
date the results.

The findings

The results drawn from this study are grouped into four main themes which are:
(i} the meaning of a leader; (i) leadership as a context based ideology from tradi-
tional and modern concepts of leadership—tune or discord; (il the impact of
organizational structure on leadership; and (iv) leadership as a concerted effort.
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The meaning of a leader

[zzue one related o the meaning of a leader and how one = identfied. All the
respondents say that a leader is a person who has certain characterisiics which most
pcc-p'lc do not posses such as the ability o inspire others to follow, share a common
vision: be a patient listener: be a participator; be confident: be respectul; and to be
areconciler. The experience of both traditionalisis and teachersis that there are two
main types of leaders: that 15, those who are born with such abilities and those wha
can be taught these abilities. The first view that leaders are bornis based on the traies
theory whose origin can be oraced back to the great thinker, Aristotle, who believed
that individuals are born with unique characteristics that make them leaders. This
view has continued to influence many people to assume that leaders are successful
because of their namral abilities. From thiz perception there is a strong assumption
that leaders could be born.

The second view is that leaders are “being born to be made”. One of the teachers
said that *‘most headteachers are not natural leaders but have learnt o be leaders
through practice’. However, the majority of the respondents said unless there 15 a
systematic way of leaming how to be a leader and adapt to the socieal expectation
of being a leader, some headteachers will not be able to acquire all the knowledge
and skills required to lead. The view that lead ership is acquired knowledge and skills
as well as adhering vo the expectations of the cultural practices of leadership, consid-
ers human beings as being not only capable of, but also motivated toward, learning
particular knowledge and skills that will enable them to perform in the organisation
that forms part of the organisational culture influenced by the wider social one. For
both the raditionalist and teachers there are great changes that are taking place in
schools, which are placing new demands on headteachers. most of whom are
selected to the post on the basis of their expertise iIn teaching. A general view from
teachers 1s that the modern appr-:uach to school leadership used by headteachers is
inadequate and they need to blend it with traditional aspects nf]:admg To under-
stand how both the tradidionalists and teachers understand leadership in their
contexts, the traditionalists view on how leaders were selected, groomed and partic-
ipated in decision-making is presented. This is followed by teachers” views on how
their headteachers” lead.

Lavdership o5 @ context wdeology

[ssue two examined the meaning of leadership and 1is relabonship o context.
Undersianding and meaning of leadership is an issue. which both tradifionalisis
and teachers expressed that it is difficult to neither define nor establish one single
common accepted meaning of leadership. In order therefore to put it into contexe
the raditionalist view is presented differently from teachers. One of the taditonal-
ists is highly educated and describes leadership as a process where “an individual
whao has been born or selected has an abiling tor listen to others on what 1= desired
and considered appropriate. visualise how these can be achieved. have respect for
all and then persuade all to participate in decision making in order to achieve their
desired goals”. The other traditionalist is not highly educated but described a leader
as ‘an eithical and moral person who has to do everyvthing in inne with the societal
culiure of “those she/he is leading”. For this group of people, leadership is seen in
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action when the leader listens and visualises what could benefit those led. In addi-
tion, Kgosi (King) said the attinde and behaviour of the leader 1= central to the
group participation in order to inspire those led. In additon the leader s expected
to lead in a way that is acceptable. These descriptions also indicate a two-way inter-
action between the leader and the group. From the raditonal point of view leader-
ship is practice and can be seen by those who are led and are participating init. This
group concludes that western leadership theory has resulted in discord because it
ignores the culture of those led.

One of the teachers describes leadership as the “abilivy of an indwvidual to inspire
oihers to follow and achieve desired goals’. For teachers, the headicacher is a key
and central player in encouraging others to understand what could be beneficial
for them. The indication is that once the teachers have concepiualized this, they are
expected to actively participate in achieving it. Their descriptions indicate thatif a
leader 1= not knowledgeable and skilled the school may not be able to achieve
the desired goals. Their descriptions emphasise professional bureancracy and the
top-down approach in decision-making. This view is from the western concept of
leadership.

The difference between the two groups on how they undemstand leadership indi-
cates that leadership is a concept which is undersvood d:ﬂ'ﬂ:rcnﬂ\rh different people
even those living in the same country. But the commonality is that there is a leader
and those led are expected to be involved in the process of li:ad:rahlp bt at differ-
ent levels of participation as from the raditionalist point of view the leader iz a
member of a circle, while from the teachers” perspective the school leader is central
and has authority and power invested in her/his position. Iv s also evident thar a
group or organisational structure influences leadership patterns.

Crowup fonganisational structure and leadership

In analysing issue three that sought o find out the impact of groups and organisa-
tional structure on the seyle a leader adopts, the results show varying differences of
views bemween the traditionalists and teachers. The traditional society has a different
fabric as compared o the school, which is based on the bureancratic model of an
organizgation. The first discussion focuses on the societal view of education as influ-
enced by the sociery’s aspirations.

Egosi indicates that “the old edumtional system is very different from the current
educational systemn because people worked as a group’. This staterment is central to
the way education was conducted and relationzships of those involved it Both
Egosi and Lesoko (teacher of Bogwera) achnowledge that these differences are
embedded in the old Setswana social aspirations, which linked education to both
personal and social development through acquisiion of new skills. Lesoko indi-
cates that ‘every member of a mophato learnt to work hard because if individuallby
they fail the group will fGil'. The implication is that indmaduoal output was seen as
a group effort. Egosi went further to indicate that when mophato was called wo carry
out a task it was the group which would agree to the process of carrving out such a
task and see tooit that it was successfully completed. From the traditionalist’s point
of view the acquisition of new and relevant knowledge was crucial to the sociery's
cconomic development and increase in productivity. In that way Egost said: ‘People
were able to produce more, consume more and put in reserve surpluses in difalana
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(indigenous agricultural produce storages). The surplus benefited the society. The
group structure therefore was flat. Both the traditionalists emphasised that it was
important therefore that the school leader should have an ability to motivate both
teachers and students to learn new skills, In addition, a school leader was expected
to have the following characteristics: abilioy to inspire others to follow and agree or
disagree with the views expressed by others; pemsuade others to share a common
vision: listen to all under any circumstances; participate in both discussions and
carrving out of tasks: be confident in most cases: respectul to all irrespective of
gender, ethnicity and social background: and reconcile all at different levels. At
Egotla mectings all people are allowed to sav their views without fear. The society
cxpects the leader to enculturate her his people and was expected to have botho
(a concept which comprses the following features: humility, manners, respect
for others, knowledge, skill, patience and a good listener). This concept of batho
seems bo be undemstood by traditionalists as they say it is one of the strongholds
of the Setswana culture. Slightly fewer teachers mentioned it as an important
characteristc of a leader.

The traditionalists’” argnment is that teachers tended to support their schoaol
leader because she/he was socially accepted as a person who has the skill and inter-
est. In addition there was a feeling of collective responsibility. The school leader and
teachers were driven by collective subconscious aspiration (psychological). There is
an assumption here by the taditionalists that members of such a group expect
physical security and satisfaction of certain material needs and in that it will have
high expectation of its achievement of the set goal.

These expectations and equal sense of responsibility had made the then educa-
tional community to have collective effort to take risks o acquire new forms of
knowledge and behaviour and lead and be led within the context of their culture
resulting in a tune. This influenced the way a headteacher led because structurally
shie /he was part of the division, which was structurally connected.

The teachers” view is that headteachers are central to school leadership because
they have been given power by the authority vested in their offices. The structure too
differentiates a school leader from the rest of the school community members,
According to their responses, headteachers share leadership activities with other
teachers because they are expected to do 2o as indicated in the School Development
Plan introduced in 1993, But this is limited because the headteacher is expected by
the emplover to direct rather than get consensus from teachers in order to develop
and implement Government decisions. The emphasis shows that the new education
system 15 revolutionary wherely collective aspiration is now a responsibility of a
cermin number of people in a certin class or asection of a society. This has creaved
a discord amongst Setswana teachers and headteachers. In the same wein acguisition
of educational knowledge and skills are central to personal and national develop-
ments, However, the educational stmacture and school structure are hierarchical
and therefore. teachers and headteachers’ aspirations are not necessarily collective,
In addition. the headteacher is not democraticalby selected and accepmbility by the
teachers is not confirmed. This results in discord towards general goals. But the
headteacher cannot change the perception of teachers because she/he has to
implement what the Ministry of Education has ordered. This syvstem is top-down and
democratic participation by both teachers and headteachers is limited because they
do not have the power in certain decisionrmaking processes, for example, payment
of school fees at secondary schools, One teacher says: “We are made to check
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whether our students have paid fees. In addition we are to assess them if they could
be exempted from paying. All these decisions are mhen without consulting us’. The
headicacher has to implement such decisions that are mken at macre level rather
than hers/his within their microenvironment of a school.

On the other hand teachers feel that a headteacher has limited power to influ-
ence educational decisions taken on behalf of the school she ‘he leads, Therefore
the aspirations are national and they are based on policies developed by the Ministry
of Education to meet certain development goals.

Leadership i5s @ concerted effort: cranting a tune

[ssue four examined whether leadership is cenired on the headieacher or if all
members of the school community participate and take responsibility for school
leadership. All the participants in thiz study agree that all teachers and headreachers
are necessary and crucial to the schoaol ]EEI.dEIE-h]P. Omne teacher sums up this view
when she says: “School leadership is not ceniral to a headteacher becanse the head-
teacher can only be a leader if teachers, sdents and non-acad emic staff members
are part of the group which needs a leader’. For such teachers, a headreacher will
not be a leader if the rest of the group i1s absent. In addition, another teacher said:
‘I believe teachers too are leaders because some are heads of depariment while
others are class teachers’. In expanding how teachers are leaders most teachers indi-
cated that teachers are competent in their subject areas and therefore are central in
inspiring, encouraging and participating in new ways of acquiring the particular
subject information. In addition they say teachers have to motivate students o share
ideals of education in general. A minority of teachers also say they see students as
part of the school leadership team becanse although they do not choose their teach-
ers and headteachers they accept their anthority and knowledge.

These views conour with the traditionalists” view, whose focal point is that from
the traditional school, leaders belong to a circle of people involved in community
tasks, These constructs of leadership provide a different kind of view that leader-
ship in this context implies active participation of all teachers and their headteach-
ers in their schools’ activities. Therefore the cultural influence portrays leadership
theory as concerted effort from a school community. The implication is that there
is melodious mne bepveen the led and the leader.

Discussion

The resulis of the study show that there are different ways of undemstanding what 1s
a leader and that there are different approaches to leadership. In additon there 1s
a clear indication that the raditionalists helieve that group structures influence the
way leaders of such groups lead. The teacher who presented their perceptions on
the way modern western organisational simiciure operates also believe that school
siructures have an impact on the way headieachers lead.

For almost three decades, mwo major educational policies have been imple-
mented in Botssana—albeit changes in the way headteachers are expecied o lead
and manage schools. Although these changes were focused on the curriculum and
provision of hasic quality education they embedded views on school leadership.
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Consequently literature, that asseszed headteachers” ability to perform their leader-
ship roles nsed leadership theories developed and practiced elsewhere in the world
(Commonwealth Secretariat 1996, Riley and MacBeath 2003, In order therefore
to improve leadership practices in Botswana the traditional perspective has been
neglected and western theories have resulted in leadeship discord. The resalis of
this study show that some leaders are born while others are made. This view conours
with that found in the hteramre (Mullins 20050,

The results of this study also show that traditionalists and teachers in Botswana
concur that a school leader is important in the mnning of the school, Both groups
of people agree that aleader stands out from the majority of people as a personwho
has some of the following characteristics: the ability to inspire others to follow and
agree with views expressed; the ability to persuade the ma_]c:r:lt'.r tor share a common
vision; to listen; to participate in both discussions and carrying out of tazks; to be
confident and a confidant; to be a concliator: to be respectul and have &otho (be
courteons, respectful, trustworthy) . But they also feel that bringing in the traditional
perspective of school leadership might result in a better ine of leading. Power
nesds o be decentralised from the centre to the headteacher who too neesds o
share it with teachers to create a community of Yistonary participants in their respec-
tive schools. All traditionalists feel botho is the central feature in being a “good’
leader. Their perception is based on Setswana proverb “kgosi ke kgosi ka batho™: to
them, this proverk has to be relived by leaders. In contrast few teachers expressed
that headteachers should have botha,

However, the degree of importance of the school leader differs as the tradition-
alists view the role of the school leader as a coordinating one while teachers view it
as a directing one which makes the leader therefore central to the running of the
school activities. The traditional view can be located in their ived experiences of
their understanding of a school from the cultural background. On the other hand,
teachers’ views can be located within their practical and theoretical knowledge
whereby the school headieacher has limited power and anthority within her /s
respective school to control it as per the gnidelines and rales approved by the
Ministry of Education. The teachers” constructs resonates that of school effective-
ness literature and bureaucratic theory (Hughes 1985, Riley and MacBeath 2003,
Coleman 2003, Bush 20033, The implication is that a school leader’s imporance
and role can be understood from different frames,

In seeking to find cut how leadership s perceived by nwo groups from two differ-
ent knowledge backgrounds but with equal interest in the running of a school, a
question of acquisition of leadership skills was raised. The results are consistent with
the subject literature that leadership training is essential, if headteachers are to be
effective (Buckley 1995, Everard and Morrns 1996, Commonwealth Secretariat 1996,
Pheko 20057,

A key reason for understanding the views of the traditionalists and teachers on
the concept of leadership is an attempt to find a way in which leadership could be
contextmalised in a Botswana school, wherely “good’ aspecits from the traditional
school practice could be assimilated into the modern leadership practice and train-
ing. The results show two views, Firstly, that it is possible to change the current
school leadership practice whereby more people in school could be given posts of
responsibility. However, the emphasis is from the traditionalists because the foons of
leadership is rooted in bothe and the power as well as authority given to the leader
by those led. This is summed up by Kgosi that ‘a leader has to behave and carry out
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decisions as per the expectation and culiure of the group’. This view 1 conirary to
the views portrayed by the bureaucratic theory on the role of the authoricy and
power of the leader (Pammons 19583, Hughes 1985, Bush 2002), The same view is
expressed in school effectiveness literanare, which centres the school leader (Silver
1994, Thrupp 1999, Riley and MacBeath 2003). The wview of the waditionalist
concours with Groon (2002) that leadership is a distributed phenomenon that must
be contexiualised and relevant to meet the needs of the society it is pracused in.

Conclusion

This smdy indicates that leadership is a concept that s contextbased but also
displays certain characteristics that seem vo apply across modern and the wraditonal
cultures. From the Batswana's perspectives, headteachers are not effective leaders
because they are caught bemween the expectation of consulting those they lead and
the modern procedure where they ocoupy a position at the apex of the organisa-
ticnal structure whereby the power is invested in them as occupants and therefore
have to direct. This scenario indicates that application of Western ideology and
practices of leadership without contextalising it to the Botswana society’s culmre
creates discord benween the led and the leader. The suggestion of the participants
in this study is that induction for headteachers needs to take cognizance of the
iraditional practices of Seitswana leadership. This calls for changing of the school
leadership in Botswana as well as changing of school organisational soucture o
accommaodate consultation rather than the top-down approach. which is currenthy
practised.

In conclusion, there s need for the Minisoy of Education to consider how head-
teachers” leadership styles can be improved especially as the study shows that there
is need to take cognisance of the cultural way and infuse it with the modemn
processes, Leadership is important in schools and therefore for development of
education it is important o distribute it amongst members of the school communioy.

Implications for further research

As the stdy was conducted in two urban schools from 231 secondary schools coun-
i e and imvolved 16 teachers from 100 419 sccondary achool teachers countrywide
I;['.-I:ln:la-tnr of Education 200%: 1127 and twao LtadJUc:nah:.ta from wo villages when
almaost seven villages used o have maditonal echools untl the lave 19705, it is noo
possible to draw generalised conclusions about Botswana's school leadership due o
these limitations. Further research thatwill involve more achools in different settings
is mecessary. In addition, itis necessary to carry out research todetermine the process
and procedure that could be emploved, and what measures will be needed to put
the leadership change in place.
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