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EXECUTIVE SUMMARY

The Educational, Policy, Management and Technology (EPMT) project
embarked upon an important hcadteacher management training
programme in 1991 to run over a five year period. The aim of the
programme is  to train all headteachers in the Kingdom of
Swaziland school system. A national training neceds asscssment
(TNA) identificd various training nceds amer . headteachers.
These needs were drouped into four critical arecas: Pereonncl
Management, Organizational Management, Money Management and
Instructional Leadership. A training lelabug was developed and
approved by the Minitstry of Education. The syllabus is based on
a modular approach and training on the first module, which was

on Moncy Managemenl, commenced in November 1991,

A formative cvaluation was conducted once training on the module

began, The main Lhrust of the evaluation was to compare the
o

performance  of  trained headteachers with that of untrained

headLeachers on money managemenl practices.

The evaluation established that because of the training some
headtenchers were beginning to properly organize their [inancial
records., Trained headbteachers hag a better appreciation for
planning the future of their schools than untrained headtecachers.
Trainced headteachers also valued budgeting for their schools
wvhereas some untrained headteachers did not preparc school
budgets. A bedinning has been made. Monitoring and supervision

are necided Lo sustain the Lraining already given,



The evaluation also found Lhat trained headtcachers tended to be
better ordgantzed than untrained headtecachers. Trained
headteachers were able to locate relevant financial documents
while somce untrained headbeachers often could not remember where
their documents were. Trained hecautecachers began to practice
good record keeping alter the training even though they were
uncertain about how tu utilized Lhe vital information they had
in their records.  All headteachers were found to be in neced of
help with regards to using the Cash and Analysis Book, the

majority being the untrained.

To improve the quality and impact of the headteacher management
Lraining programme and Lo ensure transfer of knowledge and
skills, recommendations are made for past trainces and future
training. DPasl trainces should be visited with a view to help
them implement skills. For fulure trainiig it is suggested that
hands-on experience be emphasized in the training. Also follow-
up scessions must be assurced in Lhe programme. It is further
recommended that lTinks be made belween Lhe institution providing

in-scrvice training and those tLhat regulate school accounts.



INTRODUCTION

This is a report of a formative evaluation cxercise undertaken
for lHeadtcacher Management Training programme. The purpose of
the evalualion was to find out if the tra'ning conducted for
about 200 hundrved primary school hcadtceachers from the four
regions of Lhe Kinddom of Swaziland was making a difference in
their performance. The particular training referred to herc was
carricd oul. in November 1991 wiln the evaluation happening four
months Jalter, namely, in April 1992, Details about the
background of Lhe headbleacher management training and issues of
how Lhe evaluation was conceived and carried out are covered in

subscequent sccetions of the report.

Suffice it to say thal the training dealt with Money Management
and was Leam vanght by o “roup Lralners with some in-put from
officials From relevant. vovernment departments. The trainers who
compriscd voeteran headteachers of scecondary and high schools and
school inspectors had all undergone an intensive Training of
Trainers course prior Lo embarking on training their colleagues.
The Muney Management module was the [lrst module in the [irst
cyele of headleacher management Lraining programme. All the
participants (Lrainces) were heads of primary schools. The

duration of the residential Lraining was Lwo weeks.,

TERMS OF REFERENCE

The following terms of reference were used by the co-ordinator

of the Tormative evalualion:

. Lo collectl background information {rom project files
on currenl. formative cvaluation approaches specific
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to training in moncy management,

o atbend at least Lwo dayvs of Lhe Lralning sessions
and obscerve training, trainces, module cvaluation
procedures, interview trainers about views on
follow-up.

.odraw up a conceplual model for carrying out the
Formative Evaluation.

. perform o comparative study of the effect of
Lraining on headteacher performance regarding
budeeting, handling and recording monics, keeping
acconnts and financial records to those who had not
bhoeon trained.,

ORGANTZATION OF REPORT

This report is divided into sceven scctions, The {irst section
provides a brief backeround and justification for headtcacher
management. Lraining in Swaziland. This secction refers to the
genceral state of management in developing countries and focuses
on Swaxziland’'s schools. 16 further alludes to the reason why the
Government of Swasiland {GOS) through ibts Ministry of Education
{MOE) initlLiated the lHeadTeacher Manad¢ement Training Programme
1

undertaken by the Educational, Policy, Management and Technology

{EPMT) progicel.

The secomt =eclion 15 a briel discussion of the rationale for the
formaltive ocvaluation. This gcection dives an overview of
evaluat ion ad defines  the differenlt  Lypes ol evaluation
processes, with an comphasis on lormalive cevaluation. It is 1in
this section also where the importance of undertaking a formative
evaluation in the HeadTeacher Managemenl Training Programme is

discusscd,
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The third section of the report covers the method of inquiry used
during the evaluation exercise. This scection discusses the sites
sclection, identification and training of data collectors as well
as the data collection activity. Some weaknesses inherent in the

methodology and ways of safe guarding against them thus ensuring

ralidity of the data collected are bricefly discussed.,

The faourth section discusses how the data was analyzed. This
section discusses how data was coded, stored and examined to
identify major cat-<ories pertinent to money management. The
analvsis souzht to compare the performance of headteachers

trained in school management and those who were untrained.

The fifth section discusses the major findings of the formative
evaluation study. The results reported in this scction are

deliberatelsy confined to those issucs directly related to moncey

management.  OLher significant findings which though important
in school management but. are not strictly related to money

management are discussed in the sixth section as general issuces.
=)

The sesenth and final section concludes the report and offers
some recommendations. The aim of the recommendations is to give
Lthe staff and institunbion charded with executing the rest of the
remaining Lraining cyvceles of the Headteacher Management Training

produramme ideas that can be implemented to improve Lthe programme.



BACKGROUND AND JUSTIFICATTION

The need Por competent managers in developing countries has long
been realized (Kiggundu 1990) Swaziland like other developing
countries has a dire need for competent and capable managers in
both the private and public scctor and this nced has been
oxtensively documented and commented upon (Shields et al: 19863
NASPAA; 1935 Gule, 1991), Schools like other public
organizativns suffer from poor management. Conscquently, there
has been an outcry at different levels of the Swazi society at
the manncr in which schools are run particulary the way in which

finances arce managed and accounted forﬂ

The task of managing an organization is a demanding one requiring
knowledge, =kills and proper attitudes. 1In a developing country
the taslk is further compounded by lack of adequate training, poor
supervision, inadequate itnfrastructure support and poor
tncentives. while managers are cxpected to be effective and
efficient in running their ordanizations, quite often they lack
Lthe bLasic Lraining necessary to even begin to be cffective
managers., Thi=s lack of basic managerial skills results in a
vicious cirele in which the managers who arve blamed for poor
management praclices and misuse ol resources cntrusted in their

care Lry harder only to dismally Fail and still incur blame.

LooArticles and 1otters to the Editor about shoddy
management in the schools increasingly appecared in the
Times_of Swariland newspaper between 1989 - 1992,



leadteachers like managers in other organizations in Swaziland
arc handicapped by lack of managerial capability. This problem
is exaccrbated by the tendency for Lthe educaticnal authorities
to catapult, overnight, a teacher into a leadership role without
adcquate preparation and proper inducl,ion.?‘ Furthermore, 1in
addition Lo being managers of their schools, most headteachers
have to provide instruction to pupils. Conscquently, they tend
o spread their time ralher too thinly across o number of
activitios, The resullt is Lhat where they are cexpectea to
oxercise proper supervision ol st~ and students and maintain
proper managerial  records, which invariably include proper

Tinancial management and accountiug they are found to be wanting,

Besides, manaderial responsibility in a modern Swaziland demands
versatility on Lhe part. of the manader. The persenncl Leling
managed s oenlightenced and expects a lot from the manager, yet
the  organisational and cnvironmental conslraints may be
prohibitive. jerrican and Luke (1977) make an incisive and
poignant observation aboul managing in a developing country when
they say Tmanadement has to be exercised in envivonments tLhal arc
dvnamic aned uncertain’, This, thercefore, requires more than
basic knowledee of the Lraditional [unclions of wanagement
(Dracker, 1973). Headtoeachers, as school managers, must  be
groundod on Lheir basic Fanclions as well asm be able Lo study
situalions and adapt their management styles Lhus avoid being

rendered impelent in the face of & dynamic environment,

. Hewdleachers expressed frustration aboul Lhis practice
during the data collection in April 1992,
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To increase the headteachers managerial capacity and to cquip
them with eszsential and appropriate managecial skills, the MOE
in 1991 launched a systemaltic headteacher management training
programme. The syllabus for the training programme was based on
a country-wide headleacher Lraining needs assessment (TNA)
exercisce. This TNA confirmed Lhe paucity of managerial ability
amont headbLenchers in Swaziland at both primary and sccondary
school lovels. The TNA and the resultant lHeadteacher Management
Training programme was exccuted through the Educational, Policy,
Management and Technology (EPMT) Project funded by the United

Stales Acency for International Development (USAID).

The TNA revealed that heads of schools desperately needed
managerial traintng in four areas, namely, personncl management,
organizabional managemenl, money management and instructional
leadership {(shortened Lo POMI)f The consequent training which
has been arrancged in cyveles Lo run over a four Lo five year
period {(with cyeles Ltwo to [five run by the In-service Bducation
and Training Unit of Lhe MOK) i primarily aimed at increasing

headteacher capability in Lhe [our major areas.

Management bLraining does indeed have the potential to redress

reinl needs and increasce managerial capacity of head tcachers

7, Packzround to Lhe Educational, DPolicy, Management and
Technolouy project national Training Needs Asscssment i3
given by H. M. Bergsmia in paper entitled "Design and
Tmplementation Of A Training Needs Assessment For Head
Teachers Manmtement Training Program In Swaziland"

presentod during Vhe BOLIESWA Fdueat.ional Researcl

Sympostum, tniversity of Swiasd land, kwaluseni,

Julv/august 1991,
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provided it is properly structured and dc]i.vcr‘cd.4 Equally
pertinent to programme structurc and delivery is ensuring that
proper arrandements are made lor appropriate transfer of learning

from the Lraining environment to the workplace.

The EMPT Headleacher Management Training programme structure is
undoubtediy based on the expressed needs of headteachers in
Swaziland as derived from the national TNA exercise. As already
stated the syllabus and modules were designed with the cenpress
purposce of cquipping heads of schools with basic requisite skills
in the four waress, namely, POMIL.  The extent to which trainers

were able to deliver Lhe modules and facilitate transfer of
learning was assossed weparately for cach individual area. Later

in Lthis report an evaluation of the Money Management module is

made as abLated carlier,

PURPOSI. OF FORMATIVE EVALUATION STUDY

There are two  common  stages of  an cvaluation: formative
evalualtion and summative evaluation. Worthen and Sanders (1973)
poinl oul Lhat Lhe primary purposce of any evaluation is to make
Judegment about the value of an activity. Weiss (1972) also
points oul that the purpose of an evaluation is usual to find out
"which program works and which do not”™ amnd Lo indicate which
dircelion programme implementers should follow. The ability of

.4 strond bul general ardument about the efficacy of
management, training iz made by Roder Dennet in an article
entitled "Manademenlt Education for Real” in Andrew Kakabadise and
Mukhi Sureshit (1984) The Fature_of Management, Iiducal.ion (New

York: Nichols Publishing Company) pp.218-232, 7
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an cvaluation excrcise to provide a definitive answer largely
depends on Lhe nature, size and time spenl analyzing the activity
in question., An cvaluation exercise hastily exccuted may not
shed cenoudgh Light aboub Lhe impacl and direction the activity in
question. The objectives of an cevaluation must be explicit and

its excceution must be carefully planned.

Evaluation has beoen delined as:
Lhe syvetemal.ic  collection  of information about
aclivities, characteristics, and oulcomes of programs
for use by specific pecople to reduce uncertainties,
improve ¢ffectiveness, and make decisions with regard
Lo what thosce programs are doing and affecting

(Patlon: 1986:1.0).,

Formative evaluation, like other kinds of ecvaluation, is
primarily undertaken with the purpos of finding out how a
programme or o component of a prodramme is worlking, Patton
(1980) says:
Formative evaluations are conducted for Lhe purpose of
improving programs in contrast bto those cvaluations
which are done for Lhe purpose of making basic
decisions  about  whether or  not the program 1is
cffective, and whether or not. Lhe program should be

conb inued ur Lerminated (Patton: 1980:71).

Thus a formalive cvaluation seeks to isolate programme strengths

and weaknesses with the view to [ind ways to reduce the



wcaknesses.,

This formative evaluation was undertaken to establish whether or
not there was a difference in the performance of headteachers
trained in POMI and those who have not been trained. In essence
the key questions that the evaluation sought to answer were:

1. was Lthe Lraining delivered professionally?

. were Lhe learning objectives met?

no

J. was the original training nced met?
D =3
4, was the tLraining valuable?

5. were acquired knowledge and skills being applied?

METHOD O TNQUIRY

The approach used in this evaluation was multifaceted. As a

first step Lhe principal co-ordinator of Lhe evaluation began by

reviewing documents including the national Training Needs

Assessment reporl and those documents specifically dealing with

the Money Managemenl module for headteacher training. This was

followed by observation of actual training in which different
\

trainers detivered differert topics in Moncy Management,

An interview check lislh was then developed in consultation with
the EPMT Manaccement Advisor and officials at the Ministries of

Education (School Accounts secltion) and Finance {(School Accounts

Auditing section). In fact, in preparing the interview checklist

Lhe

were  Lhoroughly revicwed. The interview

Budget,  modules
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instrument was, however, not pilot tested.

Respondents and Interviecwers Selection

The main  infermants in  the evaluation were 20 trained
hecadteachers sclected {rom a sample of 200 trained headteachers,
and 20 untrained headtcachers selected from a sample of more than
300 untrained headteachers. Five trained and five untrained
headteachers were picked from each of the four regions. The
trained hceadtcachers were randomly picked. The untrained
headltecachers though randomly selected, their schools had to be
in proximity with those of Lrained headteachers to be included
in the evaluation. This was done to cnsurce short distances
between trained and untrained headteachers. Headteachers were
informed in advance about the evaluation by the co-ordinator and

by their REQ's.

The intervicews for the evaluation were carried out by a team of
cight (8) data collectors who worked in teams of two per region,
The interviewers were selected on  the basis  of their
understanding of and expericnce in Lhe cducational system in
Swaziland, All thce members of the data collecting team: had
cxperience with working with teachers either as inspcectors or in-
service Lraincers. Some in the Leam had been involved in the TNA

activity which resulted in the lHcadteacher Management Training

programme .

The interviewers once selected, attended a one-day training
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session. During the training session the cvaluation co-ordinator
went over the interview instrument in detail and sensitized the
interviewers about, the interview process and cxplored with them
ways Lo haudle different kinds of situations that could arise
during an interview. Interviewers were also ap.raised about what
the training had covered and were given a copy of the training
handbook to go Lhrough so as to gain lamiliarity with what was

aught

Desivn of Study

The evaluation study sought to comparc the performance of 20
trained and 20 uatrainced headteachers. This was done by asking
Lthe same questions from both trained and untrained headteachers.
Thus tLthe interviewers used the same interview instrument,
Interviewers were under instruction to lnterview a trained

headteacher and then an untrained headteacher or vice versa.

Suffice it to say Lhal there are different designes for evaluating
training impact., Doth quantitative and qualitative approaches
are somelimes usced Lo collect evaluative data. In this formative
evaluatijon, a deliberate decision was made to asscss the impaét
of the Moncy Management moduloe using as a point of departure the
TNA results,  Sincee Lhe evalualtion was only one part of a larger
Lraining prodramme, Lhe co-ordinator decided not to strictly
follow conventionnal evaluation designs (Schuler, 1987). However,
an effort was made to reduce any inequalities in the two types

of respondents, namely, trained and untrained headteachers. For
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instance, a trained headteacher in a rural school was paired with

an untrained headteacher within the same rural area.

Data Collection

The data collection exercise took place on April 13 to 16, 1992
in all four regions of the country. A pair of schools had to be
visited eon April 21, 1992 in the Shisclweni region. The data
collecting teams were under pressure to complete the exercise
within Lhese dates because schools were due to go on an carly
recess for the firs% ternm by April 17, 199Z. A few schools
closed oin Lhe scheduled date at Lhe end of April. However, this
v s an ideal time to visit the schools since headteachers by then
were less busy and would have prepared their financial records

for the term.

The data were collected using an interview checklist as a guide.
The interview checklistl included closced and open gquestions (sce
Appendix 1), Where Lhe a respondent’s answer was affirmative,
the interviewers asked for the money management documents in
question to perusc through and check to confirm or disconfirm a
headteacher's responsc. This was followed by reclevant orobing
questions Lo scck further clarification and draw examples from
the headleacher. 1f the headteachers response was negative,
relevant prubing queslions were shill asked aimed at soliciting

more informalion.

Again, the =ame interview checklist was used for untrained
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headtcachers., The steps described in the preceding paragraph
were followed even with untrained headteachers. The interviewers
asked the gquestions and sought e&idcnce from the headteacher to
substantiate his/her response. Relevant probing questions were

asked.

Where possible copies of documents regarding money management
procedurces and record keeping were obtained for careful analysis
v the cvaluation co-ordinator. In all instances, the data
collecting teams Look copious notes during the interviews. The
teams also conducted informal observations ol the state of the
headteacher's office or working space and the general state of
the school premisces. Brief written notes were made about these
obscrvations. At the end of each inlerview the interviewers
took time Lo exchange notes and write an overview of what they
had heard and seen. These notes were turned in with the rest of

the documents on cach school visited.

DATA ANALYSIS

In datn collection and analysis there is always the danger of
bias and error. To reltevate, in order to guard against bias and
erroncous [indings during the data collection interviewers were
trained and Lhen strongly cautioned Lo ask the correct questions
and Lo be consistent. During the data analysis extreme care was
talken when reading, coding and analyzing Lhe answers and

documents from cach school.
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The responses by headtcachers to the checklist were all carefully
coded and analyzed. Documents and interview tcams’ summarics
were also carcefully recad and analyzed. This resulted in a number
of categorics vital to money management being identified. These
were: goal setting, budgelting, tecacher involvement, cash
management procedures and processes, records, auditing, safety,
role of the community and school committce, and hcadteacher

nceeds.

Data from cach school was stored scparately in manila folders.
The dala was internally analyzed and then a cross analysis was
conducted. An internal analvsis involved closely analyzing data
from headleachers within a region. Forr instance, trained
teachers 'rom Lubombo region were comparced with each other before
a comparison was made with trained headteachers in other regions.

A similar comparison was conducled for untrained teachers.

MAJOR F1%DINGS

These [indings <hould be understood in the light of the TNA and
the resultant Lraining, Certainly, those hecadteachers who have
not vet undergone training (untrained headteachers) should
normally not be expected Lo have needs very different from thosc
identificd when Lhe TNA was conducted in 1990, With respect to
those headteachers who have undergonce training (trained
headteachers) il would be noteworthy to kecep in mind the
objectives of Lhe Money Management module whose impact was being

evaluated in their case. To both groups (trained and untrained
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headteacliers) what is fundamental are the main functions of
headtéuchcrs in primary schools in Swaziland. According to the
Headteacher Management Training syvllabus, the main functions of
headteachers of primary schools in so far as money management is
concerncd aroe:

. handling and accounting for funds and cash
. budgeting for school programmes

. preparing financial audits per Government regulations

The formative evaluation major thrust was, inter alia, to assess
how hceadteachers corry out these functions whether they were
Lrained or not trained. The formative evaluation results
revealed  that  headteachers,  as  managers of  schools, make
decisions that impact on how rerources (human and non-human)
available in Lhe school are utilised. Thus the major categorics
that. cmerged in the data analysis which have direct impact on
school financial management were the following:

1. School Goal Sctiling

2. School Budgeling

3. Teacher involvement

4. Moncey Managcemenb Praclices
S. Financial Audits

6. Ziunilicant Tssues in Money Management

School Gonl _Selling

The headteacher whether trained or untrained was found to be

instrumental in charting the direction of the school by either
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setting goals or influencing the School Committee to set goals
for the school. In all schools headtcachers were aware of thas
role but with different 1l2vels of success. Among trained
headteachers, 35% (11) indicated that they had discussed goals
for their schools with their Leachers and School Committees. Of
these, 30% (3) had actual had their goals written or minuted in
Lthe School Committee Minutes Book. The region with the highest
number of headteachers who had discussed and recorded their
school zoals wins Shisclweni. In Lhis region 100% of the trained
headteachers realized the importance of goal setting in money
management . Manzini with 20% of Lhe traincd headteachers
reporting scetbing and recording school goals had the lowest

number.

On Lhe other hand, less  than 3%% (10) of the wuntrained
headleachers reported having set goals for their schools., Of the
20 untrained headteachers, at least 30% (6) had written or
recorded  doals, The untrained headteachers acknowledged the
importance of having school goals, bul their lack of knowledge
and stratesices about how Lo effectively work with their School
Commiltees  resulted in Tailure to pnsh f{or such goals.
Therefore, the common cry amons untrained headteachers was that
Lthe School Committee had Loo much conbtrol over whal went on in

the schoot.

Both trained and untrained headteachers who had set goals,
identificd their goals as having to do with expanding school

physical resources,  increased enrolments and iaproved school
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performance. llowever, trained headteachers, in addition to these
common goals, were very clear and emphatic about how they would
improve Lhe overall performance of their schools pointing out
their roles as instructional leaders.  The manner in which these
headteachers diccussed this matter certainly indicated that they
had been influcnced by being oxposed to Lraining. For instance,
Lhe followine comment was often heard from trained hcadteachers:

T did not realize how important this thing is. I will
plan school goals with the Leachers and then discuss
them with the School Committee. The REO will also get
Lhese conls, I have been busy since I returned from
Lhe course I have nol been able to do what I want to

do {(Trained Headteacher: Shiselweni).

Thus, it can be deduced that trained headteachers had been
sensilbized by the training aboubl Lhe role and the nced to take
the initiative in setting school dgoals. The majority of the
antrained headteachers were not quite awarce of the importance of
goal sotting and casily became impotent. and despondent if the

School Commitlee opposced what they wanted Lo accomplich.

School Budgeling

Sehool twmddeting is related to goal setling and is critical to
moncey manadement in the school. It was found that 80% of ‘he
Lrained headteachers did prepare a school budget. The rest of

the Lrained headteachers had some budget though in some cases the

budiel was not properly  written, A1l Lrained headteachers
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understood the importance of having a budget and linking that
budget to the set school goals., In lthohho, Lubombo and
Shiselweni regions abt least B80% of the trained headtcachers
reported and/or produced a written budget. Manzini was the only
region where less Lhan 50% of the trained headtcachers reported

and/or had & prepared budgel.

Nevertheless, it must be noled tuat Lhere is disparity between
the performance of Manzini during the-end-of session in class
cvaluatlion and performance in the field. For instance, Manzini
had Lhe hivhest mean scores in Money Management {(with 69% for the
first week and 76% for t.c second week). 'The discrepancy between
what happened during the training and what was found to be the
case in Lhe field, may speak Lo a need to standardize the
srading, or it may simply indicale that the trained headtcachers
who were visited were Lhose who did not score well or were in
need of remcdiation, In any case the variance in performance
during the training and the field of work is cause for concern

amnd deserves further investigation.

The untrained headteachers fared very badly in this areca. In
facl. 70% reported that they did not Ltake time to preparc their
school budiyels.  The itmplications for this for f[fiscal or money

Budgeling is  the rime  activity
bl e T R A PUSLESE S A »

management  are  serious.,
Cor managing money. A rather chaotic state would exist

necessary

wilthout proper buddgeting - becausce headteachers would simply

spend “as Lhey please”,
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The method used by untrained headteachers to meet the day to day
needs of Lhe school can best be described as “"random budgeting",
That is, most untrained hecadteachers did not plan how they will
acquire and spend the financial resources of the school. The
acquisition of funds is, of course, somewhat guaranteed as
children have Lo pay school fees.  But the manner in which funds
were cxpended in schools headed by untrained hecadteachers was
found Lo be havhazard and totally unsatisfaclory. The following
comments  aptly capture the senbliments expressed by several
untrained headtocachers:
I budd¢el as I spend. When I have to buy books or
olther Lhings then T sit down and do my planning for

Lhat shopping Lrip (Untrained Headteacher:Manzini).

In fact, there were some among Lhese headteachers who did not sece

the need to bhuddel or to have a school budget.

At least 60% of the untrained headteachers relied upon classroom
teachers to propare lists of whal the school should purchasec on
a week by weel, or month by monlh basis or in some instances on
a Lermly basts, Unfortunately, Lhese Leacher-initiated lists
were nol. co-ordinated or consolidaled in any way. It is
signilicanlk Lo note Lhal 70% (14) of Lhe untrained headteachers
were operaling withoul a preparced budgelt at. Lhe end of the first
Lerm of Lhe school year. [t should also bLe noted that the
headtencher could still velo or alter tLhe teacher-prepared lists
ttems, Conscequently, the Tailure by headteachers to have an

annual school buddel Lended Lo frustrate and strain headteachor -
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teacher relationships, headteacher - School Committee

relationships and hecadlcacher to the Ministry of Education.

Teacher Inuvelvemant

The Moncy Management module emphasizes a lecadership style that
14
is democratic or participntivoJ. In performing their duties as
school chiel accountants or financial managers, headtecachers are
expected to mobilize teachers (in some instances, community
members through such mechanisms as School Committees) in the
acquisition and utilization of the their schools’ resources. As
ovident in school budgeting, trained and to some extent untrained
headleachers  involved  teachers  in some  aspects of  money

managemenl.  The evaluation sought to cestablish if such teacher

involvement. was o liabilibty or an assct.

Among the Lrained headteachers, 100% reported involving their
teachers in some decision making mainly having to do with
utilizalbion of resources in the classroom. Teachers werc also
involved in the collection of funds particularly at the beginning
of Lhe vear. However, 40% of Lhesc trained headteachers reported
that they did not allow their teachers to directly handle school
money inooany way. These who used Leachers in this fashion
reported Lhat delegating such tasks Lo the class teachers was
help to parents who no longer had to make several trips to school

until the found the headteacher to receive the money. It had

?_ This is alludced to in Ilandout 1d. of the modulcs

Handbook.



also freced them to do other things. Though these hecadteachers
could not say to what extent this was a result of being trained,
more Lhan 50% felt the training had encouraged them to sceck ways
to ulilize their staffs in their general management of their

schools.

Class lLeacher involvement in 60% of the schools managed by
unbrained hcadteachers was  limited to routine tasks like
supervising pupils in different extra-mural activities. A total
of 40% of Lhe untrained hecadteachers reported that they never
allowed their Leachers to handle school funds or cash at any
time. FEven at times when pavmenl ol fees was abt peak level, such
were made d rectly to the headleacher and very raroly.to the
depuly headleachner. The headteachers who strictly controlled
receipt of =mchool fees, argued that they did not want any one
celse Lo handle money or determine how much was used becausce in

the end they were the only ones who had to suffer if auditors

found discrepancices in the school accounts.

This state of affairs does not augur well for headteacher-staff
relationships, In schools where this is the case, it can be
expecled thal teachers would nol regard themselves as having any
responsibility for contributing towards good monecy management.
Also Leachers in Lhese schools may not have an appreciation for
the need Lo efficiently use available resources because they may

have no knowledge of the income and expenditure of the school.
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Money Management Praclices

There were four major categories that were closely evaluated with
the aim of eslLablishing and gaining insight into how headteachers
manage finances in the schools., These were:

. banking procedurcs

. cash and analvsis book: entries and preparation

. reconciliation of books of accounts

. peltby cash accounting

Banking Proccdurces

1L was found that 65% of the trained hecadtcachers operated
currcenl accounts. One headteacher reported that she had opened
a current afler learning about the advantages of such an account
during Lhe Lraining, Otherwise current accounts were being
operated even before training. The headtcachers reported that
they visited the bank as many times as they had Lo make deposits
or withdravals for purchases, For 1instance, some tLrained
headLeachers had made as many as 17 trips to the bant in the
first term of the school year. In somec cases a Lrip was two
hours weach away which meant a considerable amount of the
hoadteachers' Lime was spent Lravelling., It was evident that in
come instances Lhe numcerous Lrips to the bank were a resull of
failure to plan. Those trained hecadteachers who had prepared
school budecots and followed them made infrequent trips to the

bank and shopping centres.
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What is of significance though 1is that 50%¥ of trained
headteachers had emba 'ked upon meticulous rccord keeping. This
newly found vidour Lo maintain proper bank Lransactions records
can be attributed to the training. Headteachers stated that they
were now awarc ol the need to kecep proper records. The 50% of
trained headteachers kept good records of bank transactions
which included school receipt books, files of deposit slips and
used cheques.  However, Lhe trained headteachners failed to use
the inlormat.ion and other [inancial documents they had, to kecep
their bank books up-to-dale. In fact, less than 50% ol trained
headteachers were able to Lell how much cash in hand was
available desplite having these records. A common cxcusc given

for tLhis was inadequate time Lo reconcile and bhalance the books.

Untrained headteachers performance in banking procedures was
dismal. While 66% of these headteachers operated current
accounbls, none of them kept proper records. Therefore, they had
soerious problems locating where the different financial records
were when ashed to produce them during an interview. A total of
66% could not Lell how much was available in the bank. With
respect Lo wriling cheques, it was found that 75% of untrained
headleachers had incerreclly completed the cheque stubs. For
instance, the date would not be reflected, the purpose for
cashing o cheque was not stated, Lthe payee was not be mentioned,

the balance was not calculated. Quite often a cheqgque was

N

impropoerly cancelled or lelt uncancelled cven though there was

no longecr any intention to use it.
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Those untrained hecadteachers who opcrated without a school
budget, were found to spend as much time as their trained
counterparts making unscheduled trips to Lhe bank and shopping
centres. However, in the abscence of good record keeping among
untrained headteachers, most of them (G65%) could not account for
these trips excepl referring to the logbook. The logbook though
a useful document, would only indicate the date and destination
and not Lhe reason(s) fro a trip or how much money was usced and

for what purposc.

Cash and Analysis Book

The Cash and Analvsis Book is indispensable for proper moncey
management in the school. As matter of fact quite a great deal
of time (4.5 hours) during the training was spent on the Cash and
Analysis Dook.g Among Lrained headteachers it was found tLhat
15% did nol keep the Cash and Analysis Book. These headteachers
were usiho ordinary excrcise books to simply record the number
of pupils in the school and the school funds they had paid per
school item, such as sports, books and school fees. The 85% that
had Lhe Caxb and Analysis Book were also not all using it as an
analysis book. They were using it largely as a reccord book too
in which they alphabetically recorded the pupils, indicated feces

patd, and specilied areas to which those fees had been allocated.

The only columns completed in Lhese Cash and Analysis Books were

the entry or income columns. The expenditure side of the books

Modules 5 -7 cover aspects of the Cash and Analysis Book,
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were Tound blank in all but 6 (30%) of the schools managed by
trained headteachers. The hcadteachers were awvare that they wecre
not doing all that they werc supposecd to do and learned during
the training. Headteachers certainly had difficulty complecting
the Cash and Analysis Book. While trained headteachers were
aware thal in order to properly comrlete the Cash and Analysis
Book they necded to set aside time, only 40% reportcd doing so

and still they were unable to do it right.

Among untrained headteachers, 25% did not keep the Cash and
Analysis Book. They used ordinary excrcisc books to record Lhe
pupils' payments. Of the 15 (75%) of the untrained hecadtecachers
that had the Cash and Analysis Books, 11 had not properly
completed them, and - had Cash and Analysis Books that were
completely blank. The 61% thal had altempted to complete the
books indicated that they had not set aside time for preparing

Lthe Cash and Analysts Book.
Petty Cash Accounting

Accounting for petty cash i3 a necessary cxercise for a
headleacher and moslL of Lhem admitled that petty cash float is
essential for meeting incidental expenses. However, petty cash
is problematic for heudtcuchcfs because Lhey fail to properly
account for how they have used it. During the cvaluation it was
cstabl ished that some headleachers have resorted to not keeping
any pel Ly cash.  Two reasons were advanced for this. The primary

reason was Lhat it was hard to account for. A sccondary rcason
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given was that schools were not very securc.

For instance, 30% of the trained headtecachers reported that they
no longer dealt with petty cash, To meet incidental expenses
they used thelir own moncey and then reimbursed themselves from the
schocl fees. Among trained headteachers the 70% who still kept
pelbly cash, the amount ol cash they had ranged from E20 to EG00,
The average amounlk of petty cash was E200. Amazingly, 50% of
these headleachers maintained that they did not know the MOE's
maximum amount of E500 on petty cash., Overwhelmingly, lack of
the minimum sccurily mecasurcs was cited as the major reason why
small amounts of petty cash were being kept., However, trained
headteachers had begun maintaining very good records such as
petty cash vouchers and receipts showing how funds were being
used, Still, information on pellby cash was not recorded in the

Cash and Analysis Boolk.

There were 55% of untrained headteachers who did not maintain any
peltity cash float. Those who kept petty cash (45%) had small
amounts ranging from E50 to E250, the average being E200. Though
none of Lhese headteachers kept an amount exceeding the MOE
Timit, 75% of them were unaware that there was a regulation. on
the amount of petty cash they could keep. The record keeping
with respect Lo pebtty cash accounting among untrained
headteachers was less than impressive., For instance, 65% did not
keep voucher/veceipt files, consequently, they could not give a

proper accounling of petty cash.



Record Keeping

School record keeping is an important aspcct of money managcment
as it has been already mentioned. Availability of proper records
does not only facilitate the preparation of annual financial
reports, it also grcatly enhances budgeting. Headtecachers who
maintain all the essential records are most likely to be prepared
to [lace Government school auditors without any fear. Record

keeping was given attention during the training.

The evaluation sought Lo find out whether or not headteachers
were keeping records, what type of records they kept, the state
of those rcecords and their usefulness in money management 1in
their =chools. Good record keeping can assist a headteacher in
his/her planning, buddgeting, receipt of school fces as well as

keeping Lrack on who is or is not being payed among the staff.

The headteacher management training syllabus assumes that
headteachers keep the following records: pupil record cards, Cash
and Analysis Book, petty cash vouchers, bank statements, accounts
books (cheque book cheque book stubs and/or savings book, stock
book or inventory book and Teachers' Salary Register. The same

records are emphasized in the School Accounting Regulations book.

The Cash and Analysis Book, bank statements, accounts books and

petly cash vouchers/receipts have been discussed.

Bolh trained and untrained hecadbenchers did not perform well on

the mainlenance ol pupil cards, Tecachers' Salary Register and
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stock book. For example, 30% of trainecd headteachers did not
have the Teachers' Salary Register, nor did they have a stock
book nor did they usce the pupil record cards which are supplied
by the MOE. The main cxcuse given for not keeping the pupil
record cards and Teachers’ Calary Register was that these had not

becen supplied by the Regional Educaltion Officers in Lhe

respeclive regions., This may indicate a neced in the way
Inspecctors visil schools, Lhe way they interact with
hecadteachers, the frequency of their visits and the

responsivencss of the REO's to school and headteachers needs.
To be effective headteachers need an effective infrastructure to
support them. The mid-management systems of monitoring and

supervising in the MOE may need to be seriously looked at.

With regards to Lhe stock book, it was found that 70% of trained
headtenchers had partially complete stock books which were not
up-to-dale, These headleachers, however, acknowledged that they
were aware of the importance of keeping such rccords particulary

because of Lhe high rate of thelts of school property.

On Lhe other hand, the number of untrained headteachers who
failed Lo keep Lhe official Teacher Salary Regdister was 30%,
similar Lo that of trained headtecachers. The same excuses were
made [lor not having these rcecords, Only 25% of untrained
headteachers had something resembling a stock book an even then
the information contained was incomplcete. The rest did not have
any record of property and cquipment in the school. With regards

to pupil record cards, 65% of untrainced hcadtcachers werce not
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using them cilher because they were not available in their region

or because they did not know how to complete them.

Financial Audits

This is an area which is outside the scope of the headtecacher,
The headteacher is Lhe subject of a {inancial audit. However,
the evalualion sought to find out if and how headteachers
repared for being audited. It also sought to establish if
headteachers knew what was expected by auditors. In any casc,
headteachers need Lo review their financial manadement when
preparing annual financial reports for parcnts and MOE.
Therefore, it is Lo their advantade Lo gain knowledge and skills
about on how Lo preparc for external auditors. During training

time was spent on auditing school accounts.

It was found tLhat among trained headteachers, 10% had no
experience preparing a {inancias report. The majority (90%) of
Lhe Lrained headteachers had prepared financial statements while
in headship and reported gaining from the training session on
audiling. As a resull ol Lhe training, 75% (15) of Lhe Lrained
headlLeachers reported that they felt confident and ready to face
audiltors. The rest were £bill nol Loo surce aboul what the audit
requirements were, Their uncertainly may scem to suggest that
Lthe Lraining had Little impact, it is scems reasonable to bellieve
Lhat their fear was largely due to the Fact that Lhey had not

been visiled by auditors before.
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Among untrained headtceachers, also 10% reported that they had not
prepared any annual financial reports before. In some instances
wherce produccd, it was usually preparced by the trecasurer of the
School Commiltee. About half (50%) of the untrained headtecachers
reported that they werce not sure of what auditors wanted. Only
40% fell tLhey would be in a position to show their books of
accounts Lo auditors with confidence. There were 15% of
untrained headlteachers who reported being visited by auditors

between 1989 and 19092,

The evaluation revealed that  both  trained and untrained
headteachers expressed grave reservations about handling cash in
the light of the apparent cscalation »f lawlessness and criminal
aclivity in the counbry., Some headteachers reported having to
seolk assistance rom the Roval Swaziland Police to provide
sccurity during collection of school fees on the first day of
schoo! wvoeur and  then escort them to  tLhe bank. All  the
herdleachers made a strong plea for Lhe MOE to hire bursars.
Their major arcument was that since they also had to teach, they
did not have enongh time to do all the paperwork necessary in
money management.  This points to Lhe importance of explicitly
demonstlrating the role of the headleacher in moncy managcment
even LI he/she does not actually handle cash.,  Money management
is more Lhan counting hard cash and heads of schools must be made

aware of Lhat fact.
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Certainly, the lack of basic storage facilities such as lockable
steel cabinets and proper stationery for filing in the majority
of the schools scem Lo discourage proper record keeping. of
course Lhere were some among the trained headteachers who agaiast
all odds were beginning to keep dood records. However, cven
these headteachers suffered from poor time management and let

the paper work accumulate to frightening levels.

A sidgnificant number of headteachers, trained or untrained, felt
that the system did not prepare them for headship. They felt
Lhat as re=ult of being ill-prepared to be headteachers they
found that they were swamped by work and in the end could not do
any of their tasiks satisfaclorily including moncy management.
Those headbeachers who had been visited by auditors noted Lhat
auditors were rarely helpful because they came with the attitude
Lhat the headleacher knew whall was required when the opposite was
Lruc. Furthermore, the auditors' reports at the end of the
evercice was nol usclul since it was ton technical. It was
alleved that auditors did not take Lime to show headtcachers how
Lo make Lhe correc! entries in the Cash and Analysis Book. Both

Lrained and untrained headleachers wanted hands-on training at

their schools on managing school accounts,

Tratned headleachers appreciated Lhe training in money
managemncnl, The untrained headteachers, who hecad gathered
infermalion from press reports and from their colleagues about
the EPMT headbleacihor management training, were desirous for their

turn Lo <o for Lrainindg, Mosi untrained headteachers rcalized

5O
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their necd for training in money management.

CONCLUSTON AND _RECOMMENDATIONS

The evalualion addressed the critical aspects of money management
which were covered during the Lraining., The formative evaluation
report has identified how these critical arcas are handled by
both trained and untrained headteachers. The prevalent practices
in money manadenent in Swarziland's primary schools in particular,
were found to be highly unsatisfactory. However, the training
offercd through Lhe EPMT project was making a positive difference
slight though it =cemed to be. Iven though trained hcadtecachers
performance was far from excelling, there was o marked difference

between Lhem and Lhe untrained headtcecachers.

Certainly, Lhere was evidence that trained hcadteachers had
galned new hnowledge about how to betlcer manage school moncey.
Nonctheless, Lhere was a clear gap belween knowing and applying
such knowloedso,  There was a desire and intention on the part of
Lrained headteanchers Lo apply the skills and knowledge they had
gained, The observed slow start in implementing all that they
lTearned could have been @ result of the Lime lapsed between the
cnd of the Lraitning and the evalualion., The headtecachers may not
have had conough Lime Lo change theilr practices.

The cevalualion [lindings lead to Lhe following recommendations
wvhich arce proposed to assist the people charged wilh lLraining

headteachers, Of immediate importance is helping headtcachers
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who have sone through Lhe lirst cycle of training to correctly

practice what they learned, Implementation of future training

cvcles was diven due consideration in these recommendations.

Recommendalions for Pasl Trainces

That there should be planned follow-up sessions with all the
trained headleachers to find out how Lthey are doing. These
follow-up sessions could be conduceted by Inspectors, Regional
Education Oflicers or the In-servicoe Education and Training
Unit. Fhese follow-up sessions should be designed Lo be

diagnostic an remedial in nature.

For cxample, Lhe In-Service Education and Training Unit
(INSET) could be assigned Lo visit 25 Lrained headteachers in
ach region annually. Lecturers could spend a day inksuch
cncourade Lrained headteachers. Inspeclors could visit Lhe
olther U4 trained headteachers per redion annually doing the
s5ame .

That trained headleachers should have aceess to technicians
in the Ministries of Fducation and Finance responsible [or
School Acconnls Lo consult Lhewm Tor advice and assistance when
necessary, The MOEY should ensure bLhat all necessary
materials, documents, record books are in the of all
headtoachers,

That headleschers be enconraged to nelwork and exchange

information, skills and strategies used Lo cfficiently manage
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money in their arcas.
That headteachers be supplied with the necessary support
materials necessary for proper money manadcement rom the MOE
thus cnhancing application of acquired skills and knowledge.
Thalt as part ol the follow-up headteachers be assisted in
general oflice organizalion and personal time management in
order Lo bLegin Lo rectifly money manadement practices instead
of procrastinating, Inspectors should visit all schools and
use the visits Lo tLrouble shool for problems in moncey
management..  This may require that all Tnspectors themselves

should be brought up-to-date with the Management Training

Coursce.

Recommendal.ions for fulurce Training

That Lhe Lraining should be staggered with a break in the
middle Lo allow Lrainces Lo return to their schools and work
on Lheir money manadement records which they should then bring
to Ll during the vccond part of the Lraining.

That Lands-on cxpericnce shonld be an integral part of the
Lraining to enhance s=kill development in trainces and ensure
transforability ol learning. Hands-on experience would be
facilitated Ly implementation of the [irst recommendation,
Thet there should be links or collaboration between the In-
Service Fducabion and Training Unit and School Accounts
section ol MOE and School Auditing Scction of the Ministry of
Finance in order to exchange pertinent information and

facilitate Lhe proper training of headteachers,
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That auditors of schools be cncouraged to percecive their role
different: Lo combine regulation and advising.
That trainces should prepare action plans at the end of the
training with specific deadlines which can be used during
follow-up sessions by the Inspectors.
That auditors and Inspectors should be provided the Money
Managemenl Training modules Lo review. Also, this Formative
Evalualion Report should be made available to all REO's,
Inspectors and Audilors, and a follow-up meeting held to
discuss wavs to help headteachers to comply with MOE
Retulations and assisl TInspectors Lo better monitor what is

happening in money management in the schools.

Training withoul follow~-up will be of minimum effect in the
school system,  The MOE must become keenly aware of the
resulls of Lhis cvaluation,

That, bLecause headteachers had difficulty completing the Cash
and Analysis Booll, more Lime be given during the two weecks of

training Lo practical work in_class. There has to be a

reduction of theoretical training and an increasc in practical
skill training, This means that trainers should lecturce less

1

and give more individual and group exerclses.
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MONEEY_MANAGEMENT MODULE:

DATA _COLLECTION CHECKLIST

NAME OF SCHOOL: .. ... e e e e e v DATE: .o v v

NOTFE__TO IWTERVIEWER: Aslk the following questions and mark

YES

or NO. Usc the suide points indicaled below cach question to
probe for more specific information. Exercise care, caution and
courtesy s nou probe, For cvery YES response ask for TANGLIBLE
EVIDENCE o1 SUPPORT Tor such an answer. For every NO ask why.

Av GOALS
1. Do you have any written goals sct for your school? YES
a. why did vou develop these goals?
—expectations
b. how were the goals developed?
- who was involved?
- why were these people involved?
¢. how do you proposc Lo mecl these goals?
- usc of f(inances
- source(s) of money
- accounting for such moncy
B. BUDGET
2. Do vou have a copy ol the School Budget? YES
- purposec ol budgeot
- jlems inclhwded in budget
a. how did you preparc the budget

- people involved

NO

NO
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- time of preparation

- process of approval

ENROLMIENT RECORDS

Do you have up-to-date enrolment records? YES
- currcnt enrolment {(register)
Does Lhe school maintain Pupil Record Cards? YES

- conlent of cards

Do vou have an up-to-date record about the feces

charged per pupil by ¢grade in 19927 YES
- note breakdown of fees
- compare to budget items

Do vou have a projected enrolment figure for 19937  YES
- Jink with goals

- Jink wilh budget

R RECORDS. AND _TNVOLVEMENT

TELCHE

Do vou kecep a Teachers Salarvy Register? YES
- up-to-date
~ number of Leachers
- use of Teache: Register

Do teachers pay rent in Lhis school? YES
- o whom
- Joan from school (records if any)
- accounting involved

Do yvou involve any Leachers in handling money? YES
- who - when
- how - why

37

NO

NO

NO

NO

NO



- what has been the outcome

E. BANKING PROCEDURE

10. Do you have a banking account for the school YES

type of account(s)

- signatories (are they Minuted?)

- frequency of deposits & withdrawals
- cheque stubs / deposit slips

end-of-month bank statements {filed?)

F. ANALYS1S_CASIH_BOOK

11, Do you have an Analysis Cash Book? YES
- is it up-to-date
- items in book
- reconciliation with Bank Statement YES
12. Do vou have fixed times when you prepare the

Analysis Cash Book? YES

G, MANAGEMENT OF PETTY CASH

13. Do vou have a limit on Petiy Cash Float? YES
- sum in hand

14, Do you have a sccure place for petty cash? YES
- tin box, slrong room, ctc

15. Do vou keep a (ile for Petty Cash

Expendilure Vouchers YES

- ke of petty cash
- accounting {or petty cash

16. Does Lhe school use the official School Receipt

issued by the Ministry of Education YES

38

NO

NO

NO



17. Does Lthe scheol have a Building Fund?
- amount paid per family or pupi
- how [igure was determined
- purpose ol fund: any link to budget

18. Has tLhe Building Fund been approved?

by Ministry of Education

- by School Committec (how)

I. SCHQOL SAFETY

19. Does the school have basic sccurity mecasures?
- burglar bars for offlice
- snfe or lockable steel cabinet
- stoul oflice door

- 1nsurance coverage

J. INVENTORY (EQUIPMENT) BOOK

20. Do you have an Inventory Book?
- breakdown
. school property
. Ministry property
- any itcems in buddet
- value of equipment/asscts known
K. REDPORTS
21, bo vou prepare an Annual Financial Report?
- who participates
- when is it preparced

~ content. ol report and recipients
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YES

YES

YES

YES

YES

YES

YES

YES

NO

NO

NO

NO



L. MINISTRY OF FINANCE AUDTIT

22, Hlave your books been audited in the last year? YES NO
- when was the last time
- vhat were auditors looking [or
- what was Lhe outcome

23, Were you prepared when the auditors visited you? YES NO
- indicators of readiness
- indicators of not preparcdness

24, Do you hknow what auditors look for when they visit? YES NO

THIS BRINGS US TO THE END OF THE INTERVIEW. IS THERE ANYTHING
ELSE THAT YOU FEEL WE SHOULD TALK ABOUT REGARDING MONEY
MANAGEMENT THAT WE HAVE NOT COVERED?

THANK YOU.

FINAL NOTI_TO INTERVIEWER:

{1l) Please take a lfew minutes to reflect on the interview.
{2) Job down your obzervalions and key points.
(3) Compaie vour notes with your team mate.

(4) Prepare a summary to be submitted to the co-ordinator with
the rest of vour notes and material on Lhis school.
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