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ABSTRACT

This study was aimed at to examine the current managerial effectiveness of wereda
education officers in a decentralized education system in Mejengeir zone of Gambella
Regional state. To achieve this objective, basic questions such as the extent to which
wereda education officers are effective in carrying out major managerial functions,
whether the existing structure is enabling, the extent to which stakeholders are
supportive, what major factors do affect effectiveness; and how to improve
performance to be effective were raised. To this end, descriptive survey method was
employed. The respondents were 17 wereda education officers, 17 principals and vice
principals, and 137 teachers selected from 532 population based on random,
purposive, and availability sampling techniques. Information was gathered
quantitatively through survey questionnaires and qualitatively through interviews,
document analysis and observation. 171 copies of questionnaires were filled and
returned. Various statistical tools such as percentages, means, T-test and Spearman
Rank Order correlation Coefficient were used for data analysis. The findings of the
study revealed that wereda education officers are incompetent to undertake many of
the managerial functions effectively, the current structure is not enabling, and
resources and educational in put are lacking. Moreover, the technical and professional
support of key role players was minimal. This implies that the current performance of
wereda education officers was found to be ineffective in attaining the decentralized
management of education system. It was recommended that the concerned bodies
should revise the structure that can absorb the required personnel and competent
educational experts should be recruited based on competency. Moreover, the working
environment and employee relationship need to be improved and employees should
be motivated. On top of this, key stakeholders should be able to provide the required

support to minimize many of educational problems.
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CHAPTER ONE

THE PROBLEM AND ITS APPROACH

This chapter deals with the background of the study, statement of the problem,
objectives of the study, research questions, significance of the study, delimitation of
the study, limitation of the study, definition of key terms and organization of the study.

1.1 Background of the Study

As it is true with other areas of investment, society expects a reasonably quantitative
and qualitative return from its educational system where people are the subject of
potential investment. This can not be achieved by mere wish; rather it requires
knowledge of management. Apparently, schools as social institution, to achieve their
goals of preparing the youth for citizenship and satisfy the pervasive prospect of the
society for prosperity and improvement, the practice of efficient and effective

management in education appears to be mandatory.

The success of work accomplishment in educational organizations is not confined to a
single highly specialized personnel or area of work; rather it is a result of combined
effort of various complex tasks. Hence, any manager placed at different levels of

organizational hierarchy should have necessary skills to perform managerial activities.

It is generally believed to be true that the society’s future depends on the success of
schools in effectively carrying out their duties and responsibilities; and the success of
the schools in turn depends on the effectiveness of educational managers in their
ability to manage, supervise, and give necessary technical support. To this end, an
effective manager in an educational setting is central to the wellbeing of an education
system.  Hence, educational managers must be responsive, competent and

professional if the objectives of educational policies are to be realized.

The educational management of Ethiopia prior to 1991 was totally centralized in which
the major decision-making and planning activities take place at the central ministry.

11



This had been one among many of the educational problems faced the sector for a
long period of time.

Ethiopia has embarked on a new socio-economic and political direction that aimed at
improving performance and decentralized service delivery. Accordingly, structural
changes have been taken place in education sector. After the formulation of the 1994
Education and Training Policy, the educational management system was rearranged
adopting decentralized form of management. Five levels — the Ministry of Education
(MOE), the Regional Education Bureau (REB), Zonal Education Department (ZED),
Wereda Education Office (WEO) and the school became the new structure of the
education system. Decentralization has now replaced the previous deep-rooted
centralized system in the current education system of the country.

According to the Education and Training Policy, the decentralization of management
along with other changes is believed to be the solution to many of the problems
exhibited in the system. As a result, much of the activities and responsibilities formerly
undertaken by the central ministry are now being devolved to the intermediate and

lower levels of educational management.

Decentralization makes sense, if there is state level enabling conditions; informed and
empowered community and local institutions; the devolution of political administrative
and financial powers to the lower level units, the threshold level of capacity for
planning and management at local level; a sound database; monitoring, support
services and accountability system (UNESCO, 2005a). Generally, capacity building is
a basic prerequisite for materializing a system of decentralization so as to provide
effective service delivery at different levels of educational hierarchy.

According to Tegegne and Kasahun (2007), local governance particularly at lower
levels of administration where governance and decentralization matters most, was not
capable of bringing genuine self-rule. This is attributed to lack of power, resources and
authorities required to effectively engage in democratic self-rule.

12



Ethiopia has made further steps in transferring responsibility and authority for
managing basic education to Wereda level. While this management approach has
been welcomed, it is believed that unless strong supportive mechanisms are designed
and provided to Wereda education offices, the benefits of decentralization will become

minimal.

The Ministry of Education has proven that the skills to interpret policies, gathering and
analyzing appropriate data for planning, and enabling school environment to meet the
minimum quality standards are critically lacking at the lower levels of the organization’s
structure (MOE, ESDP lll, 2005: 14). This clearly shows that at Wereda and school
level, educational officers lack the required knowledge and competency to manage

their organization.

Mejengir zone is one of the three nationality based zones found in Gambella Regional
State. It is composed of two Weredas namely Godere and Mengeshi Weredas. The
inhabitants of the zone are heterogeneous in their ethnic composition and Mejengirs
are the ‘native’ people while others called ‘Degegnas’ speak different types of
languages. Mejengirs have been one of the relatively ‘backward’ society and their
socio-cultural and economic activities has been so limited. They have been detached
ethnic groups culturally and economically from other groups of inhabitants because of

their culture, economic status and environmental factors.

Currently, there are a total of 30 schools out of which mother tongue is serving as
media of instruction in fourteen schools and Amharic language serve in sixteen
schools as media of instruction. Moreover, the structure of schools by level is that
eighteen schools first cycle primary (Grades 1-4), nine schools both first and second
cycle primary (Grades 1-8), two schools both primary and secondary (Grades 1-10)
and one school is first and second cycle of secondary and preparatory (grades 9-12)

are found in the zone.

To day, decentralized administration and Management system is being implemented in
the zone. Accordingly the zonal and Wereda administrative councils are playing

leadership and decision making role in leading, monitoring and evaluating the sector
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activities and performance including education sector. Likewise, the Wereda
education offices have been established to implement the country’s educational
policies and programs in the zone.

At the present day, the educational activities of the zone face challenges that can be
attributed to nation wide and local specific problems that have retarded the
performance of Wereda education officers. To mention few, lack of commitment and
awareness of administrative council officials to coordinate the community and play
leadership roles, unstable organizational structure, inadequacy of structures at zonal
and Wereda offices to create positions to attract highly qualified and payment scale
are major problems of the area. On top of this, high turnover of head of offices and
teachers especially at secondary and preparatory schools, as well as teachers of
nationality language leaving teaching profession because of conditions available to
them to be assigned at high level political assignment in the region. Because of acute
budget cut, salary and other legally recognized payments always delay or not paid
which is one reason for low morale of teachers. Likewise, the construction of
additional schools, maintenance of existing classrooms and improvement of the
school’s level are rarely implemented as a result of defects in planning and monitoring
activities of concerned bodies.

Thus, this study is set to assess the managerial effectiveness of Wereda education
officers in a decentralized management system in Mejengir zone so that the system’s
strengths and weaknesses are identified and possible solution be recommended to
concerned parties for the benefit of future improvement.

1.2 Statement of the Problem

Education, in order to fulfill its mission, has to be planned and implemented in a
coordinated manner. Every educational activity requires planning according to its own
established procedures, objective conditions and some innovation (MOE, 2006).

In a decentralized management of education, coordination of different stakeholders is

necessary so as to ensure well-planned and effectively implemented educational
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programmes. Hence, the role of educational officers at different levels of the system is
a key factor for the success of nation wide educational policies.

Managerial effectiveness in education can be affected by various interrelated problems
and challenges since the success of educational programs is a function of different
factors. Study shows that effectiveness of educational managers is a function of such
factors as availability of trained personnel, appropriate administrative structure,
communication mechanisms, basic infrastructure, inputs etc. (USAID, 2008:45).

Mejengir zone is one of the remotest zones in Gambella Regional State and
characterized by such problems as low awareness and absence of commitment from
political leaders in making right decisions and interpreting policies, Unstable and
frequently changing organizational structure, frequent change of heads of education
offices, shortage of skilled and experienced personnel as well as financial and material
resources, low level of infrastructure etc. Many teachers leave the area because they
feel they are insecure and their material and financial benefits are not fulfilled.
Disciplinary problems have been frequently reported in many schools that teachers are
intimidated by students, threatened by parents and even by kebele administrative

members.

On the other hand, low morale of teachers and education officers has been resulted
from managerial problems as well as bureaucratic delay of service delivery of Finance
and Economic Development Offices in administering budgets to be released for
education offices. Moreover, interferences of Wereda administrative councils in
routine and technical activities have been blamed for most of the problems manifested
in the education sector of the zone. To this effect, managerial effectiveness of the
Wereda education officers in a decentralized education system requires the need for

investigation in this area.
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1.3 Objectives of the Study

The main purpose of this study was to assess the status of managerial practices and
current situation of managerial effectiveness so as to identify the strengths and
weaknesses of Wereda education officers in achieving education objectives.

The specific objectives of the study are:

i) To assess the extent to which the Wereda education officers effectively plan,

manage, coordinate and control their organization’s duties;

i) To investigate the extent to which the existing organizational structure and
decentralized administration and management system enabled the WEOs to
carryout their duties and responsibilities effectively.

iii) To examine the adequacy of manpower, finance, material resources and other
infrastructure in the WEOs for the success of educational programs and

projects.

iv) To investigate other possible potential problems that could retard the
functioning and implementation of educational programs as it is described in

the policy guideline.

v) To suggest some policy and administrative interventions that help to improve
the performance of educational management at Wereda education offices.

1.4 Research Questions

The Study on Managerial effectiveness of Wereda education officers in a
decentralized management system in Mejengir Zone aims to answers the following

questions so as to fulfill the objectives of the study.

1) How effective are the Wereda education officials in performing their managerial
functions (planning decision-making, organizing, motivating,

communicating, controlling and evaluation etc)?
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2) Does the existing organizational structure of the Wereda education offices

enable to carryout decentralized roles and functions?

3) To what extent do the major stakeholders support the educational programs in

the Zone?

4) What major factors do affect the managerial effectiveness of the education

officers in implementing educational policies and programs?

5) How can Wereda education officers improve their performance to make

educational programs effective?
1.5 Significance of the Study

This study is believed to be significant for the following reasons:

a) The study may try to identify reasons for the poorly exercised managerial
practices of Wereda education officers that hindered them attain efficiency.

b) The study may add some knowledge to the study conducted in educational
organization and management at Zonal level in the country and particularly in

the study area.

c) The finding of the study may benefit the decision makers and educational

managers of the study area to solve educational problems.
1.6 Delimitation of the Study

Wereda education offices are the nearest ones where schools could get the necessary
support and guidance that enable them to carryout institutional activities. Many factors
could affect the performance of Wereda education officers both internal and external to
the organization. For many writers, managerial practices at local level could be
affected by poor performance of the principals. Thus, to make the study manageable,
it is delimited to those managerial functions of Wereda education officers related to

planning, organizing, staffing, coordinating, leading, controlling, decision-making,
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supervising, communication, and motivation functions as it is perceived by educational

officers, supervisors, school principals and teachers.
1.7 Limitation of the study

The focus of this study was to explore the current status of wereda education officers
in effectively managing the educational programs through gathering the data by means
of questionnaire, interviews, and document analysis. However, during the data
collection time, the researcher faced problem of access to some sample schools in
some weredas. This is because of lack of infrastructure such as transportation.
Hence, it was mandatory to pass longer time and exert more energy during the data
collection time in the field.

Moreover, it was impossible to conduct interviews as planned with WACs because
they ware not available in their office for long time due to field work and training at the
time of data collection period. So the study lacks comprehensiveness in this regard.

1.8 Definition of Key Terms

% Wereda education office: the administrative level of the ministry of

education in which schools are directly reporting to.

% Zone: an administrative hierarchy of government next to the region

comprising a certain number of Weredas.

X/

< Education officers: Educational team leaders, experts and supervisors
assigned at Wereda education offices for managing, supervising and
controlling educational activities of schools within the boundary of Wereda

level.

< Decentralization: the territorial distribution of power and function between
a sovereign state and its constituent parts, which can be regions, states or
provinces. It entails the subdivision of the states; territory for self rule and

18



democratic participation by the communities in those areas (Meheret,
2007:79).

% Managerial Effectiveness: the extent to which what mangers actually do
matches what they are supposed to do. It is about performance which
refers both to what people do (their achievements) and how people do it
(their behavior) (Armstrong, 2003). It can also be defined as the level of

administrative performance in attaining institutional objectives.
1.9 Organization of the Study

This study is organized into five chapters. Chapter one deals with background of the
study, statement of the problem, objectives of the study, research questions,
significance of the study, delimitation of the study, limitation of the study, definition of
key terms and organization of the study. Chapter two gives the conceptual framework
for the study by reviewing literature related to the problem whereas chapter three
deals with research design and methodology. Chapter four deals with presentation,
analysis and interpretation of the data. Finally chapter five gives summary conclusions
and recommendations for the study.
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CHAPTER TWO

REVIEW OF RELATED LITERATURE

This chapter treats some important topics related to the main research title and the
basic questions. The major topics are: Basic concepts of management in general and
educational management in particular, organizational structure and culture,
participation of major stakeholders, conditions for managerial effectiveness and

strategies to improve management of education.
2.1 Basic Concepts of Management

Management has become one of the most pervasive phenomena of our time. A
number of organizations, in public as well as private sector, are trying to acquire and
apply this body of knowledge and skills in an effort to improve their performance.
There is a widespread acknowledgment that organizational performance is not optimal
and that modern management concepts and techniques have a great deal of promise
for improving their effectiveness. As a result, management is gaining recognition as a
profession, a number of individuals and firms have come into existence to offer their
services as management consultants (AED/ BESOII, 2006:17). According to the same
source, there are four factors that seem to explain the ascendance of management

world wide.

1. Organizations have become large and complex. They have grown not only in
size but also in diversity of their objectives. Diversification of functions has

resulted in multiple roles being created for employees.

2. It is recognized that human resources are more important than physical and
financial resources. It is the people that spell the difference between successful
and unsuccessful, productive and unproductive organizations. While physical
and financial resources are necessary, they can become productive only in

conjunction with people.
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3. Today’s workforce is more aware more self conscious more aspiring. It has

much wider exposure to outside environment and influences.

4. The discovery of new knowledge and techniques makes it necessary to educate

and train people to apply it effectively.

From the aforementioned points, we can conclude that organizational management is
crucial to cope up with the demands of the people and the attainment of objectives for
which it is established.

Different writers define management in different ways. Donnely, et.al (1992) defines
management as the process undertaken by one or more individuals to coordinate the
activities of others to achieve results not achievable by one individual acting alone. It
is marshalling both human and material resources towards common organizational
goals. Similarly, Adesina (1990) defines management as the organization and
mobilization of all human and material resources to attain organizational goals.
Management is about deciding what to do and when getting it done through and with
other people by making the best use of available resources (Armstrong, 2003: 21). For
Seyfarth (2005), management is the guidance, leadership and control of the efforts of
a group of people toward some common objectives. It is a social interaction and
economic process involving a sequence of coordinated events - planning, organizing,
coordinating and controlling or leading in order to use available resources to achieve a
desired outcome in the fastest and most efficient way. According to MOE (2005),
management is “a set of activities directed towards efficient and effective utilization of
organizational resources in order to achieve organizational goals” (p.18). The term
‘activities’ in the definition, however is comprehensive enough to include almost

anything that a manager may do.

From the aforementioned definitions of management given by different writers, we can
conclude that management is a distinct field of activities that are designed to promote
and direct purposeful work in a given organization. In short, management is not an
activity that exists in its own right; it is rather a description of a variety of activities

carried out by those members of organizations whose role is that of a ‘manager’ i.e.,
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someone who either has formal responsibility for the work of one or more persons in
the organization or who is accountable for specialist advisory duties in support of key
management activities- planning, organizing motivating and controlling. It is oriented

towards results as well as actions (Cole, 2000:8).

All organizations establish a variety of goals and direct their energies and resources to
achieve them; and all organizations have resources — human and non-human that can
be used to meet these objectives. Management, therefore, is the force that unifies
these resources i.e. it is the process of bringing available resources together and
coordinate them to help accomplish organizational goals. Hence, the definition of
management given by different writers is basically similar and mutually supportive i.e.
helping the organization in achieving goals.

2.1.1 Managerial Skills

Managers can create opportunities for employees, judge performance accurately and
encourage optimum productivity in their organization. Managers in all levels of an
organizational hierarchy deals with managerial functions like planning, organizing,
controlling etc; and as management is working with people, managers deal with the
interrelationships between people, work and organization. For this, managers should
develop the skills of communication motivation, leadership and work group formation
which can assist managers with people aspects of their jobs. Managers should also
deal with solving technical and professional skills that enable them to use tools,
techniques or approaches in a specialized manner. When managers accomplish their
duties and responsibilities in their organization, they need certain skills for the effective
performance and goal achievement regardless of the level they are assigned in the
hierarchy of organizations. Katz (1974, in Ayalew, 1991) provides the three basic skills

required of a manager i.e., technical skill, human skill and conceptual skill.

Technical skill: Refers to the ability to use tools, techniques or approaches in a
specialized manner. It implies an understanding of, and proficiency in, a specific kind
of activity particularly one involving methods, processes, procedures or techniques.
Technical skill involves specialized knowledge, analytical ability within the specialty
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and facility in the use of the tools and techniques of the specific discipline. In education
for example, technical skill assumes an understanding of, and proficiency in, the
methods, processes, procedures, and techniques of the teaching learning activities

Human skill: Managers must accomplish much of their work through other people
and the coordination of different personnel requires knowledge about the behavior of
people. For this, human skill is essential. Human skill refers to the executive’s ability to
work effectively as a group member and to build cooperative effort within the team

he/she heads. .

The human skill calls for the ability to select, motivate, work with, and lead employees
either individually or in groups. As technical skill is primarily concerned with ‘things’
(processes or physical objects), so human skill is primarily concerned with working
with people (Ayalew, 1991:3). This skill is demonstrated in the way the individual
perceives (and recognizes the process of) his superior, equals, and subordinates, and
the way he/she behaves subsequently. As such it requires considerable self
understanding and acceptance as well as appreciation, empathy and an
understanding of employee motivation, attitudinal development, group dynamics,

human need, morale, and the development of human resources.

Conceptual skill:- Relates to the ability to integrate and coordinate the organization’s
activities — to see the ‘total picture’, how the different parts of the organization fit
together and depend on each other and how the change in one part of the
organization can cause a change in another part. Hence, the development of
conceptual skill relies heavily on a balanced emphasis of administrative theory and
organizational and human behavior (Silver, P.1983: 78). Carol and Gibbon (1996)
expanded conceptual skills in to a series of behavioral forces described as

educational, symbolic and cultural into five forces as:

1. Technical:- It include being a good manager and applying good planning,
organizing, coordinating, and controlling techniques to ensure optimum
effectiveness of the organization. Technical behaviors are basically the things

that would ensure good, efficient and effective management.
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2. Human forces: This behavior emphasizes human relations skills, implementing
good motivational techniques, and building good morale within the
organization. The appropriate use of participatory management is an integral
part of this behavior.

3. Educational forces: These behavior forces on the conceptual knowledge of
education. Skills include the ability to diagnose educational problems, carryout
the functions of clinical supervision, evaluate educational programs, help
develop curriculum, implement staff development activities, and develop good

individual educational programs for individual children.

4. Symbolic forces: These behaviors demonstrate to others those things that the
leader believes important and of value to the organization. It involves proposing
that continuous stream of actions by an organization’s formal leadership which
has the effect of inducing clarity, consensus and commitment regarding the
organization’s basic purpose.

5. Cultural forces: The cultural force of leadership bonds students, parents, and
teachers together as true believers in the school. It takes on almost a religious
fervor and special sense of personal worth and importance, grow out of
membership in the organization. It is possible to have a strong or weak culture
as measured by the amount of influence it has on participants (Carol and
Gibbon, 1996:23-24).

The aforementioned skills required of managers can be acquired through education,
experience and learning by observing, working with and relating to experienced
administrators. For this, appropriate delegation system should be undertaken by top
managers to delegate the expert under him to train the leadership and management
activities in the organization. If successfully done, this method helps to overcome
interruption of leadership as a result of promotion, turnover or others.
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2.1.2 Managerial Functions

Regardless of the type of organization (business or service provider), all managers
have certain functions. According to Donnelly et. al, (1992), some of activities to be

performed by managers are as follows:

a) Planning: Planning is specifying the goals to be achieved and deciding in advance
the appropriate actions to be taken to achieve those goals. Plans and objectives on
which they are based give purpose and direction to the organization, its sub units and
contributing individuals. For the successful planning, managers must have the ability of
setting vision and acquire appropriate planning techniques and procedure of
implementing it. With regard to planning, West (1994) points out that “The purpose of
hoshin planning is to focus the energies of the organization through the creation of
challenging goals to which individuals and teams feel that they can be committed”
(p.63). The aims and objectives of education, for example, are to be realized through
various programs and practices which need systematic planning. As Donnelly et. al.
(1992) mentions, managers through their plans, outline what an organization must do
to be successful. Therefore, all managers at different levels of organizational hierarchy
must have skills of planning and ability to identify strategies to implement the plan.

b) Decision — making: All managers must make decisions and the quality of these
decisions determine the degree of effectiveness. The decisional behavior of managers
according to Hanson (1996) Play the following roles:

e Entrepreneur role - which sets up the manager as designer and initiator of
planned change efforts;

e Disturbance handler role - which places emphasis on striving for peace and
stability;

e Resource allocator role - in which the manager decides who gets how much of
what and;

e Negotiator role - of resources tradition to bring about an acceptable solution to
the needs of individuals and the requirements of the organization.
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Cambell and Corbally (1983) on their part identified decision-making for educational
leaders to have a sense of the institution or organization and understanding of the
problem or situation about which a decision is needed; information sufficient to permit
the design or understanding of available resources; and information to support the

choice of a course of actions (Cambell and Corbally, 1983:125).

c) Organizing: Assembling and coordinating the human, financial, physical,
informational and other resources needed to achieve goals. Activities include
attracting people to the organization, specifying job responsibilities, grouping jobs in to
work units (departmentalizing), marshaling and allocating resources, and creating
conditions so that people and things work together to achieve maximum success
(Batemann and Snell, 1997: 7). Educational managers, for instance, organize
resources, buildings, furniture and equipment, ideas and principles in to curriculum,
time table, methods and experiments (Mohanty, 1990:15).

d) Communication: Information is life blood of an organization. As it is coated by
Carol and Gibbon (1996:4), “to live effectively is to live with adequate information”.
Effective communication helps administrators to reach subordinates with instructions,
directives, policies, and subordinates’ tasks, performances, problems; and suggestions
reach to superiors. Recognizing that communication is two way process, managers
should be responsive to feed back and up ward information transfer timely without

distorting concepts to be communicated.

Hanson (1996) noted managers as they are required to possess informational
behavior. Hence, managers play:

1. Nerve center role: the manager is connected with every individual and every
issue in the system and sends out those vital pulses that keep it unified and
moving.

2. Disseminator role: one of transmitting facts, values, and ideas within and
between the organization and its environment and;

3. Spokesman role: one of transmitting information to influential outside
individuals and groups about the performance, policies and plans. Therefore
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managers should have communication skills to play other roles and

responsibilities.
e) Motivation: An important aspect of management function today is motivating
individuals to pursue collective objectives by satisfying needs and meeting
expectations of subordinates and employees with meaningful work and value rewards.
According to MOE (2006), workers perform better when they are satisfied and the level
of performance decreases when teachers and other educational personnel are de-
motivated. Colin (1994) states two brands of motivation —first, why people behave in
the way they do in the workplace and secondly, how they can be helped to engage in
work behaviors which are beneficial to the organization and themselves. At the center
of de-motivating factors are income and living conditions on the one hand and issues
related to good governance (MOE, 2006:45). It is further mentioned that issues of
good governance include delay in payments of salaries, poor supervision and
professional support, low regard and social status, lack of transference. Therefore,
educational managers should identify the needs of subordinates and the situation of
the environment in which the organization is functioning so that appropriate
motivational strategy is used accordingly.

f) Leading: Different scholars interpret the concept of leadership differently. Stogdill
(1974, in Glatter, 2009) define leadership as “the process of influencing the activities of
an organized group toward goal-setting and goal achievement” (p. 275). Silver (1983)
also define leadership concept that it is a force that can initiate action among people,
guide activities in a given direction, maintain such activities and unify efforts toward

common goals.

Glatter (2009) sees management and leadership as inseparable entities. Both terms
imply an emphasis on vision, mission and purpose coupled with a capacity to inspire
others to work towards the achievement of these aims. Hence, the leadership —
management dichotomy is false because effective schools and/or educational
organizations require good leadership and good management (Bolman and Deal, 1991
in Glatter, 2009:3). On the other hand, Alma et al. (2003) distinguishes between
leadership and management as:
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Leadership is essentially the process of building and maintaining a sense
of vision, culture and interpersonal relationships whereas management is
the coordination, support and monitoring of organizational activities.
Leadership is about having vision and articulating, ordering priorities,
getting others to go with you, constantly reviewing what you are doing
and holding onto things you value. Management is about the functions,

procedures and systems by which you realize the Vision (p. 267).

Bolman and Deal (1997, in Bell and Bush, 2002: 57) points out four leadership

functions to serve four fundamental aspects of organizations as follows.

e Human leadership — refers to the leadership that develops positive social
relationships, facilitates social interactions and participations, and enhances
staff commitment and satisfaction in the educational institution;

e Structural leadership — refers to the leadership that develops clear goals and
policies, establishes appropriate organizational structure for different roles,
holds staff accountable for results and provides suitable technical support to
plan, organize, coordinate and implement policies in the institution;

e political leadership — refers to the leadership that builds alliances and coalitions,
encourages participation and collaboration in decision — making and resolves
conflicts;

e (Cultural leadership — refers to the leadership that inspires and stimulates
members to pursue institutional vision and excellent performance, builds up
new institutional culture, and transforms the existing values and norms of staff
in the institution;

e Educational leadership - refers to the leadership that provides direction and
expert advice on developments of learning, teaching and curriculum,
emphasizes relevance to education in management, diagnoses educational
programs and encourages professional development and teaching

improvement.
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Managers should be leaders by serving as role models who will inspire subordinates,
command, respect and fellowship. The managers therefore, need to adopt their
management style to the situation. So the idea of professional and adversary
leadership is vital in educational organization. Educational managers therefore should
have both management and leadership qualities and skills so that they can attain the

success of their institution’s mission and ensure effectiveness.

g) Controlling: Improvements in educational activities can not be realized unless
programs are monitored, regularly evaluated and reviewed. As noted by MOE (1999),
the overall purpose of monitoring, review and evaluation in education is to assess
whether implementation is proceeding according to the plan i.e., comparing actuarial
achievements to the targets set during the planning phase. According to Wossenu
(2008), developmental evaluation allows to explore definitions of ‘successes’ in
teaching and learning. Another aim is to learn from past implementation to improve
performance in the future. Hence, monitoring, reviews and evaluation provide vital
support to the future planning and decision-making that takes place during program
implementation (MOE, 1999:19).

h) Supervision: Instructional supervision is an important management function that
can insure the designed course of action and discrepancy in the results of planned
activities of instruction so that made necessary adjustments are made timely.
Sergiovanni and Startatt (2002) have asserted that the purpose of supervision of
instructions is to help increase the opportunity and capacity of schools to contribute
more effectively to students’ academic success. Instructional supervision is based on
the idea that it is helping teachers modify their instructional behavior and more
effectively create learning environment for students. When school instructional
capacity (teachers’ knowledge of the subject matter they teach, skill in teaching, and
classroom management) improves and teachers help one another, improvements in
instructional quality follows. Hence, the concept of developmental supervision should
be implemented in educational settings in which collegial rather than a hierarchical

relationship between teachers and formally designated supervisors is established.
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Instructional supervision (consultation) according to Dougherty M. (2009) is a
collaborative process in which a problem is identified and interventions are selected
and made. A strong force is placed on identifying the problem in specific and
measurable terms and decisions are data driven. As it is pointed out by the above
writer, the consultation or supervision procedure includes: establishing a collaborative
relationship between the supervisor/consultant and the teacher identifying the problem
to be solved, observing the classroom, assigning curriculum-based learning, and;
planning instructional interventions and terminating (Dougherty M.2009: 274).
Therefore, managers should establish regular supervisory program in order to help
and develop the instructional activities and solve the schools and teachers’ problems.

2.1.3 Indicators of Effective Educational Managers

Many characteristics and outcomes have been used as indicators of managerial
effectiveness including productivity, efficiency, employee absenteeism, turnover, job
satisfaction and morale, and evaluation by external entities (Campbell and Corbally,
1983). A performance indicator can be defined, according to Carol and Gibbon (1996)
as “an item of information collected at regular intervals to track the performance of a
system” (p.163). According to the Ministry of Education, the following points are

considered to be some of the indicators of the effective educational managers.

1. Text books are produced in sufficient numbers and types and distributed to
schools on time.

2. Supply of qualified teacher meet demand, and appropriately assigned /

deployed to schools.

Teacher’s salaries and other benefits are paid on time

Schools have copies of syllabus.

Schools are appropriately located across the region/ wereda.

A national, regional and wereda plans are available for provision of vision.

School inspection/Supervision occurs on an appropriate and regular basis.

© N o 0o bk~

Teachers receive instructional supervision on a regular basis.

30



9. Regional/ Wereda information flow to schools in a timely way and school
information is conveyed to the wereda/ region.
10. Staff development activities for school personnel are well designed and
implemented.
11. School facilities and buildings are in good repair and maintenance.
12. Each school has a functioning parent- teacher association.
13. Parents know how their children are progressing in their studies.

2.1.4 Management of Educational Organizations

Even though the basic skills and roles that manager’s play in their organization is
basically similar, educational organizations must be seen separately for its unique
institution of service provider in public sector. Different reasons are cited for the
special case of educational organization and Management and its attributes for the
role it plays and the mission it achieves in the society. Campbell et. al. (in Ayalew,
1991:6) developed six continua to suggest what may be unique about management in

educational organizations as:

1. Cruciality to society: Those educational institutions are the training ground for
the personnel needs of other organizations.

2. Public visibility and sensitivity: Education is relatively more visible to the public

and educational issues are more sensitive to many members of the community.

3. Complexity of functions: Educational administrators should primarily deal with
teachers, students and other school personnel i.e., the human factor which

makes his task more complex.

4. Intimacy of necessary relationships: The relationship between teachers and
students, students and students, teachers to teachers etc is so strong and
demanding that needs a closer attention and guidance on the part of the

educational managers.
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5. Staff Professionalization: The fact that teachers are considered to be
professionals, the most appropriate pattern of authority in an organization
staffed by professionals is collegial authority, whereby individuals enjoy

autonomous over work.

6. Difficulty in appraisal: The change in knowledge, skills or attitudes, which
influence behavior of students are not immediately or easily perceptible; it
requires accumulation of evidence from many sources over a period of time to

determine sustained changes in behavior.

Furthermore, uniqueness of educational organization is seen in difficulty of defining
objectives, the fact that the input (raw materials) of educational institutions are human
beings, and the training experience of managers and most staff in schools is usually
similar, evaluation of results is distinct made educational organization different from

other organizations.

Educational organizations are established to preserve, develop and enhance the value
of the people. The Ministry of Education (2006) states that:

The value of education is essential not only for private individuals but
also for the whole society. It is a public good when its outcome benefits
people collectively, but also a private good when the benefits are direct
to the individual ... Education needs to create cultural and social

cohesion among the diverse people of the country (p. 27).

Hence, educational management is concerned with purpose or aims of education and
this purpose or aim provides the crucial sense of direction to underpin the
management of educational institutions. On top this, as Alma, et. al.,(2003) indicates,
the practice of educational management requires due attention as it is challenged by
different factors like human and material resources, political influence, the increasing
cost of education from time to time and change in technological development and
globalization. As demand for education increases, the educational management also
becomes more difficult to fulfill those needs. Educational organization, therefore, need

32



to bear such social responsibility that has to be realized for the benefit of individual as
well as society as a whole. In this regard schools are places for realizing the policies
and objectives of the educational provision. With respect to this, Alma et. al; (2003)
capitalizes the role of schools as:

Schools have traditionally not simply provided students with knowledge
and skills; they have also sought to socialize them in to certain cultural
habits ultimately designed to make them better citizens ... schools in
many instances are being asked to socialize children whose parents
have failed to provide their offspring with adequate social capital.
Schools are one of our last hopes for rebuilding a nation (p.157).

Therefore, educational managers must have the skills and knowledge of management
that enable them to plan, organize, supervise and monitor the whole educational
programs and activities so as to ensure the expectations of the state and the society

as a whole.
2.2 Organizational Structure and Culture

Organizations are essentially collectives of people who define policies, generate
structure, manipulate resources and engage in activities to achieve their desired ends.
The educational organization is there to fulfill the objectives of the education policy.
The complexities of educational organization demand appropriate management
structure to promote effective and efficient development and the delivery of curriculum.
As a result of this, educational managers need an analytical framework in order to
identify elements of activities and duties which influence the way the organization
functions. Organizational structure involves arrangement of activities and assignment
of personnel to these activities in order to achieve organizational goals. Organizational
structures define and clarify how required activities are grouped together, who is
responsible to whom for what and the line of authority; they are the framework for
getting work done, and they can be either effective or ineffective depending on how
jobs, authority and positions are distributed in the organization at all management
levels of the education system (Armstrong, 2003:161).
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Organizational structure defines and clarifies how required activities are grouped
together, who is responsible to whom, for what and the line of authority. They are the
framework for getting work done and they can be either effective or ineffective
depending on how jobs, authority and positions are distributed in the organization
(Armstrong, 2003: 161). It illustrates the various relationships among various levels of
hierarchy within the organization as well as horizontal relationship among various

functions of the organizational operations (Candan, 1997: 225).
Torrington and Weightman (1989 in John, 1994: 109) noted that:

organizational culture is ‘the characteristic spirit and belief of an
organization, demonstrated, for example, in the norms and values that
are generally held about how people should treat each other, the nature
of the working relationships that should be developed and attitudes to
change whereas structure is simply a description of what people do and
how they relate; it is a grossly simplified description of jobs and
relationships (p. 109).

Since structures exist primarily as an instrumental device, careful consideration has to
be given when designing it so as to bring about the intended goals of an organization.
Organizational structures offer significant sign posts for educational organizations
because they highlight the need:

1. for flexible staffing structures to cope with demographic changes and economic
constraints;

2. For flexible authority structures with decision-making powers devolved to

functioning units;

3. For functional structures which allow greater access to information and which

encourage the constant generation of ideas (Handy, 1990 in John, 1994:113).
For Candan (1997) a good organizational structure is needed so that:
1. Each individual in the organization is assigned a role, responsibility and

necessary authority. Each person who is assigned to an activity must know his
34



position, his role and his relationship with others. He is responsible for efficient
execution of his mandate and duties and is given the authority to do so.

2. The activities of all individuals are coordinated and integrated in to a common
pattern in order to achieve the organizational objectives. Organization is needed
for the purpose of integration and coordination of diverse activities in a cohesive

manner.

3. The optimum use of human skill and effort is achieved. A good organization
assigns the right person to the right job and this avoids misuse of human
resources, resulting in optimum utilization of employee efforts. It is said that half
of the work is done when you know what you have to do and how you have to

do it. A good organization does this.

Hence, organizational structure, culture and management style etc are contingent on
what the organization (or part of it) is there to do and on environmental situation. To
this effect, appropriate organizational culture and management structure becomes an
important factor for the effectiveness of educational manager.

2.2.1 Educational Management in a Decentralized System

Decentralization is a generic term which refers to the territorial distribution of power
and functions between a sovereign state and its constituent parts which can be
regions, states or provinces and entails for the creation of political and administrative
self rule and democratic participation by the communities in those areas (Meheret,
2007:79). According to AED/BESOII (2006), the traditional ‘command and control’
approach to managing people in the organization is no longer valid and a whole new
philosophy is needed to motivate people to higher levels of performance. Today, in
both developed and developing countries, the tendency of states is towards the
decentralization of structure but the forces to orient governments for such approach
differ. As it is confirmed by the study (AED/BESOII, 2006), pressures by the local
authorities or communities who demand more participatory decision making processes

has generally been absent in least developed countries; rather two forces, in any of
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these countries, combine to push for decentralization: external pressure by
international development agencies and experts and internal political expediency in
national contexts where public authorities are unable to organize or finance basic
public services (AED/BESOII, 2006:26). On the other hand, the practice and
preference of decentralization is facilitated by a shift in social attitudes towards
parents’ rights to be involved in their children’s education. Hence, change in public
opinion about the role and ability of government and the spread of democracy and
popular participation have contributed to this shift (Gaynor, 1998:31).

As outlined by the report of AED/BESO Il (2006), several countries have adopted the
policy of decentralization neglecting strategies, which are heeded for its successful
implementation. On the other hand, Seyoum (1996) identifies two basic questions to
be answered for the precise identification of the level and type of decentralization in a
particular country. They are related to the level to which such transfer occurs
Regional, district, local/ school and; the type of person to whom responsibilities are
given-are they professionals? (E.g. district education officials or head teachers) or
people representatives? (E.g. elected district councilors or school board members).
The writer has outlined the following points about the arguments for and against

decentralization of organizational management.
A) Arguments for decentralization.

1. More democratic: in which elected bodies or managers assume responsibility;

2. More relevant: locating the decision — making power closer to where problems are
being experienced

3) Less bureaucratic: decisions are made much quicker, no long bureaucracy to level
close to school.

4) Greater resource mobilization: local authorities rely on their own tax to add the
resource made by the national government.

In education, decentralization enhances community participation in educational
activities, localizes curriculum designs and facilitates the right of a child to use mother

tongue in instructional activities.
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B) Arguments against decentralization.

1. Risk of greater inequality by widening gap of inequality

2. Problems with economics of scale: precisely because the education system is a
large system, it makes sense to keep a number of decisions with financial
implications centralized. The development of curriculum, the training of

teachers, the purchase of text books are examples.
3. Fear of national unity: inter — regional and ethnic tension.
4. Competencies and skills of personnel.

A recurrent problem is that staff at decentralized level has less skills in educational
planning and management than the professional working at the central level. Hence,

there is equally a need to create stable and rewarding posts at decentralized level.
2.2.2 Decentralized Educational Management System in Ethiopia

Centralized system of educational management had given rise to bloated bureaucracy
that inhibited local initiative and flexibility in curriculum design, significant decisions on
personnel matters, purchase and distribution of supplies, budget preparation and
allocation (Seyoum, 1996: 29). As a result of the newly formulated Education and
training policy of 1994, the government has embarked upon the need to decentralize
the educational management. It is clearly stated in the policy that “educational
management will be decentralized to create the necessary condition to expand, enrich
and improve the relevance, quality, accessibility and equity of education and training
(MOE, 1994: Article # 3.8.2).Accordingly, the system was restructured into five levels-
the Ministry of Education (MOE), the Regional Education Bureau (REB), the Zonal
Education Department (ZED), Wereda Education Office (WEQO) and the school. Each

level has assumed responsibility and authority delegated to them.

Decentralization is an intra-government transfer of authority and functions among units
of administrative arrangement whereby authority and responsibility flow from top to
bottom in a single organizational hierarchy. It involves the transfers of tasks and
workload to sub-units of the system (Hanson, 1996: 64). According to Hanson (1996),
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decentralization is not an all-or-nothing concept; it usually occurs in measured doses.
The challenges for most governments, according to Rondinelli and Nellis (1986), have
been to find the proper balance between centralized and decentralized arrangements
and to link them in a way that promotes development most effectively. Morphet (in
Hanson, 1996) respond to the issue of why certain decisions should be centralized or
decentralized.

1. Those things should be done (or decisions made) centrally that do not require
or involve local initiative and responsibility and can be done more effectively

and economically on a centralized basis;

2. Those things should be decentralized and carried out on a local level which
require decisions relating particularly to local needs and which, if done centrally,
would prevent or limit desirable initiative and handicap the development of

effective local leadership and responsibility.

Noting the complexity of the issue under discussion, the aforementioned writer
suggests the following points to show the importance of decentralization. Hence
decentralization:

i)  contributes to achieve broad political objectives,

ii)  increases administrative effectiveness;

iif) promotes economic and managerial efficiency;

iv) increase government responsiveness to diverse needs and demands;

v) Promotes self determination and self reliance among local groups and
organizations representing legitimate political interests.

vi) Promotes appropriate means of designing and implementing local

development programs.

Hence, decentralization expands the process of participation in decision-making as
well as draws in the observations of those who are closest to the problem. With regard
to the issue of decentralization, Seyoum (1996) Indicates strategies to be used for the
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successful implementation of decentralization. A framework to implement a policy of
decentralization consists of clarity in the distribution of authority; consolidation and
reform of new and existing structures; the strengthening of an appropriate information
system; capacity building programs and the greatest challenge- a change in

institutional culture (Seyoum, 1996:25).

In general, decentralization makes sense if there is state level enabling conditions;
informed and empowered community and local institutions; the devolution of political,
administrative and financial powers to the lower level units; the threshold level of
capacity for planning and management at local level; a sound database, monitoring
and support services and accountability system (UNESCO, 2005a: 82). But in the
current context, there have been challenges to implement the decentralized
educational management especially at Wereda and school levels. Mulugeta (2001)

has found that:

The structure put in place to implement programs at Wereda level seem
to be defective, even this defective structure is not filled by competent
personnel relevant to their positions... there is a dire shortage of skilled
personnel and financial support to upgrade the skills of available
manpower. On top of this recent government financial regulation

obstructs our ability to use the assigned budget timely and appropriately
(p. 101).

The writer attributed the cause for this problem to scarcity of resources and political
factor. He further noted that there are three versions of political reasons.

1. Lack of adequate staff that can suitably be in charge of executing programs
(policies) and those who possess the required qualifications to the relevant
level.

2. Policy-makers inadvertently failed to anticipate the requirement of managerial
capacity as well as resources at the time when policies and programs were
conceived and/or formulated.
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3. Heads of Education Bureaus, Zone Departments and Wereda Offices and staff
therein are not only political appointees but also drawn from the ranks of
teachers who hardly possess the caliber to responsibly discharge their duties
(Mulugeta, 2001: 102).

On the other hand the report made by AED RESOII, (2006) realizes that:

Capacity at the Wereda level remain weak for sometimes given the limited
resources for trained and capable human resources as demand level as the
Wereda decentralization program is rolled out. Qperationally, budgetary
constraints contribute towards diminished capacity. In many survived
Weredas, for instance, experts requiring field visits are not provided with
adequate office supplies or logistical support. Institutional capacity caused
by frequent changes in organizational structure is also another factor that
negatively affects personnel as they find themselves working for jobs which

they are not properly qualified (p. 65)

In views of these challenges, the ministry of education has also witnessed that the
problem is to, as much as possible, clearly delineate responsibility and planned
activities among the hierarchies of governance. From the aforementioned discussion,
it can be concluded that many Weredas of the country have not yet fully assumed their
decentralized responsibility and authority due, among other things, to insufficient and
incompetent personnel, budgetary constraints and poor coordination between

administrative and managerial bodies (Mihiret, 2007: 79).

Likewise, the key issue in any move towards devolution is the effectiveness of support
systems including development opportunities. Unless there is local capacity for
management, there is no advantage to making decisions where actions taken place.
Hence, the principle of subsidiary argues not just for moving decisions to the action
cite but also making local decision-makers competent (Mc Ginn and Welsh, 1999 in
Glatter, 2009: 233). Some of the benefits of decentralization of educational

management according to the author:
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- Enables to respond to local needs in areas like curriculum design, realize the
child’s right to use mother tongue;

- Enhances community participation and expands sources of finance and other

resources;

- Improve recruitment, training and development of teachers according to the

needs of the schools;
- Enables to identify problems timely and give professional support accordingly;

- Increases the coordination of stakeholders to make them participate in planning

and implementation etc.
2.3 The Need to Enhance Participation of Stakeholders

For effective and efficient attainment of educational goals, the support from all
stakeholders (policy makers, planners and implementers) is strongly needed.
Educational goals are unlikely be achieved unless there is full participation and
support of key stakeholders at all hierarchies of the education system i.e., from the

Federal Ministry to school level.

In countries like Ethiopia, following the decentralized system, commitment is essential
from both higher bodies to directly support the decentralized units in such activities as
planning, financing and implementing programs as well as those in the decentralized
units to accept added responsibility, exercise authority and take initiative (Girmay,
1998:43).

When the top leadership sets goals and policies, it should also provide the necessary
resources and other technical support workers need. On the other hand, if
management body is not supportive and patrticipatory and if both parties (managers
and subordinates) are incompetent, then the result of even the best program will be a
failure i.e., the journey to managerial effectiveness becomes a futile exercise. Hence,
creating conducive environment and seeking support of stakeholders as well as
making the implementers believe and accept the program will enhance their
participation and commitment leading to managerial effectiveness. Therefore seeking
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support from critical interest groups and raising their level of participation should be

given due attention by educational managers.
2.3.1 Parents and Community Participation

Increasing the involvement of others in educational provision make sense because
schools alone can not do the complex job of educating children and making them good
citizen. One of the most important key activities in the process of providing education
for all is the active participation of parents and the community. As it is stated by Dodd
and Konzal (2002) “parents are both teachers of their children and mediators of the
school” (p157). Parental involvement can build support for the school and its staff
because parents who are involved in school activities are more likely to have more
positive opinions about teachers (Dodd and Konzal, 2002:17). Dodd and Konzal

(2002) further explicated the need to involve parents and the community that:

The relationship between home, school and the community can best be
described as symbolic rather than separated and because resources are
limited, the responsibility for educating the nation’s children is both a
moral and practical obligation that everyone must share (p. 108).

Parents’ and citizen’s opinions about schools make a difference because they affect
the level of financial, material and political support in a given community. Clearly,
educational managers need to find ways to forge links among parents, schools and the
whole community agencies and resources of that particular locality so that children’s
needs be addressed. According to Gallagher R. et. al., (2005) the ultimate objectives

of school-community relation are to:

e Develop continuing public consciousness of the importance of educational
process in a democratic social organization;

e Establish confidence in the functioning institution;

e Furnish adequate means to maintain its efficient operation and;

¢ Improve the partnership concept through active participation.
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On the other hand, citizen’s involvement and strong school community relation
ensures a better understanding of what the community wants for its children on the
one hand and also what the school expects from the community. Likewise, it provides
a better opportunity for closer cooperation with local government agencies and
community organizations that have an interest in education and public welfare.
Generally, it helps to bring about increased use of community resources in the
educational program implementation there by integrating further the school and the

community.

According to AED /BESOII (2006), the community, through its association, can play
the role of support and management of teachers, students, resources, improves the
curriculum and managing the school calendar. It is from this point of view that the
Education and Training Policy clearly indicates that the educational administration
would be democratic leadership by boards or committees consisting of members from
the community, teachers and students (MOE, 1994: Article 3.8.4). As it is witnessed by
the ministry of education, in Ethiopia, the communities are now funding new school
buildings and in building teachers’ house in rural areas (MOE, 2006:87). Therefore,
educational managers at different levels especially officers at Wereda level and school
administrators must strengthen, coordinate and organize the involvement and
participation of community as they are key role players for the benefit of the society as

a whole.
2.3.2 Involvement of NGOs

Now a days it is clear that the government alone can not fulfill the ever increasing
learning needs of the population. In developing countries like Ethiopia where there are
diverse priority areas to provide appropriate services for the citizen, the governments
require working in partnership with non-governmental organization NGOs do have
resource to contribute that is additional to government support to meet the challenges
of providing quality education. NGOs that are voluntary to support the educational
programs have better opportunity by participating in such activities as: Training

programs for employees such as educational personnel, school administrators,
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parents and teachers; construction of school buildings and maintenance activities,
supply of educational materials, and equipments like student seats, laboratory and

library equipment, reference materials etc.

NGOs both internal and external ones can aid support and participate in different ways
and fields of education activities at different levels for the fulfilment of education
programs and projects if they are fully consulted and coordinated. In Ethiopia, NGOs
like The World Bank, The African Development Bank and also foreign donor
governments like USAID participated in covering education expenditure (MOE,
2002:60). Therefore, policy makers and decision-makers, as well as planners have to
establish a clear and workable policies, guidelines and standards and create creating
enabling environment for local actions (UNICEF, 1993: 65). In general, educational
provision and programs need to be considered as a unified comprehensive system for
UPE as well as quality assurance should encourage partnership among all concerned
stakeholders.

2.4 Conditions for Managerial Effectiveness

Managerial effectiveness in education is a dependent variable which is a function of
many interwoven and interdependent factors. Obviously, education is an expensive
investment that requires the largest share of the country’s scarce resources. On the
other hand, population changes and demand for education increases and cost for it
rise from time to time. To this effect, an effective and efficient accomplishment of
educational activities is critical to satisfy the needs of individuals, the community and
the nation at large.

Armstrong (2003) explains managerial effectiveness as “the extent to which what
managers actually do matches what they are supposed to do” (p. 18). It is about
performance which refers both to what people do (their achievements) and how people
do it (their behavior). The measurement of effectiveness and performance, therefore,
compares expectations about achievements about behavior with actual results and

behaviors.
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Effectiveness according to Silver (1983) is the organization’s attainment of its goals.
Thus, to ensure effective accomplishment of activities and fulfill organizational goals,
such interactions as availability of resources (human, material and financial);
commitment of major stakeholders; enabling organizational structure and culture
should be realized. Support and commitment of political leaders, management bodies,
the community members, the teaching and non-teaching staff, students and parents,
and other governmental and non-governmental organizations are also strongly
needed. Unless supported by real human commitment, goal statements are mere
words (Armstrong, 2003:35). Girmay (1998) on his part, has also emphasizes that
commitment is essential from higher bodies to directly support the decentralized units
in planning, financing, and implementing programs as well as those in the
decentralized units to accept added responsibility, exercise authority and take

initiative.

An education system is said to be effective if skilled and competent managers and
other personnel are assigned, adequate financial and material resources are available
at every echelon of the education structure. And effectiveness is evident when the
organizational structure and culture are conducive and supportive; when the major role
players are committed enough for the achievement of educational goals at every
hierarchy of the education system (from the ministry to the school level). Thus, it is the
business of management to ensure that all these variables are put in to their fullest

use so that they can produce maximum results leading to managerial effectiveness.
2.4.1 Availability of resources

Resources are important assets which are needed in every sphere of organizational
activities. They are means of performing or accomplishing activities and are the major
tools without which goal achievement of an organization is unthinkable. Resources can
generally be classified as human, financial, physical technological, time, etc. Thus to
perform educational management functions effectively, the presence of these
resources in the required quality and quantity are essentially important. For our

purpose, let us discuss the major ones-human, financial and material resources.
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A) Human resource: All organizational activity is performed through human
beings. It is true that human resources are more important than physical and
financial resources. It is the people that spell the difference between
successful and unsuccessful, productive and unproductive organizations. While
physical and financial resources are necessary, they can become productive
only in conjunction with people (AED/BESOII, 2006: 18).

Managers are basically human beings serving in positions with a wide variety of titles
such as head (bureaus, office, department), supervisor, team leader, division head,
administrator, senior and junior experts etc. These and other necessary positions in
the organizational structure have to be filled by skillful and professional if an
organizational goal is to be achieved and if the organization is to function properly and
survive. To this effect, unless management and other positions of an organization
(supervisors, administrative workers, teaching and non-teaching staff etc) are filled
with skilled manpower, that is, with appropriate and the right mix of skills at the right
place, achieving the intended objectives of educational organization will be a futile
exercise. Moreover, the management capacity need to be raised to a level where it
can mobilize financial and materials resources, respond to various requests and
handles challenges effectively. In this connection, need identification and
prioritization, timely allocation and distribution of material resources, together with
effective and efficient utilization of those resources requires strong technical and

managerial capacity (human resource).

B) Financial Resources: - Money is the cornerstone for need fulfillment of both
individual person or organizational goal and objectives. All other requirements of an
organization can be fulfilled if enough budgetary requirements are realized. Because
provision of education requires a huge amount of finance to be incurred, the

government can not carry the immense educational expenditure of the country alone.

According to the ministry of Education, the Ethiopian government has identified
strategies to expand the source of financing education. These are prioritization,
diversification of resources, community participation and private investment, cost
sharing and devolution of financial management (MOE, 2006:27).

46



Thus, it is the business of educational managers to effectively identify, coordinate and
implement the financial sources of the system so as to fulfill the financial requirements
of the activities towards the achievement of goals and objectives effectively.

C) Material resources:- availability of materials such as equipment, instructional
materials like text books, teacher’s guides, school facilities, furniture etc... are crucial
inputs of education. In order to ensure quality education, for example, students should
have quality text books and other instructional materials in sufficient quantity (as of the
standard). There have to be adequate workshop and laboratory equipments,
pedagogical materials and other instructional technologies for effective instructional
activities. Since availability of material resources is determined by the financial
capacity of the education system, the demand for material resources and other
supporting facilities have also been considered as the standing problems in

implementing educational programs in many developing countries including Ethiopia.

In view of the constraints on financial, physical and human resources facing the
education sector of the developing countries including Ethiopia, therefore, the need to
make most effective use of whatever resources are available is urgent and this

requires good and effective management system.
2.4.2 Commitment of Stakeholders

The value of education is essentially not only for private but also for the whole society.
It is a public good when its outcome benefits people collectively and private good
when the benefits are direct to the individual. For this reason, it needs to be
coordinated centrally and administrated locally (MOE, 2006:27). Education is a
concern of every citizen for its utility is social as well as individual in nature. Thus, all
stakeholders i.e., planners and implementers i.e. (Policy makers, political leaders at
local as well as regional/ national levels, management bodies, community members,
teaching and non-teaching staff, students, parents, school board committees, PTAs,
interested groups and other governmental and non-governmental organizations should

be involved and coordinated for the success of educational goals.
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2.5 Strategies to Improve Management of Education

For improving managerial effectiveness in education, approaches to improve
management functions are required. According to Farahbakhsh (2007) the following
areas need to be given proper attention. In managing educational organization in the
current decentralized system, effective management must be seen as top priority by
higher officials and policy makers in order to use the scarce resources allocated to

education at all levels particularly at wereda and school levels.

1. Objectives for school/organization as well as individuals must be laid down with
due care. The objectives should be understandable and measurable. Objectives
should be revised if there is a change in environment.

2. Appropriate plans, policies and programs should be formulated and they should
be communicated to all those who are involved in the achievement of
objectives.

3. There should be a proper performance appraisal system.

4. Based on performance appraisal information, measures to improve
performance should be identified and implemented.

5. A proper system of authority and responsibility should be created.

Another method to be used for the improvement of organizational effectiveness is by
applying the management method called ‘Management by objective (MBO)'. Silver
(1983) define MBO as “a management technique that is representative of a Systems
AOpproach that has been found effective in the analysis and design of schools and
other organizations” (p. 64). According to Silver (1983), MBO entails specifying the
purposes of the organization; identifying the particular objectives associated with each
purpose or goal; establishing sub-systems for attaining each objectives; evaluating
performance in relation to the goals and objectives; providing feedback to the
appropriate subsystems so that adjustments can be made as necessary; and providing
the in puts needed by each sub-system for maintenance and productivity. Thus, if
managers and other educational experts are competent enough and if the method is
appropriately implemented together with active participation and cooperation of major
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stakeholders, the journey to effective organizational goal achievement can be insured.
Therefore, it seems that leaders should have a new set of leadership beliefs and
competencies that can transform the old and traditional constraints, facilitate
educational changes and develop an appropriate school environment.
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CHAPTER THREE
RESEARCH DESIGN AND METHODOLOGY

This part of the thesis deals with research method, source of data, sampling
techniques, sampling procedure, instruments of data collection, procedure of data
collection, and method of data analysis

3.1 Research Method

The purpose of this study was to assess the current managerial effectiveness of
wereda education officers in implementing educational policies and programs in a
decentralized education system. The nature of the research topic and the basic
questions demand to collect data from diverse sources. For this, both quantitative and
qualitative approaches were followed. To obtain tangible information, descriptive
survey method was employed because the method is more helpful to assess the
existing situation of the performance of education officers. This approach could
enable us to obtain information from diverse sources and large number of
respondents. Quantitative data were secured through questionnaires while qualitative

data were obtained from interviews, document analysis and observation schedule.
3.2 Source of Data

The primary data source for this study was obtained from Wereda education officers,
principals/deputy principals, and teachers whereas secondary data was secured from
document analysis and observation schedules.

3.3 Sampling Techniques

The sampling techniques used were stratified proportionate, availability, purposive and
simple random sampling methods. The whole teachers were categorized into two
strata (group) based on the media of instruction used in schools. Though the two
groups of schools and respective teachers share many common features, it is believed
that there are challenges unique to those schools whose instruction is in native
language. Therefore, the exclusive characteristics in the schools necessitate groping
them into strata. Stratified sampling is believed to be appropriate when the population
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is heterogeneous to ensure the representativeness of the two segments of population.
Accordingly, one category consisting five schools and the other category with nine

schools were selected.

Availability sampling technique was used to include the only available one preparatory
school in the Zone. This method was also used to obtain educational officers because
of manageability of their number. Purposive sampling method was used to identify
respondents of school principals. Simple random sampling technique was also used
to draw sample of teachers from the two categories of schools.

3.4 Sampling Procedure

Mejengir Zone contains two weredas; namely Godere and Mengeshi weredas. A
recent data source secured from the two weredas show that there are a total of 30
schools within these weredas.  Out of these thirty schools, fourteen schools (seven
form each wereda) were selected on the basis of stratified, purposive and availability
sampling techniques. Thus, nine schools were selected from category one while five
schools were selected from category two. There are also 474 teachers, 30
principals/vice principals, and 20 education officers making a total population of 532.
18 principals/vice principals were taken from the 14 sample schools. Moreover, out of
474 teachers, 142 of them were randomly selected of which 129 teachers are from the
first category and 13 teachers are from the second category. Out of the available 20
education officers (heads, team leaders, senior and junior experts and supervisors) in
the two weredas, all of them were taken because their number is manageable. All in
all, a total of 180 respondents were taken from 532 total population i.e., 142 teachers,
18 principals/vice principals, and 20 education officers were the subject /respondents
for the study.
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Table 1: Sample Schools from the two Weredas

No | Name of wereda Name of Sample schools Level (grade) | Category
1. Tinishu metti prip. School. 9-12 One
2. Toli elementary school. 1-8 ”
3. Akashi o 1-8
1 Godere 4., Hora “©oE 1-4
5. Gelesha “ * 1-8
6. Tilku Metti “ 1-8
7. Gumare  “ ° 1-4
1. Jein elementary school. 1-8
2. Abiy 2,3 “ 1-8 ”
3. Dushi * “ 1-4 Two
2 Mengeshi 4., Shone * ; 1-4 »
5. Baya : 1-4 ”
6. Kumi  * ¢ 1-4 »
7. Godere 1-8 "

Category one: schools where medium of instruction is Amharic/English language.

Category two: Schools where medium of instruction is vernacular language.
3.5 Instruments of Data Collection

The instruments that were used to gather the required information were

questionnaires, interview, document analysis and observation.

Questionnaires: The questionnaires include both close ended and few open ended
items to allow respondents to write their opinion and to include ideas that might not
have been indicated in the questionnaires. A Likert scale and ranking of major issues

were constructed under major managerial functions and educational performance.

Interview: To support, enrich and to make cross checking, semi-structured interviews
were held with heads of education offices so as to collect verbal information about the
overall educational undertakings and its major problems. Then, the responses were
tape- recorded and notes were taken for later use in data analysis.

Document Analysis and Observation: Those documents related to the issue were
secured from Wereda education offices. Hence, documents like rosters, reports, and
statistical data gathering files were analyzed. An observation schedule was also used
by close examination of the activities of education offices and schools. In both
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document analysis and observation, checklists were filled by identifying indicators for

the presence or absence of certain characteristics, performances and resources.
3.6 Procedure of Data Collection

The data gathering instruments developed for this study were administered by the
investigator as well as coordinators. Whereas interviews, observation and document
analysis were undertaken by the investigator himself, questionnaires were
administered by focal persons. These focal persons or coordinators are teachers
and/or education officers selected from sample schools and offices respectively.
Before these coordinators are sent to the field, a sort of orientation was provided by
the investigator to ensure their commitment and care to be taken in distributing and
collecting questionnaires as successfully as possible. Consequently, out of 180

questionnaires distributed to respondents, 171 (95%) were filled in and returned.

Pilot testing of questionnaires was made after they were translated into Amharic. This
was done by selecting ten teachers, 4 principals and 2 education officers which were
later excluded from actual respondents. The purpose of pilot test was to check the
appropriateness of the items, clarity of instructions, words and phrases in the items;
and to make necessary amendments based on feed back obtained. Accordingly, eight
items were re-constructed, corrections were made on three instructions and words

were re-phrased in twelve items.
3.7 Method of Data Analysis

The data obtained through sets of questionnaires were coded, tallied and organized in
tabular form. The quantitative data were summarized using percentage, mean,
average mean score and standard deviation for the purpose of analysis. Further
analysis was made by calculating independent t-test and Spearman Rank Order
Correlation Coefficient using SPSS program. This was to see whether there exist
significant differences between different categories of respondents for similar items of
the questions.
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Fifteen tables were constructed for each part of questionnaire and detail analysis was

given under each table containing the summarized data.

The mean values were interpreted as: 1.00-1.49= very poor; 1.50 — 2.49 = poor; 2.50 —
3.49 = moderate; 3.50 — 4.49 = good; 4.50 — 5.00 = very good. In the same manner,
1.00-1.49 =strongly disagree; 1.50-2.49=disagree; 2.50-3.49=undecided; 3.50-
4.49=agree; 4.50-5.00= strongly agree. Moreover, when interpreting the responses on
major problems, the mean values were interpreted as: 1.00-1.49 =the least serous;
1.50-2.49= less serious; 2.50-3.49= serous; 3.50-4.49=more serious and 4.50-5.00=
the most serious problem. Finally data obtained through interviews and document
analyses were reported through narrative description to complement those found

through questionnaires.
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CHAPTER FOUR

PRESENTATION ANALYSIS AND INTERPRETATION OF DATA

This chapter deals with the presentation analysis and interpretation of the data
collected from sample respondents i.e., wereda education officers, school
principals/vice principals and teachers as well as information obtained from
interviewing heads of wereda education offices and document analysis. The chapter
consists of two parts. The first part is concerned with the description of the background
information of the respondents and the second part deals with the presentation,
analysis and interpretation of data gathered from wereda education officers, principals

, Vice principals and teachers.

A total of 180 copies of questionnaires were distributed to sample respondents, of
which 142 were for teachers, 20 for wereda education officers and 18 for principals. Of
these questionnaires, 171(95%) were filled and returned i.e., 137(96.5%) from
teachers, 17(94.4%) from principals/vice principals and 17 (85%) from wereda
education officers. Moreover, to support the data obtained through questionnaire,
interviews were conducted with heads of wereda education offices. Document
analysis was also made to obtain possible data relevant to the study. Thus, the
analysis was made on the basis of the information obtained from questionnaires,

interviews and document analysis.
4.1 The Characteristics of the Respondents

As indicated earlier, the data of the study were gathered from three groups of
respondents i.e., wereda Education officers (Heads, team leaders, experts and cluster
school supervisors), school administrators (principals and vice principals), and
teachers. The following table presents the background information of the respondents.
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Table 2: distribution of respondents by gender, age, service year, qualification,
and field of specialization.

Respondents
ltems Teachers Principals WEOs Total
o (N=137) (N=17) (N=17)
< f % f % f % f %
1 Gender a) Male 108 | 788 | 17 | 100 | 15 | 88.2 140 81.9
b) Female 29 21.2 - - 2 11.8 31 18.1
2 Age
a)20-25 years 62 45.3 3 17.6 - - 65 38.00
b) 26-30 50 36.5 5 | 294 - - 55 32.20
c) 31-35 * 23 16.8 7 | 412 5 29.4 35 20.5
d) 36-40 * 2 1.5 1 5.9 7 | 412 10 5.8
e)>40 ” - - 1 5.9 5 29.4 6 35
3 Service year
3.1. In a current position
a) 5 years and | 64 46.7 - - 2 11.8 66 38.6
below
b) 6-10 years 41 29.9 5 | 294 5 29.4 51 30.0
¢) 11-15 years 28 204 | 5 | 294 1 5.9 34 20.0
d) 16-20 years 3 2.2 - - - - - -
e) 21 years and 1 7 - - - - -
above
3.2 In other positions.
a) 5 years or - - - - - - - -
below
b) 6-10 years - - - - - - - -
¢) 11-15 years - - 7 | 412 | 4 | 235 11 6.4
d) 16-20 - - - - 3 17.6 3 1.8
e) 21 years - - - - 2 11.8 2 1.5
above
4 Educational qualification
a)TTI 32 23.7 1 5.9 1 5.9 34 20.1
b) Diploma 79 585 | 12 | 70.6 | 11 | 64.7 102 60.4
c) BA/BSC 24 17.8 4 | 235 5 29.4 33 19.5
d) MA/MSC - - - - - - -
5 Field of specialization
a)EDPM - - 1 5.9 4 | 235 5 3.6
b)Subject 137 100 | 14 | 823 | 10 | 58.9 161 94.2
specialist
c) other - - 2 118 | 3 17.6 5 2.9

As can be seen from Table 2, 108 (78.8%) of the respondents from teachers were
males and 29(21.2%) were females. On the other hand, 17(100%) of principals were
males. Similarly the majority of respondents from wereda education officers i.e.,
15(88.2%) were males while females account only 2(11.8%) of the total respondents.
Hence, it is clear that women’s involvement in management of education both at

wereda and school level is extremely low.

56



With regard to age distribution of the respondents, one can see from the same table
that the age interval at which majority of the respondents-teachers, principals and
education officers fall is different. A significant proportion (45.3%) of teachers fall
within the age category of 20-25 years while a good proportion of principals (41.2%)
fall within the age category of 31-35 years. In the same manner, similar proportion
(41.2%) of educational officers falls within the age category of 36-40 years. This is a
clear indication that the age level increases as the responsibility to manage

educational organizations increases.

In the case of work experience, the same table reveals that 5(29.4%) and 7 (41.2%) of
principals had service year of 6-10 years and 11-15 years in the current and in other
positions respectively while a moderate proportion 5 (29.4%) and few 2(11.8%) of
educational officers had service years between 6-10 years in the current position and

21 years and above in other positions respectively.

With regard to educational qualification and field of specialization, the majority of the
principals and education officers i.e., 14(82.3%) and 10(58.9%) were subject
specialists holding diploma (64.7% and 70.6%) respectively. On the other hand,
insignificant number of principals (5.9%) and few educational officers (23.5%) were
qualified with educational planning and management. Moreover, a small proportion of
principals and educational officers (11.8% and 17.6%) had qualification from other
discipline. Hence, majority of school principals and wereda education officers were
subject specialists or drawn from other field of study with no appropriate qualification in
educational management. Thus, it can be inferred from the above data and other
sources (document and interview) that educational management in Mejengir Zone is
led (both at wereda level and some schools) by personnel who are not properly

qualified for the positions they occupy.

The literature indicates that heads of education offices and staff therein are not only
political appointees but also drawn from the ranks of teachers who hardly possess the
caliber to responsibly discharge their duties (Mulugeta, 2001:102). Being member of a

political party and ethnic background have been criteria for selection of employees.
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And this type of educational management system may result in poor performance and

ineffectiveness in implementing policies and programs in Mejengir Zone.

4.2 The Status of Managerial Functions of WEOs

Table 3: Status of Planning, Decision-Making, and Staffing Functions.

Respondents
WEOs (N=17)
o ltems 1 2 3 4 5 W.M
< % F % F % |F| % |F| %
A) Planning
1 | Preparing attainable and realistic
annual, medium and long-term - 3 17.6 9 52.9 3 17.6 2| 11.8 3.24
plans
Deciding in advance the
2 | appropriate actions and 11.8 4 23.5 6 353 | 3| 176 | 2| 11.8 2.94
strategies to be used to achieve
goals and objectives
Designing in advance follow up,
3 | monitoring and evaluation - 6 35.5 5 294 | 4| 235 | 2| 11.8 3.12
mechanisms
Average mean score 3.08
Standard deviation .90
B) Decision- Making
1 | The ability to clarify and decide
on policy directives, rules and 17.6 7 41.2 11.8 31176 2 |11.8 | 2.65
regulations to be followed.
The ability to make decisions on
2 | pedagogical issues on a timely 11.8 5 29.4 53.3 1159 3 |176 | 2.88
basis
The ability to make decisions on
3 | administrative issues on a timely 17.6 3 17.6 35.3 4 | 285 1159 2.82
basis
4 | Involving concerned bodies while
making decisions 17.6 8 47.0 17.6 2 1118 1159 2.41
Average mean score 2.69
Standard deviation 1.14
C) Staffing
1 | Appointing qualified principals
and other personnel to schools
according to the rules and 59 6 35.3 29.4 3 176 2 (118 | 294
regulations of the region/country
on a timely basis
Appointing qualified (as to the
2 | standard) teachers based on the 5.9 6 35.3 29.4 1159 4 | 235 | 3.06
needs of schools
Recruitment  of teachers are
3 | fairly done and based on the 59 7 41.2 23.5 4 | 235 1159 2.82
needs of the organization
Average mean score 2.94
Standard deviation 1.10

Key: 1= very poor, 2= poor, 3= medium, 4= good, 5= very good; WEOs= wereda education

officers, W.M=Weighted mean.
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Planning function of a manager is an important aspect of managerial skill. It helps to
outline what an organization must do to be successful. Accordingly, as Table 3 above
indicates, the results of item No 1, 2 and 3 show that (average mean score = 3.08,
SD= .90) almost all of the respondents agreed upon that wereda education officers
perform moderately in preparing attainable and realistic plans; deciding in advance
the appropriate strategies to be used and designing follow up, monitoring and

evaluation mechanisms.

Decision-making is an important aspect of management activity since every issue
needs timely decisions, and these decisions determine the degree of effectiveness. As
Table 3 above shows, involving concerned bodies while making decisions (item No 4)
was found to be poor (64.7% with mean value of 2.41). But the overall results
(average mean = 2.69 and STD = 1.14) indicated that wereda educational officers’
ability to make decisions on pedagogical, administrative and policy issues was
moderate. Even though the overall result of the data on decision activities of
educational officers indicated in the range of being average, the way decisions are
made seems to have a defect i.e., all concerned bodies were not involved, consulted

while passing decisions(WM=2.41).

Staffing the organization and filling positions with appropriate number and required
qualification is the most important activity of managers if organizational goals and
objectives are to be achieved. It is through people that resources, principles, ideas,
thoughts, policies and programmes are coordinated and put into practice in a manner
that contributes for organizational goal achievement. Staffing consists of recruiting,
training, development and appointing of the required personnel. In educational
organization, appointing principals and teachers is the main duty of wereda education

officers.

As can be seen from Table 3, respondents decided to rate the ability of education
officers to assign teachers and principal as to the standard as moderate (mean= 2.94)
but, there is observed disagreement among respondents to rank performances (ltem
3) whether it was good or poorly done. While 47.1% of the total respondents rated as
poor and very poor about recruitment, training and transfer processes of teachers,
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similar proportion (47%) took opposite position saying it was good and fairly done.
Similar situation was also observed in the remaining items (items 1 and 2). This has
been confirmed by data obtained from interview as well as opinions from some open-
ended items of the questionnaire that the staffing processes are highly corrupted and
no transparency.

Table 4: Performance of WEOs on Communication, Motivation, and controlling Functions

Respondents (WEOs, N=17)

<25 1 2 3 4 | 5
Items F % F % F % F % F % W.M
A) Communication
1 | Establishing communication
mechanisms in all directions through | 2 | 11.8 7 |141.2 3 |117.6 51294 - |- 2.65

out the system

2 | Timely dissemination of information
up ward and down ward directions (to | 3 | 17.6 2 1118 8 | 471 2 1118 2 1118 2.88
higher officials and subordinates)

3 | The ability to communicate results of
workshops trainings and seminars to | 4 | 23.5 9 | 52.9 - |- 31176 1159 2.29
teachers, principals and others.

Average mean score 2.60

Standard deviation 1.08

B) Motivation

1 | The ability to make working condition
suitable for employees 5 294 7 412 2 1118 2 1118 1159 2.2

Ability to understand the needs of
2 | others (principals, teachers, the
school, the community) and respond | 2 | 11.8 8 | 471 1159 31176 31176 2.82

accordingly
3 | Ability to establish reward system in
the organization 6 | 35.3 9 [53.00 |2 | 11.8 - |- - |- 1.80
4 | Provision of short and long term
trainings opportunities. 1159 3 [17.6 7 [ 41.2 6 | 35.3 - |- 3.00
Average mean score 2.45
Standard deviation .98

C) Controlling

1 | Regular evaluation and assessment
of goal achievements, and | 6 | 35.3 6 | 35.3 2 |11.8 2 |11.8 1159 2.18
implementation of educational plans
and programs

2 | The ability to take corrective actions
when there is deviation from policies, | 6 | 35.3 4 | 235 3 |17.6 1159 3 |17.6 2.47
rules and regulations both at the
office and school level.

3 | Ability to identify problems of mother
tongue curricula implementation 8 | 47.0 6 | 35.3 1159 1159 1159 1.88

4 | Checking the availability and proper
utilization of instructional materials in | 3 | 17.6 4 | 23.5 6 | 353 3 176 1159 2.71
schools.

Average mean score 2.31

Standard deviation .90

Key: 1=very poor, 2=poor, 3=medium, 4=good, 5=very good; WEOs=wereda education
officers  W.M=Weighted mean.
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Respondents were asked to rate the performance of WEQOs about the communication,
motivation and controlling functions. As can be noted from Table 4, Significant
proportion 9 (53%) of the respondents said that establishing communication system
was very poor and/or poor. Similarly communicating results of workshops, trainings

and seminars was also found to be poor (23.5% very poor + 52.9% poor).

With regard to motivational performance of WEOs, activities indicated by items 1, 2
and 3 were poorly performed the fact that 12 (70.6%), 10(58.9%) and 15(88.3%) of the
respondents had rated the ability of education officers to make work environment
conducive for employees, the ability to understand the needs of others i.e. principals,
teachers, the school etc; and the ability to establish reward system in the organization

respectively to be poor and /or very poor.

On the other hand, respondents had shown positive attitude about the condition of
short and long term training opportunity available to them. Thus, while 7(41.2%) of the
respondents said moderate, 6(35.3%) of the respondents indicated as good. The

overall result regarding this issue was found to be satisfactory (mean = 3.00).

Table 4 also depicts the status of WEOs in controlling the over all educational activities
of the sector. As it is evident from the statistical results indicated in the table,
12(70.6%), 10(58.8%), 14(82.3%), and 7(41.1%) of the respondents had rated the
presence of regular evaluation and assessment system; the ability to take corrective
actions when deviation from policies, rules and regulations occur; ability to identify
problems of mother tongue curricula implementation; and ability to check and inspect
the availability and proper utilization of instructional materials in schools to be poor

and/or very poor.

Analysis of document secured from Godere wereda education office confirms and
strengthens this issue. A sample of grade 9 Roster indicated that double stamp
(promoted and detained) was put for a single student. There were many such

conditions showing violation of promotion regulation especially in secondary schools.
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It was mentioned while interviewing head of education office that “informal directives
and even intimidation from students, parents and top officials” was the main cause for
this. It was further mentioned that “...there exists acute and deep-rooted problems
facing the implementation of mother tongue instruction in our wereda. The cause is:
lack of qualified, motivated and committed teachers, absence of well prepared
instructional materials (syllabus, text books, teachers’ guide etc), and absence of
interest to learn and teach in vernacular from both students and teachers”. Noting
problems, one respondent from vernacular teacher has suggested that the teaching

learning process to be changed to English.

Table 5: The Status of Managerial Functions of WEQOs

Respondents (principals, N=17)

ltems

No.

2 3 4 5 W.M
% % % %

%

N
Hm
oM
WM
N

1 Seeking valuable data from schools 11.8 23.5 35.3 17.6 11.8 2.94

before formulating plans

2 Ability to implement plans at school | 4 | 23.5 5 | 294 31176 4 | 235 1159 2.59
level (follow-up, monitoring and
evaluation of school performance)

3 Ability to make sound decisions | 4 | 23.5 6 | 35.3 3 176 2 (118 2 1118 2.53
timely on pedagogical issues

4 Establishing and strengthening of | 1 | 5.9 1159 8 | 471 5 1294 2 1118 3.35
different committees at school level

5 Appointing qualified and competent | 5 | 29.4 31176 31176 1159 5 1294 2.88
principals to schools according to
rules and regulations

6 Disseminating information to schools | 1 | 5.9 4 | 235 7 |141.2 4 | 23.5 1159 3.00
and community on a timely basis.

7 Recognizing performance of | 7 | 41.2 2 1118 31176 2 1118 31176 2.53
organizations, professionals,
individuals and schools

8 Ability to take corrective actions when | 4 | 23.5 6 | 35.3 1159 3 176 3 176 2.71
there is deviation from policies, rules
and regulations

9 Checking the availability and proper | 3 | 17.6 5 1294 4 | 235 31176 2 1118 2.76
utilization of Instructional materials in

schools
10 | Ability to recruit and assign teachers
based on the needs of schools 4 |1235 4 |1235 6 | 35.3 1159 2 111.8 2.58
Average mean score 2.69
Standard deviation 1.07

Key: 1=very poor, 2= poor, 3= medium, 4= good, 5= very good. F= frequency of respondents,

N=number of respondents WEOs= Wereda Education Officers.

Wereda education office is given the responsibility to establish, assist, monitor and
evaluate activities of schools under it. This implies that educational officers at wereda
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level and school employees (principals and teachers) work cooperatively towards
achieving the same goals and objectives. Hence the two parties ought to have close
contact. The work of one depends on the success of the other. It is from this intimate
work relationship that series of questions were prepared and administered to school
administrators (principals and vice principals) in order to measure the status of
managerial functions of wereda education officers. Accordingly, as indicated in Table
5, for each item (item 1-10), the calculated weighted mean values (being between 2.53
and 3.35) and average mean score of all items (2.69; SD =1.07), shows that planning,
decision-making, staffing, communicating, motivating, controlling, and staffing
functions of wereda education officers were moderately done. This is slightly different
from the previous results obtained from education officers on the same issue.
Therefore, both groups of respondents had shown slightly different perception towards
the status of managerial functions of wereda education officers to be from poor to
moderately perform.

Table 6: View of Teachers on the Status of Managerial Functions of WEOs.

Respondents, Teachers (N=137)

1 2 3 4 5 W.M
ltems Fl % [F| % F % Fl % F | %

No.

1 | Appointing qualified principals
and other personnel to schools | 24 | 175 | 50 | 36.5 | 36 26.3 | 18 | 131 9 6.6 | 2.54
timely.

Appointing qualified (as to the
2 | standard) teachers based on the | 37 27 50 | 36.5 | 34 248 | 13| 95 3 22 | 223
needs of schools.

The transfer processes of
3 | teachers were fair and were | 42 | 30.7 | 48 35 15 11.00 | 10 7.3 11 8.0 | 2.02
based on the needs of the 2
schools and teachers

4 | Ability to mobilize the community | 24 | 17.5 | 35 | 25,5 | 48 35.0 | 22 | 16.1 8 5.8 | 2.67
to support schools

5 | Ability to prepare and provide .
short-term trainings to teachers | 77 | 56.2 | 43 | 31.4 | 13 9.5 3 2.2 1 7 1.59
and principals

6 | Ability to recognize
achievements of schools and | 72 | 52.6 | 41 | 299 | 14 10.2 5 3.6 5 3.6 | 1.75
individuals (teachers, principals,
committee members etc)

7 | Ability to monitor the availability
and  proper utilization of | 35 | 25,5 | 52 | 38.0 | 35 255 | 12| 8.8 3 22 | 224
instructional materials in schools.

Average mean score | 2.16

Standard deviation | .79

Key: 1= Very Poor, 2=Poor, 3= Moderate, 4= Good, 5=Very Good; F= Frequency of Respondents, % = Proportion
of Respondents.
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Table 6 above indicates performance of managerial function of wereda education
officers as viewed by teachers. The calculated weighted means for items 1 and 4
(2.54, 2.67 respectively) indicate that activities of appointing qualified principals and
other personnel to schools and ability to mobilize the community to support schools
were found to be moderate. But activities indicated by items number 2, 3, 5, 6 and 7
i.e. appointing qualified teachers to schools timely (W.M. = 2.3), fairness in transfer
processes of teachers (WM= 2.02), ability to prepare and provide short term trainings
to principals and teachers (WM= 1.59), Ability to recognize achievements of schools
and individuals (WM= 1.75), and Ability to monitor the availability and proper utilization
of instructional materials in schools (WM= 2.24) were decided to be poor.

To sum up, the analysis of the data presented in the series of tables (Tables 3, 4, 5
and 6) revealed that respondents more or less agreed upon the similar items
presented to them. Thus, it can be generalized that while planning, staffing, and
decision making functions were satisfactorily performed, the communication,
motivation and controlling functions were not well performed, and wereda education
officer’'s performances were poor and/or very poor in this regard. Therefore, the three
categories of respondents exhibited almost similar perception on major issues of
managerial functions of wereda education officers in Mejengir zone to be poorly

performed and in many cases not effective in performing duties of a manager.
4.3 Availability of Enabling Organizational Structure

Creating appropriate structure is essential for any organization because it enables
managers to establish framework for every elements of activities, duties and
responsibilities which influence the way the organization functions. Likewise,
organizational structure enables employees either effective or ineffective depending on
how jobs, authority and positions are distributed in the organization (Armstrong 2003:
161). It is from this fact that four items were presented to respondents as indicated in
table 6 below.
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Table 7: presence of enabling structure at wereda education office

Respondents (WEOs, N=17)

Level of  Agreement

No.

ltems SA A u D SD W.M
F % |F| % F % F % F %

1 | The current structure of
WEO is enabling and

appropriate  to  perform | 1 59 |4 (235 - - 5 294 |7 |41.2 | 3.76
duties and responsibilities
effectively

2 | Authority needed to decide
on educational issues is

held at wereda | 5 294 |5 294 |1 |59 5 |294 |1 |59 |347
Administrative council and
REB.

3 | Posts and positions
indicated in the structure

are not enough to satisfy | 4 235 |6 (3533 [176 |2 118 |2 |11.8 | 2,53
the manpower need of the

WEO.
4 | There is frequent change of | 8 471 |6 | 353 | - - 2 11.8 | 1 5.9 | 4.06
structure and office heads
Average mean score 3.45
Standard deviation 74

Key: SA = Strongly Agree, A= Agree, U= Undecided, D= Disagree, SD= Strongly Disagree, REB=
Regional Education Bureau, WEOs = Wereda Education Officers.

As regards the structure of wereda education offices, it was found not to be conducive
and appropriate to perform duties and responsibilities effectively as significant
proportion 12(70.6%) of the respondents decided to disagree and/or strongly disagree

towards item 1 of Table 7 above.

The respondents were also asked to show their level of agreement towards the cause
for in appropriateness of the currently functioning structure. Hence, majority of the
respondents i.e., 58.8% for the items 2 and 3 and 82.4% for item 4 decided to agree
and/or strongly agree that authority needed to decide on major issues is usually held
at WACs and REB; posts and positions indicated in the structure can not satisfy the
manpower needs of the office; and there is frequent change of structure and heads of
education offices respectively. Hence, one can conclude that the decentralization

process in managing education system was not completed and appropriate delegation
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of authority and responsibility was not made in Mejengir Zone. Likewise, frequent
change of structure and turnover of office heads seemed to be an acute problem.

4.4 The Condition of School Structure

The ultimate goal of educational organization is to provide quality education for
children of the society. To ensure this objective, schools should be organized and
structured into its sub systems. Creating enabling structure for effective instructional
activities becomes key aspects of managerial function. To this end, four indicators
were presented to school administrators (principals and vice principals) and the results
are presented in Table 7.

Table 8: Whether Schools are well structured

Respondents (Principals /vice principals = 17)

Level of Agreement

No.

SD D U A SA
ltems Fl| % F % F| % | F % F % W.M

1 The administrative structure of
the school (committees, | 1 | 5.9 | - - - |- 5 | 294 11 64.7 4.47
departments PTAs, etc) is well
established.

2 Authority and responsibility of
different administrative bodies,
teachers etc is clearly identified | - | - 2 11.8 1159 |9 |529 5 29.4 4.00
and communicated to the school
members

3 Effective and efficient information
flow is established between |4 | 23. | 4 23.5 1159 |6 | 353 2 11.8 2.88

schools and WEO 5
4 Policy guidelines, rules and
regulations are communicatedto | 4 | 23. | 5 29.4 - |- 7 1412 1 5.9 2.76
schools on a timely basis. 6
Average mean score 3.52
Standard deviation .82

Key: SD = Strongly Disagree, D= Disagree, U=Undecided, A= Agree, SA= Strongly Agree.

As can be seen from the above Table, 11(64.7% with mean of 4.47%) had shown
strong agreement about the availability and well establishment of administrative and
instructional structure of their school. In a similar fashion majority, 14(82.3% mean =
4.00) of the total respondents agreed upon that authority and responsibility among
school administrative bodies and teachers was clearly identified. On the other hand,
regarding the effectiveness in passing information and effective communication flow
between the schools and wereda education offices (items 3 and 4), respondents took
approximately opposite stand. Thus, while 47.1% and 53% of the respondents had
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decided to disagree and/or strongly disagree, fairly similar proportion (47% and 47.1%)

had agreed and/or strongly agreed towards the issues indicated by items number 3

and 4 respectively.

The difference in perception among the respondents might be resulted from

differences of schools and weredas in geographical location (remoteness) and the

status of basic infrastructure in the two weredas of Mejengir zone. It was realized that

Mengeshi wereda is the newly established one and many schools are not well

organized, staffed; infrastructure is at its lowest level and in most cases rarely existed.

But Godere wereda is in a better position in many respects when compared to

Mangeshi wereda.

Table 9: Views of teachers about the status of school structure

No.

ltems

Respondents

Teachers (N=137)

Level of agreement

SA

u

A

SD

%

%

F1 % | F

%

%

Presence of clearly identified
authority responsibility and
accountability between
school administration and
different  committees in
school.

15

10.9

42

30.7

29 21.2 38

27.7

13

9.5

3.05

The school system is well
structured in to committees,
departments, PTAs etc.

20

14.6

40

20.2

32 23.4 37

27.0

5.8

3.19

Policy guideline, rules and
regulation  manuals are
available in schools

5.1

38

27.7

39 28.5 41

29.9

12

8.8

2.90

Efficient and effective
information flow and feed
back system is established
among the school member

5.1

39

28.5

32 23.4 52

38.0

5.1

2.90

The school environment is
safe, peaceful and healthy
for  effective teaching-
learning process

31

22.6

48

35.0

23 16.8 22

16.1

13

9.5

3.45

Ave rage mean score

3.10

Standard deviation

80

Key: SA= Strongly Agree,

A

Agree,

U=Undecided, D= Disagree,

N= Number of Respondents, F= Frequency of Respondents

67

SD=Strongly Disagree.;




When schools are well organized, safe and enabling, the teaching-learning process
can be undertaken effectively. Literature indicates that strong relationship and
coordination among teachers, students and administrators is a prerequisite for school
effectiveness (West, 1994:59). Likewise, Strong school-community relationship can
bring important benefits: additional resources, political support; opportunities for
innovation and professional development thereby increasing student achievement.

Based on this premise, a total of five items were presented to teachers to show their
level of agreement towards the presence of enabling structure in schools. Thus, as
indicated in Table 9, 42(30.7%) and 40(29.2%) of the total respondents agreed upon
the presence of authority, responsibility and accountability system as well as presence
of key committees, PTAs, and department in schools (items 1 and 2). Fairly, similar
proportion (37.2%, 32.8%) disagreed and 21(21.2%) and 30(23.4%), undecided.

The results for items 3 and 4 in the same table did not show significant difference from
results discussed above. But the difference in perception among the teacher
respondents was depicted with regard to item 5. Thus, 79(57.6%) of the respondents
strongly agreed and/or agreed that the school environment is safe, peaceful and
healthy suitable for effective teaching learning process while small proportions
35(25.6%) of respondents had shown their disagreement.

To sum up, as already mentioned earlier, differences in developmental level,
environmental and socio-cultural conditions between the two weredas and there by the
schools explain and justify for such difference in perception among the respondents.
Therefore, it can be concluded that in general, organizational structure of education
system currently available in Mejengir zone is not appropriate and enabling to ensure

managerial effectiveness towards goal achievement.
4.5 Support and Participation of Major Stakeholders.

Education is a business of every citizen. To be successful, educational programs
should be supported by policy makers, political leaders, planners, and implementers
(i.e. professionals, organizations, parents and the community as a whole). Thus, five
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indicators were presented to WEOs with regard to level of support and participation of
stakeholders.

Table 10: Level of Support and Participation of Major Stakeholders

Respondents (WEOQOs, N=17)

No.

ltems 5 4 3 2 1
F | % F | % F | % Fl% Fl% W.M

1 The technical and professional
support from REB, 2| 118 | 3| 176 |3 | 176 | 5| 294 | 4| 235 2.64

Adequacy of support and
2 | participation of kebeles for/in | 5 | 294 | 3| 176 |4 | 235 |2 | 118 | 3 | 176 3.29
schools

Involvement of NGOs in
3 | educational provision in the | 2 | 11.8 | 5| 294 | 5| 294 |3 | 176 | 2| 11.8 3.12
wereda.

4 | Level of commitment and
willingness of wereda level | - - 1 5.9 2 118 | 7| 412 |7 | 41.2 1.82
officials to support educational
activities and solve its
problems

5 | Level of work collaboration
among the community, the | - - 5| 294 | 4| 235 | 5| 294 | 3| 176 2.65
schools and educational
experts in solving problems

Average mean score | 2.69

Standard deviation .86

Key: 5= Very High, 4= High, 3= Moderate, 2= Low, 1= Very Low; REB= Regional Education Bureau,
WEOQOs = Wereda Education Officers.

The literature indicates that educational programs should be supported by policy
makers, political leaders, planners and implementers. Participation of stakeholders is
much important in different aspects of educational activities. When the higher level
bodies are required to provide technical as well as other necessary inputs workers
need, parents and other members of the society can aid in financial, material as well
as labor support. On the other hand, the community through its association can play
the role of support and management of teachers, resources; improve the curriculum
and managing the school calendar (AED/BESOIIl 2006:67). However, as seen in Table
10, the technical and professional support of REB was unsatisfactory that 9(52.9%)
responded negatively. On the other hand, the support that is required from wereda
level officials has become low (82.4% low and or very low, W.M=1.82).
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Because wereda education officers are accountable administratively to WACs and
professionally to REB (MOE, 2006), these key stakeholders should have given the
required support, directives and play leadership role. But as the results of the study
indicate, REB and wereda level officials could not give the necessary support
expected of them. This implies that education did not yet get special attention by
these key role players. Hence, insufficiency of support from these higher bodies
results in exacerbating shortage of resources, political and professional support and

administrative problems.

Table 11: Principals’ Perception about the Status of Support of WEOs
and the Community to Schools.

] Respondents (N=17)
2 Items
VL L M H VH W.M
F % F % F % F % F %
Support of WEOs
1 | Willingness and commitment to | - - 4 235 | 5| 294 | 5| 294 | 3| 176 3.41
fulfill demands of school and the
community
2| Provision of feedback on work | 2 11.8 10 58.8 | 3 176 | 2 11.8 - - 2.30
performance
3 | Arranging conditions and giving
assistance to schools for school- | 8 | 47.0 6 35.3 1 5.9 2 11.8 - - 1.82
based professional development
programs
Grand mean 2.51
Support and participation of the
community
4 | Financial support - - 1 5.9 71 41.2 118 | 7| 41.2 3.88
5 | Material support 2 11.8 4 235 | 5| 294 5.9 5| 294 3.81
6 | Labor support 1 5.9 3 176 | 5| 294 176 | 5| 294 3.47
Grand mean 3.70

Key: VL= Very Low, L=Low, M= Moderate, H=High, VH = Very High, W.M= weighted mean

Table 11 presents the support and participation level of WEOs and the community to
schools. As can be seen, whereas provision of feedback on work performance and
technical assistance for school-based professional development programs were at low
level (41.2% and 82.3% very low and /or low respectively), willingness and
commitment to fulfill demands of schools and the community became moderate to
higher 10(58.5%, WM=3.41).
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As far as the financial, material and labor support of the community is concerned, the
weighted means for each item indicate (WM. 3.88, 3.81 and 3.47 for items number 4 ,

5 and 6 respectively) reveal that the community is supportive to schools.

Table 12: Whether teachers are supervised by WEQOs or not.

Respondents (Teachers)
Options
N Y%
A) Yes 47 34.31
B) No 90 65.69
Total 137 100

Teachers respondents were asked whether they were supervised or not. Then, as we
can see from the above table, 90 (65.69%) responded that they did not get
instructional supervision (class room observation) while only 47 (34.31%) had

responded positively

Table 13: The condition of classroom observation

Respondents  (Teachers, N=47)

Level of Agreement

No.

SA A u D SD W.M

ltems
F % F % F % F % F %

1 | Supervisory activities
were sufficient,
developmental, and has | 3 6.4 9 19.1 10 21.3 11 23.4 14 29.8 2.48
improved my
professional skill

Class room

2 | observations were
unprogrammed, and 17 36.2 12 25.5 8 17.0 6 12.8 4 8.5 2.48
usually focus on fault
finding rather than
being consultative and
developmental

Average mean score 2.48

Standard deviation .98

Key: SA=Strongly Agree, A=Agree, U= Undecided, D=Disagree. SD= Strongly Disagree

As can be seen from Table 13, it is only 12(25.5%) of teachers who have responded
positively towards the appropriateness and validity of supervisory activities of WEOs
(tem1) while large proportion, 25(53.2%) of the respondents have shown their
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disagreement. Similarly, 29(61.7%) of the respondents agreed and/or strongly agreed
that classroom observations undertaken were un programmed and usually focus on
fault finding rather than being consultative and developmental. Only few, 10 (21.3%)
respondents oppose this issue.

On the other hand many teachers, when asked to write their opinion about the status
of supervision, said that they did not see the so called “supervision” when it is being
undertaken by wereda education officers. They said “When experts from education
office come to school, it is not for support and consultation purpose rather for fault
finding and revenge purpose”. Thus, supervisory activity in Mejengir zone is weak, in
appropriate and educational officers at wereda level in this regard are ineffective.

From the results of both Tables 12 and 13 as well as opinions of teachers from open
ended items, it can be concluded that the professional and technical support of WEOs
for teachers was rarely existed and when given, it was not satisfactory. Hence, WEQOs
are poor (Average W.M = 2.48) in this regard. This implies that improvements in
instructional activities were not effected and teachers could not improve their
professional shill there by affecting students’ academic achievement.

4.6 Potential Factors that can affect Managerial Effectiveness of WEOs

Wereda education officers were asked to indicate the level of seriousness of assumed
factors that can negatively affect the educational performance.
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Table 14: Potential factors affecting managerial effectiveness

Respondents (WEQOs, N=17)

S Level of Seriousness
z 1 2 3 4 5
Factors F % F % F % F % F % W.,M
1 | Absence of skilled, competent, | 5 | 29.4 4 | 23.5 4 | 23.5 2 | 11.8 2 11.8 3.47
and committed experts in the
office
Lack of political commitment,
2 | interest and ability of wereda | - | - 4 | - 1 |59 4 | 235 12 70.5 4.64

administrative  councils  in
solving educational problems.

Ability of educational officers to
3 | provide supervisory support | 4 | 23.5 51294 3 |17.6 4 | 235 1 5.9 3.76
and monitoring the school.

4 | Inadequacy of support from

parents, the community, and | 7 | 41.2 3 |17.6 3 |17.6 4 | 23.5 - - 3.41
kebele administration.
5 | Low level of motivation and | - - 2 | 11.8 3 |17.6 4 | 23.5 8 471 4.06

morale of experts, principals,
and teachers

Average mean score 3.87

Standard deviation 72

Key: 1= the least serious, 2=less, 3=serious, 4=more serious, 5= the most serious; W.M= 1.00-1.49 the least
serious problem, 1.50-2.49 less serious, 2.50 — 3.49 serious, 3.50-4.49 more serious, 4.50-5.00 the most

serious problem.

In order to identify problems prevailing in the education system of Mejeagir zone, five
potential factors that can affect the level of performance and effectiveness of
educational officers were identified and presented to WEOs.

As one can clearly observe from Table 14, significant proportion 12 (70.6% with mean
score = 4.6) of the respondents considered that the most serious problem of the
system was lack of political commitment, interest and ability of WACs in solving
educational problems. The motivational level and morale of employees was also rated
as more serious problem by 70.6 % of the total respondents (mean value= 4.06),
absence of skilled, competent, and committed experts in the office was found to be
serious problem (52.9%, mean=3.47). On the other hand, inadequacy of support from
parents, the community and kebele administrator (Iltem no 4) was rated as less serious

problem. (41.2% the least serious and 17.6 % less serious, mean = 3. 41).

From analysis of the above results, one can infer that obtaining political commitment
and support from administrative leadership and motivation and morale of employees

became top priority and the most serious problem.
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While parental and community support and participation should be enhanced, finding
ways for creating motivated, committed and responsible employees and seeking
support of decision makers should also take due consideration so as to ensure
efficiency and effectiveness in educational activities within the two weredas of

Mejengir zone.

Thus from the aforementioned discussion, one can conclude that absence of technical
and professional support from REB, less commitment and ability of WACs to support
educational activities and failure of WEOs to give consultative supervision for both
school administration and classroom observation for teachers, absence of motivated
and committed well skilled education experts, lack of sufficient budget to run
educational plans and shortage of teaching-learning materials and equipments are the
major factors that had affected the effectiveness of educational programs in Mejengir

zZone.

Table 15: T-test for mean differences between principals and teachers perception about the
major factors affecting managerial effectiveness

Respondents
. Principals Teachers T-test
2 Factors (N=17) (N=137)
Mean SD Mean SD t Sign.
(2-tailed)

1 Decision-making on major issues is highly

influenced by political leaders 3.18 1.42 3.60 1.19 1.192 .248
2 Lack of teaching-learning materials,

equipments and furniture in schools 3.76 1.30 3.99 1.15 .690 498
3 Absence of commitment and low

motivational level of principals and teachers

due to poor managerial activities of officers 4.24 1.25 3.74 1.23 | -1.527 142
4 Lack of sufficient budget for program

implementation 4.29 10 3.92 1.22 | -1.276 .216
5 Inadequacy of support from parents and the

community 3.47 .87 3.56 1.11 425 .675
6 Unwillingness and lack of expertise of

educational officers to coordinate and | 4.18 1.07 3.63 1.18 | -1.936 .066

involve major stakeholders.

Key: W.M= 1.00-1.49 the least serious problem, 1.50-2.49 less serious, 2.50 — 3.49 serious,
3.50-4.45 more serious, 4.50-5.00 the most serious problem.

Table 15 above indicates about potential factors affecting managerial performance of
WEOs. The respondents were asked to rate how serious the indicated factors are.
Thus, the calculated weighted means for the six items presented in the list reveals that
while teachers had rated all the indicated items to be more serious problems (mean
values between 3.60 to 3.99), principals had decided to rate those issues related to
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commitment and motivational level of employees, lack of sufficient budget for
implementing school’s plans and unwillingness and lack of expertise of WEOs to
coordinate and involve major stakeholders to be the most serious problems
(mean=4.24, 4.29 and 4.18) respectively.

T-test was calculated to see the statistical significant difference between the
perceptions of the two groups of respondents. Hence, the ‘P’ value for each item i.e.
influence of political leaders of political leaders on decision-making authority of WEOs
(p =. 248), absence of teaching-learning materials and equipments in schools
(p=.498), absence of commitment and motivation of principals and teachers due to
poor managerial activities of WEOs (p=.142), lack of sufficient budget for program
implementation (P=.216), inadequacy of support from parents and the community (p=
.675), and unwilling ness and lack of expertise of education officers to coordinate and
involve major stakeholders (P=.066). In all cases (P values >.05), this reveals that
there is statistically no significant difference between principals’ and teachers’
perception towards the major factors affecting managerial effectiveness.

The literature indicates that commitment is essential from higher bodies to directly
support the decentralized units like weredas in planning, financing, and implementing
programs as well as those in the decentralized units to accept added responsibility,
exercise authority and take initiative. However, as it can be seen from the above
table, WEOs faced problems that might have negatively affected their managerial

performance.
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4.7 Strategies for managerial performance improvement.

Table 16: Strategies used to improve performance.

Respondents o
o WEOs (N=17) Principals (N=17) :}
z Strategies f % I f % |4 D
A Creating a system of authority,
responsibility and accountability through | 13 76.4 1 11 64.7 3 -2 4
out the education level.
B Restructuring the office and strengthening | 9 529 5 8 47.0 5 0 0
it by financial, human and material
resources.
C Creating enabling condition for healthy | 12 70.5 2 16 94.1 1 1 1
organizational culture and work
relationship among employees
D Establishing  assessment, monitoring | 10 58.8 4 10 58.8 4 0 0
evaluation, and feed-back system
E Exercising authority and responsibility | 6 411 6 6 411 6 0 0
delegated to WEQOs and schools
F Fair and timely assignment of skilled
competent and committed principals to | 7 35.3 7 7 35.3 7 0 0
schools.
G | Seeking mechanisms for enhancing the | 11 64.7 3 13 76.4 2 1 1
morale and job satisfaction of employees.
xD° | 6
rs =0.893

Key: ri= ranking of WEOs, r ranking of principals /vice principals, D=the difference between ry and r., D*=squared

difference between ry and ro, re=rank order correlation coefficient.

As indicated in Table 16, seven priority areas were identified and the respondents
were asked to give rank according to their level of importance for educational
performance improvement. Accordingly, while large proportion (76.47%) of WEQOs
gave 1% rank for creating a system of authority, responsibility and accountability
throughout the system, principals (64.7%) gave the same item the 3™ rank for the
same item. On the other hand, items under B and D were ranked 5" and 4™ by both
WEOs and principals (52.94%, 58.8% and 47.00%, 58.8%) respectively.

Respondents gave similar rank (5™ for restructuring the office and strengthening it by
financial, human and material resources (52.94% of WEQOs and 47.00% of principals).
In the same manner, exercising authority and responsibility delegated to each level;
and fair and timely assignment of skilled, competent and committed principals to
schools took 7™ and 6" rank by 41.17% of both groups of respondents while seeking

mechanisms for enhancing the morale and job satisfaction of employees was ranked
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2" and 3 by majority of respondents (76.4% of principals and 64.7% of WEOs

respectively).

The result of the Spearman Rank Order Correlation Coefficient showed that for N of 6

at the 0.05 level of significance, the critical value (pgyjt )= 0.714; and the calculated
value (pgpt) = 0.893. Hence, there exists strong positive relationship (pgpt > Perit)

between the two groups of respondents i.e. WEOs and principals in prioritizing
strategies that help to contribute to improve the managerial effectiveness of WEOs in

particular and educational programs in general.
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CHAPTER FIVE

SUMMARY CONCLUSIONS AND RECOMMENDATIONS

This last chapter of the thesis deals with the summary of the major findings of the

study, the conclusions reached at, and the recommendations suggested on the basis

of the findings.

5.1 Summary

The main purpose of this study was to examine the Managerial Effectiveness of
wereda Education Officers in a Decentralized Education System. The study
was conducted in the two weredas of Mejengir zone in Gabella Regional State.

The following basic questions were formulated to guide the research endeavour.

1)

How effective are the wereda education officers in performing their managerial
functions (planning, decision-making, staffing, motivating, communicating,

controlling, evaluation etc.)?

Does the existing organizational structure of the wereda education offices

enable to carryout decentralized roles and functions?
To what extent do the major stakeholders support the educational programs?
What major factors do affect the managerial effectiveness of the WEOs?

How can WEOs improve their performance to make educational programs

effective?

To address the above research questions, related literature was reviewed; the data

was collected by means of questionnaire, interviews, and document analysis and

observation checklist. The subjects of the study were wereda education officers,

principals/vice principals and teachers. Information was obtained from these sample

respondents through survey questionnaire. A total of 180 copies of questionnaires

were distributed to respondents after translated in to Amharic and pilot tested.

Amendments were made and some vague items were modified and instructions were

78



corrected in some parts of the questionnaire. To enrich the data, interviews were

conducted with heads of WEQOs, analysis of document and observation were made.

During observation, checklist was used for the presence or absence of valuable

resources in the office.

The data obtained were tabulated and analyzed using different statistical tools such as

percentage, weighted mean, average mean score and standard deviation. T-test and

Rank Order Correlation Coefficient were also calculated using SPSS and analysis was

made. According to the results of data analysis, the major findings of the study are the

following:

1.

The ratings of both WEOs and principals revealed that while the planning, staffing
and decision making activities are moderate, serious weaknesses were identified in
areas of communication, motivation and controlling activities. While teachers
showed agreement with respondents of WEOs and principals in rating these
functions to be poor. They also rated the planning, staffing and decision making
activities of WEOs to be poor.

Almost more than three fourth of the respondents confirmed that the current
structure being in place is not conducive enough to carryout the decentralized role
of educational management. They reported that authority necessary to decide on
major issues is held at REB and WACs, the structure is frequently changing, posts
and positions indicated could not absorb the required level of skilled personnel and
can not satisfy the manpower needs of the organization. It was also found from
document analysis that many posts and positions of WEOs are vacant.

As asserted by sizable proportion of the two study groups (WEQOs and principals)
support and participation of the community in financial, material and labor support
was moderate.  Likewise, involvement of NGOs and support of kebele
administration in school activities was also found to be moderate

WEO s failed to provide sound technical and professional support for the schools
under their supervision. According to the responses of teachers, the great majority

of them did not witness when classroom instructional supervision was undertaken
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and few teachers who got the chance evidenced that it was unprogrammed,
inappropriate and invalid.

. The ratings of the respondents also revealed that the technical and professional
support which has been given by REB was unsatisfactory. Likewise, the
leadership role being played by WACs was considered inappropriate by the
majority of respondents.

. It was evidenced that majority of educational managers and experts are subject
specialists or drawn from other fields of study that is not appropriate for education
Management Moreover, most of the WEOs and principals/Vice principals did not
have the required level of qualification. Only few of them hold the required level in
educational planning and Management.

. As it was rated by the great majority of the two groups of respondents (principals
and teachers), more serious problems currently affecting the wereda’s educational
undertakings are:

e Lack of leadership commitment, willingness and ability to solve educational
problems,

e Low morale and absence of commitment from the part of experts, principals and

teachers;

e Shortage of skilled, competent and committed personnel and educational
professionals at WEOs. In addition, it was indicated that shortage of
instructional materials, insufficient budget, and failure of WEOSs to provide valid
and continuous support to schools were also identified as more serious
problems.

. According to the reports of the two groups of respondents (WEQOs and principals),
four top priority issues were considered to be used as strategies to improve the
performance level of WEQOs. These are:

a) Creating a system of authority, responsibility and accountability throughout the
education system;
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b) Creating condition for enabling organizational structure, management culture,
and healthy work relationship among employees;

c) Finding ways and strategies that can enhance the morale, commitment and job
satisfaction of employees and;

d) Re-structuring the office and strengthening it by financial, human and material

resources.
5.2 Conclusions

Education requires a coordinated effort and effective management, competence of
officers in skills to manage and commitment of different stakeholders. Moreover,
education should be managed by professionals, enabling working conditions and
organizational structures should be insured and necessary inputs be secured. It is

difficult to expect satisfactory results unless these preconditions are fulfilled.
From the analysis and interpretation of the data, the following conclusions are made.

1. The results of the study showed that WEOs performance was satisfactory in
their planning, staffing and decision making performances. Hence, provision of
different training program by different stakeholders at regional and national levels
has helped education experts to improve their capacity in this regard. But the
problem seems at implementation stage. It is true that the success of plan
implementation largely depends on effective communication of the envisaged
activities, motivating employees towards goal achievement and ability to monitor
and evaluate performances periodically.

2. Organizational structure and enabling working culture play an important role to
accomplish tasks smoothly, effectively and efficiently. However the results of the
study disclosed that the current structure of wereda education offices and also at
zonal level is not appropriate to perform the decentralized duties and
responsibilities. The structure can not accommodate adequate personnel who are
well qualified and experienced. Even most of the available posts and positions
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are not filled with personnel because of shortage of budget and possibly absence
of competent professionals to recruit and assign at this vacant position. On top of
this, the structure was frequently changing from time to time. As a result, even
the available educational experts and heads of offices could not stay at their
position. Added to these, assignment of office heads and in some cases experts
is based on ethnicity and some political affiliation. Therefore, it can be concluded
that the current structure was considered as having little contribution to the
effective work accomplishment of the decentralized management system.

3. The extent to which major stakeholders are willing to participate in the process
of educational provision at planning as well as implementation stage largely
determine the level of performance effectiveness. It is true that education is a
function of a unified effort of policy makers, planners, professionals,
governmental and private organizations, and the community as a whole. But the
results of the study confirmed that the support level of REB to the requirements of
wereda level experts was minimal. Likewise, support, willingness and ability of
WAQCs in discharging the leadership role and responsibility in coordinating the
efforts of all potential resources under their administration was very weak. In the
same manner, WEOs themselves couldn’t give the professional and technical
support for schools. This implies that educational provision in Mejengir Zone has
not yet gets proper attention by major stakeholders. Unless support needed from
these key bodies like WACs and REB, essential inputs, skill development and
political support are ensured, effective and quality performance could not be
materialized. Hence, the overall results of educational undertakings will become

poor.

4. One of the REB’s responsibilities is to design primary education curricula that
reflect the region’s (zone’s) specific needs and culture. But as the findings of the
study asserted, this policy statement were not effectively implemented in Mejengir
Zone. Hence, problems related to curriculum design and revision, text book
preparation and shortage of well trained teachers seems to have resulted in
serious weakness in the uses of vernacular Language at primary level.
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Therefore, it can be concluded that the problem seems complex from top to
bottom administrative and managerial levels. Poor coordination among different
levels, incompetence in managerial skills and low level of commitment explains
the poor performance at implementation stage affecting especially the policy of

vernacular instruction.

5. The supervisory service given by educational experts and supervisors is still not
contingent with basic purpose of supervision i.e. renewal and professional
development of teachers and educational leaders. Consequently, improvements
in the teaching learning process entirely done for successful goal achievement
was not effectively demonstrated in schools. Putting differently, clinical and
consultative supervision as one form of school-based professional development
was not properly performed in most of the schools. This would imply that
teachers’ instructional capacity and students’ academic performance
development were not facilitated and properly supported. This leads to poor

performance, less achievement and poor quality of education.
5.3 Recommendations

In light of the findings of the study and conclusions reached at, the following

recommendations are forwarded.

Managing educational organization is a complex job incorporating a range of tasks and
responsibilities. To cope with the current decentralized management system,
educational officers have to be well aware of scientific approaches of planning,
evaluating results of instruction and interpreting them to professionals, decision
makers and other stakeholders. In this endeavor, managerial skills and knowledge of
educational experts is a key element for managerial effectiveness leading towards

successful implementation of educational objectives.

Obviously, decentralized educational management calls for competent, professional
and committed personnel at grass root (wereda and school) level. But the results of

the study ascertain that WEOs in Mejengir zone lack the requisite competencies in
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terms of educational preparation and field of specialization in most cases. As a result,
they are incapable to perform some of the major managerial functions and provide
quality leadership to manage their decentralized responsibilities. It was also
discovered that the WEOs were unable to create the situation for adequate and
genuine motivation, assessing the process and evaluating the performance of the
school activities and communicating information in all directions. To this end, the

following suggestions should be given due emphasis by the concerned bodies.

1. The WEOs should establish mechanisms by which it could follow-up and

evaluate performances of schools by making it part of its focal activities.

2. Literature shows that while motivating factors could said to be complex and
affected by a whole array of factors, it can however be measured by working
conditions, interpersonal relationships, supervision, salary and fringe benefits,
responsibility, recognition, work itself and security. WEOs therefore, should
evaluate their organizations in terms of these factors as to whether employees
are satisfied or not with these parameters. Workers, if satisfied and motivated
are committed to improve performance. Hence WEOs and school
administrators need to minimize the major dissatisfying factors related with the
working condition, facilities, and the condition of salary payment, administrative
efficiency and employee relationship. This can be achieved by establishing
close work relationship and coordination with offices such as WFEDO, WAcs as
well as teacher union school Education and Training board and kebele
administration. Moreover, regular assessment of the over all work performance
to identify areas of weakness and formulation of strategy and responding
accordingly can help to react the envisaged weaknesses of the educational

activities.

3. The WEOs and school administrators should develop ways of encouraging
teachers, students, community members and organizations so that those who
exhibited greater performance would be awarded. This can be done in

occasions like inter-semester break or at the end of academic year.
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4. The study showed that the current structure of WEOs and the Zone is not
appropriate to enable the organization to effectively manage the decentralized
duties and responsibilities. It is true that the structure and the system of
organization must provide its management organ with effective and timely
information that might serve decision making. With respect to this, the structure
of wereda and zone suffered from inadequate communication channels, weak
coordination system, poor reporting relationships and irresponsiveness. The
Zonal level is totally functionless in the case of educational affairs. Positions in
WEO were low graded and as a result they were not attractive to qualified
personnel. Moreover, the structure was narrow to accommodate adequate
number of staff. Besides, the findings pointed out that it is characterized by
frequent changes. Therefore, it would be good if WEOs, REB, RCBB and CSA
reconsider and broaden the structure and revise the salary scale to attract
qualified professionals to weredas.

5. The study revealed that WEOs were ineffective to accomplish supervisory
functions. It was found that classroom observation was insufficient, ineffective
and could not fulfill the purpose it intended to serve i.e. to enhance the
academic progress of the school. The prevalence of this supervisory skill
deficiency greatly affects the major objectives of the education system.
Therefore, it is strongly recommended that instructional supervisors should

review their own practices inline with theory and purpose of supervision.

6. The study also uncovered that WACs could not give the leadership role
expected of them. On the other hand, commitment and willingness of this
decision making body is crucial for the success of educational plan
implementation. Therefore WEOs should establish a positive work relationship
to gain support and cooperation of wereda administrative leadership. This can
be achieved through smooth and diplomatic ways of approaching,
establishment of positive and calm relationship and effective information

exchange. Moreover, the leadership body should be convinced by the
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achievement, weaknesses as well as implications on the over all administration

and management system of decentralized self-rule governance.

7. The status of vernacular language implementation in Mejengir zone
encountered many problems. The finding of the study indicates that there is a
problem of curriculum design, text book preparation and shortage of qualified
teacher. To alleviate the problem therefore, the joint effort of WEO and REB
should be made to revise the curriculum. It is the responsibility delegated to
REB to follow-up the design and implementation of primary education
curriculum. Hence, it is expected of it to support WEOs by giving technical
assistance and training of teachers.

8. Most of the vacant positions should be supported by budget and recruitment of
personnel should be undertaken. This can be done by WEOs in collaboration
with WACs and WFEDOs.

9. The Zonal Economic and Social Affair Office should be a functioning level.
Hence the Regional government and REB should reconsider the role of the
zone in supporting and coordinating activities of weredas.

10.The study showed that participation of the community and NGO | s moderate.
But to maximize their participation level and alleviate many of the school
problems, the WEOs in cooperation with schools and WACs should consult and
involve the community representatives in decision making on how, when and
what to contribute. This will enable to create genuine understanding and
consensus which would in its turn help to secure the assistance of the
community sustainably. The schools need to think of their own income
generating sources other than government budget. This can be done by
improving their relation and contact with potential stakeholders such as parents,
the  surrounding community, governmental and non-governmental

organizations, and voluntary individuals.
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11.Exchange of experience in management among educational professionals with
neighboring weredas in management of education may improve the managerial
skills. Hence, the REB should arrange programs for weredas to visit the
relatively better weredas; and WEOs themselves should incorporate visit

program into their annual plan.
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Appendix
Addis Ababa University school of Graduate Studies

Institute of Educational Research (IER)

> Interview guide for officials of Wereda administrative council or their delegate

Your Excellency, the purpose of this interview is to get additional information for the study on

Managerial Effectiveness of Wereda Educational officers in a Decentralized Management System in

Mejengir Zone. Therefore, | would like to seek your cooperation to provide me valuable idea so that the

information requirement for the study will be enriched. Thank you in advance for your cooperation!

1.

How effective are the Wereda Education Officials in executing educational policies and
programs in the Werda?

Do you think that Wereda education officials are competent, skilled and experienced
enough to play their managerial and professional roles?

To what extent does the existing structure of Wereda education office enable the
decentralized activities?

How stable are the organizational structure and education office heads? Did, turnover of
education office heads created problem?

In what way and to what extent does the Wereda Administrative council support educational
activities?

How do stakeholders support and participate in educational activities?

What do you think are major factors that hinder the success of educational service for the
society?

What do you suggest the solutions for problems to get the desired result in education

sector?

Thank you for your valuable information!
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Appendix___

Addis Ababa University School of graduate studies
Institute of Educational Research (IER)
> Interview guide for head of Wereda Education office or their delegate.
Your Excellency, the purpose of this interview is to get additional information for the study on
Managerial Effectiveness of Wereda Educational officers in a Decentralized Management System in
Mejengir Zone. Therefore, | would like to seek your cooperation to provide me valuable idea so that the

information requirement for the study will be enriched. Thank you in advance for your cooperation!

1. In your opinion, is the human resource currently available in the office adequate? Do they
perform their functions effectively?

2. Is the current structure of education office enabling for successful implementation of educational
policies and programs?

3. To what extent are you able to exercise the decentralized management system? Do you have
the required authority to make decisions on different educational issues?

4. To what extent do the major stakeholders involved in educational activities? What does the
support of parents and the community looks like?

5. What do you think are the major factors and perceived problems that have affected the success
of educational programs in the Wereda?

6. Is support given by regional education bureau to Wereda education office satisfactory? What do

you think are the solutions for major problems facing education for future improvement?

Thank you for your valuable information!
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Appendix____

Addis Ababa University School of Graduate Studies
Institute of Educational Research (IER)
> Questionnaire to be filled by Wereda Education Officers.

Dear respondents, the purpose of this questionnaire is to collect first hand information about the study
on Managerial Effectiveness of Werda Education Officers in a Decentralized Management System in
Mejengir Zone. The effectiveness of the study depends on your genuine response to each question.
Therefore, be honest, confident and purposeful while filling this questionnaire. Your response will be
kept confidential and used only for academic research purpose-

> General direction
1. please follow the instructions provided for each part

2. For the open- ended questions, you are required to give short and precise response in the
space provided.

please give only one answer to each item unless you are required to do otherwise
No need of writing your name

Thank you in advance for your cooperation
Tesfaye kebede.

Part II: Level of effectiveness of Wereda education officials in performing major managerial
functions.

2. How do you evaluate the performance of your office in carrying out the following managerial
functions? Please respond by marking an “X” under the number indicated in the column in relation to
each item?

Very poor = 1, poor=2, medium= 3, Good = 4, very good = 5,

No Major managerial function Ranking scale
A) planning 5/4 13|21

—_

Preparing attainable and realistic annual medium and long-term plans

2. Deciding in advance the appropriate actions and strategies to be used
to achieve goals and objectives

3. Involving major stakeholders in the process of plan formulation and
implementation

4. Designing in advance follow up, monitoring and evaluation
mechanisms

5. Developing appropriate plans and strategies to enhance community
participation in school activities

B) decision —Making
6. | The ability to make decisions timely on pedagogical issues

7. | The ability to make decisions timely on administrative issues

8. | Clarifying and deciding on policy, directives and rules to be followed
and implemented

9. Involving concerned bodies while making decisions

C) Organizing
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10. Establishing and strengthening different committees, education and
training boards and Parent-Teacher Associations at different levels

11. Organizing workshops, seminars and short term trainings for
principals and teachers at Wereda level

D) Staffing

Appointing qualified principles and other personnel to schools
12. according to the rules and regulations of the region / country on timely
basis

13. Appointing qualified (as to the standard) teachers based on the needs
of the schools

14. Recruitment, processes are fairly done and based on the needs of the
organization.

E) communication

15. Establishing communication mechanisms in all directions throughout
the system

16. Timely dissemination of information up ward and down ward directions
(to higher official and subordinates )

17. The ability to Communicate results of workshops, trainings and
seminars to colleagues and schools

18. The ability to communicate achievements, performance and problems
throughout the system

F) Motivation

19. The ability to make working condition suitable for employees

20. Ability to understand the needs of other (principals, teachers, the
school, the community )

21. Rewarding performance of organizations, educational professionals,
individuals and schools.

G) Controlling

22. Regular evaluation and assessment of goal achievement, procedures,
strategies used in implementing plans and programs

23. | The ability to take corrective actions when there is deviant from
policies, rules and regulations both at Wereda education office and
school level.

24. The ability to insect and identify problems of mother tongue curricula
implementation.

25. Follow up the operation of different committees, and education boards
at Wereda, Kebele, and school levels.

26. Checking the availability and proper utilization of instructional
materials in schools

27. Follow up the construction and maintenance of schools and solve its
problems timely

Please mention about the condition of managerial functions in your office
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Part lll: Availability of enabling organizational structure

3. How do you see the suitability of organizational structure? Indicate your level of agreement or
disagreement by marking an “X” in the space provided in relation to each item

SD = strongly disagree, D = disagree, U = undecided, a = agree, SA= strongly agree

Level of agreement

Conditions of organizational structure SA |A|U|D|SD

The current structure of WEO is enabling and appropriate to

o8 perform their duties and responsibilities effectively.

29 | Authority and responsibility delegated to Wereda education offices
did not match to enable them solve different problems

30 | The authority needs to decide on educational issues are held at
Wereda administrative council and regional education bureau.

31 | Posts and positions indicated in the structure are not enough to
satisfy manpower need of the education office.

32 | There is frequent change of structure and head of office and this
make problems in setting goal and achieving it at Wereda level

Part IV: Support and participation of major stake holders.

5. The following questions are concerning about the extent to which major
stakeholders support educational programs. Please indicate the level of their
involvement by marking “X” in the space provided

5= very high 4= high, 3= moderate, 2= Low, 1= very low

Rank order

Level of participation and support of stakeholders 5|4 3|21

33 | The technical and professional support from REB.

34 | Adequacy of support and participation of the Kebele

administration in school activities

35 | Financial, material and labor support of the community to
school

36 | Involvement of NGOs in educational provision in the Wereda

37 | Parental follow up and cooperation in schools’ instructional
activities

38 | Level of commitment and support of Wereda councilors to
solve educational problems

39 | Level of work collaboration among the community, schools
and education office in solving educational problems
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5. In the following table, assumed factors that can negatively affect the effectiveness of
educational programs are indicated please put them in order of seriousness that has

Part V: Potential factors that can affect school performance

affected the educational performance by putting an “X” in the space provided

5= the most serious problem, 4= serious 3= some what serious, 2= less serious,

1= not serious problem at all

Factors affecting performance of school

seriousness

Level of

4

3

2

A | Absence of skilled, competent and committed education officers at

wereda education office

B | Lack of political commitment, interest and ability of Wereda

administrative councilors in solving educational problems

school and education officials

C | Ability of educational offices to provide supervisory support and
monitoring the activities of school

D |In adequacy of support provided by the community, Kebele
administration and parents

E | Motivational level and morale of principals and teachers

F | Absence of communication , feedback and coordination between the

G | Ability to identify problems and solving conflicts timely and fairly

Part VI: Strategies to be used to improve performance

6.

much important in your organization’s situation. Mark an “X” under each number.

NB. You can assign similar number for more than one item that you think is equally important.

Respond the following items by giving rank order according to their level of importance for your
office by assigning 1 for the most important, 2 the next important... and 8 for less or not that

Rank order
Strategies to improve managerial performance 1 3/4|5
1 | Fair and timely assignment of skilled, competent and committed
principals to schools
2 | Establishing assessment, monitoring evaluation, as well as feed
back system.
3 | Exercising authority and responsibility delegated to WEOs and
Schools.
4 | Creating healthy relationship  between  superiors and
subordinates in the system
5 | Seeking mechanisms for enhancing morale and job satisfaction
of employees.
6 | Restructuring the office, strengthening it by financial , human
and material resources
7 | Creating the system of authority, responsibility and
accountability in the system.

Please mention other factor (s) you think is (are) important to improve managerial effectiveness of your

office
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48. What did you observe about the strengths and weaknesses of the educational activities of your
organization?

Strengths

Weaknesses

49. What do you recommend to improve the performance and solve some deep-rooted
educational problems of the Wereda?

Thank you for your precious time you spent!
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Appendix____

Addis Ababa University School of Graduate Studies
Institute of Educational Research (IER)
> Questionnaire to be filled by Principals and deputy principals

Dear respondents, the purpose of this questionnaire is to collect first hand information about the study
on Managerial Effectiveness of Werda Education Officers in a Decentralized Management System in
Mejengir Zone. The effectiveness of the study depends on your genuine response to each question.
Therefore, be honest, confident and purposeful while filling this questionnaire. Your response will be
kept confidential and used only for academic research purpose-

> General direction

7. please follow the instructions provided for each part

For the open- ended questions, you are required to give short and precise response in the
space provided.

9. please give only one answer to each item unless you are required to do otherwise

10. No need of writing your name
Thank you in advance for your cooperation
Tesfaye kebede.
Part I: personal data
1. Please indicted your personal information in the boxes provided

with a tick (v)

1.1 Name of your Wereda Name of school

1.2 School level

1.3 Gender:Male —  Female ]
1.4 Your position: A) principal [  B) Vice principal L]
1.5 Age A)20-25years [ | B)26—30years [ ] C)31-35years [ ]
D) 36 —40 years [ ] E) 41 years and above [ ]
1.6 Educational qualification:-
A) TTI ] B) Diploma [ ] C) BA/BSC ]
D) MA/MSC [ 1 E)other, please specify
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1.7 Field of specialization

A) Educational planning and management [  B) pedagogic ]
C) subject specialist [__] D) other, please specify

1.8 Special training attended

1.9 Year of service:
1.9.1. As teacher: A) 5 years or below [ ] B)6—10 Years [ ]
C)11—-15years [ D) 16 —20 years[ ] E) 21 years and above [ ]
1.9.2. As principal: A)1-5years [ ] B)6—10 Years L]
C)11-15years [ ] D) 16 —20 years [__| E) 21 years and above [__|
1.10 How many years did you stay working in the wereda?

Part Il. Level of effectiveness of wereda education officials in performing managerial functions

2. How do you see the performance of WEOs in carrying out the following managerial function? Please
respond by marking “X” in the space provided.

Very Poor=1, Poor=2, Medium=3, Good=4, Very good=5

Rating scale
No Managerial functions 5| 4 |32 |1

Seeking valuable data from schools before formulating plans

N | —

Ability to implement plans at school level (follow up, monitoring,
evaluation of performance)

Ability to make quality decisions timely on pedagogical issues

Ability to provide sound decisions timely on administrative issues

Establishing and strengthening different committees at school level

Mobilizing the community to support schools

N0~ (W

Appointing qualified principals and teachers to schools according to
rules and regulations

8 Recruiting and assigning qualified teachers according to the needs
of the school

9 Disseminating information on timely basis to school and teachers

10 Encouraging a healthy competition among schools

11 Encouraging a healthy competition among the community to involve
in educational activities

12 Recognizing  performance  of  organizations, educational
professionals, individuals and schools

13 Taking corrective actions when there is deviant from policies, rules,
and regulations timely

14 Frequently evaluating the performance of schools

15 Inspecting and follow up the implementation of school curricula
16 Follow up the operation of different committees at kebele and school
level

17 Checking the availability and proper utilization of instructional
materials and equipments in schools

18 Presence of promotion and transfer to higher position (to suitable
place

19 Availability of favorable opportunity to improve qualification by
joining higher education institutions

20 Ability to establish good relationship between superiors and
subordinates.

21 Ability to recruit and assign teachers based on the needs of schools.
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Part lll. Availability of enabling structure in schools

3. How do you judge the condition of administrative structure of your school? Indicate your level of
agreement by marking “X” in the space provided.

SD= Strongly disagree, D= Disagree, U= Undecided, A=agree,
SA= strongly agree

Level of agreement
No Presence of enabling structure in school SA| A U |D| SD

22 | The administrative structure of the school such as different
committees, departments, board of education and training etc, are
well established

23 | Authority and responsibility of different administrative bodies,
committees, and individual teachers is clearly identified and
communicated to members of the school system

24 | Effective and efficient information flow is established between the
school and wereda education office

25 | Policy guidelines, rules and regulations are communicated to schools
and committees by educational officers on a timely basis

Please mention other structural defects exhibited in your school

Part IV: Support and participation of stakeholders

4. To what extent do major stakeholders support school activities? Please respond to the following
items by marking “X” in the space provided corresponding to each activity.

VH=Very High, H= High, M=Medium, L=Low, VL=Very low

Rating scale
No Support of wereda education officials VH H M L | VL
26 | Willingness and commitment of WEOs to fulfill demands of
the school ad the community
27 | Provision of feed back on work performance by WEQOs
28 | Arranging condition and giving technical assistance to
schools for school-based professional development
programs by REB and WEOs.

Support of the community

29

Financial support

30 | Material support

31 Labor support

32 | Level of participation and commitment of kebele education
training board

33 | Level of participation and commitment of PTA.

Part V: Other Factors that can affect managerial activities

5. Possible problems that can affect the performance of wereda education officers are indicated below.
Please give rank order according to the extent to which these problems affect the education system
of your wereda.
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5= the most serious problem, 4= Serious problem, 3= Some what serious
2= less serious and 1= not serious problem at all

Rating scale
No Major Problems 51413 |2]|1
A Decision- making on major issues is highly influenced by political
leaders
B Lack of teaching- learning materials, equipments and furniture in
schools
C Absence of commitment and low motivational level of principals and
teachers due to poor managerial activities of educational officers.
D Lack of sufficient budget allocated to schools enough to run and
implement the educational activities
E Inadequacy of support from the community and parents to schools
F Absence of willingness, commitment and expertise of educational
officers and top officials to coordinate and involve stake holders in
educational activities
Please state, if you have any, other problems other than the above
Part VI: Strategies to improve managerial effectiveness
1. Respond to the following questions by giving rank according to their level of importance. Select

the best five by assigning 1 for the most important, 2 next important ... 5 for less important by
marking an “x” under each column according to their level of importance.

NB. You can assign similar number for more than one item that you think is equally important.

Rank order
Strategies to improve managerial performance 112 |3|4|5]|]6]|7
1 | Fair and timely assignment of skilled, competent and committed
principals to schools

2 | Establishing assessment, monitoring evaluation, as well as feed
back system.

3 | Exercising authority and responsibility delegated to WEOs and
Schools.

4 | Creating  healthy relationship  between  superiors and
subordinates in the system

5 | Seeking mechanisms for enhancing morale and job satisfaction
of employees.

6 | Restructuring the office, strengthening it by financial , human
and material resources

7 | Creating the system of authority, responsibility and
accountability in the system.

Please mention other strategies that are helpful to improve educational activities in your school and/or
wereda.
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40. What gaps did you observe regarding the managerial capacity of wereda education officials in your
respective wereda?

41. What do you recommend to improve the performance of educational officers and solve major
educational problems?

Thank you for your cooperation!!
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Appendix____

Addis Ababa University school of Graduate Studies
Institute of Educational Research (IER)
> Questionnaire to be filled by teachers

Dear respondents, the purpose of this questionnaire is to collect first hand information about the study
on Managerial effectiveness of Wereda Education Officers in a Decentralized Management System in
Mejengir Zone. The effectiveness of the study depends on your genuine response to each question.
Therefore, be honest, confident and purposeful while filling this questionnaire. Your response will be
kept confidential and used only for academic research purpose.

» General direction
2. Please follow the instructions provided for each part
3. For the open-ended questions, you are required to give short and precise response in the
space provided.
4. Please give only one answer to each item unless you are required to do otherwise
5. No need of writing your name.

Thank you for your valuable information!
Tesfaye Kebede
Part I: personal data
2. Please indicted your personal information in the boxes provided
with a tick (v)

1.1 Name of your Wereda Name of school

1.2 School level
1.3 Media of instruction. A) Mejengrigna [ ] B) Amharic [ ]
1.4 Gender: Male [ ] Female ]
1.5 Age A.20-25years [ ] B)26-30years [ 1 C)31-35years ]
D)36-40years [ E)41yearsandabove [ ]

1.6 Educational qualification:-
A) TTI 1 B)Diploma — c)BaBsc
D) MAIMSC [_] E) other, please specify

1.7 Field of specialization

A) Educational planning and management ] B) pedagogic ]
C) subject specialist [ ] D) other, please specify

1.8 Special training attended
1.9 Year of service: A) 5 years or below [ ] B)6—10Years [__IC)11—15years [_|
D) 16 — 20 yeard | E) 21 years and above [_]

1.10 How many years did you stay working in the wereda?
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Part II: Level of Effectiveness of Managerial Functions of WEOs

2. How do you see the performance level of major managerial functions of the school administration and

wereda education officials? Please respond by marking “X” in the space provided.

Very Poor= 1, Poor=2, Medium=3, Good=4, Very good=5.

Rating scale

No | Managerial Functions of Wereda Education Officials 51413121

1 Mobilizing the community to support schools

2 Appointment of principals to schools timely according to the rules and
regulations.

3 Organizing short-term trainings and workshops to teachers at wereda level

4 Recognizing and rewarding performance of educational professionals the
schools and teachers

5 Ability to check the availability and proper utilization of instructional
materials in schools

6 Appointing qualified (as to the standard) teachers based on the needs of
schools.

7 The transfer process teachers were fair and were based on the needs of
the schools and teachers.

8 Ability to recognize achievements of schools and individuals (teachers,
principals, committee members etc).

9 Ability to monitor the availability and proper utilization of instructional
materials in schools

Managerial Functions of the School

6 Presence of administrative and instructional plans in the school.

7 Involvement of teachers while deciding on their issues

8 Mobilizing the community to support schools

9 Understanding and satisfying the needs of teachers

10 | Ability to check the availability and proper utilization of instructional
materials in classes

11 | Communicating results of workshops, seminars and trainings to teachers

Part lll: Availability of Enabling Structure in Schools
3. How do you judge the condition of working culture and structure of your school?
SD = strongly disagree, D = disagree, U = undecided, A = agree,
SA= strongly agree
Level of agreement

No | Presence of Enabling Structure in Schools SA | A U D |SD

1 Presence of clearly identified authority, responsibility and
accountability between the school administration and kebele
Education and Training Board.

2 The administrative structure of the school such as different
committees, departments, parent-teacher association etc. is well
established.

3 Policy guideline, rule and regulation manuals are available for
different school activities.

4 Efficient and effective information flow and feed-back system are
established between different parts of the school sub-system.

5 The school environment is safe, peaceful and healthy suitable for
effective teaching-learning process.
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Part IV: Supervisory Support Given to Teachers by WEOs
4. Have you ever been supervised by wereda education officials?

A.Yes [ ] B.No ]

If you have been supervised by educational officers, what do you think is the relevance and
appropriateness of supervisory schedules and programs? Show your level of agreement by marking “X”
in the space provided.

SD= Strongly disagree, D=Disagree, U= Undecided, A= Agree,
SA= strongly agree.

Level of agreement

No Supervisory activities SA |A|U|D|SD

1 Supervisory activities undertaken were sufficient,
developmental and it has improved my professional skill.

2 Classroom observations were unprogrammed, done
carelessly and usually focuses on fault finding rather than
consultative and developmental.

Please write your opinion on this issue

Part V: Other Factors that can affect managerial activities

5. Possible problems that can affect the performance of wereda education officers are indicated below.
Please give rank order according to the extent to which these problems affect the education system
of your wereda.

5= the most serious problem, 4= Serious problem, 3= Some what serious

2= less serious and 1= not serious problem at all

Rating scale
No Major Problems 54|13 |2]|1
A Decision- making on major issues is highly influenced by political
leaders
B Lack of teaching- learning materials, equipments and furniture in
schools
C Absence of commitment and low motivational level of principals and

teachers due to poor managerial activities of educational officers.

D Lack of sufficient budget allocated to schools enough to run and
implement the educational activities

Inadequacy of support from the community and parents to schools

Absence of willingness, commitment and expertise of educational
officers and top officials to coordinate and involve stake holders in
educational activities
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35. What gaps did you observe regarding the managerial capacity of wereda education officials in your
respective wereda?

36. What do you recommend to improve the performance of educational officers and solve major
educational problems?

Thank you for your cooperation!
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ABSTRACT

The main purpose of this study was to examine the current managerial effectiveness of
wereda education officers in a decentralized education system in Mejengeir zone of
Gambella Regional state. To achieve this objective, basic questions such as the extent to
which wereda education officers are effective in carrying out major managerial
functions, whether the existing structure is enabling, the extent to which stakeholders are
supportive, what major factors do affect effectiveness; and how to improve performance
to be effective were raised. To this end, descriptive survey method was employed. The
respondents were 17 wereda education officers, 17 principals and vice principals, and
137 teachers selected from 524 population based on random, purposive, and availability
sampling techniques. Information was gathered quantitatively through survey
questionnaires and qualitatively through interviews, document analysis and observation.
171 copies of questionnaires were filled and returned. Various statistical tools such as
percentages, means, t-test and Spearman Rank Order correlation Coefficient were used
for data analysis. The findings of the study revealed that wereda education officers are
incompetent to undertake many of the managerial functions effectively, the current
structure is not enabling, and resources and educational inputs are lacking. Moreover,
the technical and professional support of key role players was minimal. This implies that
the current performance of wereda education officers was found to be ineffective in
attaining the decentralized management of education system. It was recommended that
the concerned bodies should revise the structure that can absorb the required personnel
and competent educational experts should be recruited based on competency. Moreover,
the working environment and employee relationship need to be improved and employees
should be motivated. On top of this, key stakeholders should be able to provide the

required support to minimize many of educational problems.
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Title

A Study on Managerial Effectiveness of Wereda Education Officers in a

Decentralized Education System: The Case of Mejengir Zone.

1) Statement of the problem:

The student researcher experienced that the educational under takings in Mejengir Zone is

usually criticized for its lack of efficiency and effectiveness.

The blame was miss management style and in appropriateness of activities of officers. It has
been evidenced that policy interpretation, plan formulation and implementation among other
things, are the critical weaknesses and usually this issue becomes a topic of discussion by
administrative bodies, educational professionals, students parents and the community as a

whole.

Effectiveness in managing the decentralized education system is a function of availability of
skilled, competent and committed professionals, availability of resources (human material,
financial), basic infrastructure, and the like. The researcher felt that these and other short
comings facing the education sector in mejengir zone need investigation. As result, he has
interested to choose the topic. Thus, the study has attempted to identify specific area of

problems so that appropriate measures are taken by the concerned bodies.
2) Objectives of the Study.

1) to assess the extent to which the WEOs effectively plan, manage coordinate and

control their organization’s duties

ii) to investigate the extent to which the existing organizational structure and the
decentralized administration and management system enabled the WEOs to carryout

their duties and responsibilities effectively;

i) to examine the adequacy of man power, finance, material resources and other

infrastructure;



iv) To investigate other possible potential problems that could retard educational

program implementation.
3) Research Questions

1) How effective are the WEOs in performing their managerial functions?

2) Does the existing organizational structure enable to carryout decentralized roles and

functions?
3) To what extent do the Major stakeholders support the educational programs?
4) What major factors do affect managerial effectiveness of WEOs?

5) How can WEOs improve their performance to be effective?
4) Significance of the Study.

a) To identify reasons for the poorly managed education at wereda level and find solutions

accordingly
b) To add some contribution to the studies conducted on similar area.

¢) The findings of the study and recommendations made may benefit decision makers and

educational managers of the study area to solve some of the problems.
5) Delimitation of the Study.

Even though managerial performance effectiveness can be affected by many factors, the study
was delimited to those functions as planning, organizing, staffing, coordinating, leading,
controlling, decision- making, supervising, communicating and motivation functions as it is

perceived by respondents(WEOs, principals, and teachers) .

The study was also delimited to Godere and Mengeshi weredas of Mejengir Zone and the

findings, conclusions as well as recommendations are too delimited to these weredas.



6) Limitations of the study,

The main limitation of the study was lack of cooperation from Wereda Administrative Councils
to give time for provision of information. Because of this it was impossible to conduct the
envisaged interview schedule with the head or his delegate. Besides, absence of basic
infrastructure like road, transport means forced the researcher to pass more time and much

energy for data collection activities.
7) Organization of the study

The whole contents and topics of this study is logically organized accordiang to the sequence of

the basic questions.
8) Literature review: Reviewing literature were conducted to:

a) Highlight theories and concepts of management in general and educational management

in particular especially in a decentralized management system.
b) In both cases a thorough discussion was made under five major and eleven sub topics
Arranged according to the basic questions of the study. Topics covered were:
2.1  Basic concepts of management

2.1.1 Managerial skills
2.1.2 Managerial Functions
2.1.3 Indicators of effective managers
2.1.4 Management of educational organizations

2.2 Organizational Structure and Culture
2.2.1 Educational management in a decentralized system

2.2.2 Decentralized educational management system in Ethiopia



2.3 The Need to Enhance Participation of Stakeholders
2.2.1 Parents and community participation
2.3.2 Involvement of NGOs

2.4 Conditions for Managerial Effectiveness
2.4.1 Availability of resources
2.4.2 Commitment of stakeholders

2.5 Strategies to improve management of education
9) Research Design and Methodology

Both quantitative and qualitative methods were used. Quantitative data were supported by
qualitative data .For this, descriptive survey approach was followed. Quantitative data were
secured through questionnaires while qualitative data were obtained through interviews,
document analysis and observation schedule. Hence, both primary and secondary data were

gathered.
a) Source of Data
1) WEOs (heads, team leaders, experts, and supervisors)
2) Principals and vice principals
3) Teachers
4) Documents (statistical files, letters, reports, student rosters).
b) Sampling techniques
- Stratified proportionate - Purposive

- Availability - Simple random sampling.



¢) Sampling procedures

No | Samples Sampling procedures

Category | Category | Total Sampling techniques
1 2

Schools 9 5 14 Stratified, purposive
availability

Teachers | 129 13 142 | Stratified proportionate,
simple random

Principals | 14 4 18 Stratified, Availability

WEOS 20 20 Availability

Total respondents 180

D) Instruments of Data Collection.

The instruments of data collection were questionnaires, interviews, document analysis and

observation check lists
% Questionnaires: - Rankings, Likert scales and few open ended items.
% Interviews: semi-structured interviews held with heads of wereda education offices.
++ Document analysis: rosters, reports, letters, statistical data gathering files.

+* Observation check lists



E) Procedure of data collection

The questionnaires were translated into Amharic and pilot tested by 10 teachers, 4 principals
and 2 education officers. After making necessary correction, the questionnaires were
administered by coordinators. Interviews were conducted by the researcher himself. Thus from

180copies of questionnaires, 171(95%) were filled and returned.
F) Method of Data Analysis

Quantitative data were coded, tallied and organized into 15 tables. Analysis was made using
percentage, mean, average mean score, standard deviation. Further analysis was made for
similar items of different respondents using t-test and spearman Rank order correlation

coefficient to see whether significant difference in perception exists between respondents.

Interpretation of the data was made by assigning meaning for intervals of means. Thus, the

mean values were structured as:

e 1.00-1.49 = very poor, strongly disagree, the least serious problems;
e 1.50-2.49 = poor, disagree, less serious;

e  2.50- 3.49 = moderate, undecided, serious;

e 3.50-4.49 = good, agree, more serious, and

e 4.50- 5.00 = very good, strongly agree, the most serious problems for rating scales,

level of agreement and level of seriousness items respectively.

10) Major Findings of the study

1. The planning, staffing and decision-making activities were moderately performed while

communication, motivation and controlling activities of WEOs were poorly performed.

2 The organizational structure of WEOs is not conducive to carryout the decentralized

educational management system. Thus:

% Authority needed to decide on major issues were not properly delegated;



++ Posts and positions indicated in the structure are not enough to satisfy the manpower

needs;
% The structure is frequently changing.

3. Technical and professional support of WEOs to schools and REB to WEOs was
unsatisfactory .The administrative and political support expected of Wereda Administrative
Councils was very low. But support and participation of parents, the community, and NGOs

was moderate.
4. The major problems hindering managerial effectiveness of WEOs were:

+» Lack of wereda level administrative leadership commitment, interest and ability to

support direct and follow-up educational activities (the most serious problem)
% Low morale and motivation of employees (more serious problem)

% Shortage of skilled, competent and committed educational experts (serious problem)
11) Conclusion

The educational undertaking in Mejengir zone currently faces many problems that have
seriously affected the quality, accessibility and relevance of education. This is resulted from
lack of skilled, competent and committed educational professionals in WEOQOs, absence of
support from higher administrative as well as management bodies, inappropriateness of
structure, absence of commitment from principals and teachers, lack of basic infrastructure,and
shortage of resources (human, financial and material). On top of this, the supervisory service to
be provided for schools was not contingent with basic purpose of supervision mainly with the
professional development and renewal of teachers and educational leaders. Consequently, the
improvement in teaching-learning process entirely done for successful goal achievement was
not effectively demonstrated in schools. As a result, educational officers of the two weredas of
Mejengir zone are ineffective in attaining the envisaged goals and objectives and are not
competent enough to implement the decentralized educational management system in their

respective wereda.



12) Recommendations

In light of the results of the findings and based on the conclusions reached at, the following

suggestions are forwarded.

1)

2)

3)

4)

5)

6)

To ensure commitment and higher performance of workers (principals, teachers,
educational personnel), WEOs should improve salary payment schemes and working

conditions in cooperation with WFEDOs, WACs, Teachers unions etc.

The wereda education office’s structure and possibly zonal structure need to be
reconsidered by the concerned bodies such as REB, RCBB and CSA so as to

reformulate the conducive and enabling organizational structure.

Educational professionals at wereda level and Regional level should take immediate
action to revise the vernacular education curriculum of primary school. It is the
responsibility of REB to follow up the design and implementation of primary education
curriculum. Hence, the required technical and professional support from REB needs to

be given for wereda level officers.

To alleviate shortage of financial and material resources, schools need to think of their
own income sources other than government budget. This can be done by improving
relation and contact with parents, the community, the surrounding governmental and

non-governmental organizations as well as voluntary individuals.

Vacant positions should be supported by budget and recruitment should be undertaken
by the joint and collaborative actions of WEOs, WACs and WFEDOs.

Finally, exchange of experience with neighboring weredas might make a difference.
The education officers either separately or in collaboration with REB should arrange
visit programs for experience share with relatively better weredas within or outside of
the region. This can improve skill and ability to manage, follow up and implement

plans.



CHAPTER ONE

THE PROBLEM AND ITS APPROACH

This chapter deals with the background of the study, statement of the problem, objectives of the
study, research questions, significance of the study, delimitation of the study, limitation of the

study, definition of key terms and organization of the study.
1.1 Background of the Study

Society expects a reasonably quantitative and qualitative return from its educational system
where people are the subject of potential investment. This can not be achieved by mere wish;
rather it requires knowledge of management. Apparently, schools as social institution, to achieve
their goals of preparing the youth for citizenship and satisfy the pervasive prospect of the society
for prosperity and improvement, the practice of efficient and effective management in education

appears to be mandatory.

It is generally believed to be true that education determines the society’s level of development
and this depends on the success of schools in providing quality education. The success of
schools in turn depends on the effectiveness of educational managers in their ability to manage,
supervise, and give necessary technical support. To this end, an effective manager in an
educational setting is central to the wellbeing of an education system. Hence, educational
managers must be responsive, competent and professional if the objectives of educational

policies are to be realized.

The educational management of Ethiopia prior to 1991 was totally centralized in which the major
decision-making and planning activities take place at the central ministry (MOE, 1994: 8). This

had been one among many of the educational problems faced the sector for a long period of time.

Ethiopia has embarked on a new socio-economic and political direction that aimed at improving
performance and decentralized service delivery. Accordingly, structural changes have been taken
place in education sector. After the formulation of the 1994 Education and Training Policy, the
educational management system was rearranged adopting decentralized form of management.

Five levels — the Ministry of Education (MOE), the Regional Education Bureau (REB), Zonal



Education Department (ZED), Wereda Education Office (WEQO) and the school became the new
structure of the education system. Decentralization has now replaced the previous deep-rooted

centralized system in the current education system of the country (MOE, 2006:5).

Contrary to this as Tegegne and Kasahun (2007), asserts local governance particularly at lower
levels of administration where governance and decentralization matters most, was not capable of
bringing genuine self-rule. This is attributed to lack of power, resources and authorities required

to effectively engage in democratic self-rule.

According to the Education and Training Policy, the decentralization of management along with
other changes is believed to be the solution to many of the problems exhibited in the system. As a
result, much of the activities and responsibilities formerly undertaken by the central ministry are

now being devolved to the intermediate and lower levels of educational management.

UNESCO (2005a) indicates that decentralization makes sense if there is informed and
empowered community and local institutions; the devolution of political administrative and
financial powers to the lower level units, the threshold level of capacity for planning and
management at local level; a sound database; monitoring, support services and accountability
system Generally, capacity building is a basic prerequisite for materializing a system of
decentralization so as to provide effective service delivery at different levels of educational

hierarchy.

Ethiopia has made further steps in transferring responsibility and authority for managing basic
education to Wereda level. While this management approach has been welcomed, it is believed
that unless strong supportive mechanisms are designed and provided to Wereda education

offices, the benefits of decentralization will become minimal (Mulugeta, 2001:101).

The Ministry of Education has proven that the skills to interpret policies, gathering and analyzing
appropriate data for planning, and enabling school environment to meet the minimum quality
standards are critically lacking at the lower levels of the organization’s structure (MOE, ESDP
III, 2005: 14). This clearly shows that at Wereda and school level, educational officers lack the

required knowledge and competency to manage their organization.



Mejengir zone is one of the three nationality based zones found in Gambella Regional State. It is
composed of two Weredas namely Godere and Mengeshi Weredas. The inhabitants of the zone
are heterogeneous in their ethnic composition and Mejengirs are the ‘native’ people while others
called ‘Degegnas’ speak different types of languages. Mejengirs have been one of the relatively
‘backward’ society and their socio-cultural and economic activities has been so limited. They
have been detached ethnic groups culturally and economically from other groups of inhabitants

because of their culture, economic status and environmental factors.

Currently, there are a total of 30 schools out of which mother tongue is serving as media of
instruction in fourteen schools and Amharic language serve in sixteen schools as media of
instruction. Moreover, the structure of schools by level is that eighteen schools first cycle
primary (Grades 1-4), nine schools both first and second cycle primary (Grades 1-8), two schools
both primary and secondary (Grades 1-10) and one school is first and second cycle of secondary

and preparatory (grades 9-12) are found in the zone.

At the present day, the researcher has observed that the education of Mejengir Zone seems to face
challenges that are attributed to both nation wide and local specific problems. To mention few,
the level of commitment and awareness of Wereda administrative leadership officials to be able
to coordinate and follow up the activities of education office, the condition of structure being
used both at Wereda and Zonal levels, the presence of competent and committed experts in
education offices are area of concern that might have determined the level of effectiveness of
performance in Wereda education offices. On top of this, the condition of assignment of office
heads and their duration in staying at their position, the level of human, material and financial
resources and morale and motivation of employees might have seriously determined the level of

performance in Wereda education offices.

Thus, this study is set to assess the managerial effectiveness of Wereda education officers in a
decentralized management system in Mejengir zone so that the system’s strengths and
weaknesses are identified and possible solution be recommended to concerned parties for the

benefit of future improvement.



1.2 Statement of the Problem

Education, in order to fulfill its mission, has to be planned and implemented in a coordinated
manner. Every educational activity requires planning according to its own established

procedures, objective conditions and some innovation (MOE, 2006).

In a decentralized management of education, coordination of different stakeholders is necessary
so as to ensure well-planned and effectively implemented educational programmes. Hence, the
role of educational officers at different levels of the system is a key factor for the success of

nation wide educational policies.

Managerial effectiveness in education can be affected by various interrelated problems and
challenges since the success of educational programs is a function of different factors. Study
shows that effectiveness of educational managers is a function of such factors as availability of
trained personnel, appropriate administrative structure, communication mechanisms, basic

infrastructure, inputs etc. (USAID, 2008:45).

Mejengir Zone is one of the remotest Zones in Gambella Regional State and it is criticized by
environmental, administrative, infrastructural as well as human resource problems. It has been
frequently criticized by different segments of the society that the level of commitment and ability
of Wereda level decision makers to interpret policies, coordinate and monitor the overall
activities of educational professionals is not adequate. Moreover, structural conditions of Wereda
and Zonal education offices are not seem to be conducive, shortage of necessary facilities in
schools and the motivational level of teachers are among the problems that might have affected
the performance of educational program implementation. Thus, the blame for many of the
problems revolves around and attributed to the decentralized managerial and administrative
exercise. The bureaucratic service delivery in WFEDOs in releasing financial budgets timely as
well as salary payment schemes are among the problems of the area. Moreover, interference of
WAC:s in routine and technical activities of professionals is one of the reasons blamed for most of
the problems currently seen in the education sector of the Zone. To this effect, managerial
effectiveness of the Wereda education officers in a decentralized education system requires the

need for investigation in this area.



1.3  Objectives of the Study

The main purpose of this study was to assess the status of managerial practices and current
situation of managerial effectiveness so as to identify the strengths and weaknesses of Wereda

education officers in achieving education objectives.
The specific objectives of the study are:

1) To assess the extent to which the Wereda education officers effectively plan, manage,

coordinate and control their organization’s duties;

ii) To investigate the extent to which the existing organizational structure and enabled the

WEDOs to carryout their duties and responsibilities effectively.

iii) To examine the adequacy of manpower, finance, material resources and other

infrastructure in the WEOs for the success of educational programs and projects.

iv) To investigate other possible potential problems that could retard the functioning and

implementation of educational programs.

v) To suggest some policy and administrative interventions that help to improve the

performance of educational management at Wereda education offices.
1.4 Research Questions

The Study on Managerial effectiveness of Wereda education officers in a decentralized
management system in Mejengir Zone aims to answers the following questions so as to fulfill the

objectives of the study.

1) How effective are the Wereda education officials in performing their managerial
functions (planning, decision-making, organizing, motivating, communicating and

controlling)?

2) Does the existing organizational structure of the Wereda education offices enable

to carryout decentralized roles and functions?



3) To what extent do the major stakeholders support the educational programs in the

Zone?

4) What major factors do affect the managerial effectiveness of the education officers

in implementing educational policies and programs?

5) How can Wereda education officers improve their performance to make

educational programs effective?

1.5 Significance of the Study

This study is believed to be significant for the following reasons:

a) The study may try to identify reasons for the poorly exercised managerial practices of

Wereda education officers that hindered them attain efficiency.

b) The study may add some knowledge to the study conducted in educational organization

and management at Zonal level in the country and particularly in the study area.

c¢) The findings of the study and the recommendations made may benefit the decision

makers and educational managers of the study area to solve educational problems.
1.6  Delimitation of the Study

Wereda education offices are the nearest ones where schools could get the necessary support and
guidance that enable them to carryout institutional activities. Many factors could affect the
performance of Wereda education officers both internal and external to the organization. For
many writers, managerial practices at local level could be affected by poor performance of the
principals. Thus, to make the study manageable, it is delimited to those managerial functions of
Wereda education officers related to planning, organizing, staffing, coordinating, leading,
controlling, decision-making, supervising, communication, and motivation functions as it is

perceived by educational officers, supervisors, school principals and teachers.



1.7 Limitation of the study

The focus of this study was to explore the current status of Wereda education officers in
effectively managing the educational programs through gathering the data by means of
questionnaire, interviews, and document analysis. However, during the data collection time, the
researcher faced problem of access to some sample schools in some Weredas. This is because of
lack of infrastructure such as transportation. This problem has been solved by assigning six
teachers selected from teachers of those remote schools; the Questionnaires were administered
and collected by these teachers. Hence, it was mandatory to pass longer time and exert more

energy during the data collection time in the field.

Moreover, it was impossible to conduct interviews as planned with WACs because they ware not
available in their office for long time due to field work and training at the time of data collection

period. So the study lacks comprehensiveness in this regard.
1.8 Definition of Key Terms

<  Wereda education office: the administrative level of the ministry of education in

which schools are directly reporting to.

s Zone: an administrative hierarchy of government next to the region comprising a

certain number of Weredas.

s Education officers: Educational team leaders, experts and supervisors assigned at
Wereda education offices for managing, supervising and controlling educational

activities of schools within the boundary of Wereda level.

¢ Decentralization: the territorial distribution of power and function between a
sovereign state and its constituent parts, which can be regions, states or provinces. It
entails the subdivision of the states; territory for self rule and democratic

participation by the communities in those areas (Meheret, 2007:79).

% Managerial Effectiveness: the extent to which what mangers actually do matches

what they are supposed to do. It is about performance which refers both to what



people do (their achievements) and how people do it (their behavior) (Armstrong,
2003). It can also be defined as the level of administrative performance in attaining

institutional objectives.
1.9 Organization of the Study

This study is organized into five chapters. Chapter one deals with background of the study,
statement of the problem, objectives of the study, research questions, significance of the study,
delimitation of the study, limitation of the study, definition of key terms and organization of the
study. Chapter two gives the conceptual framework for the study by reviewing literature related
to the problem whereas chapter three deals with research design and methodology. Chapter four
deals with presentation, analysis and interpretation of the data. Finally chapter five gives

summary conclusions and recommendations for the study.



CHAPTER TWO

REVIEW OF RELATED LITERATURE

This chapter treats some important topics related to the main research title and the basic
questions. The major topics are: Basic concepts of management in general and educational
management in particular, organizational structure and culture, participation of major
stakeholders, conditions for managerial effectiveness and strategies to improve management of

education.
2.1 Basic Concepts of Management

Management has become one of the most pervasive phenomena of our time. A number of
organizations, in public as well as private sector, are trying to acquire and apply this body of
knowledge and skills in an effort to improve their performance. There is a widespread
acknowledgment that organizational performance is not optimal and that modern management
concepts and techniques have a great deal of promise for improving their effectiveness. As a
result, management is gaining recognition as a profession, a number of individuals and firms
have come into existence to offer their services as management consultants (AED/ BESOII,
2006:17). According to the same source, there are four factors that seem to explain the

ascendance of management world wide.

1. Organizations have become large and complex. They have grown not only in size but also
in diversity of their objectives. Diversification of functions has resulted in multiple roles

being created for employees.

2. It is recognized that human resources are more important than physical and financial
resources. It is the people that spell the difference between successful and unsuccessful,
productive and unproductive organizations. While physical and financial resources are

necessary, they can become productive only in conjunction with people.

3. Today’s workforce is more aware more self conscious more aspiring. It has much wider

exposure to outside environment and influences.



4. The discovery of new knowledge and techniques makes it necessary to educate and train

people to apply it effectively.

From the aforementioned points, we can conclude that organizational management is crucial to
cope up with the demands of the people and the attainment of objectives for which it is

established.

Different writers define management in different ways. Donnely, et al. (1992) defines
management as the process undertaken by one or more individuals to coordinate the activities of
others to achieve results not achievable by one individual acting alone. It is marshalling both
human and material resources towards common organizational goals. Similarly, Adesina (1990)
defines management as the organization and mobilization of all human and material resources to
attain organizational goals. Management is about deciding what to do and when getting it done
through and with other people by making the best use of available resources (Armstrong, 2003:
21). For Seyfarth (2005), management is the guidance, leadership and control of the efforts of a
group of people toward some common objectives. It is a social interaction and economic process
involving a sequence of coordinated events - planning, organizing, coordinating and controlling
or leading in order to use available resources to achieve a desired outcome in the fastest and most
efficient way. According to MOE (2005), management is “a set of activities directed towards
efficient and effective utilization of organizational resources in order to achieve organizational
goals” (p.18). The term ‘activities’ in the definition, however is comprehensive enough to include

almost anything that a manager may do.

From the aforementioned definitions of management given by different writers, we can conclude
that management is a distinct field of activities that are designed to promote and direct purposeful
work in a given organization. In short, management is not an activity that exists in its own right;
it is rather a description of a variety of activities carried out by those members of organizations
whose role is that of a ‘manager’ i.e., someone who either has formal responsibility for the work
of one or more persons in the organization or who is accountable for specialist advisory duties in
support of key management activities- planning, organizing motivating and controlling. It is

oriented towards results as well as actions (Cole, 2000:8).
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All organizations establish a variety of goals and direct their energies and resources to achieve
them; and all organizations have resources — human and non-human that can be used to meet
these objectives. Management, therefore, is the force that unifies these resources i.e. it is the
process of bringing available resources together and coordinate them to help accomplish
organizational goals. Hence, the definition of management given by different writers is basically

similar and mutually supportive i.e. helping the organization in achieving goals.
2.1.1 Managerial Skills

Managers can create opportunities for employees, judge performance accurately and encourage
optimum productivity in their organization. Managers in all levels of an organizational hierarchy
deals with managerial functions like planning, organizing, controlling etc; and as management is
working with people, managers deal with the interrelationships between people, work and
organization. For this, managers should develop the skills of communication motivation,
leadership and work group formation which can assist managers with people aspects of their jobs.
Managers should also deal with solving technical and professional skills that enable them to use
tools, techniques or approaches in a specialized manner. When managers accomplish their duties
and responsibilities in their organization, they need certain skills for the effective performance
and goal achievement regardless of the level they are assigned in the hierarchy of organizations.
Katz as cited in Ayalew (1991) provides the three basic skills required of a manager i.e.,

technical skill, human skill and conceptual skill.

Technical skill: Refers to the ability to use tools, techniques or approaches in a specialized
manner. It implies an understanding of, and proficiency in, a specific kind of activity particularly
one involving methods, processes, procedures or techniques. Technical skill involves specialized
knowledge, analytical ability within the specialty and facility in the use of the tools and
techniques of the specific discipline. In education for example, technical skill assumes an
understanding of, and proficiency in, the methods, processes, procedures, and techniques of the

teaching learning activities

Human skill: Managers must accomplish much of their work through other people and the

coordination of different personnel requires knowledge about the behavior of people. For this,
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human skill is essential. Human skill refers to the executive’s ability to work effectively as a

group member and to build cooperative effort within the team he/she heads. .

The human skill calls for the ability to select, motivate, work with, and lead employees either
individually or in groups. As technical skill is primarily concerned with ‘things’ (processes or
physical objects), so human skill is primarily concerned with working with people (Ayalew,
1991:3). This skill is demonstrated in the way the individual perceives (and recognizes the
process of) his superior, equals, and subordinates, and the way he/she behaves subsequently. As
such it requires considerable self understanding and acceptance as well as appreciation, empathy
and an understanding of employee motivation, attitudinal development, group dynamics, human

need, morale, and the development of human resources.

Conceptual skill:- Relates to the ability to integrate and coordinate the organization’s activities —
to see the ‘total picture’, how the different parts of the organization fit together and depend on
each other and how the change in one part of the organization can cause a change in another part.
Hence, the development of conceptual skill relies heavily on a balanced emphasis of
administrative theory and organizational and human behavior (Silver, 1983: 78). Carol and
Gibbon (1996) expanded conceptual skills in to a series of behavioral forces described as

educational, symbolic and cultural into five forces as:

1. Technical:- It include being a good manager and applying good planning, organizing,
coordinating, and controlling techniques to ensure optimum effectiveness of the
organization. Technical behaviors are basically the things that would ensure good,

efficient and effective management.

2. Human forces: This behavior emphasizes human relations skills, implementing good
motivational techniques, and building good morale within the organization. The

appropriate use of participatory management is an integral part of this behavior.

3. Educational forces: These behavior forces on the conceptual knowledge of education.
Skills include the ability to diagnose educational problems, carryout the functions of

clinical supervision, evaluate educational programs, help develop curriculum, implement
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staff development activities, and develop good individual educational programs for

individual children.

4. Symbolic forces: These behaviors demonstrate to others those things that the leader
believes important and of value to the organization. It involves proposing that continuous
stream of actions by an organization’s formal leadership which has the effect of inducing

clarity, consensus and commitment regarding the organization’s basic purpose.

5. Cultural forces: The cultural force of leadership bonds students, parents, and teachers
together as true believers in the school. It takes on almost a religious fervor and special
sense of personal worth and importance, grow out of membership in the organization. It
is possible to have a strong or weak culture as measured by the amount of influence it has

on participants (Carol and Gibbon, 1996:23-24).

The aforementioned skills required of managers can be acquired through education, experience
and learning by observing, working with and relating to experienced administrators. For this,
appropriate delegation system should be undertaken by top managers to delegate the expert under
him to train the leadership and management activities in the organization. If successfully done,
this method helps to overcome interruption of leadership as a result of promotion, turnover or

others.
2.1.2 Managerial Functions

Regardless of the type of organization (business or service provider), all managers have certain
functions. According to Donnelly et al. (1992), some of activities to be performed by managers

are as follows:

a) Planning: Planning is specifying the goals to be achieved and deciding in advance the
appropriate actions to be taken to achieve those goals. Plans and objectives on which they are
based give purpose and direction to the organization, its sub units and contributing individuals.
For the successful planning, managers must have the ability of setting vision and acquire
appropriate planning techniques and procedure of implementing it. With regard to planning, West
(1994) points out that “The purpose of hoshin planning is to focus the energies of the

organization through the creation of challenging goals to which individuals and teams feel that
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they can be committed” (p.63). The aims and objectives of education, for example, are to be
realized through various programs and practices which need systematic planning. As Donnelly et.
al. (1992) mentions, managers through their plans, outline what an organization must do to be
successful. Therefore, all managers at different levels of organizational hierarchy must have skills

of planning and ability to identify strategies to implement the plan.

b) Decision — making: All managers must make decisions and the quality of these decisions

determine the degree of effectiveness. The decisional behavior of managers according to Hanson

(1996) Play the following roles:

e Entrepreneur role - which sets up the manager as designer and initiator of planned change

efforts;
¢ Disturbance handler role - which places emphasis on striving for peace and stability;
e Resource allocator role - in which the manager decides who gets how much of what and;

® Negotiator role - of resources tradition to bring about an acceptable solution to the needs

of individuals and the requirements of the organization.

Campbell and Corbally (1983) on their part identified decision-making for educational leaders to
have a sense of the institution or organization and understanding of the problem or situation
about which a decision is needed; information sufficient to permit the design or understanding of
available resources; and information to support the choice of a course of actions (Campbell and

Corbally, 1983:125).

¢) Organizing: Assembling and coordinating the human, financial, physical, informational and
other resources needed to achieve goals. Activities include attracting people to the organization,
specifying job responsibilities, grouping jobs in to work units (departmentalizing), marshaling
and allocating resources, and creating conditions so that people and things work together to
achieve maximum success (Batemann and Snell, 1997: 7). Educational managers, for instance,
organize resources, buildings, furniture and equipment, ideas and principles in to curriculum,

time table, methods and experiments (Mohanty, 1990:15).
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d) Communication: Information is life blood of an organization. As it is coated by Carol and
Gibbon (1996:4), “to live effectively is to live with adequate information”. Effective
communication helps administrators to reach subordinates with instructions, directives, policies,
and subordinates’ tasks, performances, problems; and suggestions reach to superiors.
Recognizing that communication is two way process, managers should be responsive to feed

back and up ward information transfer timely without distorting concepts to be communicated.

Hanson (1996) noted managers as they are required to possess informational behavior. Hence,

managers play:

1. Nerve center role: the manager is connected with every individual and every issue in the

system and sends out those vital pulses that keep it unified and moving.

2. Disseminator role: one of transmitting facts, values, and ideas within and between the

organization and its environment and;

3. Spokesman role: one of transmitting information to influential outside individuals and
groups about the performance, policies and plans. Therefore managers should have

communication skills to play other roles and responsibilities.

e) Motivation: An important aspect of management function today is motivating individuals to
pursue collective objectives by satisfying needs and meeting expectations of subordinates and
employees with meaningful work and value rewards. According to MOE (2006), workers
perform better when they are satisfied and the level of performance decreases when teachers and
other educational personnel are de-motivated. Colin (1994) states two brands of motivation —
first, why people behave in the way they do in the workplace and secondly, how they can be
helped to engage in work behaviors which are beneficial to the organization and themselves. At
the center of de-motivating factors are income and living conditions on the one hand and issues
related to good governance (MOE, 2006:45). It is further mentioned that issues of good
governance include delay in payments of salaries, poor supervision and professional support, low
regard and social status, lack of transference. Therefore, educational managers should identify
the needs of subordinates and the situation of the environment in which the organization is

functioning so that appropriate motivational strategy is used accordingly.
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f) Leading: Different scholars interpret the concept of leadership differently. Stogdill (1974, in
Glatter, 2009) define leadership as “the process of influencing the activities of an organized
group toward goal-setting and goal achievement” (p. 275). Silver (1983) also define leadership
concept that it is a force that can initiate action among people, guide activities in a given

direction, maintain such activities and unify efforts toward common goals.

Glatter (2009) sees management and leadership as inseparable entities. Both terms imply an
emphasis on vision, mission and purpose coupled with a capacity to inspire others to work
towards the achievement of these aims. Hence, the leadership — management dichotomy is false
because effective schools and/or educational organizations require good leadership and good
management (Bolman and Deal, 1991 in Glatter, 2009:3). On the other hand, Alma et al. (2003)

distinguishes between leadership and management as:

Leadership is essentially the process of building and maintaining a sense of
vision, culture and interpersonal relationships whereas management is the
coordination, support and monitoring of organizational activities. Leadership is
about having vision and articulating, ordering priorities, getting others to go with
you, constantly reviewing what you are doing and holding onto things you value.
Management is about the functions, procedures and systems by which you realize

the Vision (p. 267).

Bolman and Deal (1997, in Bell and Bush, 2002: 57) points out four leadership functions to

serve four fundamental aspects of organizations as follows.

e Human leadership — refers to the leadership that develops positive social relationships,
facilitates social interactions and participations, and enhances staff commitment and

satisfaction in the educational institution;

e Structural leadership — refers to the leadership that develops clear goals and policies,
establishes appropriate organizational structure for different roles, holds staff accountable
for results and provides suitable technical support to plan, organize, coordinate and

implement policies in the institution;
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e political leadership — refers to the leadership that builds alliances and coalitions,

encourages participation and collaboration in decision — making and resolves conflicts;

e (ultural leadership — refers to the leadership that inspires and stimulates members to
pursue institutional vision and excellent performance, builds up new institutional culture,

and transforms the existing values and norms of staff in the institution;

e Educational leadership - refers to the leadership that provides direction and expert advice
on developments of learning, teaching and curriculum, emphasizes relevance to education
in management, diagnoses educational programs and encourages professional

development and teaching improvement.

Managers should be leaders by serving as role models who will inspire subordinates, command,
respect and fellowship. The managers therefore, need to adopt their management style to the
situation. So the idea of professional and adversary leadership is vital in educational organization.
Educational managers therefore should have both management and leadership qualities and skills

so that they can attain the success of their institution’s mission and ensure effectiveness.

g) Controlling: Improvements in educational activities can not be realized unless programs are
monitored, regularly evaluated and reviewed. As noted by MOE (1999), the overall purpose of
monitoring, review and evaluation in education is to assess whether implementation is
proceeding according to the plan i.e., comparing actuarial achievements to the targets set during
the planning phase. According to Wossenu (2008), developmental evaluation allows to explore
definitions of ‘successes’ in teaching and learning. Another aim is to learn from past
implementation to improve performance in the future. Hence, monitoring, reviews and
evaluation provide vital support to the future planning and decision-making that takes place

during program implementation (MOE, 1999:19).

h) Supervision: Instructional supervision is an important management function that can insure
the designed course of action and discrepancy in the results of planned activities of instruction so
that made necessary adjustments are made timely. Sergiovanni and Startatt (2002) have asserted
that the purpose of supervision of instructions is to help increase the opportunity and capacity of
schools to contribute more effectively to students’ academic success. Instructional supervision is

based on the idea that it is helping teachers modify their instructional behavior and more
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effectively create learning environment for students. When school instructional capacity
(teachers’ knowledge of the subject matter they teach, skill in teaching, and classroom
management) improves and teachers help one another, improvements in instructional quality
follows. Hence, the concept of developmental supervision should be implemented in educational
settings in which collegial rather than a hierarchical relationship between teachers and formally

designated supervisors is established.

Instructional supervision (consultation) according to Dougherty M. (2009) is a collaborative
process in which a problem is identified and interventions are selected and made. A strong force
is placed on identifying the problem in specific and measurable terms and decisions are data
driven. As it is pointed out by the above writer, the consultation or supervision procedure
includes: establishing a collaborative relationship between the supervisor/consultant and the
teacher identifying the problem to be solved, observing the classroom, assigning curriculum-
based learning, and; planning instructional interventions and terminating (Dougherty M.2009:
274). Therefore, managers should establish regular supervisory program in order to help and

develop the instructional activities and solve the schools and teachers’ problems.
2.1.3 Indicators of Effective Educational Managers

Many characteristics and outcomes have been used as indicators of managerial effectiveness
including productivity, efficiency, employee absenteeism, turnover, job satisfaction and morale,
and evaluation by external entities (Campbell and Corbally, 1983). A performance indicator can
be defined, according to Carol and Gibbon (1996) as “an item of information collected at regular
intervals to track the performance of a system” (p.163). According to the Ministry of Education,
the following points are considered to be some of the indicators of the effective educational

managers.
1. Text books are produced in sufficient numbers and types and distributed to schools on
time.

2. Supply of qualified teacher meet demand, and appropriately assigned / deployed to

schools.

3. Teacher’s salaries and other benefits are paid on time
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10.

1.

12.

13.

Schools have copies of syllabus.

Schools are appropriately located across the region/ wereda.

A national, regional and wereda plans are available for provision of vision.
School inspection/Supervision occurs on an appropriate and regular basis.
Teachers receive instructional supervision on a regular basis.

Regional/ Wereda information flow to schools in a timely way and school information is

conveyed to the wereda/ region.
Staff development activities for school personnel are well designed and implemented.
School facilities and buildings are in good repair and maintenance.
Each school has a functioning parent- teacher association.

Parents know how their children are progressing in their studies.

2.1.4 Management of Educational Organizations

Even though the basic skills and roles that manager’s play in their organization is basically

similar, educational organizations must be seen separately for its unique institution of service

provider in public sector. Different reasons are cited for the special case of educational

organization and Management and its attributes for the role it plays and the mission it achieves in

the society. Campbell et al. as cited in Ayalew (1991:6), developed six continua to suggest what

may be unique about management in educational organizations as:

1.

Cruciality to society: Those educational institutions are the training ground for the

personnel needs of other organizations.

Public visibility and sensitivity: Education is relatively more visible to the public and

educational issues are more sensitive to many members of the community.

Complexity of functions: Educational administrators should primarily deal with teachers,
students and other school personnel i.e., the human factor which makes his task more

complex.
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4. Intimacy of necessary relationships: The relationship between teachers and students,
students and students, teachers to teachers etc is so strong and demanding that needs a

closer attention and guidance on the part of the educational managers.

5. Staff Professionalization: The fact that teachers are considered to be professionals, the
most appropriate pattern of authority in an organization staffed by professionals is

collegial authority, whereby individuals enjoy autonomous over work.

6. Difficulty in appraisal: The change in knowledge, skills or attitudes, which influence
behavior of students are not immediately or easily perceptible; it requires accumulation of
evidence from many sources over a period of time to determine sustained changes in

behavior.

Furthermore, uniqueness of educational organization is seen in difficulty of defining objectives,
the fact that the input (raw materials) of educational institutions are human beings, and the
training experience of managers and most staff in schools is usually similar, evaluation of results

is distinct made educational organization different from other organizations.

Educational organizations are established to preserve, develop and enhance the value of the

people. The Ministry of Education (2006) states that:

The value of education is essential not only for private individuals but also for the
whole society. It is a public good when its outcome benefits people collectively,
but also a private good when the benefits are direct to the individual ... Education
needs to create cultural and social cohesion among the diverse people of the

country (p. 27).

Hence, educational management is concerned with purpose or aims of education and this purpose
or aim provides the crucial sense of direction to underpin the management of educational
institutions. On top this, as Alma, et al.(2003) indicates, the practice of educational management
requires due attention as it is challenged by different factors like human and material resources,
political influence, the increasing cost of education from time to time and change in technological
development and globalization. As demand for education increases, the educational management
also becomes more difficult to fulfill those needs. Educational organizations therefore, need to

bear such social responsibility that has to be realized for the benefit of individual as well as
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society as a whole. In this regard schools are places for realizing the policies and objectives of the

educational provision. With respect to this, Alma et al. (2003) capitalizes the role of schools as:

Schools have traditionally not simply provided students with knowledge and skills;
they have also sought to socialize them in to certain cultural habits ultimately
designed to make them better citizens ... schools in many instances are being
asked to socialize children whose parents have failed to provide their offspring
with adequate social capital. Schools are one of our last hopes for rebuilding a

nation (p.157).

Therefore, educational managers must have the skills and knowledge of management that enable
them to plan, organize, supervise and monitor the whole educational programs and activities so as

to ensure the expectations of the state and the society as a whole.
2.2 Organizational Structure and Culture

Organizations are essentially collectives of people who define policies, generate structure,
manipulate resources and engage in activities to achieve their desired ends. The educational
organization is there to fulfill the objectives of the education policy. The complexities of
educational organization demand appropriate management structure to promote effective and
efficient development and the delivery of curriculum. As a result of this, educational managers
need an analytical framework in order to identify elements of activities and duties which
influence the way the organization functions. Organizational structure involves arrangement of
activities and assignment of personnel to these activities in order to achieve organizational goals.
Organizational structures define and clarify how required activities are grouped together, who is
responsible to whom for what and the line of authority; they are the framework for getting work
done, and they can be either effective or ineffective depending on how jobs, authority and
positions are distributed in the organization at all management levels of the education system
(Armstrong, 2003:161). It illustrates the various relationships among various levels of hierarchy
within the organization as well as horizontal relationship among various functions of the
organizational operations (Candan, 1997: 225). As Torrington and Weightman cited in John

(1994: 109) noted:
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organizational culture is “the characteristic spirit and belief of an organization,
demonstrated, for example, in the norms and values that are generally held about
how people should treat each other, the nature of the working relationships that
should be developed and attitudes to change whereas structure is simply a
description of what people do and how they relate; it is a grossly simplified

description of jobs and relationships (p. 109).

Since structures exist primarily as an instrumental device, careful consideration has to be given
when designing it so as to bring about the intended goals of an organization. Organizational
structures offer significant sign posts for educational organizations because they highlight the

need:

1. for flexible staffing structures to cope with demographic changes and economic

constraints;

2. For flexible authority structures with decision-making powers devolved to functioning
units;
3. For functional structures which allow greater access to information and which encourage

the constant generation of ideas (Handy, 1990 in John, 1994:113).
For Candan (1997) a good organizational structure is needed so that:

1. Each individual in the organization is assigned a role, responsibility and necessary
authority. Each person who is assigned to an activity must know his position, his role and
his relationship with others. He is responsible for efficient execution of his mandate and

duties and is given the authority to do so.

2. The activities of all individuals are coordinated and integrated in to a common pattern in
order to achieve the organizational objectives. Organization is needed for the purpose of

integration and coordination of diverse activities in a cohesive manner.

3. The optimum use of human skill and effort is achieved. A good organization assigns the
right person to the right job and this avoids misuse of human resources, resulting in
optimum utilization of employee efforts. It is said that half of the work is done when you

know what you have to do and how you have to do it. A good organization does this.
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Hence, organizational structure, culture and management style etc are contingent on what the
organization (or part of it) is there to do and on environmental situation. To this effect,
appropriate organizational culture and management structure becomes an important factor for the

effectiveness of educational manager.
2.2.1 Educational Management in a Decentralized System

Decentralization is a generic term which refers to the territorial distribution of power and
functions between a sovereign state and its constituent parts which can be regions, states or
provinces and entails for the creation of political and administrative self rule and democratic
participation by the communities in those areas (Meheret, 2007:79). According to AED/BESOII
(2006), the traditional ‘command and control’ approach to managing people in the organization is
no longer valid and a whole new philosophy is needed to motivate people to higher levels of
performance. Today, in both developed and developing countries, the tendency of states is
towards the decentralization of structure but the forces to orient governments for such approach
differ. As it is confirmed by the study (AED/BESOII, 2006), pressures by the local authorities or
communities who demand more participatory decision making processes has generally been
absent in least developed countries; rather two forces, in any of these countries, combine to push
for decentralization: external pressure by international development agencies and experts and
internal political expediency in national contexts where public authorities are unable to organize
or finance basic public services (AED/BESOII, 2006:26). On the other hand, the practice and
preference of decentralization is facilitated by a shift in social attitudes towards parents’ rights to
be involved in their children’s education. Hence, change in public opinion about the role and
ability of government and the spread of democracy and popular participation have contributed to

this shift (Gaynor, 1998:31).

As outlined by the report of AED/BESO II (2006), several countries have adopted the policy of
decentralization neglecting strategies, which are heeded for its successful implementation. On the
other hand, Seyoum (1996) identifies two basic questions to be answered for the precise
identification of the level and type of decentralization in a particular country. They are related to
the level to which such transfer occurs Regional, district, local/ school and; the type of person to

whom responsibilities are given-are they professionals? (E.g. district education officials or head
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teachers) or people representatives? (E.g. elected district councilors or school board members).
The writer has outlined the following points about the arguments for and against decentralization

of organizational management.

In education decentralization enhances community participation in educational activities,
localizes curriculum designs and facilitates the right of a child to use mother tongue in
instructional activities. A recurrent problem is that staff at decentralized level has less skills in
educational planning and management than the professional working at the central level. Hence,
there is equally a need to create stable and rewarding posts at decentralized level (Seyoum,

1996:28).
2.2.2 Decentralized Educational Management System in Ethiopia

As a result of the newly formulated Education and training policy of 1994, the government has
embarked upon the need to decentralize the educational management. It is clearly stated in the
policy that “educational management will be decentralized to create the necessary condition to
expand, enrich and improve the relevance, quality, accessibility and equity of education and
training (MOE, 1994: Article # 3.8.2).Accordingly, the system was restructured into five levels-
the Ministry of Education (MOE), the Regional Education Bureau (REB), the Zonal Education
Department (ZED), Wereda Education Office (WEO) and the school. Each level has assumed
responsibility and authority delegated to them.

Decentralization is an intra-government transfer of authority and functions among units of
administrative arrangement whereby authority and responsibility flow from top to bottom in a
single organizational hierarchy. It involves the transfers of tasks and workload to sub-units of the
system. According to Hanson (1996), decentralization is not an all-or-nothing concept; it usually
occurs in measured doses. The challenges for most governments, according to Rondinelli and
Nellis (1986), have been to find the proper balance between centralized and decentralized
arrangements and to link them in a way that promotes development most effectively. Morphet (in
Hanson, 1996) respond to the issue of why certain decisions should be centralized or

decentralized.
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1. Those things should be done (or decisions made) centrally that do not require or involve
local initiative and responsibility and can be done more effectively and economically on

a centralized basis;

2. Those things should be decentralized and carried out on a local level which require
decisions relating particularly to local needs and which, if done centrally, would prevent
or limit desirable initiative and handicap the development of effective local leadership and

responsibility.

Noting the complexity of the issue under discussion, Hanson (1996) suggests the following points

to show the importance of decentralization. Hence decentralization:

i) contributes to achieve broad political objectives,

1) increases administrative effectiveness;

iii) promotes economic and managerial efficiency;

iv) increase government responsiveness to diverse needs and demands;

v)  Promotes self determination and self reliance among local groups and organizations

representing legitimate political interests.

vi) Promotes appropriate means of designing and implementing local development

programs.

Hence, decentralization expands the process of participation in decision-making as well as draws
in the observations of those who are closest to the problem. With regard to the issue of
decentralization, Seyoum (1996) Indicates strategies to be used for the successful implementation
of decentralization. A framework to implement a policy of decentralization consists of clarity in
the distribution of authority; consolidation and reform of new and existing structures; the
strengthening of an appropriate information system; capacity building programs and the greatest

challenge- a change in institutional culture (Seyoum, 1996:25).

In general, decentralization makes sense if there is state level enabling conditions; informed and
empowered community and local institutions; the devolution of political, administrative and

financial powers to the lower level units; the threshold level of capacity for planning and
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management at local level; a sound database, monitoring and support services and accountability
system (UNESCO, 2005a: 82). But in the current context, there have been challenges to
implement the decentralized educational management especially at Wereda and school levels.

Mulugeta (2001) has found that:

The structure put in place to implement programs at Wereda level seem to be
defective, even this defective structure is not filled by competent personnel
relevant to their positions... there is a dire shortage of skilled personnel and
financial support to upgrade the skills of available manpower. On top of this
recent government financial regulation obstructs our ability to use the assigned

budget timely and appropriately (p. 101).

The writer attributed the cause for this problem to scarcity of resources and political factor. He

further noted that there are three versions of political reasons.

1. Lack of adequate staff that can suitably be in charge of executing programs (policies) and

those who possess the required qualifications to the relevant level.

2. Policy-makers inadvertently failed to anticipate the requirement of managerial capacity as
well as resources at the time when policies and programs were conceived and/or

formulated.

3. Heads of Education Bureaus, Zone Departments and Wereda Offices and staff therein are
not only political appointees but also drawn from the ranks of teachers who hardly

possess the caliber to responsibly discharge their duties (Mulugeta, 2001: 102).
On the other hand the report made by AED BESOII, (2006) realizes that:

Capacity at the Wereda level remain weak for sometimes given the limited resources
for trained and capable human resources as demand level as the Wereda
decentralization program is rolled out.  Operationally, budgetary constraints
contribute towards diminished capacity. In many survived Weredas, for instance,
experts requiring field visits are not provided with adequate office supplies or

logistical support. Institutional capacity caused by frequent changes in
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organizational structure is also another factor that negatively affects personnel as

they find themselves working for jobs which they are not properly qualified (p. 65)

In views of these challenges, the ministry of education has also witnessed that the problem is to,
as much as possible, clearly delineate responsibility and planned activities among the hierarchies
of governance. From the aforementioned discussion, it can be concluded that many Weredas of
the country have not yet fully assumed their decentralized responsibility and authority due,
among other things, to insufficient and incompetent personnel, budgetary constraints and poor

coordination between administrative and managerial bodies (Mihiret, 2007: 79).

Likewise, the key issue in any move towards devolution is the effectiveness of support systems
including development opportunities. Unless there is local capacity for management, there is no
advantage to making decisions where actions taken place. Hence, the principle of subsidiary
argues not just for moving decisions to the action cite but also making local decision-makers
competent (Mc Ginn and Welsh, 1999 in Glatter, 2009: 233). Some of the benefits of

decentralization of educational management according to the author:
- Enables to respond to local needs in areas like curriculum design, realize the child’s right
to use mother tongue;
- Enhances community participation and expands sources of finance and other resources;

- Improve recruitment, training and development of teachers according to the needs of the

schools;

- Enables to identify problems timely and give professional support accordingly;

- Increases the coordination of stakeholders to make them participate in planning and
implementation etc.

2.3 The Need to Enhance Participation of Stakeholders

For effective and efficient attainment of educational goals, the support from all stakeholders
(policy makers, planners and implementers) is strongly needed. Educational goals are unlikely
be achieved unless there is full participation and support of key stakeholders at all hierarchies of

the education system i.e., from the Federal Ministry to school level.
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In countries like Ethiopia, following the decentralized system, commitment is essential from both
higher bodies to directly support the decentralized units in such activities as planning, financing
and implementing programs as well as those in the decentralized units to accept added

responsibility, exercise authority and take initiative (Girmay, 1998:43).

When the top leadership sets goals and policies, it should also provide the necessary resources
and other technical support workers need. On the other hand, if management body is not
supportive and participatory and if both parties (managers and subordinates) are incompetent,
then the result of even the best program will be a failure i.e., the journey to managerial
effectiveness becomes a futile exercise. Hence, creating conducive environment and seeking
support of stakeholders as well as making the implementers believe and accept the program will
enhance their participation and commitment leading to managerial effectiveness. Therefore
seeking support from critical interest groups and raising their level of participation should be

given due attention by educational managers.
2.3.1 Parents and Community Participation

Increasing the involvement of others in educational provision make sense because schools alone
can not do the complex job of educating children and making them good citizen. One of the most
important key activities in the process of providing education for all is the active participation of
parents and the community. As it is stated by Dodd and Konzal (2002) “parents are both teachers
of their children and mediators of the school” (p157). Parental involvement can build support for
the school and its staff because parents who are involved in school activities are more likely to
have more positive opinions about teachers (Dodd and Konzal, 2002:17). Dodd and Konzal

(2002) further explicated the need to involve parents and the community that:

The relationship between home, school and the community can best be described
as symbolic rather than separated and because resources are limited, the
responsibility for educating the nation’s children is both a moral and practical

obligation that everyone must share (p. 108).

Parents’ and citizen’s opinions about schools make a difference because they affect the level of

financial, material and political support in a given community. Clearly, educational managers
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need to find ways to forge links among parents, schools and the whole community agencies and
resources of that particular locality so that children’s needs be addressed. According to

Gallagher R. et al. (2005) the ultimate objectives of school-community relation are to:

e Develop continuing public consciousness of the importance of educational process in

a democratic social organization;
¢ Establish confidence in the functioning institution;
¢ Furnish adequate means to maintain its efficient operation and;

e Improve the partnership concept through active participation.

On the other hand, citizen’s involvement and strong school community relation ensures a better
understanding of what the community wants for its children on the one hand and also what the
school expects from the community. Likewise, it provides a better opportunity for closer
cooperation with local government agencies and community organizations that have an interest in
education and public welfare. Generally, it helps to bring about increased use of community
resources in the educational program implementation there by integrating further the school and

the community.

According to AED /BESOII (2006), the community, through its association, can play the role of
support and management of teachers, students, resources, improves the curriculum and managing
the school calendar. It is from this point of view that the Education and Training Policy clearly
indicates that the educational administration would be democratic leadership by boards or
committees consisting of members from the community, teachers and students (MOE, 1994:
Article 3.8.4). As it is witnessed by the ministry of education, in Ethiopia, the communities are
now funding new school buildings and in building teachers’ house in rural areas (MOE,
2006:87). Therefore, educational managers at different levels especially officers at Wereda level
and school administrators must strengthen, coordinate and organize the involvement and
participation of the community as they are key role players for the benefit of the society as a

whole.
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2.3.2 Involvement of NGOs

Now a days it is clear that the government alone can not fulfill the ever increasing learning needs
of the population. In developing countries like Ethiopia where there are diverse priority areas to
provide appropriate services for the citizen, the governments require working in partnership with
non-governmental organization. NGOs do have resource to contribute that is additional to
government support to meet the challenges of providing quality education. NGOs that are
voluntary to support the educational programs have better opportunity by participating in such
activities as: Training programs for employees such as educational personnel, school
administrators, parents and teachers; construction of school buildings and maintenance activities,
supply of educational materials, and equipments like student seats, laboratory and library

equipment, reference materials etc.

NGOs both internal and external ones can aid support and participate in different ways and fields
of activities at different levels for the fulfillment of educational programs and projects if they are
fully consulted and coordinated. In Ethiopia, NGOs like The World Bank, The African
Development Bank and also foreign donor governments like USAID participated in covering
education expenditure (MOE, 2002:60). Therefore, policy makers and decision-makers, as well
as planners have to establish a clear and workable policies, guidelines and standards and create
enabling environment for local actions (UNICEF, 1993: 65). In general, educational provision
and programs need to be considered as a unified comprehensive system for UPE as well as

quality assurance should encourage partnership among all concerned stakeholders.
2.4 Conditions for Managerial Effectiveness

Managerial effectiveness in education is a dependent variable which is a function of many
interwoven and interdependent factors. Obviously, education is an expensive investment that
requires the largest share of the country’s scarce resources. On the other hand, population
changes and demand for education increases and cost for it rise from time to time. To this effect,
an effective and efficient accomplishment of educational activities is critical to satisfy the needs

of individuals, the community and the nation at large.

30



Armstrong (2003) explains managerial effectiveness as “the extent to which what managers
actually do matches what they are supposed to do” (p. 18). It is about performance which refers
both to what people do (their achievements) and how people do it (their behavior). The
measurement of effectiveness and performance, therefore, compares expectations about

achievements about behavior with actual results and behaviors.

Effectiveness according to Silver (1983) is the organization’s attainment of its goals. Thus, to
ensure effective accomplishment of activities and fulfill organizational goals, such interactions as
availability of resources (human, material and financial); commitment of major stakeholders;
enabling organizational structure and culture should be realized. Support and commitment of
political leaders, management bodies, the community members, the teaching and non-teaching
staff, students and parents, and other governmental and non-governmental organizations are also
strongly needed. Unless supported by real human commitment, goal statements are mere words

(Armstrong, 2003:35).

An education system is said to be effective if skilled and competent managers and other
personnel are assigned, adequate financial and material resources are available at every echelon
of the education structure. And effectiveness is evident when the organizational structure and
culture are conducive and supportive; when the major role players are committed enough for the
achievement of educational goals at every hierarchy of the education system (from the ministry to
the school level). Thus, it is the business of management to ensure that all these variables are put
in to their fullest use so that they can produce maximum results leading to managerial

effectiveness.
2.4.1 Availability of resources

Resources are important assets which are needed in every sphere of organizational activities.
They are means of performing or accomplishing activities and are the major tools without which
goal achievement of an organization is unthinkable. Resources can generally be classified as
human, financial, physical technological, time, etc. Thus to perform educational management
functions effectively, the presence of these resources in the required quality and quantity are
essentially important. For our purpose, let us discuss the major ones-human, financial and

material resources.
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A) Human resource: All organizational activity is performed through human beings. It is
true that human resources are more important than physical and financial resources. It is
the people that spell the difference between successful and unsuccessful, productive and
unproductive organizations. While physical and financial resources are necessary, they

can become productive only in conjunction with people (AED/BESOII, 2006: 18).

Managers are basically human beings serving in positions with a wide variety of titles such as
head (bureaus, office, department), supervisor, team leader, division head, administrator, senior
and junior experts etc. These and other necessary positions in the organizational structure have to
be filled by professionals if an organizational goal is to be achieved and if the organization is to
function properly and survive. To this effect, unless management and other positions of an
organization (supervisors, administrative workers, teaching and non-teaching staff etc) are filled
with skilled manpower, that is, with appropriate and the right mix of skills at the right place,
achieving the intended objectives of educational organization will be a futile exercise. Moreover,
the management capacity need to be raised to a level where it can mobilize financial and
materials resources, respond to various requests and handles challenges effectively. In this
connection, need identification and prioritization, timely allocation and distribution of material
resources, together with effective and efficient utilization of those resources requires strong

technical and managerial capacity (human resource).

B) Financial Resources:- Money is the cornerstone for need fulfillment of both individual
person or organizational goal and objectives. All other requirements of an organization can be
fulfilled if enough budgetary requirements are realized. Because provision of education requires a
huge amount of finance to be incurred, the government can not carry the immense educational

expenditure of the country alone.

According to the ministry of Education, the Ethiopian government has identified strategies to
expand the source of financing education. These are prioritization, diversification of resources,
community participation and private investment, cost sharing and devolution of financial

management (MOE, 2006:27).
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Thus, it is the business of educational managers to effectively identify, coordinate and implement
the financial sources of the system so as to fulfill the financial requirements of the activities

towards the achievement of goals and objectives effectively.

C) Material resources:- availability of materials such as instructional materials like text books,
teacher’s guides, school facilities, furniture, equipments etc... are crucial inputs of education. In
order to ensure quality education, for example, students should have quality text books and other
instructional materials in sufficient quantity (as of the standard). There have to be adequate
workshop and laboratory equipments, pedagogical materials and other instructional technologies
for effective instructional activities. Since availability of material resources is determined by the
financial capacity of the education system, the demand for material resources and other
supporting facilities have also been considered as the standing problems in implementing

educational programs in many developing countries including Ethiopia.

In view of the constraints on financial, physical and human resources facing the education sector
of the developing countries including Ethiopia, therefore, the need to make most effective use of
whatever resources are available is urgent and this requires good and effective and efficient

management system.

2.4.2 Commitment of Stakeholders

The value of education is essentially not only for private but also for the whole society. It is a
public good when its outcome benefits people collectively and private good when the benefits are
direct to the individual. For this reason, it needs to be coordinated centrally and administrated
locally (MOE, 2006:27). Education is a concern of every citizen for its utility is social as well as
individual in nature. Thus, all stakeholders i.e., planners and implementers i.e. (Policy makers,
political leaders at local as well as regional/ national levels, management bodies, community
members, teaching and non-teaching staff, students, parents, school board committees, PTAs,
interested groups and other governmental and non-governmental organizations should be

involved and coordinated for the success of educational goals.

33



2.5 Strategies to Improve Management of Education

For improving managerial effectiveness in education, approaches to improve management
functions are required. In managing educational organization in the current decentralized system,
effective management must be seen as top priority by higher officials and policy makers in order
to use the scarce resources allocated to education at all levels particularly at Wereda and school

levels. According to Farahbakhsh (2007) the following areas need to be given proper attention.

1. Objectives for school/organization as well as individuals must be laid down with due care.
The objectives should be understandable and measurable. Objectives should be revised if
there is a change in environment.

2. Appropriate plans, policies and programs should be formulated and they should be
communicated to all those who are involved in the achievement of objectives.

3. There should be a proper performance appraisal system.

4. Based on performance appraisal information, measures to improve performance should be
identified and implemented.

5. A proper system of authority and responsibility should be created.

Another method to be used for the improvement of organizational effectiveness is by applying
the management method called ‘Management by objective’ (MBO). Silver (1983) define MBO as
“a management technique that is representative of a Systems AOpproach that has been found
effective in the analysis and design of schools and other organizations” (p. 64). According to
Silver (1983), MBO entails specifying the purposes of the organization; identifying the particular
objectives associated with each purpose or goal; establishing sub-systems for attaining each
objectives; evaluating performance in relation to the goals and objectives; providing feedback to
the appropriate subsystems so that adjustments can be made as necessary; and providing the in
puts needed by each sub-system for maintenance and productivity. Thus, if managers and other
educational experts are competent enough and if the method is appropriately implemented
together with active participation and cooperation of major stakeholders, the journey to effective
organizational goal achievement can be insured. Therefore, it seems that leaders should have a
new set of leadership beliefs and competencies that can transform the old and traditional

constraints, facilitate educational changes and develop an appropriate school environment.

34



CHAPTER THREE

RESEARCH METHOD

The purpose of this study was to assess the current managerial effectiveness of Wereda education
officers in implementing educational policies and programs in a decentralized education system.
The nature of the research topic and the basic questions demand to collect data from diverse
sources. For this, both quantitative and qualitative approaches were followed. To obtain tangible
information, descriptive survey method was employed because the method is more helpful to
assess the existing situation of the performance of education officers. This approach could
enable us to obtain information from diverse sources and large number of respondents.
Quantitative data were secured through questionnaires while qualitative data were obtained from

interviews, document analysis and observation schedule.
3.1 Source of Data

The primary data source for this study was obtained from Wereda education officers,
principals/deputy principals, and teachers whereas secondary data was secured from document

analysis and observation schedules.
3.2 Sampling Techniques

The sampling techniques used were stratified proportionate, availability, purposive and simple
random sampling methods. Schools were grouped into two: schools with Amharic medium of
instruction and schools with local language medium of instruction. Though the two groups of
schools and their respective teachers share many common features, it is believed that there are
challenges unique to those schools with local medium of instruction. Hence, stratified sampling
technique is appropriate to ensure the representativenese of the teachers in the two types of
schools. Availability sampling technique was used to include the only available one preparatory
school in the Zone. This method was also used to obtain educational officers because of
manageability of their number. Purposive sampling method was used to identify respondents of
school principals. Simple random sampling technique was also used to draw sample of teachers

from the two categories of schools.
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3.3 Sampling Procedure

Mejengir Zone contains two Weredas; namely Godere and Mengeshi weredas. A recent data
source secured from the two Weredas show that there are a total of 30 schools within these
Weredas. Out of these thirty schools, fourteen schools (seven form each Wereda) were selected
on the basis of stratified, purposive and availability sampling techniques. Thus, nine schools
were selected from schools whose medium of instruction is Amharic and five schools were taken
from schools whose medium of instruction is local language. Out of 474 teachers, 142 of them
were randomly selected (129 and 13 teachers from schools of Amharic and local medium of
instruction respectively). Moreover, out of the available 20 education officers (heads, team
leaders, senior and junior experts and supervisors) in the two Weredas all of them were taken
because their number is manageable. All in all, a total of 180 respondents were taken from 524
total population i.e., 142 teachers (111 male and 31 female), 18 principals/vice principals (all
male), and 20 education officers (18 male and 2 female) were the subject /respondents for the

study.
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Table 1: Sample Schools from the two Weredas

No | Name of | Name of Sample schools grade Level | medium
Wereda of
instruction
1. Tinishu  metti  prip. 9-12 Ambharic
School. 13 5
2 Toli elementary school. 13 »
1 Godere 3 Akashi T 1-4 ”
4 H 13 13
ora 3 —
5 Gelesha ¢ -
1-8 ’
6 Tilku Metti “
1_4 2
7. Gumare oo
1 Jein elementary school. 1-8 7
2 Abiy 2,3 « “ 1-8 ”
3 Dushi * “ 1-4 local
2 Mengeshi 4 Shone “ « 1-4 »
5 Baya 113 113 1 _4 ”s
6 Kumi “ 1-4 »
7 Godere *“ 1-8 ”»

3.4 Instruments of Data Collection

The instruments that were used to gather the required information were questionnaires, interview,

document analysis and observation.

Questionnaires: Three sets of questionnaires containing six parts were prepared and
administered to the three groups of respondents. Both close and few open-ended items were
prepared to secure first hand information. Each part of the questionnaire addresses the basic
questions i.e. to measure: the level of effectiveness of WEOs in managerial functions, the
condition of organizational structure of WEOs, the extent to which stakeholders support and

participate in educational activities, major factors that can affect effectiveness of WEOs and
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possible strategies to be used to improve performance. Thus, a five point Likert scale items were

constructed in each part of the questionnaire.

Interview: To support, enrich and to make cross checking, semi-structured interviews were held
with heads of education offices so as to collect verbal information about the overall educational
undertakings. Then, the responses were tape- recorded and notes were taken for later use in data

analysis.

Document Analysis and Observation: Those documents related to the issue were secured from
Wereda education offices. Hence, documents like rosters, reports, and statistical data gathering
files were analyzed. An observation schedule was also used by close examination of the activities
of education offices and schools. In both document analysis and observation, checklists were
filled by identifying indicators for the presence or absence of certain characteristics,

performances and resources.

3.5 Procedure of Data Collection

The data gathering instruments developed for this study were administered by the investigator as
well as coordinators. Whereas interviews, observation and document analysis were undertaken
by the investigator himself, questionnaires were administered by focal persons. These focal
persons or coordinators are teachers and/or education officers selected from sample schools and
offices respectively. Before these coordinators are sent to the field, a sort of orientation was
provided by the investigator to ensure their commitment and care to be taken in distributing and
collecting questionnaires as successfully as possible. Consequently, out of 180 questionnaires

distributed to respondents, 171 (95%) were filled in and returned.

To ensure the validity, the first draft of the questionnaire was subject to comment by two
volunteer MA graduate professionals qualified in educational planning and management and
psychology. Their comments were used to improve clarity of the items. Pilot test was also made
after translating the questionnaires into Amharic using 10 teachers, 4 principals and 2 education
officers. The questionnaires were filled under close supervision of the researcher to allow
respondents ask vague words, instructions and items. Corrections were made immediately while

the questionnaires were being filled. Finally the revised version of the questionnaires was
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administered after necessary amendments were made based on the feedback obtained from

experts and pilot respondents.
3.6 Method of Data Analysis

The data obtained through sets of questionnaires were coded, tallied and organized in tabular
form. The quantitative data were summarized using percentage, mean, average mean score and
standard deviation for the purpose of analysis. Further analysis was made by calculating
independent t-test and Spearman Rank Order Correlation Coefficient using SPSS program.
Independent t-test was calculated to see whether there exist significant difference between
respondents while Spearman Rank Order Correlation Coefficient was used to see whether
rankings of two groups of respondents correlate and the degree of correlation. Fifteen tables were
constructed for each part of questionnaire and detail analysis was given under each table

containing the summarized data.

The mean values were interpreted as: 1.00-1.49= very poor; 1.50 — 2.49 = poor; 2.50 — 3.49 =
moderate; 3.50 — 4.49 = good; 4.50 — 5.00 = very good. In the same manner, 1.00-1.49 =strongly
disagree; 1.50-2.49=disagree; 2.50-3.49=undecided; 3.50-4.49=agree; 4.50-5.00= strongly agree.
Moreover, when interpreting the responses on major problems, the mean values were interpreted
as: 1.00-1.49 =the least serous; 1.50-2.49= less serious; 2.50-3.49= serous; 3.50-4.49=more
serious and 4.50-5.00= the most serious problem. Finally data obtained through interviews and
document analyses were reported through narrative description to complement those found

through questionnaires.

39



CHAPTER FOUR

PRESENTATION ANALYSIS AND INTERPRETATION OF DATA

This chapter deals with the presentation analysis and interpretation of the data collected from
sample respondents i.e., Wereda education officers, school principals/vice principals and teachers
as well as information obtained from interviewing heads of Wereda education offices and
document analysis. The chapter consists of two parts. The first part is concerned with the
description of the background information of the respondents and the second part deals with the
presentation, analysis and interpretation of data gathered from Wereda education officers,

principals , vice principals and teachers.

A total of 180 copies of questionnaires were distributed to sample respondents, of which 142
were for teachers, 20 for Wereda education officers and 18 for principals. Of these
questionnaires, 171(95%) were filled and returned i.e., 137(96.5%) from teachers, 17(94.4%)
from principals/vice principals and 17 (85%) from Wereda education officers. Moreover, to
support the data obtained through questionnaire, interviews were conducted with heads of
Wereda education offices. Document analysis was also made to obtain possible data relevant to
the study. Thus, the analysis was made on the basis of the information obtained from

questionnaires, interviews and document analysis.
4.1 The Characteristics of the Respondents

As indicated earlier, the data of the study were gathered from three groups of respondents i.e.,
Wereda Education officers (Heads, team leaders, experts and cluster school supervisors), school
administrators (principals and vice principals), and teachers. The following table presents the

background information of the respondents.
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Table 2: Distribution of Respondents by Gender, Age, Service Year, Qualification,

and Field of Specialization

Respondents
) Teachers Principals WEOs Total
z Items (N=137) (N=17) (N=17)
f % f % f % f %
1 Gender  a) Male 108 78.8 17 100 15 88.2 140 81.9
b) Female 29 21.2 - - 2 11.8 31 18.1
2 Age
a)20-25 years 62 453 3 17.6 - - 65 38.00
b) 26-30 50 36.5 5 29.4 - - 55 32.20
c)31-35 « 23 16.8 7 41.2 5 294 35 20.5
d) 36-40 “ 2 1.5 1 59 7 41.2 10 5.8
e)>40 ” - - 1 59 5 294 6 3.5
3 Service year
3.1. In a current position (teacher,
principal, WEO)
a) 5 years and below 64 46.7 - - 2 11.8 66 38.6
b) 6-10 years 41 29.9 5 29.4 5 294 51 30.0
c) 11-15 years 28 204 5 29.4 1 59 34 20.0
d) 16-20 years 3 22 - - - - - -
e) 21 years and above 1 i - - - - -
3.2 In other positions (as teacher,
principal).
a) 5 years or below - - - - - - - -
b) 6-10 years - - - - - - - -
c) 11-15 years - - 7 41.2 4 23.5 11 6.4
d) 16-20 - - - - 3 17.6 3 1.8
e) 21 years above - - - - 2 11.8 2 1.5
4 Educational qualification
a)TTI 32 23.7 1 59 1 5.9 34 20.1
b) Diploma 79 58.5 12 70.6 11 64.7 102 60.4
c) BA/BSC 24 17.8 4 235 5 294 33 19.5
d) MA/MSC - - - - - - - -
Field of specialization
a)EDPM - - 1 59 4 235 5 3.6
b)Subject specialist 137 100 14 82.3 10 58.9 161 94.2
c)others  (accounting, - - 2 11.8 3 17.6 5 2.9
ICT)
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As can be seen from Table 2, 108 (78.8%) of the respondents from teachers were males and
29(21.2%) were females. On the other hand, 17(100%) of principals were males. Similarly the
majority of respondents from Wereda education officers i.e., 15(88.2%) were males while
females account only 2(11.8%) of the total respondents. Hence, it is clear that women’s

involvement in management of education both at Wereda and school level is extremely low.

With regard to age distribution of the respondents, one can see from Table
2 that the age interval at which majority of the respondents-teachers, principals and education
officers fall is different. A significant proportion (45.3%) of teachers fall within the age category
of 20-25 years while a good proportion of principals (41.2%) fall within the age category of 31-
35 years. In the same manner, similar proportion (41.2%) of educational officers falls within the
age category of 36-40 years. This is a clear indication that the age level increases as the

responsibility to manage educational organizations increases.

In the case of work experience, the same table reveals that 5(29.4%) and 7 (41.2%) of principals
had service year of 6-10 years and 11-15 years in the current and in other positions respectively
while a moderate proportion 5 (29.4%) and few 2(11.8%) of educational officers had service
years between 6-10 years in the current position and 21 years and above in other positions

respectively.

With regard to educational qualification and field of specialization, the majority of the principals
and education officers i.e., 14(82.3%) and 10(58.9%) were subject specialists holding diploma
(64.7% and 70.6%) respectively. On the other hand, insignificant number of principals (5.9%)
and few educational officers (23.5%) were qualified with educational planning and management.
Moreover, a small proportion of principals and educational officers (11.8% and 17.6%) had
qualification from other discipline. Hence, majority of school principals and Wereda education
officers were subject specialists or drawn from other field of study with no appropriate
qualification in educational management. Thus, it can be inferred from the above data and other
sources (document and interview) that educational management in Mejengir Zone is led (both at
Wereda level and some schools) by personnel who are not properly qualified for the positions

they occupy.
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The literature indicates that heads of education offices and staff therein are not only political

appointees but also drawn from the ranks of teachers who hardly possess the caliber to

responsibly discharge their duties (Mulugeta, 2001:102). Being member of a political party and

ethnic background have been criteria for selection of employees. And this type of educational

management system may result in poor performance and ineffectiveness in implementing policies

and programs in Mejengir Zone.

4.2 The Status of Managerial Functions of WEOs

Table 3: Status of Planning, Decision-Making, and Staffing Functions.

on policy issues

Respondents
WEOs (N=17)
Items 1 2 3 4 5
S % |F| % |F| % |F| % |F| % |mean
A) Planning
1 | Preparing attainable and - 31176 |9 (529 |3 (176 |2 |11.8 |3.24
realistic annual plans
2 | Preparing medium and long - 51294 | 71412 |4 235 1] 59 3.05
range plans
Deciding in advance the
3 | appropriate  actions  and 118 | 4| 235 |6|353 |3| 176 |2| 11.8 | 294
strategies to be used to achieve
goals and objectives
4 | Designing in advance follow - 6355|5294 |4 235 2| 11.8 | 3.12
up mechanisms
5 | Designing in advance 59 4] 235 (6| 535 |5| 294 | 1] 50 | 3.06
evaluation mechanisms for
performance
Average mean score 3.08
Standard deviation .90
B) Decision- Making
1 | The ability to clarify and decide
on policy directives, rules and 176 171412 121118 31176 [2 1118 |265
regulations to be followed. ' ' ' ' ' '
2 | The ability to make decisions 235 |6 355 |3 |176 |3 |176 |1 |59 247

The ability to make decisions
on pedagogical issues on a
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3 | timely basis 2 |11.8 |5]294 |6 (533 |1]59 31176 |2.88

The ability to make decisions

4 g;g;‘ff)‘gliz“a“"e 1ISSUes on-a\ 31476 131176 |61(353 |4(235 [1/59 |28

5 | Involving concerned bodies

while making decisions 30176 |8 470 |3 ]176 [2|118 |1 |59 |241
Average mean score 2.64
Standard deviation 1.14

C) Staffing

1 | Appointing qualified principals
and other personnel to schools
according to the rules and
regulations of the |1 |59 |6 (353 |5 |294 |3 |176 |2 |11.8 |29

region/country on a timely basis

Appointing qualified (as to the
standard) teachers based on the

2 1159 |6(353 |5 (294 |1 |59 4 1235 3.06
needs of schools
Recruitment of teachers are
3 | fairly done and based on the | | | 59 171415 [4 |235 |4 (235 |1]59 |282
needs of the organization
Average mean score 294
Standard deviation 1.10

Key: 1= very poor, 2= poor, 3= medium, 4= good, 5= very good; WEOs= Wereda Education Officers,

Planning function of a manager is an important aspect of managerial skill. It helps to outline
what an organization must do to be successful. Accordingly, as Table 3 above indicates, the
results of item No 1, 2 and 3 show that (average mean score = 3.08, SD= .90) almost all of the
respondents agreed upon that Wereda education officers perform moderately in preparing
attainable and realistic plans; deciding in advance the appropriate strategies to be used and

designing follow up, monitoring and evaluation mechanisms.

Decision-making is an important aspect of management activity since every issue needs timely
decisions, and these decisions determine the degree of effectiveness. As Table 3 above shows,
involving concerned bodies while making decisions (item No 4) was found to be poor (64.7%

with mean value of 2.41). But the overall results (average mean = 2.64 and STD = 1.14)
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indicated that Wereda educational officers’ ability to make decisions on pedagogical,
administrative and policy issues was moderate. Even though the overall result of the data on
decision activities of educational officers indicated in the range of being average, the way
decisions are made seems to have a defect i.e., all concerned bodies were not involved, consulted

while passing decisions(mean=2.41).

Staffing the organization and filling positions with appropriate number and required qualification
is the most important activity of managers if organizational goals and objectives are to be
achieved. It is through people that resources, principles, ideas, thoughts, policies and
programmes are coordinated and put into practice in a manner that contributes for organizational
goal achievement. Staffing consists of recruiting, training, development and appointing of the
required personnel. In educational organization, appointing principals and teachers is the main

duty of Wereda education officers.

As can be seen from Table 3, respondents decided to rate the ability of education officers to
assign teachers and principal as to the standard as moderate (mean= 2.94) but, there is observed
disagreement among respondents to rank performances (Item 3) whether it was good or poorly
done. While 47.1% of the total respondents rated as poor and very poor about recruitment,
training and transfer processes of teachers, similar proportion (47%) took opposite position
saying it was good and fairly done. Similar situation was also observed in the remaining items
(items 1 and 2). This has been confirmed by data obtained from interview as well as opinions
from some open-ended items of the questionnaire that the staffing processes are highly corrupted

and no transparency.
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Table 4: Performance of WEOs on Communication, Motivation, and Controlling Functions

Respondents (WEOs, N=17)

S 1 2 3 4 5
ftems F| % |F| % |F| % |F| % |F| % |mean
A) Communication
1 | Establishing communication mechanisms | 2 | 11.8 7 | 412 3 1176 5 1294 - - 2.65

in all directions through out the system

2 | Timely dissemination of information up
ward and down ward directions (to higher

officials and subordinates) 3 | 176 2 | 11.8 8 | 47.1 2 | 11.8 2 | 11.8 | 2.88

3 | The ability to communicate results of
workshops trainings and seminars to

teachers, principals and others. 41235 9 |529 T 3176 1159 1229
Average mean score 2.60
Standard deviation 1.08

B) Motivation

1 | The ability to make working condition

suitable for employees 512904 |7 412 |2 118 |2 118 |1 ]59 |22

Ability to understand the needs of others
(principals, teachers, the school, the

2 community) and respond accordingly 2 | 11.8 8 | 47.1 1 159 3 | 176 3 | 176 | 2.82
3 | Ability to establish reward system in the | 6 | 35.3 9 | 5300 |2 |118 - - - - 1.80
organization
4 | Provision of short and long term trainings | 1 | 5.9 3 |17.6 7 | 412 6 | 353 - - 3.00
opportunities.
Average mean score 2.45
Standard deviation 98

C) Controlling

1 | Regular evaluation and assessment of
goal achievements, and implementation

of educational plans and programs 6 | 353 6 | 353 2 | 11.8 2 | 11.8 1159 |218

2 | The ability to take corrective actions
when there is deviation from policies,
rules and regulations both at the office
and school level.

6 | 353 4 1235 3 | 176 1 |59 3 | 17.6 | 247

3 | Ability to identify problems of mother | 8 | 47.0 6 | 353 1159 1159 1159 1.88
tongue curricula implementation

4 | Checking the availability and proper | 3 | 17.6 4 235 6 | 353 3 |17.6 1159 |271
utilization of instructional materials in
schools.

Average mean score 2.31

Standard deviation .90

Key: 1=very poor, 2=poor, 3=medium, 4=good, 5=very good; WEOs=wereda education officers
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Respondents were asked to rate the performance of WEOs about the communication, motivation
and controlling functions. As can be noted from Table 4, Significant proportion 9 (53%) of the
respondents said that establishing communication system was very poor and/or poor. Similarly
communicating results of workshops, trainings and seminars was also found to be poor (23.5%

very poor + 52.9% poor).

With regard to motivational performance of WEOs, activities indicated by items 1, 2 and 3 were
poorly performed the fact that 12 (70.6%), 10(58.9%) and 15(88.3%) of the respondents had
rated the ability of education officers to make work environment conducive for employees, the
ability to understand the needs of others i.e. principals, teachers, the school etc; and the ability to

establish reward system in the organization respectively to be poor and /or very poor.

On the other hand, respondents had shown positive attitude about the condition of short and long
term training opportunity available to them. Thus, while 7(41.2%) of the respondents said
moderate, 6(35.3%) of the respondents indicated as good. The overall result regarding this issue

was found to be satisfactory (mean = 3.00).

Table 4 also depicts the status of WEOs in controlling the over all educational activities of the
sector. As it is evident from the statistical results indicated in the table, 12(70.6%), 10(58.8%),
14(82.3%), and 7(41.1%) of the respondents had rated the presence of regular evaluation and
assessment system; the ability to take corrective actions when deviation from policies, rules and
regulations occur; ability to identify problems of mother tongue curricula implementation; and
ability to check and inspect the availability and proper utilization of instructional materials in

schools to be poor and/or very poor.

Analysis of document secured from Godere Wereda Education Office confirms and strengthens
this issue. A sample of grade 9 Roster indicated that double stamp (promoted and detained) was
put for a single student. There were many such conditions showing violation of promotion

regulation especially in secondary schools.

It was mentioned while interviewing head of education office that “informal directives and even
intimidation from students, parents and top officials” was the main cause for this. It was further

mentioned that “...there exists acute and deep-rooted problems facing the implementation of
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mother tongue instruction in our Wereda. The cause is: lack of qualified, motivated and
committed teachers, absence of well prepared instructional materials (syllabus, text books,
teachers’ guide etc), and absence of interest to learn and teach in vernacular from both students
and teachers”. Noting problems, one respondent from vernacular teacher has suggested that the

teaching learning process to be changed to English.

Table 5: The Status of Managerial Functions of WEOs

Respondents (principals, N=17)

1 2 3 4 5 Mean
Items F % F % F % F % F %0

No.

1 Seeking valuable data from schools | 2 | 11.8 4 235 6 | 353 3 | 176 2 | 11.8 | 294
before formulating plans

2 Ability to implement plans at school level | 4 | 23.5 5 |294 3 1176 4 1235 1159 |25
(follow-up, monitoring and evaluation of
school performance)

3 Ability to make sound decisions timely | 4 | 23.5 6 | 353 3 | 176 2 | 11.8 2 | 11.8 | 253
on pedagogical issues

4 Establishing and  strengthening of | 1 | 5.9 1159 8 | 47.1 5 294 2 | 11.8 | 3.35
different committees at school level

5 Appointing qualified and competent | 5 | 29.4 3 1176 3 1176 1159 5 294 | 2.88
principals to schools according to rules
and regulations

6 Disseminating information to schoolsand | 1 | 5.9 4 1235 7 | 412 4 235 1159 3.00
community on a timely basis.

7 Recognizing performance of | 7 | 412 2 | 11.8 3 1176 2 | 11.8 3 1176|253
organizations, professionals, individuals
and schools

8 Ability to take corrective actions when | 4 | 23.5 6 | 353 1159 3 | 176 3 | 176 | 271
there is deviation from policies, rules and
regulations

9 Checking the availability and proper | 3 | 17.6 5 1294 4 235 3 | 176 2 | 11.8 | 2.76
utilization of Instructional materials in
schools

10 | Ability to recruit and assign teachers
based on the needs of schools

4 |235 4 235 6 | 353 1159 2 | 11.8 | 2.58
Average mean score 2.69
Standard deviation 1.07

Key: 1=very poor, 2= poor, 3= medium, 4= good, 5= very good. F= frequency of respondents, N=number of

respondents WEOs= Wereda Education Officers.
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Wereda education office is given the responsibility to establish, assist, monitor and evaluate
activities of schools under it. This implies that educational officers at Wereda level and school
employees (principals and teachers) work cooperatively towards achieving the same goals and
objectives. Hence the two parties ought to have close contact. The work of one depends on the
success of the other. It is from this intimate work relationship that series of questions were
prepared and administered to school administrators (principals and vice principals) in order to
measure the status of managerial functions of Wereda education officers. Accordingly, as
indicated in Table 5, for each item (item 1-10), the calculated weighted mean values (being
between 2.53 and 3.35) and average mean score of all items (2.69; SD =1.07), shows that
planning, decision-making, staffing, communicating, motivating, controlling, and staffing
functions of Wereda education officers were moderately done. This is slightly different from the
previous results obtained from education officers on the same issue. Therefore, both groups of
respondents had shown slightly different perception towards the status of managerial functions of

Wereda education officers to be from poor to moderately perform.

Table 6: View of Teachers on the Status of Managerial Functions of WEOs.

Respondents

Teachers (N=137)

No.
—_
[\ %]

3 4 5 Mean

Items F % F % F % F % F %

1 | Appointing qualified principals
and other personnel to schools

timely. 24 17.5 50 36.5 36 26.3 18 13.1 9 6.6 | 2.54

Appointing qualified (as to the
standard) teachers based on the

2 | peeds of schools. 37 | 27 | 50 | 365 | 34 | 248 | 13 | 95 3 | 22 | 223
The transfer processes of
3 | teachers were fair and were |, 401 e | 35 |5 | 1100 | 10 | 73 | 11 | 802 | 2.02

based on the needs of the
schools and teachers

4 | Ability to mobilize the | 24 17.5 35 25.5 48 35.0 22 16.1 8 5.8 | 2.67
community to support schools

5 | Ability to prepare and provide
short-term trainings to teachers

and principals 77 | 56.2 43 314 13 9.5 3 22 1 7 1.59
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6 | Ability to recognize

achievements of schools and | ) 1 o) 4y g0 | g | 102 | 5 | 36 5 | 36| 175

individuals (teachers,
principals, committee members
etc)

7 | Ability to  monitor the
availability and proper
utilization of  instructional
materials in schools.

35| 255 52 38.0 35 25.5 12 8.8 3 22 | 224

Average mean score 2.16

Standard deviation .79

Key: 1= Very Poor, 2=Poor, 3= Moderate, 4= Good, 5=Very Good; F= Frequency of Respondents, % = Proportion of

Respondents.

Table 6 above indicates performance of managerial function of Wereda education officers as
viewed by teachers. The calculated weighted means for items 1 and 4 (2.54, 2.67 respectively)
indicate that activities of appointing qualified principals and other personnel to schools and
ability to mobilize the community to support schools were found to be moderate. But activities
indicated by items number 2, 3, 5, 6 and 7 i.e. appointing qualified teachers to schools timely
(W.M. = 2.3), fairness in transfer processes of teachers (WM= 2.02), ability to prepare and
provide short term trainings to principals and teachers (WM= 1.59), Ability to recognize
achievements of schools and individuals (Mean= 1.75), and Ability to monitor the availability
and proper utilization of instructional materials in schools (Mean = 2.24) were decided to be

poor.

To sum up, the analysis of the data presented in the series of tables (Tables 3, 4, 5 and 6) revealed
that respondents more or less agreed upon the similar items presented to them. Thus, it can be
generalized that while planning, staffing, and decision making functions were satisfactorily
performed, the communication, motivation and controlling functions were not well performed,
and Wereda education officer’s performances were poor and/or very poor in this regard.
Therefore, the three categories of respondents i.e., WEOs, principals, and teachers showed almost

similar perception on major issues of managerial functions of WEOs that it is poorly performed.
4.3 Availability of Enabling Organizational Structure

Creating appropriate structure is essential for any organization because it enables managers to

establish framework for every elements of activities, duties and responsibilities which influence
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the way the organization functions. Likewise, organizational structure enables employees either
effective or ineffective depending on how jobs, authority and positions are distributed in the
organization (Armstrong 2003: 161). It is from this fact that four items were presented to

respondents as indicated in table 6 below.

Table 7: Presence of Enabling Structure at Wereda Education Office

Respondents (WEOs , N=17)

Level of  Agreement
Items SA A U D SD Mean
F % F| % F % F % F %

No.

1 | The current structure of WEO
is enabling and appropriate to
perform duties and
responsibilities effectively

1 59 4 1235 |- - 5 294 |7 | 412 |3.76

2 | Authority needed to decide on
educational issues is held at

Wereda Administrative 5 294 |5 1294 |1 59 5 294 |1 59 3.47
council and REB.

3 | Posts and positions indicated
in the structure are not enough

to satisfy the manpower need 4 235 |6 | 353 |3 17.6 2 11.8 |2 11.8 | 2.53

of the WEO.
4 | There is frequent change of | 8 47.1 |6 | 353 |- - 2 118 |1 5.9 4.06
structure and office heads
Average mean score 3.45
Standard deviation 74

Key: SA = Strongly Agree, A= Agree, U= Undecided, D= Disagree, SD= Strongly Disagree, REB= Regional
Education Bureau, WEOs = Wereda Education Officers.

As regards the structure of Wereda education offices, it was found not to be conducive and
appropriate to perform duties and responsibilities effectively as significant proportion 12(70.6%)

of the respondents decided to disagree and/or strongly disagree towards item 1 of Table 7 above.

The respondents were also asked to show their level of agreement towards the cause for in
appropriateness of the currently functioning structure. Hence, majority of the respondents i.e.,
58.8% for the items 2 and 3 and 82.4% for item 4 decided to agree and/or strongly agree that

authority needed to decide on major issues is usually held at WACs and REB; posts and positions
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indicated in the structure can not satisfy the manpower needs of the office; and there is frequent
change of structure and heads of education offices respectively. Hence, one can conclude that the
decentralization process in managing education system was not completed and appropriate
delegation of authority and responsibility was not made in Mejengir Zone. Likewise, frequent

change of structure and turnover of office heads seemed to be an acute problem.

4.4 The Condition of School Structure

The ultimate goal of educational organization is to provide quality education for children of the
society. To ensure this objective, schools should be organized and structured into its sub
systems. Creating enabling structure for effective instructional activities becomes key aspects of
managerial function. To this end, four indicators were presented to school administrators

(principals and vice principals) and the results are presented in Table 7.

Table 8: Whether Schools are Well Structured

Respondents (Principals /vice principals = 17)

Level of Agreement

No.

SD D U A SA

Items F| % F % F| % | F % F % Mean

1 The administrative structure of the
school (committees, departments

PTAs, etc) is well established. 1359 |- B Tl 5| 294 11 64.7 447

2 Authority and responsibility of
different  administrative  bodies,
teachers etc is clearly identified and

communicated to the school | - | . 2 11.8 1 159 |9 |529 5 29.4 4.00
members

3 Effective and efficient information
flow is established between schools

and WEO 4 1235 |4 235 1159 6 | 353 2 11.8 2.88

4 Policy  guidelines, rules and
regulations are communicated to

schools on a timely basis. 4 1236 |5 294 - |- 7 1412 1 59 2.76
Average mean score 3.52
Standard deviation .82

Key: SD = Strongly Disagree, D= Disagree, U=Undecided, A= Agree, SA= Strongly Agree.

As can be seen from the above Table, 11(64.7% with mean of 4.47%) had shown strong

agreement about the availability and well establishment of administrative and instructional
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structure of their school. In a similar fashion majority, 14(82.3% mean = 4.00) of the total
respondents agreed upon that authority and responsibility among school administrative bodies
and teachers was clearly identified. On the other hand, regarding the effectiveness in passing
information and effective communication flow between the schools and Wereda education
offices (items 3 and 4), respondents took approximately opposite stand. Thus, while 47.1% and
53% of the respondents had decided to disagree and/or strongly disagree, fairly similar proportion
(47% and 47.1%) had agreed and/or strongly agreed towards the issues indicated by items

number 3 and 4 respectively.

The difference in perception among the respondents might be resulted from differences of
schools and Weredas in geographical location (remoteness) and the status of basic infrastructure
in the two Weredas of Mejengir zone. It was realized that Mengeshi Wereda is the newly
established one and many schools are not well organized, staffed; infrastructure is at its lowest
level and in most cases rarely existed. But Godere Wereda is in a better position in many

respects when compared to Mangeshi Wereda.

Table 9: Views of Teachers about the Status of School Structure

Respondents

Teachers (N=137)

Level of agreement

No.

Items SA A U A SD

F % F % F % F % F % Mean

1 | Presence of clearly identified
responsibility and between
school  administration  and
different committees in school.

15 109 | 42 30.7 | 29 212 | 38 27.7 13 9.5 3.05

The school system is well
structured in to different

departments 20 14.6 40 292 | 32 | 234 | 37 27.0 8 5.8 3.19

3 | Policy guideline manuals are | 7 5.1 38 27.7 | 39 28.5 | 41 29.9 12 8.8 | 290
available in schools
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effective information flow is
established among the school

member 7 5.1 39 285 | 32 | 234 | 52 38.0 7 5.1 2.90

5 | The school environment is safe,

ful and healthy f
peacelul and Ay TOT 13y 1 06 | 48 [ 350 23 | 168 | 22 | 161 | 13 | 95 | 345

effective teaching-learning
process
Average mean score 3.10
Standard deviation .80
Key: SA= Strongly Agree, A= Agree, U=Undecided, D= Disagree, SD=Strongly Disagree; N=

Number of Respondents, F= Frequency of Respondents

When schools are well organized, safe and enabling, the teaching-learning process can be
undertaken effectively. Literature indicates that strong relationship and coordination among
teachers, students and administrators is a prerequisite for school effectiveness (West, 1994:59).
Likewise, Strong school-community relationship can bring important benefits: additional
resources, political support; opportunities for innovation and professional development thereby

increasing student achievement.

Based on this premise, a total of five items were presented to teachers to show their level of
agreement towards the presence of enabling structure in schools. Thus, as indicated in Table 9,
42(30.7%) and 40(29.2%) of the total respondents agreed upon the presence of authority,
responsibility and accountability system as well as presence of key committees, PTAs, and
department in schools (items 1 and 2). Fairly, similar proportion (37.2%, 32.8%) disagreed and
21(21.2%) and 30(23.4%), undecided.

The results for items 3 and 4 in the same table did not show significant difference from results
discussed above. But the difference in perception among the teacher respondents was depicted
with regard to item 5. Thus, 79(57.6%) of the respondents strongly agreed and/or agreed that the
school environment is safe, peaceful and healthy suitable for effective teaching learning process

while small proportions 35(25.6%) of respondents had shown their disagreement.

To sum up, as already mentioned earlier, differences in developmental level, environmental and
socio-cultural conditions between the two Weredas and there by the schools explain and justify

for such difference in perception among the respondents. Therefore, it can be concluded that in
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general, organizational structure of education system currently available in Mejengir zone is not

appropriate and enabling to ensure managerial effectiveness towards goal achievement.
4.5 Support and Participation of Major Stakeholders.

Education is a business of every citizen. To be successful, educational programs should be
supported by policy makers, political leaders, planners, and implementers (i.e. professionals,
organizations, parents and the community as a whole). Thus, five indicators were presented to

WEOs with regard to level of support and participation of stakeholders.

Table 10: Level of Support and Participation of Major Stakeholders

Respondents (WEOs, N=17)

5 4 3 2 1
Items F| % F| % F| % F| % F % | Mean

No.

1 The technical and professional

support from REB, 2| 118 | 3| 176 | 3] 176 | 5| 204 | 4 |235]| 264

Adequacy of support and

participation —of kebeles forfin | o\ g 1 3l a0 4 235 | 2| 118 | 3 | 176 320

schools
Involvement of NGOs in
3 | cducational “provision in the | |y e sl oo q |5l 294 | 3] 176 | 2 | 118 302

Wereda.

4 Level of commitment and
willingness of Wereda level
officials to support educational
activities and solve its problems

- - 1 59 2 11.8 7 41.2 7 412 | 1.82

5 Level of work collaboration
among the community, the
schools and educational experts in
solving problems

- - 5 294 4 23.5 5 29.4 3 17.6 | 2.65

Average mean score 2.69

Standard deviation .86

Key: 5= Very High, 4= High, 3= Moderate, 2= Low, 1= Very Low; REB= Regional Education Bureau, WEOs =
Wereda Education Officers.

The literature indicates that educational programs should be supported by policy makers, political
leaders, planners and implementers. Participation of stakeholders is much important in different
aspects of educational activities. When the higher level bodies are required to provide technical

as well as other necessary inputs workers need, parents and other members of the society can aid
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in financial, material as well as labor support. On the other hand, the community through its
association can play the role of support and management of teachers, resources; improve the
curriculum and managing the school calendar (AED/BESOII 2006:67). However, as seen in
Table 10, the technical and professional support of REB was unsatisfactory that 9(52.9%)
responded negatively. On the other hand, the support that is required from Wereda level officials

has become low (82.4% low and /or very low, Mean=1.82).

Because Wereda education officers are accountable administratively to WACs and professionally
to REB (MOE, 20006), these key stakeholders should have given the required support, directives
and play leadership role. But as the results of the study indicate, REB and Wereda level officials
could not give the necessary support expected of them. This implies that education did not yet
get special attention by these key role players. Hence, insufficiency of support from these higher
bodies results in exacerbating shortage of resources, political and professional support and

administrative problems. This goes with research finding (Mihiret, 2007).

Table 11: Principals’ Perception about the Status of Support of WEOs

and the Community to Schools.

g Respondents (N=17)
4 ftems VL L M H VH | Mean
F % F o F o F Yo F| %
Support of WEOs
1 | Willingness and commitment to fulfill | - - 4 235 5 294 5 294 31176 | 341
demands of school and the community
2 | Provision of feedback on work | 2 11.8 10 58.8 3 17.6 2 11.8 - - 2.30
performance
3 | Arranging conditions and giving
assistance to schools for school-based | 8 47.0 6 353 1 5.9 2 11.8 - - 1.82
professional development programs
Grand mean 2.51
Support and participation of the
community
4 | Financial support - - 1 5.9 7 41.2 2 11.8 7 412 | 3.88
5 | Material support 2 11.8 4 23.5 5 29.4 1 5.9 51294 | 381
6 | Labor support 1 5.9 3 17.6 5 29.4 3 17.6 51294 | 347
Grand mean 3.70

Key: VL= Very Low, L=Low, M= Moderate, H=High, VH = Very High

Table 11 presents the support and participation level of WEOs and the community to schools. As

can be seen, whereas provision of feedback on work performance and technical assistance for
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school-based professional development programs were at low level (41.2% and 82.3% very low
and /or low respectively), willingness and commitment to fulfill demands of schools and the
community became moderate to higher 10(58.5%, Mean=3.41). As far as the financial, material
and labor support of the community is concerned, the weighted means for each item indicate
(Mean=. 3.88, 3.81 and 3.47 for items number 4, 5 and 6 respectively) reveal that the community

is supportive to schools.

Table 12: Whether Teachers are Supervised by WEOs or Not.

Respondents (Teachers)
Options N %
A) Yes 47 34.31
B) No 90 65.69
Total 137 100

Teachers respondents were asked whether they were supervised or not. Then, as we can see from
the above table, 90 (65.69%) responded that they did not get instructional supervision (class room

observation) while only 47 (34.31%) had responded positively
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Table 13: The Condition of Classroom Instructional Supervision

Respondents  (Teachers, N=47)

Level of Agreement

S
Z SA A §] D SD
Items F % F % F % F % F % Mean
1 | Supervisory activities
were sufficient,
developmental, and has
improved my professional | 3 6.4 9 19.1 10 21.3 11 23.4 14 29.8 248

skill

Class room observations
were unprogrammed, and
usually focus on fault
finding rather than being | 17 36.2 12 | 255 8 17.0 6 12.8 4 8.5 2.48
consultative and
developmental

Average mean score 248

Standard deviation 98

Key: SA=Strongly Agree, A=Agree, U= Undecided, D=Disagree. SD= Strongly Disagree

As can be seen from Table 13, it is only 12(25.5%) of teachers who have responded positively
towards the appropriateness and validity of supervisory activities of WEQOs (item1) while large
proportion, 25(53.2%) of the respondents have shown their disagreement. Similarly, 29(61.7%)
of the respondents agreed and/or strongly agreed that classroom observations undertaken were
un programmed and usually focus on fault finding rather than being consultative and
developmental. Only few, 10 (21.3%) respondents oppose this issue. On the other hand, many
teachers when asked to write their opinion about the status of supervision said that they did not
see the so called “supervision” when it is being undertaken by Wereda education officers. They
said “When experts from education office come to school, it is not for support and consultation
purpose rather for fault finding and revenge purpose”. Thus, supervisory activity in Mejengir
zone is weak, in appropriate and educational officers at Wereda level in this regard are

ineffective.

From the results of both Tables 12 and 13 as well as opinions of teachers from open ended items,
it can be concluded that the professional and technical support of WEOs for teachers was rarely
existed and when given, it was not satisfactory. Hence, WEOs are poor (Average Mean = 2.48)

in this regard. This implies that improvements in instructional activities were not effected and
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teachers could not improve their professional shill there by affecting students’ academic

achievement.
4.6 Potential Factors that can affect Managerial Effectiveness of WEOs

Wereda education officers were asked to indicate the level of seriousness of assumed factors that

can negatively affect the educational performance.

Table 14: Potential Factors Affecting Managerial Effectiveness

Respondents (WEOs, N=17)

Level of Seriousness

3 4 5

No.
—_
[\*)

Factors F % F % F % F % F % Mean

1 | Absence of competent experts in | 5 | 29.4 4 | 235 4 | 235 2 | 11.8 2 11.8 347
the office

Lack of commitment of Wereda
administrative councils in solving

2 educational problems. - - 4 |- 1 |59 4 | 235 12 70.5 4.64

Ability of educational officers to
provide supervisory support for

schools. 4 | 235 5 1294 3 | 176 4 | 235 1 59 3.76

4 | Inadequacy of support from
parents, the community, and
kebele administration. 7 | 412 3 |176 3 |176 4 1235 341

5 | Low level of motivation of | - | - 2 | 11.8 3 | 176 4 | 235 8 471 4.06
experts, principals, and teachers

Average mean score 3.87

Standard deviation 72

Key: 1= the least serious, 2=less, 3=serious, 4=more serious, 5= the most serious; M= 1.00-1.49 the least serious problem, 1.50-

2.49 less serious, 2.50 — 3.49 serious, 3.50-4.49 more serious, 4.50-5.00 the most serious problem.

In order to identify problems prevailing in the education system of Mejeagir zone, five potential
factors that can affect the level of performance and effectiveness of educational officers were

identified and presented to WEOs.

Table 14 above indicates that significant proportion 12 (70.6% with mean score = 4.6) of the
respondents considered that the most serious problem of the system was lack of political

commitment, interest and ability of WACs in solving educational problems. The motivational
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level and morale of employees was also rated as more serious problem by 70.6 % of the total
respondents (mean value= 4.06), absence of skilled, competent, and committed experts in the
office was found to be serious problem (52.9%, mean=3.47). On the other hand, inadequacy of
support from parents, the community and kebele administrators (Item no 4) were rated as less

serious problem. (41.2% the least serious and 17.6 % less serious, mean = 3. 41).

From analysis of the above results, one can infer that obtaining political commitment and support
from administrative leadership and motivation and morale of employees became top priority and

the most serious problem.

While parental and community support and participation should be enhanced, finding ways for
creating motivated, committed and responsible employees and seeking support of decision
makers should also take due consideration so as to ensure efficiency and effectiveness in

educational activities within the two Weredas of Mejengir zone.

Thus from the aforementioned discussion, one can conclude that absence of technical and
professional support from REB, less commitment and ability of WACs to support educational
activities and failure of WEOs to give consultative supervision for both school administration and
classroom observation for teachers, absence of motivated and committed well skilled education
experts, lack of sufficient budget to run educational plans and shortage of teaching-learning
materials and equipments are the major factors that had affected the effectiveness of educational

programs in Mejengir zone.
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Table 15: T-test for Mean Differences between Principals and Teachers Perception about the Major

Factors Affecting Managerial Effectiveness

Respondents
Principals Teachers T-test
2 Factors (N=17) (N=137)
Mean SD Mean SD t Sign.
(2-tailed)

1 Decision-making on major issues is highly

influenced by political leaders 318 | 142 3.60 119 | 1192 248
2 Lack of teaching-learning materials, equipments

and furniture in schools 376 | 130 | 399 | 115 | .690 498
3 Absence of commitment and low motivational

O il e e 0 | g as s s [ |
4 Lack of sufficient budget for program | 4.29 .10 3.92 1.22 -1.276 216

implementation
5 Inadequacy of support from parents and the | 3.47 .87 3.56 1.11 425 .675

community
6 Unwillingness and lack of expertise of

fﬁ;ﬁ?ﬁs?;lfelhglfgggs to coordinate and involve 4.18 1.07 3.63 1.18 -1.936 .066

Key: Mean= 1.00-1.49 the least serious problem, 1.50-2.49 less serious, 2.50 — 3.49 serious, 3.50-4.45 more serious,

4.50-5.00 the most serious problem

Table 15 above indicates about potential factors affecting managerial performance of WEOs.
The respondents were asked to rate how serious the indicated factors are. Thus, the calculated
weighted means for the six items presented in the list reveals that while teachers had rated all the
indicated items to be more serious problems (mean values between 3.60 to 3.99), principals had
decided to rate those issues related to commitment and motivational level of employees, lack of
sufficient budget for implementing school’s plans and unwillingness and lack of expertise of
WEOs to coordinate and involve major stakeholders to be more serious problems (mean=4.24,

4.29 and 4.18) respectively.

T-test was calculated to see significant difference between the perceptions of the two groups of
respondents. Hence, the ‘P’ value for each item i.e. influence of political leaders on decision-
making authority of WEOs (p =. 248), absence of teaching-learning materials and equipments in

schools (p=.498), absence of commitment and motivation of principals and teachers due to poor

61



managerial activities of WEOs (p=.142), lack of sufficient budget for program implementation
(P=.216), inadequacy of support from parents and the community (p= .675), and unwilling ness
and lack of expertise of education officers to coordinate and involve major stakeholders (P=.066).
In all cases (P values >.05), this reveals that there is statistically no significant difference between

principals’ and teachers’ perception towards the major factors affecting managerial effectiveness.

The literature indicates that commitment is essential from higher bodies to directly support the
decentralized units like Weredas in planning, financing, and implementing programs as well as
those in the decentralized units to accept added responsibility, exercise authority and take
initiative (Girmay, 1998). However, as it can be seen from the above table, WEOs faced

problems that might have negatively affected their managerial performance.

4.7 Strategies for Managerial Performance Improvement.

Table 16: Strategies used to Improve Performance.

Respondents
2 WEOs (N=17) Principals (N=17) oy
Strategies f % I f % I, g D?
A Creating a system of authority, responsibility
and accountability through out the education 13 76.4 | 1 647 3 2 4
level.
B Restructuring the office and strengthening it | 9 529 5 8 47.0 5 0 0
by financial, human and material resources.
C Creating enabling condition for healthy | 12 70.5 2 16 94.1 1 1 1
organizational culture and work relationship
among employees
D Establishing assessment, monitoring | 10 58.8 4 10 58.8 4 0 0
evaluation, and feed-back system
E Exercising  authority and responsibility | 6 41.1 6 6 41.1 6 0 0
delegated to WEOs and schools
F Fair and timely assignment of skilled
competent and committed principals to
schools. 7 353 7 7 353 7 0 0
G Seeking mechanisms for enhancing the morale | 11 64.7 3 13 76.4 2 1 1
and job satisfaction of employees.
D’ | 6
r, =0.893

Key: r;=ranking of WEOs, r, ranking of principals /vice principals, D=the difference between r; and r,,

D’=squared difference between r, and 1,, re=rank order correlation coefficient.
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As indicated in Table 16, seven priority areas were identified and the respondents were asked to
give rank according to their level of importance for educational performance improvement.
Accordingly, while large proportion (76.47%) of WEOs gave 1% rank for creating a system of
authority, responsibility and accountability throughout the system, principals (64.7%) gave the
same item the 3" rank for the same item. On the other hand, items under B and D were ranked

5" and 4™ by both WEOs and principals (52.94%, 58.8% and 47.00%, 58.8%) respectively.

Respondents gave similar rank (5™) for restructuring the office and strengthening it by financial,
human and material resources (52.94% of WEOs and 47.00% of principals). In the same manner,
exercising authority and responsibility delegated to each level; and fair and timely assignment of
skilled, competent and committed principals to schools took 7™ and 6" rank by 41.17% of both
groups of respondents while seeking mechanisms for enhancing the morale and job satisfaction
of employees was ranked 2" and 3" by majority of respondents (76.4% of principals and 64.7%
of WEOs respectively).

The result of the Spearman Rank Order Correlation Coefficient showed that for N of 6 at the 0.05

level of significance, the critical value (p.j; )= 0.714; and the calculated value (pgp) = 0.893.
Hence, there exists strong positive relationship (pyp > Perit) between the two groups of

respondents i.e. WEOs and principals in prioritizing strategies that help to contribute to improve

the managerial effectiveness of WEOs in particular and educational programs in general.
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CHAPTER FIVE

SUMMARY CONCLUSIONS AND RECOMMENDATIONS

This last chapter of the thesis deals with the summary of the major findings of the study, the

conclusions reached at, and the recommendations suggested on the basis of the findings.
5.1 Summary

The main purpose of this study was to examine the Managerial Effectiveness of Wereda
Education Officers in a Decentralized Education System. The study was conducted in the two

Weredas of Mejengir zone in Gabella Regional State.
The following basic questions were formulated to guide the research endeavor.

1) How effective are the Wereda education officers in performing their managerial functions
(planning, decision-making, staffing, motivating, communicating, controlling, evaluation

etc.)?

2) Does the existing organizational structure of the Wereda education offices enable to

carryout decentralized roles and functions?
3) To what extent do the major stakeholders support the educational programs?
4) What major factors do affect the managerial effectiveness of the WEOs?
5) How can WEOs improve their performance to make educational programs effective?

To address the above research questions, related literature was reviewed; the data was collected
by means of questionnaire, interviews, and document analysis and observation checklist. The
subjects of the study were Wereda education officers, principals/vice principals and teachers.
Information was obtained from these sample respondents through survey questionnaire. A total of
180 copies of questionnaires were distributed to respondents after translated in to Amharic and
pilot tested. Amendments were made and some vague items were modified and instructions were

corrected in some parts of the questionnaire. To enrich the data, interviews were conducted with
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heads of WEOs, analysis of document and observation were made. During observation, checklist

was used for the presence or absence of valuable resources in the office.

The data obtained were tabulated and analyzed using different statistical tools such as percentage,
weighted mean, average mean score and standard deviation. T-test and Rank Order Correlation
Coefficient were also calculated using SPSS and analysis was made. According to the results of

data analysis, the major findings of the study are the following:

1. The ratings of both WEOs and principals revealed that while the planning, staffing and
decision making activities are moderate, serious weaknesses were identified in areas of
communication, motivation and controlling activities. Teachers, on the other hand, rated
managerial functions related to planning, staffing, decision making, communication,

motivation and controlling activities of WEQOs to be poor.

2. Nearly three fourth of the respondents agreed that the current structure being in place is not
conducive enough to carryout the decentralized role of educational management. They
reported that authority necessary to decide on major issues is held at REB and WAC:s, the
structure is frequently changing, posts and positions indicated could not absorb the required
level of skilled personnel and can not satisfy the manpower needs of the organization. It was

also found from document analysis that many posts and positions of WEOs are vacant.

3. As asserted by sizable proportion of the two study groups (WEOs and principals) support and
participation of the community in financial, material and labor support was good. Likewise,

Support of NGOs for educational activities was found to be moderate.

4. WEDQOs failed to provide sound technical and professional support for the schools under their
supervision. According to the responses of teachers, the great majority of them did not
witness when classroom instructional supervision was undertaken and few teachers who got

the chance evidenced that it was unprogrammed, inappropriate and invalid.

5. The ratings of the respondents also revealed that the technical and professional support which
has been given by REB was unsatisfactory. Likewise, the leadership role being played by

WACSs was considered inappropriate by the majority of respondents.

65



6. It was evidenced that majority of educational managers and experts are subject specialists or

drawn from other fields of study that is not appropriate for education Management Moreover,

most of the WEOs and principals/Vice principals did not have the required level of

qualification. Only few of them hold the required level in educational planning and

Management.

7. As it was rated by the great majority of the two groups of respondents (principals and

teachers), more serious problems currently affecting the Wereda’s educational undertakings

are:

Lack of leadership commitment, willingness and ability to solve educational problems,

Low morale and absence of commitment from the part of experts, principals and teachers;

Shortage of skilled, competent and committed personnel and educational professionals at
WEQOs. In addition, it was indicated that shortage of instructional materials, insufficient
budget, and failure of WEOs to provide valid and continuous support to schools were also

identified as more serious problems.

8. According to the reports of the two groups of respondents (WEQOs and principals), four top

priority issues were considered to be used as strategies to improve the performance level of

WEOs. These are:

a)

b)

c)

d)

Creating a system of authority, responsibility and accountability throughout the education

system,;

Creating condition for enabling organizational structure, management culture, and healthy

work relationship among employees;

Finding ways and strategies that can enhance the morale, commitment and job satisfaction

of employees and;

Re-structuring the office and strengthening it by financial, human and material resources.
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5.2 Conclusions

Education requires a coordinated effort and effective management, competence of officers in
skills to manage and commitment of different stakeholders. Moreover, education should be
managed by professionals, enabling working conditions and organizational structures should be
insured and necessary inputs be secured. It is difficult to expect satisfactory results unless these

preconditions are fulfilled.
From the analysis and interpretation of the data, the following conclusions are made.

1. The results of the study showed that WEOs performance was satisfactory in their
planning, staffing and decision making performances. Hence, provision of different
training program by different stakeholders at regional and national levels has helped
education experts to improve their capacity in this regard. But the problem seems at
implementation stage. It is true that the success of plan implementation largely depends on
effective communication of the envisaged activities, motivating employees towards goal

achievement and ability to monitor and evaluate performances periodically.

2. Organizational structure of Wereda education offices and also at zonal level is not
appropriate to perform the decentralized duties and responsibilities delegated. The structure
can not accommodate adequate personnel who are well qualified and experienced. Even
most of the available posts and positions are not filled with personnel because of shortage
of budget and possibly absence of competent professionals to recruit and assign at this
vacant position. On top of this, the structure was frequently changing from time to time. As
a result, even the available educational experts and heads of offices could not stay at their
position. Added to these, assignment of office heads and in some cases experts is based on
ethnicity and some political affiliation. Therefore, it can be concluded that the current
structure was considered as having little contribution to the effective work accomplishment

of the decentralized management system.

3. The extent to which major stakeholders are willing to participate in the process of
educational provision at planning as well as implementation stage largely determine the

level of performance effectiveness. It is true that education is a function of a unified effort
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of policy makers, planners, professionals, governmental and private organizations, and the
community as a whole. But the results of the study showed that the support level of REB to
the requirements of wereda level experts was minimal. Likewise, support, willingness and
ability of WACs in discharging the leadership role and responsibility in coordinating the
efforts of all potential resources under their administration was very weak. In the same
manner, WEOs themselves couldn’t give the professional and technical support for schools.
This implies that educational provision in Mejengir Zone has not yet gets proper attention
by major stakeholders. Unless support needed from these key bodies like WACs and REB,
essential inputs, skill development and political support are ensured, effective and quality
performance could not be materialized. Hence, the overall results of educational

undertakings will become poor.

4. One of the REB’s responsibilities is to design primary education curricula that reflect the
region’s (zone’s) specific needs and culture. But as the findings of the study indicated that
this policy statement were not effectively implemented in Mejengir Zone. Hence, problems
related to curriculum design and revision, text book preparation and shortage of well trained
teachers seems to have resulted in serious weakness in the uses of vernacular Language at
primary level. Therefore, it can be concluded that the problem seems complex from top to
bottom administrative and managerial levels. Poor coordination among different levels,
incompetence in managerial skills and low level of commitment explains the poor
performance at implementation stage affecting especially the policy of vernacular

instruction.

5. The supervisory service given by educational experts and supervisors is still not
contingent with basic purpose of supervision i.e. renewal and professional development of
teachers and educational leaders. Consequently, improvements in the teaching learning
process entirely done for successful goal achievement was not effectively demonstrated in
schools. Putting differently, clinical and consultative supervision as one form of school-
based professional development was not properly performed in most of the schools. This
would imply that teachers’ instructional capacity and students’ academic performance
development were not facilitated and properly supported. This leads to poor performance,

less achievement and poor quality of education.
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5.3 Recommendations

In light of the findings of the study and conclusions reached at, the following recommendations

are forwarded.

Managing educational organization is a complex job incorporating a range of tasks and
responsibilities. To cope with the current decentralized system, educational officers at lower
level have to be well aware of scientific approaches of planning, evaluating results of instruction
and interpreting them to professionals, decision makers and other stakeholders. In this endeavor,
managerial skills and knowledge of educational experts is a key element for managerial

effectiveness leading towards successful implementation of educational objectives.

Obviously, decentralized educational management calls for competent, professional and
committed personnel at grass root (Wereda and school) level. But the results of the study
indicated that WEOs in Mejengir zone lack the requisite competencies in terms of educational
preparation and field of specialization in most cases. As a result, they are incapable to perform
some of the major managerial functions and provide quality leadership to manage their
decentralized responsibilities. It was also discovered that the WEOs were unable to create the
situation for adequate and genuine motivation, assessing the process and evaluating the
performance of the school activities and communicating information in all directions. To this

end, the following suggestions should be given due emphasis by the concerned bodies.

1. The WEOs should establish mechanisms by which it could follow-up and evaluate

performances of schools by making it part of its focal activities.

2. Literature shows that while motivating factors could said to be complex and affected by a
whole array of factors, it can however be measured by working conditions, interpersonal
relationships, supervision, salary and fringe benefits, responsibility, recognition, work
itself and security. WEOs therefore, should evaluate their organizations in terms of these
factors as to whether employees are satisfied or not with these parameters. Workers, if
satisfied and motivated are committed to improve performance. Hence WEOs and school
administrators need to minimize the major dissatisfying factors related with the working

condition, facilities, and the condition of salary payment, administrative efficiency and
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employee relationship. This can be achieved by establishing close work relationship and
coordination with offices such as WFEDO, WAcs as well as teacher union school
Education and Training board and kebele administration. Moreover, regular assessment
of the over all work performance to identify areas of weakness and formulation of
strategy and responding accordingly can help to react the envisaged weaknesses of the

educational activities.

Managers at Wereda and school level should develop ways of encouraging teachers,
students, community members and organizations so that those who exhibited greater
performance would be awarded. This can be done in occasions like inter-semester break

or at the end of academic year.

The study showed that the current structure of WEOs is not appropriate to enable the
organization to effectively manage the decentralized duties and responsibilities. It is true
that the structure and the system of organization must provide its management organ with
effective and timely information that might serve decision making. With respect to this,
the structure of WEOs and Zone suffered from inadequate communication channels, weak
coordination system, poor reporting relationships and irresponsiveness. The Zonal level
is totally functionless in the case of educational affairs. Positions in WEO were low
graded and as a result they were not attractive to qualified personnel. Moreover, the
structure was narrow to accommodate adequate number of staff. Besides, the findings
pointed out that it is characterized by frequent changes. Therefore, it would be good if
WEOs, REB, RCBB and CSA reconsider and design the structure so that it can absorb the
required employee both in qualification and number of professionals necessary to manage

education.

The study revealed that WEOs were ineffective to accomplish supervisory functions. It
was found that classroom observation was insufficient, ineffective and could not fulfill
the purpose it intended to serve i.e. to enhance the academic progress of the school. The
prevalence of this supervisory skill deficiency greatly affects the major objectives of the
education system. Therefore, it is strongly recommended that instructional supervisors

should review their own practices inline with theory and purpose of supervision. This can
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be achieved through attending training sessions, consulting professional of higher levels

and referring guidelines of schools supervision.

The study also uncovered that WACs could not give the leadership role expected of them.
On the other hand, commitment and willingness of this decision making body is crucial
for the success of educational plan implementation. Therefore WEOs should establish a
positive work relationship to gain support and cooperation of Wereda administrative
leadership. This can be achieved through smooth and diplomatic ways of approaching,
establishment of positive and calm relationship and effective information exchange.
Moreover, the leadership body should be convinced by the achievement, weaknesses as
well as implications on the over all administration and management system of

decentralized self-rule governance.

. The status of vernacular language implementation in Mejengir zone encountered many

problems. The finding of the study indicates that there is a problem of curriculum design,
text book preparation and shortage of qualified teacher. To alleviate the problem
therefore, the joint effort of WEO and REB should be made to revise the curriculum. It is
the responsibility delegated to REB to follow-up the design and implementation of
primary education curriculum. Hence, it is expected of it to support WEOs by giving

technical assistance and training of teachers.

Most of the vacant positions should be supported by budget and recruitment of personnel
should be undertaken. This can be done by WEOs in collaboration with WACs and
WFEDOs.

The Zonal Economic and Social Affair Office should be a functioning level. Hence the
Regional government and REB should reconsider the role of the zone in supporting and

coordinating activities of Weredas.

The study showed that participation of the community and NGO is moderate. But to
maximize their participation level and alleviate many of the school problems, the WEOs
in cooperation with schools and WACs should consult and involve the community

representatives in decision making on how, when and what to contribute. This will enable
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to create genuine understanding and consensus which would in its turn help to secure the
assistance of the community sustainably. The schools need to think of their own income
generating sources other than government budget. This can be done by improving their
relation and contact with potential stakeholders such as parents, the surrounding
community, governmental and non-governmental organizations, and voluntary

individuals.

Exchange of experience in management among educational professionals with
neighboring Weredas in management of education may improve the managerial skills.
Hence, the REB should arrange programs for Weredas to visit the relatively better

Weredas; and WEOs themselves should incorporate visit program into their annual plan.
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Appendix___

Addis Ababa University school of Graduate Studies
Institute of Educational Research (IER)
> Interview guide for officials of Wereda administrative council or their delegate

Your Excellency, the purpose of this interview is to get additional information for the study on Managerial
Effectiveness of Wereda Educational officers in a Decentralized Management System in Mejengir Zone. Therefore, I
would like to seek your cooperation to provide me valuable idea so that the information requirement for the study

will be enriched. Thank you in advance for your cooperation!

1. How effective are the Wereda Education Officials in executing educational policies and programs in

the Werda?

2. Do you think that Wereda education officials are competent, skilled and experienced enough to play

their managerial and professional roles?

3. To what extent does the existing structure of Wereda education office enable the decentralized

activities?

4. How stable are the organizational structure and education office heads? Did, turnover of education

office heads created problem?
5. In what way and to what extent does the Wereda Administrative council support educational activities?
6. How do stakeholders support and participate in educational activities?
7.  What do you think are major factors that hinder the success of educational service for the society?

8. What do you suggest the solutions for problems to get the desired result in education sector?

Thank you for your valuable information!
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Appendix___

Addis Ababa University School of graduate studies
Institute of Educational Research (IER)
> Interview guide for head of Wereda Education office or their delegate.

Your Excellency, the purpose of this interview is to get additional information for the study on Managerial
Effectiveness of Wereda Educational officers in a Decentralized Management System in Mejengir Zone. Therefore, I
would like to seek your cooperation to provide me valuable idea so that the information requirement for the study

will be enriched. Thank you in advance for your cooperation!

1. In your opinion, is the human resource currently available in the office adequate? Do they perform their

functions effectively?

2. Is the current structure of education office enabling for successful implementation of educational policies

and programs?

3. To what extent are you able to exercise the decentralized management system? Do you have the required

authority to make decisions on different educational issues?

4. To what extent do the major stakeholders involved in educational activities? What does the support of

parents and the community looks like?

5. What do you think are the major factors and perceived problems that have affected the success of

educational programs in the Wereda?

6. Is support given by regional education bureau to Wereda education office satisfactory? What do you think

are the solutions for major problems facing education for future improvement?

Thank you for your valuable information!
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Appendix____

Addis Ababa University School of Graduate Studies
Institute of Educational Research (IER)
» Questionnaire to be filled by Wereda Education Officers.

Dear respondents, the purpose of this questionnaire is to collect first hand information about the study on Managerial
Effectiveness of Werda Education Officers in a Decentralized Management System in Mejengir Zone. The
effectiveness of the study depends on your genuine response to each question. Therefore, be honest, confident and
purposeful while filling this questionnaire. Your response will be kept confidential and used only for academic

research purpose-
» General direction
1. please follow the instructions provided for each part
2. For the open- ended questions, you are required to give short and precise response in the space provided.
3. please give only one answer to each item unless you are required to do otherwise
4. No need of writing your name

Thank you in advance for your cooperation

Tesfaye kebede.

Part II: Level of effectiveness of Wereda education officials in performing major managerial functions.

3. How do you evaluate the performance of your office in carrying out the following managerial functions?

Please respond by marking an “X” under the number indicated in the column in relation to each item?
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Very poor = 1, poor=2, medium= 3, Good = 4, very good = 5,

No Major managerial function Ranking scale
A) planning 51413 |2
1. Preparing attainable and realistic annual medium and long-term plans
2. Deciding in advance the appropriate actions and strategies to be used to
achieve goals and objectives
3. Involving major stakeholders in the process of plan formulation and
implementation
4. Designing in advance follow up, monitoring and evaluation mechanisms
5. Developing appropriate plans and strategies to enhance community h

participation in school activities

B) decision -Making

6. The ability to make decisions timely on pedagogical issues
7. The ability to make decisions timely on administrative issues
8. Clarifying and deciding on policy, directives and rules to be followed and
implemented
9. Involving concerned bodies while making decisions
C) Organizing
10. Establishing and strengthening different committees, education and training

boards and Parent-Teacher Associations at different levels

11. Organizing workshops, seminars and short term trainings for principals and
teachers at Wereda level

D) Staffing

Appointing qualified principles and other personnel to schools according to
the rules and regulations of the region / country on timely basis

12.

13. Appointing qualified (as to the standard) teachers based on the needs of the
schools

14. Recruitment, processes are fairly done and based on the needs of the
organization.

E) communication

15. Establishing communication mechanisms in all directions throughout the
system

16. Timely dissemination of information up ward and down ward directions (to
higher official and subordinates )

17. The ability to Communicate results of workshops, trainings and seminars to
colleagues and schools

18. The ability to communicate achievements, performance and problems

throughout the system
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F) Motivation

19. The ability to make working condition suitable for employees

20. Ability to understand the needs of other (principals, teachers, the school, the
community )

21. Rewarding performance of organizations, educational professionals,
individuals and schools.

G) Controlling

22. Regular evaluation and assessment of goal achievement, procedures,
strategies used in implementing plans and programs

23. | The ability to take corrective actions when there is deviant from policies,
rules and regulations both at Wereda education office and school level.

24. The ability to insect and identify problems of mother tongue curricula
implementation.
25. Follow up the operation of different committees, and education boards at

Wereda, Kebele, and school levels.

26. Checking the availability and proper utilization of instructional materials in
schools

27. Follow up the construction and maintenance of schools and solve its problems
timely

Please mention about the condition of managerial functions in your office

Part III: Availability of enabling organizational structure

3. How do you see the suitability of organizational structure? Indicate your level of agreement or disagreement

by marking an “X” in the space provided in relation to each item

SD = strongly disagree, D = disagree, U = undecided, a = agree, SA= strongly agree

Level of agreement

Conditions of organizational structure SA ([A|U |D|SD

The current structure of WEO is enabling and appropriate to perform their

28 duties and responsibilities effectively.

29 | Authority and responsibility delegated to Wereda education offices did not
match to enable them solve different problems
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The authority needs to decide on educational issues are held at Wereda
administrative council and regional education bureau.

Posts and positions indicated in the structure are not enough to satisfy
manpower need of the education office.

There is frequent change of structure and head of office and this make
problems in setting goal and achieving it at Wereda level

Part I'V: Support and participation of major stake holders.

5. The following questions are concerning about the extent to which major stakeholders
support educational programs. Please indicate the level of their involvement by marking

“X” in the space provided

5= very high 4= high, 3= moderate, 2= Low, 1= very low

Rank order

Level of participation and support of stakeholders 5| 4 3121

33 | The technical and professional support from REB.

34 | Adequacy of support and participation of the Kebele

administration in school activities

35 | Financial, material and labor support of the community to school

36 | Involvement of NGOs in educational provision in the Wereda

37 | Parental follow up and cooperation in schools’ instructional
activities

38 | Level of commitment and support of Wereda councilors to solve
educational problems

39 | Level of work collaboration among the community, schools and
education office in solving educational problems

Part V: Potential factors that can affect school performance

6. In the following table, assumed factors that can negatively affect the effectiveness of
educational programs are indicated please put them in order of seriousness that has

affected the educational performance by putting an “X” in the space provided
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5= the most serious problem, 4= serious 3= some what serious, 2= less serious,

1= not serious problem at all

Level of seriousness

Factors affecting performance of school 51 4 |32 1

A | Absence of skilled, competent and committed education officers at wereda
education office

B | Lack of political commitment, interest and ability of Wereda administrative
councilors in solving educational problems

C | Ability of educational offices to provide supervisory support and
monitoring the activities of school

D | In adequacy of support provided by the community, Kebele administration
and parents

Motivational level and morale of principals and teachers

Absence of communication , feedback and coordination between the school
and education officials

G | Ability to identify problems and solving conflicts timely and fairly

Part VI: Strategies to be used to improve performance

7. Respond the following items by giving rank order according to their level of importance for your office by
assigning 1 for the most important, 2 the next important... and 8 for less or not that much important in your

organization’s situation. Mark an “X” under each number.

NB. You can assign similar number for more than one item that you think is equally important.

Rank order
Strategies to improve managerial performance 1123 |4|5|6]7
1 | Fair and timely assignment of skilled, competent and committed
principals to schools

2 | Establishing assessment, monitoring evaluation, as well as feed back
system.

3 | Exercising authority and responsibility delegated to WEOs and
Schools.

4 | Creating healthy relationship between superiors and subordinates in the
system

5 | Seeking mechanisms for enhancing morale and job satisfaction of
employees.

6 | Restructuring the office, strengthening it by financial , human and
material resources

7 | Creating the system of authority, responsibility and accountability in
the system.
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Please mention other factor (s) you think is (are) important to improve managerial effectiveness of your office

48. What did you observe about the strengths and weaknesses of the educational activities of your organization?

Strengths

Weaknesses

49. What do you recommend to improve the performance and solve some deep-rooted educational problems

of the Wereda?

Thank you for your precious time you spent!
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Appendix___
Addis Ababa University School of Graduate Studies
Institute of Educational Research (IER)
» Questionnaire to be filled by Principals and deputy principals

Dear respondents, the purpose of this questionnaire is to collect first hand information about the study on Managerial
Effectiveness of Werda Education Officers in a Decentralized Management System in Mejengir Zone. The
effectiveness of the study depends on your genuine response to each question. Therefore, be honest, confident and
purposeful while filling this questionnaire. Your response will be kept confidential and used only for academic

research purpose-

> General direction

8. please follow the instructions provided for each part

9. For the open- ended questions, you are required to give short and precise response in the space provided.

10. please give only one answer to each item unless you are required to do otherwise

11. No need of writing your name

Thank you in advance for your cooperation

Tesfaye kebede.
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Part I: personal data

1. Please indicted your personal information in the boxes provided

with a tick (v))

1.1 Name of your Wereda Name of school

1.2 School level

1.3 Gender: Male ] Female [ ]

1.4 Your position: A) principal [ 1 B)Vice principal ]

1.5Age A)20-25years [ | B)26-30years [ | C©)31-35years [ |
D) 36 -40yeary | E)41 yearsand above [ ]
1.6 Educational qualification:-
AT ] B) Diploma —]  C)BA/BSC [
D) MA/MSC [ E) other, please specify

1.7 Field of specialization
A) Educational planning and management ] B) pedagogic ]
C) subject specialist [ 1] D) other, please specify

1.8 Special training attended

1.9 Year of service:
1.9.1. As teacher: A) 5 years or below L] B) 6 — 10 Years L]
C) 1l -15years. | D)16—-20years | E)21 yearsand above [ |
1.9.2. As principal: A) 1 - 5 years [ | B)6-10 Years [ |
C) 11 -15years [ ] D) 16 -20years [ ] E)2Iyearsandabove [ ]

1.10 How many years did you stay working in the wereda?

Part I1. Level of effectiveness of wereda education officials in performing managerial functions

2. How do you see the performance of WEOs in carrying out the following managerial function? Please respond by

marking “X” in the space provided.

Very Poor=1, Poor=2, Medium=3, Good=4, Very good=5

Rating scale

No Managerial functions 514 |32 |1
1 Seeking valuable data from schools before formulating plans
2 Ability to implement plans at school level (follow up, monitoring,

evaluation of performance)

3 Ability to make quality decisions timely on pedagogical issues
4 Ability to provide sound decisions timely on administrative issues
5 Establishing and strengthening different committees at school level

86



6 Mobilizing the community to support schools

7 Appointing qualified principals and teachers to schools according to rules
and regulations

8 Recruiting and assigning qualified teachers according to the needs of the
school

9 Disseminating information on timely basis to school and teachers

10 Encouraging a healthy competition among schools

11 Encouraging a healthy competition among the community to involve in

educational activities

12 Recognizing performance of organizations, educational professionals,
individuals and schools

13 Taking corrective actions when there is deviant from policies, rules, and
regulations timely

14 Frequently evaluating the performance of schools

15 Inspecting and follow up the implementation of school curricula

16 Follow up the operation of different committees at kebele and school level
17 Checking the availability and proper utilization of instructional materials

and equipments in schools

18 Presence of promotion and transfer to higher position (to suitable place

19 Availability of favorable opportunity to improve qualification by joining
higher education institutions

20 Ability to establish good relationship between superiors and subordinates.

21 Ability to recruit and assign teachers based on the needs of schools.

Part III. Availability of enabling structure in schools
3. How do you judge the condition of administrative structure of your school? Indicate your level of agreement by
marking “X” in the space provided.

SD= Strongly disagree, D= Disagree, U= Undecided, A=agree, SA= strongly agree

Level of agreement

No Presence of enabling structure in school SA| A|U|D| SD

22 The administrative structure of the school such as different committees,

departments, board of education and training etc, are well established

23 | Authority and responsibility of different administrative bodies, committees,
and individual teachers is clearly identified and communicated to members

of the school system

24 Effective and efficient information flow is established between the school and

wereda education office

25 Policy guidelines, rules and regulations are communicated to schools and

committees by educational officers on a timely basis
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Please mention other structural defects exhibited in your school

Part I'V: Support and participation of stakeholders

4. To what extent do major stakeholders support school activities? Please respond to the following items by marking
“X” in the space provided corresponding to each activity.

VH=Very High, H= High, M=Medium, L=Low, VL=Very low

Rating scale

No Support of wereda education officials VH H M L | VL
26 | Willingness and commitment of WEOs to fulfill demands of the
school ad the community

27 | Provision of feed back on work performance by WEOs

28 | Arranging condition and giving technical assistance to schools
for school-based professional development programs by REB
and WEOs.

Support of the community

29 . .
Financial support

30 | Material support

31 Labor support

32 | Level of participation and commitment of kebele education
training board

33 | Level of participation and commitment of PTA.

Part V: Other Factors that can affect managerial activities
5. Possible problems that can affect the performance of wereda education officers are indicated below. Please give
rank order according to the extent to which these problems affect the education system of your wereda.

5= the most serious problem, 4= Serious problem, 3= Some what serious 2= less serious and 1=not

serious problem at all

Rating scale
No Major Problems 514|321
Decision- making on major issues is highly influenced by political leaders
Lack of teaching- learning materials, equipments and furniture in schools
Absence of commitment and low motivational level of principals and
teachers due to poor managerial activities of educational officers.

D Lack of sufficient budget allocated to schools enough to run and implement
the educational activities

Inadequacy of support from the community and parents to schools

Absence of willingness, commitment and expertise of educational officers
and top officials to coordinate and involve stake holders in educational
activities

Q= (>

ieslfes!
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Please state, if you have any, other problems other than the above

Part VI: Strategies to improve managerial effectiveness

1. Respond to the following questions by giving rank according to their level of importance. Select the best

five by assigning 1 for the most important, 2 next important ... 5 for less important by marking an “x” under

each column according to their level of importance.
NB. You can assign similar number for more than one item that you think is equally important.
Rank order
Strategies to improve managerial performance 1123 |4[|5|]6]|7
1 | Fair and timely assignment of skilled, competent and committed
principals to schools
2 | Establishing assessment, monitoring evaluation, as well as feed back
system.
3 | Exercising authority and responsibility delegated to WEOs and
Schools.
4 | Creating healthy relationship between superiors and subordinates in the
system
5 | Seeking mechanisms for enhancing morale and job satisfaction of
employees.
6 | Restructuring the office, strengthening it by financial , human and
material resources
7 | Creating the system of authority, responsibility and accountability in
the system.

Please mention other strategies that are helpful to improve educational activities in your school and/or wereda.

40. What gaps did you observe regarding the managerial capacity of wereda education officials in your respective
wereda?

41. What do you recommend to improve the performance of educational officers and solve major educational
problems?

Thank you for your cooperation!!
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Appendix___

Addis Ababa University school of Graduate Studies
Institute of Educational Research (IER)
» Questionnaire to be filled by teachers

Dear respondents, the purpose of this questionnaire is to collect first hand information about the study on Managerial
effectiveness of Wereda Education Officers in a Decentralized Management System in Mejengir Zone. The
effectiveness of the study depends on your genuine response to each question. Therefore, be honest, confident and
purposeful while filling this questionnaire. Your response will be kept confidential and used only for academic

research purpose.

» General direction
2. Please follow the instructions provided for each part
3. For the open-ended questions, you are required to give short and precise response in the space
provided.
4. Please give only one answer to each item unless you are required to do otherwise

No need of writing your name.

Thank you for your valuable information!

Tesfaye Kebede

Part I: personal data
2. Please indicted your personal information in the boxes provided
with a tick (v')
1.1 Name of your Wereda Name of school
1.2 School level
1.3 Media of instruction. A) Mejengrigna [ |  B) Amharic [
1.4 Gender:Male [ ] Female [
1.5 Age A.20-25years [ | B)26-30 years L1 C)31-35years [ ]
D) 36 — 40 years ] E) 41 years and above [__|

1.6 Educational qualification:-
A)TIT [] B)Diploma [ 1 ¢)BABSC [
D) MA/MSC  [_] E) other, please specify
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1.7 Field of specialization

1.8 Special training attended
1.9 Year of service: A) 5 years or below L] B) 6 — 10 Years [ 10 11-15years

1.10 How many years did you stay working in the wereda?

A) Educational planning and management [ 1] B) pedagogic [ 1]
C) subject specialist [__]

D) other, please specify

D) 16 — 20 years [ 1 BE)21 years and above ]

Part II: Level of Effectiveness of Managerial Functions of WEOs

[ ]

2. How do you see the performance level of major managerial functions of the school administration and wereda
education officials? Please respond by marking “X” in the space provided.

Very Poor= 1, Poor=2, Medium=3, Good=4, Very good=5.

Rating scale

No | Managerial Functions of Wereda Education Officials 514|321

1 Mobilizing the community to support schools

2 Appointment of principals to schools timely according to the rules and
regulations.

3 Organizing short-term trainings and workshops to teachers at wereda level

4 Recognizing and rewarding performance of educational professionals the schools
and teachers

5 Ability to check the availability and proper utilization of instructional materials in
schools

6 Appointing qualified (as to the standard) teachers based on the needs of schools.

7 The transfer process teachers were fair and were based on the needs of the schools
and teachers.

8 Ability to recognize achievements of schools and individuals (teachers, principals,
committee members etc).

9 Ability to monitor the availability and proper utilization of instructional materials
in schools

Managerial Functions of the School

6 Presence of administrative and instructional plans in the school.

7 Involvement of teachers while deciding on their issues

8 Mobilizing the community to support schools

9 Understanding and satisfying the needs of teachers

10 | Ability to check the availability and proper utilization of instructional materials in
classes

11 Communicating results of workshops, seminars and trainings to teachers
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Part I1I: Availability of Enabling Structure in Schools
3. How do you judge the condition of working culture and structure of your school?

SD = strongly disagree, D = disagree, U = undecided, A = agree, SA= strongly agree

Level of agreement

No | Presence of Enabling Structure in Schools SA A U |[D |SD
1 Presence of clearly identified authority, responsibility and accountability

between the school administration and kebele Education and Training

Board.
2 The administrative structure of the school such as different committees,

departments, parent-teacher association etc. is well established.

3 Policy guideline, rule and regulation manuals are available for different
school activities.

4 Efficient and effective information flow and feed-back system are
established between different parts of the school sub-system.

5 The school environment is safe, peaceful and healthy suitable for effective
teaching-learning process.

Part I'V: Supervisory Support Given to Teachers by WEOs
4. Have you ever been supervised by wereda education officials?

A.Yes [ ] B.No ]

If you have been supervised by educational officers, what do you think is the relevance and appropriateness of
supervisory schedules and programs? Show your level of agreement by marking “X” in the space provided.

SD= Strongly disagree, D=Disagree, U= Undecided, A= Agree,
SA= strongly agree.

Level of agreement

No Supervisory activities SA ([A|U|D|SD

1 Supervisory activities undertaken were sufficient, developmental
and it has improved my professional skill.

2 Classroom observations were unprogrammed, done carelessly and
usually focuses on fault finding rather than consultative and
developmental.

Please write your opinion on this issue

Part V: Other Factors that can affect managerial activities

5. Possible problems that can affect the performance of wereda education officers are indicated below. Please give
rank order according to the extent to which these problems affect the education system of your wereda.

5= the most serious problem, 4= Serious problem, 3= Some what serious

2= less serious and 1= not serious problem at all
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Rating scale

No Major Problems 5141321
Decision- making on major issues is highly influenced by political leaders
B Lack of teaching- learning materials, equipments and furniture in schools
C Absence of commitment and low motivational level of principals and teachers

due to poor managerial activities of educational officers.

D Lack of sufficient budget allocated to schools enough to run and implement
the educational activities

Inadequacy of support from the community and parents to schools

F Absence of willingness, commitment and expertise of educational officers
and top officials to coordinate and involve stake holders in educational
activities

35. What gaps did you observe regarding the managerial capacity of wereda education officials in your respective
wereda?

36. What do you recommend to improve the performance of educational officers and solve major educational
problems?

1)
2)
3)
4)
5)

Thank you for your cooperation!
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APPENDIX __

Performance checklist of Wereda Education Offices

No Indicator Godere Wereda Mengeshi wereda
Base year (E.C) Base Year (E.C)

1997 1998 1999 | 2000 | 2001 | 1997 | 1998 | 1999 | 2000 | 2001
1 Number of pre primary schools 2 3 3 3 3 - - - - -
2 | Number of primary schools 25 27 29 16 16 - - - 5 7
3 Number of G. secondary schools 1 1 1 1 1 - - - 1 2
4 | Number of preparatory schools 1 1 1 1 1 - - - - -
5 Number of ABE centers 12 12 12 7 7 - - - 8 5
6 | Number of primary school students 11234 | 11913 | 13967 | 10362 | 10297 - - - 1654 | 1828
7 Share of girls in primary school enrollment 41.57% | 42.27% | 44.24% | 46% | 48.4% - - - 40% | 42%
8 Number of secondary school enrollment 839 960 1167 1457 | 1639 - - - 329 | 525
9 Share of girls in secondary school enrollment 199% | 22.6% |21.42% | 29.6% | 32.6% - - - 27% | 31%
10 | Number of primary school teachers 314 317 399 301 315 - - - 189 | 199
11 | Share of qualified primary school teachers 80% 84 % 86% 86% | 89% - - - 80% | 82%
12 | Number of secondary school teachers 31 32 40 52 55 - - - 6 11
13 | Share of qualified secondary school teachers 4% 5% 29% 35% | 51% - - - 15% | 20%
14 | Primary school student- textbook ratio (AV) 1:12 1:13 1:13 1:14 1:14 - - - 1:8 1:7
15 | Secondary school student- textbook ratio (AV) 1:9 1:9 1:8 1:8 1:8 - - - - -
16 | Primary school student- classroom ratio (AV) 1:85 1:87 1:86 1:80 1:82 - - - 1:75 | 1:80
17 | Secondary school student- classroom ratio (AV) 1:95 1:96 1:96 1:107 | 1:110 - - - 1:83 | 1:85

Source: Godere and Mengeshi wereda education offices




APPENDIX __

Wereda Education Offices Manpower Availability Checklist

Weredas
No Job Title Godre Mengeshi | Remark
A NA | A | NA

1 | Office head v v

2 | Secretary typist v v
3 | Plan and documentation v v
4 | Gender affairs v v
5 | Administration and finance service v v

6 | Secretary typist v v
7 | Personnel and G/service v v
8 | Personnel secretary v v
9 | Record office head v v
10 | Record office 1 v v
11 | Record office 2 v v
12 | Post person v v
13 | Store keeper v v
14 | Driver v v
15 | Photocopy and duplication operator v v
16 | Education Program team leader v v

17 | Per-primary and P.E Monitoring expert v v
18 | Formal education Programs expert v v

19 | Non-formal education Program expert v v
20 | Educational materials supply and distribution | v’ v

expert
21 | Plasma and radio education program v v
monitoring expert

22 | Education supervision/inspection expert v v
23 | Supervision professionals v v
24 | Junior experts v v
25 | Adult and KG. Experts v v
26 | Guards v v
27 | Messengers v v
28 | Janitors v v

Source: Godere and Mangeshi wereda education offices.
Key: A=available, NA= Not available
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