
The SEED School Leadership Programme (SLP) 

 

Introduction 

The SEED Educational Trust is a charitable Trust registered as a Public Benefit Organisation with the Receiver of Revenue in South Africa.  We seek to develop 
skills, confidence and hope in leaders in the social sector so that they can lead effectively. We work in partnership with The University of Stellenbosch Business 
School Executive Development (USB-ED) as our academic partner. SEED has been working in schools and Districts since 2006 and has run leadership 
programmes for more than 800 leaders from 8 districts across 5 provinces.  
 

The SEED Framework of interventions 

1. SEED has as its high level Theory of Change that developing leadership in education will lead to improved empowerment, resilience and health in schools 

which will improve teaching in the classroom and ultimately ensure enhanced learner achievement                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                      

2. SEED has developed a framework of interventions that will help it realise its Theory of Change. This framework is built on three key pillars 

a. Leadership development programmes for school leaders that provides deep, comprehensive leadership development for principals and deputy 

principals and appropriate focused leadership development for SMT members, members of school governing bodies and community members who 

can support the work of schools 

b. Leadership development programmes for Departmental officials including District officials who play a critical role in supporting and supervising 

teaching and learning in schools 

c. Development programmes for mentors who provide mentoring to school principals 

3. The framework responds to a number of needs and deficiencies within education in South Africa. The SLP responds to the following need 

a. School principals and Deputy Principals have often received training in the technical competencies they need to do their work but very little in the 

adaptive leadership competencies they need. Much of the principal and Deputy’s work is adaptive (managing people and processes) and so there 

is a mismatch between the skills they have and the work they are required to do. 

The expected Outcomes of the interventions 

1. Schools in stressed and challenging environments are showing signs of flourishing. There is strong leadership focused on teaching and learning, a cohesive 

staff team and an inclusive school culture where both staff and learners are performing optimally. 

2. School leaders are reflective practitioners and act in ways that lead to continuing improvement. They are resilient, able to withstand shocks in the system 

and to lead responsively and adaptively. They are empowered and able to lead independently. 

The Objectives of the intervention 

1. To build long term sustainability into the systems within and around schools so that they can function more independently of NGO support after 3 years. 

This includes the formation of Communities of Practice for school principals and School Governing Body Chairpersons and leadership forums for key leaders 

who can impact positively on teaching and learning in schools 

2. To enable collaboration and joint problem solving between all the stakeholders who can enhance teaching and learning in schools within a community 

3. To develop school leaders who continuously reflect on self and others in order to improve their practice and deepen their professional identities 

4. To develop the skills, competencies and dispositions of principals and deputy principals to lead in the following areas 



a. Leading teaching and learning in schools 

b. Shaping the direction and development of the school 

c. Managing quality and securing accountability 

d. Developing and empowering self and others 

e. Managing the school as an organization 

f. Working with and for the community 

g. Managing human resources (staff) in the school 

h. Managing and advocating extra-mural-activities 

5. To develop the skills, competencies and dispositions of SMT members so that they can drive teaching and learning in their schools 

6. To develop the skills, competencies and dispositions of SGB members so that they can perform their governance functions and support teaching and learning 

in their schools 

7. To partner where possible with service partners who can bring subject specific support to these schools 

The Approach 

1. It is systemic – it works with communities, schools, districts and people and organisations supporting schools 

2. It is academically accredited – All modules and courses are accredited by the University of Stellenbosch Business School –Executive Development (USB-ED) 

Because of its modular nature participants can build on their qualifications without having to repeat modules.  

3. It is aligned with the South African standard for principalship developed by the Department of Basic Education 

4. It is flexible – it provides differentiated tracks for those who would benefit from an academic programme with an appropriate academic qualification at the 

end and those who simply need exposure to new ways of thinking and acting. The programmes can be rolled out in their entirety or there is room for the 

roll out of specific interventions that are most needed with specific role players. 

5. It is holistic - it integrates various methods of learning including workshops, forums, individual coaching, group coaching, Communities of Practice, reflective 

assignments, action learning assignments, group assignments and practical demonstration assignments.  

6. It is contextually sensitive – it allows for interaction between community leaders, governors, school leaders, district officials and mentors when necessary 

but it also allows for focused engagement between specific role players around a topic or issue that they have in common. 

7. It builds sustainability – It seeks to develop leaders in the school system as reflective practitioners. This will equip them for lifelong learning. It also builds 

the habit of meeting regularly for professional growth into the rhythm of the year for key leaders in the school system.  

Our approach is informed by research 

Because of our partnership with an academic institution and our commitment to be reflective practitioners, SEED has not only sought to align its methodology 

with thought leaders in the field of leadership and leadership development but has encouraged people to conduct academic research on the work we are doing. 

To date, two people have completed their Master’s research into our programmes and a third is conducting PhD research into our work. In addition SEED has 

commissioned research into aspects of our work. 

Alison Newby who recently completed her MSc through the Da Vinci Institute found in her MSc Thesis (Da Vinci Institute: 2017) that the leadership behaviour 

of participants in the SLP was impacted in the following way 

 The leadership behaviour of creating positive teams included improved cohesion, communication, quality of relationships and improved morale. 



 The leadership behaviour of demonstrating an open style of leadership included developing a more consultative decision making style, delegating, being 

open to new learning and valuing differences pertaining to Insights Discovery behaviour sets. 

 Self-confident leadership behaviour was defined by the leader reporting, positivity, self-worth, purpose and confidence in implementing plans. 

 The behaviour of leader resilience was demonstrated by repetitive recovery from conflict, loss of trust and dealing with life threatening situations in adaptive 

leadership. 

 Team resilience was illustrated by leaders dealing with issues in open communication despite the potential for unhappiness and conflict. 

Christine FC Muduviwa-Kere who completed her MPhil at the University of Stellenbosch Business School in 2017 made the following findings in her Thesis 

regarding SEED’s School Leadership Programme 

The findings suggest that, when coaching is utilised in a leadership development programme with clear components aimed at achieving specific objectives, it 
has the possibility of adding value to leadership development as it embeds various learning techniques and tools to ensure sustainable long-term learning 
transfer in a way that contrasts with standalone programmes. 
 
She made the following findings regarding the role that coaching played in the SLP 

 Coaching offered a thinking environment for leaders through quality conversations which enabled them to become more aware of the issues being considered 
and the magnitude of their impact on performance; 

 It triggered and heightened some of the participants’ self-awareness in understanding their roles and responsibilities towards school achievements and 
performance; hence they were able to turn around some of the schools; 

 It increased the ability of some of the leaders to deliver on performance as they were able to leverage relationships in the school context to achieve an 
improvement performance measures such as a reduction in absenteeism;  

 It introduced a reflective practice for some of the leaders where they drew from their own experiences and introduced performance measurement concepts 
such as peer review and performance management of the educators per subject; 

 It improved the ability of the leaders to align, direct and garner commitment from the team through reflective learning and benchmarks as some of them 
were able to identify specific performance measures that required alignment such as managing late-coming through a duty roster of teachers manning the 
gate in the morning. This indicates levels of ADC and the ability to build relationships for performance; 

 Lastly, coaching has the ability to stretch the leader’s capacity on many levels and offers a lifeline.  A number of the leaders on the programme were able to 
implement drastic performance changes into their schools’ half-way through the SLP coaching enabling the turnaround of the school reflected by improved 
learner attendance, enrolment and results. 

Impact of the SLP to date 

1. Resilience in schools improves 
2. In 2013 in KWT District, of the 262 respondents, 85 (32%) indicated that they had applied for a job outside of education in the past 6 months. By 2015 this 

had declined to 41 of 291 (14%). In 2016 in Limpopo there was a decline from 14,4% to 11% and in Duncan Village a decline from 13,4% to 11,3%. 
3. Staff at participating schools report improvement in organisational climate (organisational health). SEED measures 5 areas of team performance viz Morale, 

Goals, Roles, Processes and Relationships  
a. 72% of schools maintain or show improvement in at least 3 of the areas of organisational health 

4. Matric results improve 
a. In Jane Furse in Limpopo since 2012 

i. The number of learners passing matric in the 6 participating schools increased by 265 (60,3%) 



ii. The pass rate increased by 12,5% if we exclude progressed learners 
iii. The number of people obtaining bachelors passes increased by 60 – an increase of 58% 
iv. In 2012 the average pass rate of the 6 schools was 2% lower than the Provincial average. In 2016 it was 7,4% higher than the provincial 

average 
v. In 2012 the average pass rate of the 6 schools was 1,9% higher than the District average. In 2016 it was 18,1% higher than the District 

average 
b. In King Wiliams Town since 2012 

i. The number of learners passing matric in the 18 participating schools increased by 266 (26,1%) 
ii. The pass rate increased by 17% if we exclude progressed learners 

iii. The number of people obtaining bachelors passes increased by 105 – an increase of 45% 
iv. In 2012 the average pass rate of the 18 schools was 3.1% lower than the provincial average. In 2016 it was 7% higher 
v. In 2012 the average pass rate was 1,6% higher than the District average. In 2016 the average pass rate was 7% higher than the District 

average 
c. In Duncan Village in East London since 2013 

i. The number of learners passing matric in the 8 high schools increased by 65 (12%) 
ii. The pass rate increased by 42,1% if we exclude progressed learners 

iii. The number of people obtaining bachelors passes increased by 25 – an increase of 19% 
iv. In 2013 the average pass rate of the 8 schools was 2,8% lower than the District average. In 2016 the average pass rate was 1,4% higher than 

the District average despite 39% of learners being progressed.  
v. In 2013 the average pass rate of the 8 schools was 5,4% higher than the Provincial average. In 2016 it was 8,9% higher than the provincial 

average.  
d. In the Cookhouse area of the Eastern Cape where the programme was run in 8 schools in 2016 

i. The percentage pass rate increased from 57,6% to 75,8% – an increase of 18,2% 

ii. In 2015 the 8 schools collectively obtained an average of 57,6% which was 0,8% higher than the provincial average. In 2016 they obtained 
a combined average of 75,8% which was 16,5% higher than the provincial average.  

iii. In 2015 the average was 13,1% lower than the national average. In 2016 they are 3,3% higher than the National average 
 

External impact assessment 

OMEF contracted PDG consultants to conduct an impact assessment of all their programmes. The following are extracts from their 2017 assessment of SEED 

programmes: 

The SEED programme ended in KWT in 2016, while it continued in Jane Furse and Duncan Village. Our findings are consistent with previous evaluations, that 
SEED has been responsible for profound personal shifts and changed management behaviour. In the survey, educators described how the personal growth they 
have gained from SEED translates into improved management. For instance, one teacher stated:  
“It improved my leadership and management skills. It developed and improved my confidence and courage in developing the school”  
A principal stated, “The initiative has made me realise my strengths and weaknesses and work towards necessary development and assisted me to lead 
effectively” … 
 
All in all, SEED’s contribution to changing principals is described by district officials with words like “phenomenal project” and “something unbelievable”. A 
District official described increases in principals’ interpersonal understanding; knowledge and understanding of the management requirements of their jobs; as 
well as an improved attitude and set of tools for problem solving. 



“The culture of commitment I think that will be lasting. In the schools they are working with, I think they are bringing back that culture of commitment. And of 
no despair. Our teachers they get into this culture of being hopeless with everything. They are bringing to our teachers, “let us do with what we have”. You will 
never in any government have everything, I think even in the US. But the culture of let’s do with what we have. Has been inculcated in our teachers.”  
 

Roll out of the School Leadership Programme 

The following is an example of a typical rollout of the School Leadership Programme to 15 schools in a circuit over a period of 3 years 

Year 1 
 

  

Stakeholders February March April May June July August September October November 
Community leaders  Community 

Leadership 
workshop – 
2 days 

 5 people 
from each 
school 
including 2 
SGB and 3 
SMT 

 15 
community 
leaders 

 Total of 90 
people - 45 
educators 
and 45 
community 
members 

   Community 
Leadership 
Forum – ½ 
day 

     Community 
Leadership 
Forum – ½ 
day 

 COP 
meeting for 
SGB chairs 

SGB parent members       Governance 
1.1 - 2 days 

 8 SGBs = 64 
people 

 

SGB staff 
representatives 

    

SGB Chair and 
Treasurer 

 Adaptive 
Leadership 
1 workshop 
– 2 days 

 3 work- 
shops - 5 
schools at a 
time with 
5 SMT plus 
2 SGB = 7 
per school 

 15 sessions 
of group 
coaching – 
1 session 
for each 
school  

 Adaptive 
Leadership 
2.1 – 2 days 
for 30 
people 

 Individual 
coaching 
for 
Principals 
and 
deputies – 
30 sessions 

 

  

SMT members        

Principal and deputy  Adaptive 
Leadership 
2. 2 – 1 day 
for 30 
people 

 Individual 
coaching 
for 
principals 
and 
deputies 

  Adaptive 
Leadership 
2.3 – 2 days 
for 30 
people 

 Individual 
coaching  
for 
principals 
and 
deputies 

 Adaptive 
Leadership 
2.4 – 2 days 
for 30 
people 

 Individual 
coaching  
for 
principals 
and 
deputies 

 Adaptive 
Leadership 
2.5 – 2 days 
for 30 
people 

 Individual 
coaching  
for 
principals 
and 
deputies 

 7 SGBs = 56 
people.  

 Governance 
1.2 – 1 day 

 7 SGBs = 56 
people.  

 Group 
coaching 
for 15 SGBs 

 



Year 2 

Stakeholders February March April May June July August September October November 
Community leaders  Community 

Leadership 
Forum – ½ 
day 

 COP for 
SGB chairs 

    Community 
Leadership 
Forum – ½ 
day 

 

     Community 
Leadership 
Forum – ½ 
day 

 COP for 
SGB chairs 

SGB parent members       

SGB staff 
representatives 

      

SGB Chair and 
Treasurer 

  COP for 
SGB chairs 

 COP for 
SGB chairs  

  COP for 
SGB chairs 

 

SMT members  Leadership 
for 
teaching 
and 
learning 1– 
2 days 

 8 schools 
with 5 SMT 
per school 

 7 schools 
with 5 SMT 
per school 

 15 sessions 
of group 
coaching 
with SMTs 
– 1 session 
for each 
school 

       Extended 
School 
Leadership 
Forum for 
½ day 

 

 

Principal and deputy  Leadership 
for 
teaching 
and 
learning 2 – 
2 days for 
30 people 

 

 15 sessions 
of group 
coaching 
with 
principals 
and 
deputies – 
1 session 
for each 
school 

  COP for 
principals 

 School 
Leadership 
Forum 

 COP for 
principals 

 COP for 
principals 

 

Year 3 

Stakeholders February March April May July August September October November 
Community leaders  Community 

Leadership 
Forum – ½ 
day 

 COP for SGB 
chairs 

   Community 
Leadership 
Forum – ½ 
day 

 

     Community 
Leadership 
Forum – ½ 
day 

 COP for SGB 
chairs 

SGB parent members      Governance 
1.1 - 2 days 

 8 SGBs = 64 
people 

 

 15 sessions of 
Group 
coaching – 1 
session for 
each SGB 

SGB staff 
representatives 

    

SGB Chair and Treasurer   COP for SGB 
chairs 

 COP for SGB 
chairs 

 

SMT members     Extended 
School 
Leadership 
Forum for ½ 
day 

    Extended 
School 
Leadership 
Forum for ½ 
day 

 

Principal and deputy  COP for 
principals 

 School 
Leadership 
Forum for ½ 
day 

 

 COP for 
principals 

 COP for 
principals 

 School 
Leadership 
Forum for ½ 
day 

 7 SGBs = 56 
people.  

 Governance 
1.2 – 1 day 

 7 SGBs = 56 
people.  

 8 SGBs = 64 
people 

 COP for 
principals 

 

A breakdown of the content for each module is contained in the Appendix 



 


