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FOREWORD

As early as 2008 the Department took a stand to address the problem of poor learner outcomes 
and dysfunctionality of schools holistically.  This approach meant that, in order to improve the 
learner outcomes at Grade 12 level, the whole system from Grade 1 – 12 had to be serviced. The 
District visiting and monitoring teams as well as the Provincial Intervention Teams were expected 
to implement LAIS in both GET and FET Schools.

There is a realization that the holistic approach has not been optimally and effectively implemented. 
The Matric Examination Focused Learner Attainment Improvement Strategy (LAIS) for 2015 
to 2019 seeks to intensify the effort to reach the whole system with all its ramifications. The 
emergence of the Annual National Assessments (ANA) has added value to this approach as ANA 
and NSC are both important milestones in the academic year. Furthermore, the whole School 
Development approach strengthens the ideal of attending to the whole system.

The LAIS Summits identified the key focus areas for the strategy as the Literacy and Numeracy 
Strategy; Mathematics and Science strategy including the establishment of the Science Academy; 
Dealing with the dysfunctionality of schools where leadership and management is paramount; 
Support of the Grade 12 class, as well as making Special Schools functional.

The Implementation Plan of LAIS suggests the identification and setting of targets for each focus 
area within the academic year and, ultimately, in the three year timeframe which has been set 
to turnaround and stabilize the system. In the whole matrix of the LAIS Implementation Plan it is 
clear that there is a role for every level of administration from school to Head Office. LAIS also 
sensitizes the role players to the need of applying a two-pronged approach in terms of which 
the under performers are assisted (Sec 58B, 16A of SASA) while simultaneously sustaining good 
work, hence the Push and Hold Technique. Indeed the department is continue moving from 
theory to practice and from policy to implementation. 

 

DR A S NUKU

(A) DEPUTY DIRECTOR GENERAL: IOM 

28 January 2015



2



3

THE LEARNER ATTAINMENT IMPROVEMENT STRATEGY 2015 TO 2019

A FIVE YEAR STRATEGY TO STABILIZE QUALITY TEACHING AND LEARNING

1. Background

The Department of Education in the Eastern Cape has always struggled to promote and 
implement changes which lead to improved learner outcomes, especially in the FET Band. 
A series of projects have been run over the years, focused mainly at the Grade 12 level, to 
produce good results, but all these attempts through to Learner Attainment Improvement 
Strategy (LAIS) have not yet borne the desired outcomes.

In recent years, especially after the advent of the Annual National Assessments (ANA) there 
has been a realization that the system has to be revamped globally; from Grade R to Grade 
12; if sustainable, quality learner outcomes are to be realized. The 2014 ANA results revealed 
that learners in the system are still faced with the challenge of literacy and numeracy. This 
unseemly phenomenon has again reared its ugly head in 2014 with the province attaining 
average mark of a 52.5 % in Grade 3 languages and 48.8 % in Mathematics. The situation was 
equally grossly unsatisfactory in Grade 6 at 38.2 in Language and 38.1% in Mathematics. The 
same gloomy picture prevailed in Grade 9 with 35.7% in Language and 13.3% in Mathematics.

The analysis of the Grade 12 results over the past five years shows that our candidates are 
pulled down and denied a Bachelor’s pass mainly in Mathematics, Physical Science and 
Accounting.  It is clear that the Province has a problem around reading and counting across 
the spectrum of the Basic Education sector. The scarcity of distinctions in isiXhosa Home 
language is also a serious challenge compared to other indigenous languages and English 
Home and Afrikaans Home Languages. 

The Province has held LAIS Launch from 2010 up to 2014 as an effort to improve learning 
outcomes in the respective academic years and examine the causal factors for the low 
performance levels. In both instances the participants who included stake holders in Education, 
found that our underperformance as a province had something to do with the following 
major factors: school functionality; level of curriculum implementation and the resourcing of 
education. It was also universally accepted that Literacy and Numeracy; Mathematics and 
Science were the areas that needed in-depth attention at GET and FET bands respectively.

The LAIS Summit resolved that attempts to improve learner attainment should cover Grade 
R-12 if the system has to improve and sustain excellence. Against this background the 
summit resolved on the following seven focus areas for LAIS in the coming years;

•	 Literacy	and	Numeracy	Strategy

•	 Grade	12	Learner	support

•	 GET	and	FET	underperforming	schools

•	 School	functionality

•	 Making	special	schools	functional

In order to attain enduring gains in the strategy to turn the province around in the 
abovementioned areas, a three year period of intense work in these areas is advisable. 
Hence this strategy and its implementation plan are meant to run for a period of five years 
from 2015-2019.
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2. The link with the National Strategy for Learner Attainment (NSLA)

The Basic Education Sector has made tremendous progress in meeting the Millennium 
Development Goals including providing for education delivery at different spheres of government. 
One of the challenges for the national and provincial departments of Basic Education has been 
to promote and implement changes which lead to improved learner outcomes throughout the 
Basic Education system.

Over the years the sector came to be characterised by poor leaner performance as measured 
through the Grade 12 pass rate and literacy and numeracy scores in systemic and Whole School 
Evaluation. That trend has also been confirmed by international studies such as the Southern 
and East Africa Consortium for Monitoring Education Quality (SACMEQ); Trends in International 
Mathematics and Science Studies (TIMSS), and Progress in International Reading Literacy Study 
(PIRLS). The 2014 ANA results revealed that learners in the system are still faced with the challenge 
of literacy and numeracy. It is critical to acknowledge learner attainment can only be substantially 
addressed if it is acknowledged that there are several barriers that prevent learners, teachers and 
schools to develop their full potential. The main aim of any intervention should therefore be to 
identify the barriers experienced (at individual learner level, teacher and classroom level, school, 
District and systemic level) and to put measures in place to address them effectively through an 
inter-sectoral and integrated approach.

In line with improving planning, monitoring and evaluation, government has adopted twelve 
outcomes as key focus of work between 2015 and 2019. The Basic Education Sector has 
developed and adopted Action Plan to 2019 Towards the realisation of Schooling 2030 based on 
National Development Plan 2030. This plan has clear measurable output goals and timeframes 
for each critical deliverable. 

The objectives of the framework are:

(i) Sustained improvement in learner outcomes or performance;

(ii) Enhanced accountability at all levels of the system;

(iii) Greater focus on basic functionality of schools;

(iv) Protecting time for teaching and learning;

(v) Improved support for teaching and learning;

(vi) Increased efforts on time on task; and

(vii) Resource provisioning

The National Department of Basic Education has developed the National Strategy for 
Learner Attainment (NSLA) to assist provinces to implement changes which will lead to 
improved learner outcomes throughout the Basic Education System. Each province has 
the responsibility to embrace the national strategy and adapt it to its peculiar provincial 
dynamics.

In the Eastern Cape NSLA is implemented through LAIS and all efforts to improve the 
performance of schools and promote the attainment of improved learner outcomes are driven 
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by it. The key intervention areas identified by the NSLA dovetail with the focus areas for the 
LAIS and reaffirmed with improvements. It is clear that our system is troubled by common 
problems which persist in it and continuously cause poor learner outcomes as evident in 
both ANA and the Grade 12 results over the years.

There is a welcome congruence and similarities between the NSLA and LAIS focus areas 
either in the key pillars themselves or in their strategic activities. It would be useful for mangers 
to always read the documents together or bear in mind what one document (NSLA) says 
when implementing the guidelines of the other (LAIS). 

3. Link with Action Plan to 2019 Towards the realisation of Schooling 2030

The Action Plan to 2019 Towards the realisation of Schooling 2030 outlines what the 
government will be doing to make Grade R to 12 schooling better, but also explains the 
contributions that each one of the stakeholders in the schooling communities could make 
towards achieving the goals of the plan.

There are 27 national goals that should be achieved by the education department, 13 of which 
are output goals dealing with better school results and enrolment of learners. The remaining 
14 are the departmental inputs aimed at making the first 13 goals achievable.

Making sure that every young South African receives quality schooling is an urgent need. Yet, 
we realise that this cannot be realised overnight. We need a clear vision of where we want to 
be in 2030, or even before then if possible. And we must make sure that every year we move 
a bit closer to our vision, recognising that a large improvement is actually an accumulation 
of many smaller changes. By 2030 we must see the following in every South African school:

Learners attend school every day and are on time because they want to come to school, 
the school is accessible and because they know that if they miss school when they should 
not, some action will be taken. These learners understand the importance of doing their 
schoolwork, in school and at home, and they know their school will do everything possible 
to get them to learn what they should. Much learning happens through the use of computers 
and, from Grade 3 onwards, all learners are computer literate. Part of the reason why learners 
want to come to school is that they get to meet friends in a safe and secure environment 
where everyone is respected; they will get a good meal; they know they can depend on their 
teachers for advice and guidance; and they are able to participate in sporting and cultural 
activities organised at the school after school hours. 

Teachers who received the training they require are continuously improving their capabilities 
and are confident in their profession. These teachers understand the importance of their 
profession for the development of the nation and do their utmost to give their learners a 
good educational start in life. They are, on the whole, satisfied with their jobs because they 
feel their employer is sensitive to their personal and professional needs and that their pay 
and conditions of service in general are decent and similar to what one would find in other 
professions. 

The school principal ensures that teaching in the school takes place as it should, according 
to the national curriculum, and understands his or her role as a leader whose responsibility 
is to promote harmony, creativity and a sound work ethic within the school community and 
beyond. 
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Parents, who are well informed about what happens in the school, are keen to be involved 
in school affairs and receive regular reports about how well their children perform against 
clear standards that are shared by all schools. These parents know that if something is not 
happening as it should in the school, the principal or someone in the department will listen to 
them and take steps to deal with any problems. 

Learning and Teaching Support Materials are in abundance and of a high quality. The 
national Minimum Schoolbag policy, which is widely understood, describes the minimum 
quantity and quality of materials that every learner must have access to. Computers in the 
school are an important medium through which learners and teachers access information. 

School buildings and facilities are spacious, functional, safe and well maintained. Learners, 
teachers and the school community as a whole look after their buildings and facilities because 
they take pride in their school.

The NSLA attempts to meet the targets set out in Action Plan to 2019 Towards the realisation 
of Schooling 2030 to improve learning and teaching in the schooling system.

The NSLA  is divided into the following sections for easy reference and reporting:

Section 1: Management and Leadership

Section 2: Early Childhood Development

Section 3: Primary/GET Schools: Multi-grade; Foundation Phase; Intermediate

Phase; and Senior Phase.

Section 4:  High/FET Schools

Section 5:  Mathematics, Science and Technology

Section 6: Comprehensive Teacher Development Programme

Section 7: Resource provisioning

Section 8: Inclusive Education: Special Schools; Full-service schools; 

Home Education

Section 9: ICT

After having made the diagnosis as to what causes the Eastern Cape learners to perform 
poorly and what makes the system to suffer paralysis in some of its aspects of service 
delivery, the LAIS crafted resolutions which form the basis of the provincial response to the 
problems besetting its system. In doing so,  cognizance was taken of the entire surrounding 
environment in the educational landscape including the Action Plan to 2019 Towards the 
realisation of Schooling 2030. Each of the pillars or focus areas of the provincial strategy 
relates to one or more of the twenty-seven goals of the Action Plan 2019.
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4. Situational Analysis

LAIS has been in operation for the past six years and has been applied quite diligently and 
with growing passion at all levels. Other interventions before it had been implemented with 
a great deal of enthusiasm and received both recognition and funding from the line budget 
of the Department. Yet the scourge of poor learner outcomes has persistently bogged the 
province. It would appear that only the symptoms and not the problem have been receiving 
attention all along.

The ANA results of both 2013 and 2014 revealed that the learners have huge problems in 
both Literacy and Numeracy. The learner outcomes at GET are poor in the Languages and 
Mathematics. The same trend prevails in the FET Band as measured by the NSC examinations. 
In fact ANA may only be part of a bigger problem at GET Band as no-one knows what other 
areas would be problematic if the assessments were to cover all learning areas.

The assessment outcomes as well as the cursory surveys made by departmental officials 
through their monitoring and support exercises have spelled out clearly that the following 
factors are responsible individually or collectively for the poor performance of our learners:

•	 Inadequacy of teachers or high vacancy rates.

•	 Scarcity of properly qualified teachers in subjects such as Mathematics, Science and 
Accounting.

•	 High rate of absenteeism by both the educators and learners resulting in insufficient 
contact time in class and low syllabus coverage.

•	 Lack of skill in dealing with the prescripts of the curriculum policies.

•	 Dysfunctionality of schools

In response to the above challenges the Department has simply put in place catch-up 
programmes like week-end camps, winter and spring schools which are obviously make-
shift mechanisms to ensure that learners cover much of the syllabus or complete it. The root 
cause of the problem remains unattended. The Department, consequently, does not emerge 
with sustainable solutions to its systemic problems even if the end-of-the year results do 
improve.
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5. The rationale for a five-year roll-out plan of LAIS. 

The LAIS Summit identified five critical areas which are at the root of the poor learner outcomes 
and went on to resolve on specific strategic actions to be taken to solve the problems which 
engulf the Eastern Cape Education System. The following factors have been affirmed in all 
summits thus far as being the key enablers that should be at the centre of any strategy to 
improve learning outcomes and school performance;

•	 Post Provisioning Norms. 

•	 Skills Development.

•	 Resource Provisioning.

•	 Strengthening management and leadership capacity.

•	 Mathematics, Science and Language Strategy.

•	 Stakeholder mobilization.

•	 Strengthening Inclusive Education.

The task of implementing the above mentioned strategies for sustainable improvement of 
learner performance and stabilization of the entire education system cannot be accomplished 
in one year. Indeed it is not an event but an in-depth process which can be completed 
through setting annual targets and progressively attaining them. As indicated above the 
Department must now desist from treating the symptoms but tackle the real problem for, it 
is useless to cut off the branch of a tree if the roots are diseased. The best is to attack the 
danger at the roots.

The LAIS Implementation Plan must determine the goals to be achieved around each of the 
five pillars and set targets which must be reached each year. These must be taken to the 
next level the following year and sustained until the system is stabilized.
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6. The Five Pillars of LAIS.

6.1 The Literacy and Numeracy Strategy

According to the diagnosis made by the LAIS Summit our learners perform badly in Literacy 
and Numeracy because they lack the basic skills in these learning areas. It was found 
that the foundational skills of Literacy and Numeracy of Eastern Cape learners need to 
be strengthened in order to improve learner performance. In this way the percentage of 
learners obtaining acceptable achievement in these areas would be increased.

The fundamental question to be answered and basic problem to be solved is what causes 
the learners to lack the elementary skills in Literacy and Numeracy. In order to be able to fix 
it, the root cause of under- performance must be identified.

The primary problem behind poor learner performance is the absence or shortage of 
properly qualified teachers at the GET Band to teach the pupils to acquire the requisite 
Literacy and Numeracy skills in the foundation phase. There is a similar problem in the 
Intermediate and Senior Phases hence the poor performance in Mathematics and Science 
and Language.

It is a long established fact that the National Senior Certificate examination results are also 
negatively affected by poor performance in Mathematics, Science and Accounting. Again 
the problem here is shortage of qualified teachers. This is coupled with lack of skill and 
under qualification on the part of the teachers that the system has.

The recent Summit resolved that the remedy for the Literacy, Numeracy (Litnum) and 
Mathematics and Science problem is in;

6.1.1 Resourcing and utilization i.e.;

•	 Provisioning of new intake of teachers’

•	 Conducting an audit of needs and reskilling and training of the currently unskilled and 
under qualified teachers and Subject Advisors.

•	 The Education Leadership Institute must organize, develop and coordinate accredited 
skills programmes for the identified teachers.

6.1.2 Empowerment training and support.

The current Subject Advisors need to be re-skilled and empowered with the facilitation skills 
and relevant methodologies to provide professional support to Literacy and Numeracy and 
Mathematics and Science teachers.

The other problem to be addressed is the Language Competencies of the teachers across 
the Basic Education Sector. Again an audit of needs has to be done in this regard.

All of this discourse boils down to the following as the strategies that the Province should 
employ to solve the problem:

•	 The Post Provisioning Norms (PPN) should be responsive to the educator needs of 
the system.

•	 The Education Leadership Institute (ELI) should be seen to be dealing effectively 
with the skills development of the Province.

•	 A clear Mathematics and Science Strategy should be developed to eliminate the 
problem of shortage of skilled Mathematics and Science teachers and Subject Advisors.
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6.1.3 Intervention Projects

In the meantime, whilst the department is building its own pool of trained and properly 
qualified Mathematics and Science Teaching corps, Intervention Projects by Non-
Governmental Organisations should be sustained. These projects could assist both learners 
and educators until the Maths and Science Academy is fully operational and capable of 
building internal capacity. 

The three solutions raised above are major issues which can only be worked out and 
achieved over time due to the magnitude and complexity of the processes involved to 
address them. Hence the proposal of a three year term to deal with the five pillars.

6.1.4 The Provincial Mathematics and Science Strategy

A concrete strategy has to be created to deal decisively with the problem of poor learner 
outcomes in Mathematics and Physical Science. The strategy should have a two pronged 
approach whereby the unskilled educators and Subject Advisors would be skilled on one 
side while new qualified teachers would be produced on the other side.

6.1.5 Maths and Science Academy

•	 A Maths and Science Academy has established in Queenstown in 2013.  This should 
be an institute which focuses exclusively on developing the skills of Maths and Science 
educators in both content and methodology. It is a clinic wherein under and unqualified 
educators are given capacity and competencies to handle the subjects effectively.

•	 The academy should be manned with experts or highly qualified and experienced people 
who are endowed with both theory and practical experience. The academy should be 
self-sufficient.

Ø	 Bursary Scheme for new Maths and Science Educators

•	 As indicated above the Province is not only suffering under qualified educators but also 
has a vast shortage of teachers who are qualified to teach numeracy in the foundation 
phase and Maths and Science in the senior phase and FET secondary schools. It is 
therefore necessary that a new intake of Maths and Science educators be brought into 
the primary and secondary schools. 

•	 A bursary scheme has to be established to attract and assist candidates who want to 
study these subjects at University for deployment in the needy schools after completion 
of studies. 

•	 The scheme should be well managed and recruitment as well as distribution of graduates 
should be so managed that the vacancy rate is brought under control by 2015. 

Ø	 Recruitment of teachers from neighboring countries.  

In the short term, while organizing new intakes of local teachers through the bursary scheme, 
an arrangement should be made to recruit teachers from neighboring countries. A medium 
term (three years) contract can be entered into so as to have teachers in the interim while 
our students undergo university training. 

Ø	 College Training of Teachers

A College of education should be established in the province to train maths and science 
teachers for primary and secondary schools. The college could also offer a stream for 
languages to accommodate literacy as well as the issue of mother tongue based bilingual 
education.
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Ø	 Foundation Phase- an investment for the future.

Amongst others, the emphasis of the department strategy to improve leaner attainment 
should be on the Foundation Phase. This phase should be the hub of best practices in 
the whole Basic Education Sector. The schools should be well staffed, well-resourced 
and should enjoy the best monitoring and support by EDOs, Subject Advisors, and Multi-
Disciplinary Teams. The learners who leave this phase should be well equipped with the 
basic concepts in such subjects as literacy and numeracy and be ready for the following 
phases of their education.

Ø	 One Plus Four Framework

•	 The “One Plus Four Framework” is a model that aims to ensure that teachers are 
adequately prepared and skilled to deliver on the Mathematics curriculum in the Senior 
Phase.

•	 It further seeks to address all the topics in the Mathematics curriculum, so that teaches 
can confidently and competently ensure that learners are able to master the requisite 
Mathematical content by the end of the Senior Phase (Grade 9) 

•	 The model is a decentralised one. Teachers will meet within circuits on the first day of 
a weekly cycle. They will clarify and plan for the implementation of the Grades 8 and 
9 Mathematics for a weekly teaching, learning and assessment.  In other words, the 
One refers to Day 1 of a 5 days cycle on which teachers are prepared to deliver on the 
curriculum over the following 4 days.   

6.2 Grade 12 Learner Support

•	 In this regard the problem statement indicates that the majority of learners that sit the 
Grade 12 Examinations fail to become eligible for a Bachelors Programme at a University. 
The various intervention programmes that have been implemented have not been 
successful in promoting better Grade 12 results.

•	 The incapacity of the intervention programmes to turn around learner performance 
means that the real problem has not been dealt with. The long-term solutions lie partly 
with the strategies proposed under Pillar 6.1. This pillar deals specifically with the Grade 
12 class of a given academic year. It presupposes application of a one-year focused 
programme to support the Grade 12 class.

•	 Amongst others, the following teaching and monitoring strategies should be part of the 
annual support programme to the Grade 12 class:

Ø	 Staffing of the Grade 12 class

Districts and schools should ensure that in their annual staff allocations, they provide the 
Grade 12 class with enough teachers. No subject should be allowed to go without a teacher. 
The teacher is the basic resource for the learner. 

Ø	 Early start of the academic year

The best support to the Grade 12 class is to ‘strike while the iron is hot’. Teaching and 
learning should commence on day 1 of the academic year. In fact intensive teaching and 
learning should happen in January and February. These months are not punctuated by 
any school or public holidays and optimal advantage should be taken of this favourable 
situation.
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Ø	 Setting of targets 

The School Management Teams (SMTs) particularly the Heads of Department (HODs) as 
Instructional Leaders, should ensure that subject teachers set weekly and monthly targets 
for syllabus coverage. The honouring of these targets should be facilitated by the Subject 
Advisors and monitored by the Circuit Managers.

Targets in terms of assessment of learner performance and grade progression should also 
be set for March, June, September and December. The attainment and/or failure to meet 
these targets will determine the need, scope and nature of extra classes, Winter and Spring 
schools. 

The province has set the NSC Pass target for 2015 at 75%. The districts must set the district 
target together with the subject targets. The Schools must set the Schools overall target 
together with the subject targets for 2015. 

Ø	 Subject Committees

Subject Committees should be used as forums in which teachers share common problems 
and exchange best practices.

Ø	 Protection of teaching time

The value of safeguarding and maximizing contact time between educator and learner within 
a prescribed time allocation is simply priceless. Teaching and learning time is indispensable 
for syllabus coverage and the eventual learner performance. If teachers and learners are 
on time, on task, teaching and learning, success is guaranteed. Such things as syllabus 
backlogs and catch-up programmes are automatically eliminated. It is therefore essential 
that educators and learners absenteeism be totally removed from our schools. Teaching 
and learning time should be protected by all learners, educators, SMT and SGB. 

The Subject Advisors and Circuit Managers, Multi-Disciplinary Teams and other Intervention 
Teams of the District should monitor compliance with CAPS and other time protection 
strategies. Leave management should be efficiently implemented and attendance registers 
(staff and learners) should be evaluated on a weekly basis.

Ø	 Quarterly Accountability Meetings

In order for the Grade 12 support Project to thrive, it has to be closely monitored through 
onsite evaluation by the School Management Team (SMT) on a weekly basis followed by 
monthly impact assessment by the District Multi-Disciplinary Teams (DMDT’s). This should 
culminate in quarterly accountability sessions which are monitored by the Provincial 
Intervention Teams (PITs). These sessions should take the form of quarterly reviews, 
performance assessment and analysis of learner results.

Ø	 Stabilization of the system.

The strategies which the Department employs to improve learner performance should also 
help to produce sustainable performance standards which are guaranteed of success and 
which can be repeated yearly with equal levels of success. In this way the system will 
stabilize and the performance standards will become custom.

The following practices are some of those which can be used to stabilize the system once 
the basic necessities of education have been put in place or simultaneously with the process 
of doing so:-
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I. Common tests and assessments at Grade 3, 6, 9, 11 and 12.

The Subject Advisors, together with the subject committees, should set targets for syllabus 
coverage for each quarter. Then the March, June and September assessments should 
be set and managed by the districts. The November examinations should be provincially 
coordinated.

II. Concerted efforts to upscale teaching and learning practices in the Senior Phase.

The students who progress from the GET Band to the FET Phase should be properly 
prepared and ready to deal with the workload and concepts at that level. The Senior Phase 
should serve as a preparatory school in terms of work ethics and general understanding of 
basic concepts in all subjects.

The same attention that is given by EDOs, Subject Advisors and Multi-Disciplinary Teams to 
the Grade 12 class should be paid to Grade 7-9.

III. Mother Tongue Based Bilingual Education.

The power of this strategy in facilitating comprehension of the concepts encountered 
by learners in Mathematics and Science cannot be over emphasized. Regrettably some 
educators and education managers have not yet grasped this reality. The implementation 
of the Mother Tongue Base Bilingual Education should be extended to six districts in year 
one, nine districts in year two and the remaining six districts in year three. This could cover 
the whole province much sooner depending on the initiative of the District Directors. The 
growth of the scope of application of MTBBE should be accompanied by the growth of the 
unit both at District and Head Office levels.

6.3  Dealing with the GET and FET underperforming schools.

The phenomenon of underperforming schools in the Province of the Eastern Cape is 
immense and has defied solution over the years. The South African Schools Act (SASA) links 
underperformance to the performance of learners which is below the minimum standards 
prescribed by the Department. This is coupled with a break-down of school management 
and governance. In the 2012 academic year the number of underperforming schools was 
embarrassingly high at four hundred and eighty one (481) out of the nine hundred and 
thirty two FET Schools in the province and the number has decreased to 406 FET schools 
in 2014.

The following critical steps should be taken to deal with the scourge of underperforming 
schools:

•	 Conduct a comprehensive audit of the identified underperforming schools and determine 
the causes of poor performance.

•	 Categorise the schools according to the causal factors and severity of the problem.

•	 Deal with management and governance issues by way of training, mentorship and 
discipline, depending on the cause of underperformance.

•	 Provide basic resources including competent and qualified teachers.

•	 Conduct leave audits and follow the law where truancy and absenteeism is the predominant 
factor.

•	 The Education Leadership Institute must release training programmes to address 
leadership, management and governance deficiencies in the identified cases.

•	 Set annual targets to transform the schools according to the various categories.
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6.4   Promoting and stabilizing the functionality of schools.

The prevalence of dysfunctional schools is a real thorn in the flesh of all processes and 
interventions that seek a turnaround in the ability of schools to produce good results at 
the end of every academic year. Dysfunctionality naturally breeds underperformance in all 
respects.

Efficient leadership and management in a school promotes accountability and a healthy 
working environment. Such a school is also characterized by a clear vision, mission and 
goals resulting in vibrancy and functionality. This creates a fertile background for effective 
teaching and learning as well as facilitation of all the educational activities that help to 
mould and develop the child.

The absence of the above mentioned characteristics in a school results in what is called 
dysfunctional schools. There are many such schools in our province hence the high 
incidence of underperforming schools. This is the challenge that LAIS has to deal with in 
order to achieve good performance throughout the Basic Education Sector.

The following are some of the inhibiting factors to school functionality, which must be 
worked on if our dysfunctional schools are to attain functionality.

Ø	 Configuration of the schooling sector.

Many schools are dysfunctional simply because of the way they are structured, which is 
not in line with the funding structure and policy framework which is followed under the 
current Education dispensation. These schools still represent the dysfunctional system of 
the erstwhile departments of the period before 1994.

The institutional framework of these schools needs to be reconfigured so that they are 
aligned to the approved models for Primary and Secondary Schools. The process of 
realignment (reconfiguration) implies merger of small schools and closure of others. These 
processes need consultations and the following of legal processes such as gazetting and 
newspaper advertisements.

The project of rationalization and realignment of schools has to reach full implementation 
stage with a clear programme of action to take the process to finalization by 2015.

Ø	 Streamlining of curriculum offerings in line with available resources.

Some School Governing Bodies embraced extensions of curriculum in their schools with 
the mistaken view that it meant growth for their schools. The unfortunate counter effect 
of that move is that the schools degenerated into dysfunctionality due to lack of teachers 
and educational resources.

The programme of action should start with an audit of the schools affected by this, followed 
by a process of curriculum refocus or streamlining which may lead to mergers of schools.

Ø	 Strengthening of management and leadership in schools.

All school principals should be evaluated in terms of IQMS to ensure a thorough skills audit 
that will reveal the training needs of the affected principals. Training priorities for school 
principals should be determined to enable the Education Leadership Institute to procure 
appropriate empowerment programmes for school managers.

A separate audit of skills should be conducted for Deputy Principals and Heads of 
Departments which should lead to identification of priorities for this level of the School 
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Management Team (SMT). 

In the short term school principals (GET and FET) that need to be put under a mentorship 
programme should be identified. The caliber of mentors to be utilized needs to be looked 
at for quality assurance. The CES: IDS&G should be given the task of identifying mentors 
guided by the relevant directorate under the Chief Directorate IMD&G. 

Ø	 The use of whole School Development as methodology to improve school planning.

Functional schools do proper planning in line with their vision and mission. The set goals and 
objectives find expression in their School Development Plans (SDPs) and where necessary 
also in Subject Improvement Plan (SIPs) and, of course, the Academic Performance 
Improvement Plans (APIPs). These plans should seek to have a global turnaround in the 
school or total improvement in the school or total improvement of all aspects (whole school) 
of the institution.

Ø	 Taking care of the basic school and policy necessities (return to basics)

Certain fundamental policy initiatives must be seen to be followed and certain basic 
resourcing and environmental requisites must be seen to be met if a school is to attain 
functionality. 

The responsibility of ensuring that the basic school necessities are honored rests with the 
District Directorate. The onus of ensuring and sustaining school functionality rests with the 
District Directorate and his/her entire staff. The duty to apply the methodology of Whole 
School Development rests with the IDS&G unit at district level i.e. CES, Circuit Managers 
and School Principals and their School Management Teams (SMTs). 

Schools should be held to their SDPs and caused by the Circuit Manager to account on that 
basis. The Circuit Manager should be accountable for the operationalisation of the SDPs.

The following basic policy necessities are the responsibility of the Circuit Manager: 

•	 Implementation of the Admission Policy in terms of timeframes and compliance.  

•	 Optimal utilization of SASAMS.

•	 Proper timetabling and utilization.

•	 Adherence to prescribed contact time between educator and learner attendance.

•	 Mobilization of parents and school based LAIS activities through the Quality Learning 
and Teaching Campaign (QLTC).The first step is to ensure that the school based QLT 
committees are functional and relate well with the SGB. The Provincial and District QLTC 
Committees must engage the SGB Associations to gain their support and see that all 
schools have parental involvement committees to push the agenda of LAIS and school 
safety.

6.5 Making Special Schools Functional.

It is a huge and most welcome achievement that the LAIS Summit also identified the need 
to improve the functionality of Special Schools. The Department has the responsibility to 
provide education for all children including those with disabilities in compliance with the 
Constitution, SASA and White Paper 6.

The same practices employed through LAIS in public ordinary schools should be applied to 
special schools to improve learner performance and school functionality. Uniform activities 
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to improve educator skills and compliance with policy should be followed for all schools 
including special schools. 

The following are practical examples: Ensure that all schools:

•	 Take part in provincial and national assessment tasks

•	 Analyse the learner performance

•	 Submit School Improvement Plans

•	 Are well resourced

The functionality of Special Schools can further be fostered by paying attention to the 
following:

(a) Human Resource Development e.g.

•	 Train educators and district officials in SIAS

•	 Orientate educators and learner support coordinators in CAPS.

•	 Use IQMS effectively.

•	 Initiate new intake to special schools.

(b) Implement teacher/learner support programmes.

(c) Early identification of learners experiencing barriers to learning.

(d) Install integrated support structures in districts and schools.

“There are far, far better things ahead than any 
we leave behind.” 

C.S. Lewis
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7. Monitoring and support activities.

7.1 District Based Support Teams.

(i) Circuit Manager (EDO) as Accounting Officer of the Circuit.

School Principals and their School Management Teams are expected to do planning for 
every academic year which includes: School Readiness Planning, School Development 
Plans, School Improvement and Academic Improvement Plans. These plans have to be 
approved by the Circuit Manager who must also monitor their implementation.

The Circuit Manager is accountable for sound administration, good leadership and 
management in his/her Circuit. She/He is therefore expected to have a Circuit improvement 
plan and an implementation plan.

The following are the specific LAIS related activities to be monitored by the Circuit Manager:

•	 School readiness by a way of availability of class lists. Time tables and basic  school 
necessities like chalks, dusters, registers and LTSM.

•	 Early commencement of teaching and learning on first school day in every school in his/
her Circuit.

•	 Strict adherence to the School Improvement or Development Plan.

•	 Fortnightly monitoring of syllabus coverage at all grades of the schools in the circuit. 
Participation and leadership in the Multi-Disciplinary Teams.

•	 Monitoring and support of leadership and management by School Principals.

(ii) CES - IDS&G as a Co-ordinator of Circuit Management and facilitator of accountability.

The CES:

•	 Ensures that the Circuit Managers have Circuit Plans which are fed by School Improvement 
and Development Plans.

•	 Ensures that LAIS is implemented in all schools in the district through co-ordination of 
circuit management.

•	 Monitors the submission of fortnightly syllabus coverage reports and facilitates their 
analysis by the Circuit Multi-Disciplinary Teams.

•	 Monitors the leadership of schools and intervenes where there is leadership and 
management laxity.

(iii) CES Curriculum Management.

•	 Ensures that all schools have time tables that comply with curriculum policy.

•	 Facilitates the rendering of professional support to needy teachers by the Subject Advisors.

•	 Conducts an Audit of needs of the teachers especially in subjects with scarce skills.

•	 Ensures that the Subject Advisors have clear programs of action for the professional 
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support to teachers and that the work of this team commences early in the year.

•	 Analyses, through the Multi-Disciplinary Teams, the rate of syllabus coverage per fortnight.

•	 Analyses the impact of Assessment Tasks monthly and draws up programs for remedial 
action where necessary.

•	 Carry out Curriculum directives as outlined in PCG 01/2005-PCG 02/2005 and PCG 
05/2006, PCG 08/2007 and PCG 11/2007 and any other circulars and directives that may 
be released from time to time.

(iv) CES Education Social Support Services.

•	 The CES mobilizes her/his specialists and other staff members to do social support 
services in schools. Due to the importance of the service of motivating students, teachers 
and parents, it is essential that this service commences at the beginning of the academic 
year and is sustained until the end of the year.

•	 The CES compiles reports for the District Director to share with the Cluster or Districts and 
solicit the assistance of Head Office where necessary. 

•	 It is the responsibility of this CES to recommend appropriate remedial action for needy 
schools and even procure external psychological or other specialist service for workers 
and learners if necessary.

•	 The CES must provide information on registered independent schools where parents 
are allowed to register their children to deal with the problem of mushrooming illegally 
operating schools.

•	 Ensures that all learners with barriers to learning are accommodated in the appropriate 
schools and where this is not possible due to inadequate space, compile a list with relevant 
details for attention of Head Office through the District Director.

(v) District Director

•	 She/He is the LAIS Project Manager in the district and co-ordinates its implementation 
through the Project Leader and line function managers.

•	 The District Director is responsible for the co – ordination and leadership of the monitoring 
of school readiness and commencement of the academic year by District School visiting 
Multi-Disciplinary Teams.

•	 She/He ensures that the analysis of results of both ANA and NSC is done at the beginning 
of the year and used as the basis of district improvement plan.

•	 Co-ordinates the catch up programs for needy schools informed by outcomes of syllabus 
coverage reports.

•	 Arranges the monthly accountability sessions of the district where Circuit Managers and 
their Principals account by way of peer review on LAIS Implementation during the month.

•	 Ensures that CES Curriculum and Subject Advisors share experiences and progress 
made in offering professional support to teachers and that a clear programme of action 
for the Subject Advisory Service is developed and adhered to under the tutorship of the 
CES Curriculum.
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(vi) Multi-Disciplinary Teams.

•	 These are teams that are composed of various district specialists on management and 
governance, curriculum support, educational social support, human resource development 
and labor relations.

•	 The teams visit schools at least once a month to monitor the implementation of LAIS 
directives and support the school management teams from the angle of their various 
specializations.

7.2 Monitoring by Provincial Intervention Teams.

The Provincial Office has the inherent responsibility to monitor and support districts and 
their schools. This responsibility also goes with the duty to evaluate the impact of policy 
implementation by the districts. These key functions of Head Office come with a variety of 
activities which head Office officials must perform in support of the districts. In the context 
of LAIS the structures and activities discussed below will form part of their responsibilities.

Ø	The LAIS Provincial Coordinating Committee

The members of this committee are the Deputy Directors General (DDGs), Chief Directors and 
Directors. This committee has the duty to provide strategic leadership in the implementation 
of the LAIS activities.

The committee meets every Monday to assess and review progress made in the 
implementation of LAIS and craft remediation strategies for risks and problems that are 
picked up. Occasionally the committee invites District Directors to join its meetings, 
especially when they have to account on a certain issue or when a new approach has to be 
shared with them.

Ø	Analysis of ANA and NSC results and provision of guidance on improvement of 
learner outcomes.

Certain Head Office Directorates are strategically positioned to analyse learner performance 
as well as school performance and identify emerging trends which need attention. The 
outcome of the analyses should be development of strategies by the relevant units to 
deal with the identified trends. The Planning Branch, Assessment and Examinations Chief 
Directorate are responsible for doing analytical work and advising the relevant directorate 
to respond to the observations.

7.3 Development of tools, systems and procedures.

In the course of monitoring and supporting LAIS implementation it often becomes necessary 
to develop tools with which to extract certain information from the system or to assist districts 
to assess progress. The development of systems and procedures with which to operate 
and utilize delegation is another of the responsibilities of Head Office.

7.4 Management of the quarterly accountability sessions.

This strategy requires districts to account quarterly on progress made in the implementation 
of LAIS. In these sessions syllabus coverage reports and assessment outcomes are the 
major focus areas. It is through these meetings that the provincial headquarters are able to 
ensure that there is compliance with uniform standards throughout the system and that the 
pace setters are adhered to.
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7.5 Adoption of districts and schools by Senior Managers.

Senior Managers have to adopt districts with underperforming schools and take full 
responsibility for all the teaching and learning strategies. They are also accountable for 
progress or lack of it in the campaign to turn the situation around and eliminate under 
performance in their adopted districts.

7.6 District and school visits.

School monitoring and support is the core business of the districts through their Multi-
Disciplinary Circuit Teams. However, some developments that warrant direct contact by 
Head Office with the districts and their schools. Head Office itself may decide to do a 
routine quality check and impact assessment by visiting some schools.

8. The quantum of the five-year challenge to improve learner outcomes and stabilize the 
system.

The task of turning around the education system in the Eastern Cape basically means 
transforming the GET and FET Secondary under performing schools into viable schools 
that are fully functional, self-renewing schools that are capable of producing good learner 
outcomes. This task is, however, quite involved and requires the fulfillment of all five of 
the pillars of LAIS. The province shall have accomplished its task the day all of its schools 
obtain the 60% threshold. The task we are faced with entails transforming all the four 
hundred and six one (406) underperforming schools into well performing schools. This then 
is the quantum of work that faces this LAIS Strategy. The question is how much time it will 
take for the scourge of underperformance to be completely obliterated and replaced with 
sustainable systems that are sure to produce good learner outcomes. A three year period is 
suggested as a reasonable period within which all the causal factors of underperformance 
can be eliminated.
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9. NUMBER OF UNDER PERFORMING SCHOOLS IN THE DISTRICTS
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The number of underperforming schools reduced from 472 in 2012 to 406 schools in 2014. 
The pass percentage of 25 104 learners from those 406 schools in 2014 is only 15.5% 
(3 891).

10. The Push and Hold Technique

The learner outcomes and school performances are not reliable in that they show a fluctuation 
from year to year. Schools that do well in one year drop performance in the following year 
while others improve. This “yoyo effect” has a negative effect on the provincial aggregate.

In order to obviate the fluctuation a push and hold technique has to be applied whereby 
support is given to the good schools (holding) while assisting the underperforming schools 
to improve their learner outcomes. In this way quality teaching and learning will be stabilized 
in our schools.

11. Conclusion 

The NDP outlines the importance of having sound management in the school to build 
a strong and coherent set of institutions for delivering quality education. “Skilled and 
dedicated managers/principals to foster a vibrant but disciplined environment that is 
conducive to teaching, learning and assessment”. The managers at all levels of our 
administration should develop their customized plans to deal progressively with the 
problem facing the Eastern Cape Education System, to achieve the deserved learner 
outcomes and set targets.


