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Dear Colleagues 

 

INTRODUCTION 

During the discourse at our last Principals Workshop on strategic planning with a specific 

focus on School Budget & Financial Planning it has become clear that principals are very 

intrigued by the following theories and its application to Organizational Development in 

schooling in particular, 

 

1. Systems theory 

2. Chaos theory 

3. Organizational Studies & Development (OD) 

4. Resource Allocation & Management. 

 

Follow this space, the weekly newsletter over the next four weeks. Each of the 

newsletters will publish a short article on each of the four topics with a very basic 

approach namely a short definition and description of the theory and secondly how it 

impacts on schooling (hope to have all of this as a one pager). 

 

Acknowledgement: It is important to not that Wikipedia, the free encyclopedia forms 

the basis for this series of articles.  

 

Lessons to be learnt: 

1. Schools are complex-adaptive systems  

2. Schools as organizations are more than the sum-total of its constituent elements 

3. There is order to chaos – the challenge is the find it, understand its nature and 

increase it 

4. Living of the brink of chaos is dangerous for schools 

5. We all need an Organizational Development (OD) change agent from time-to-

time – FIND ONE NOW! 

6. Maximize the inadequate resource allocation of the WCED – occupy the space 

(shortfall) between the WCED resource allocation and your need – you are duty 

bound to occupy this space – failure to do so is neglect. 
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ARTICLE 1 of 4 – SYSTEMS THEORY (July 2009) 

A The Theory 
“Systems theory is an interdisciplinary field of scientific and the study of the nature of complex 

systems in nature, society and science.”  The focus of the inquiry is how interrelated systems 

operate in concert in order to “produce some result”.  

 
“The systems view is a world-view that is based on the discipline of SYSTEM INQUIRY. 

Central to systems inquiry is the concept of SYSTEM. In the most general sense, system means a 

configuration of parts connected and joined together by a web of relationships”. 
 

The contemporary timeline of systems study goes back to the 1800 and has been investigated in 

the field of cybernetics (feedback, communications and control), philosophy, sociology and 
complex adaptive systems (diverse systems made up of multiple interconnected elements with the 

capacity to change and learn from experience). 

 

“The systems approach gives primacy to the interrelationships, not to the elements of the system 
(this does not mean that the elements are not important). It is from these dynamic 

interrelationships that new properties of the (entire) system emerge”. (Wikipedia) 

 

B Implication for Schooling 

It could be argued that schooling fits the definition of a “complex adaptive systems”(more about 

the adaptive nature in week 3 – OD). Schooling has for ages amused man and in particular since 
the emergence of the “modern” school during the Industrial Revolution. It is my view that 

schooling and schools are both unique and similar, concepts which result in major headache for 

researchers wanting to understand the dynamic of schooling and schools. 

 
The schools as a complex adaptive systems consist of elements (and I am naming only a few) 

 Management & leadership 

 Governance 

 Learners 

 Parents 

 Budget & finance 

 School safety 

 The community & social capital (networks) 

 Procurement 

 Communication 

 Teachers 

 Curriculum. 

Principals need to accept and have an awareness that decisions made or not made in one element 

of the system has a ripple effect on other elements which impacts on the entire system – the 
concept of the system or school or organization is more than the sum-total of the elements put 

together. Chaos theory (we will talk about it next week but must be mentioned here) and social 

dynamics claim “that in some cases the behaviour of the hole cannot be explained in terms of the 
behaviour of the parts”. 
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ARTICLE 2 of 4 – CHAOS THEORY (July 2009) 

A The Theory 
“The introduction of chaos theory brings the principles of quantum physics to the pragmatic 

world. These complex systems have a rather random appearance and until recently, have been 

labeled and discarded as chaotic and unintelligible”.  

 
Chaos (or perceived) chaos) has been discovered through inquiry to have an “interesting 

underpinnings of order”.  

“The newly discovered underlying order to chaos sparked new interest and inspired more 
research in the field of chaos theory. The recent focus of most of the research on chaos theory is 

primarily rooted in these underlying patterns found in an otherwise chaotic environment, more 

specifically, concepts such as self-organization, bifurcation, and self-similarity”. 
Self organization – “Generally speaking, the organization with the less-stable structure will come 

out ahead while the constant stability of the latter will eventually lead to is own demise”. Schools 

therefore must reinvent itself on a continuous basis. 

Bifurcation – Entities with near-similar identities will “due to the sensitivity of initial conditions 
(circumstances & context), tends to take two very distinct paths and results in two totally different 

geographical or even evolutionary places 

 “It seems that punctuating equilibrium and instilling disorder in an organization is risky business. 
Throwing an organization off balance could possible send it in a downwards spiral towards…to 

the point of no return”. 

“The only way to reap the benefits of chaos theory in OD while maintaining a sence of security is 
to adjust the organization towards a state of existence which lies on the edge of chaos. By existing 

on the edge of chaos, organizations are forced to find new, creative ways to compete and stay 

ahead.” 

“While organizations existing on the edge of chaos are known to be most creative and adaptive of 
organizations, how do their members feel about constant evolution and re-invention?’ 

 

B Implication for Schooling 
“Perhaps, the safest way to use chaos theory in Organizational Development is not in the 

instigation of organizational change, but in the use of its principles dealing with issues that arise 

within the organization. By embracing organizational phenomena previously seen as 

dysfunctional, such as interpersonal conflict, and using it as a source for transformational change 
applying principles found in chaos theory, an organization can make lemonade out of lemons and 

become responsive to change agents while continuously moving ahead and growing from the 

inside out without fear of complete chaos”. (Wikipedia) 
 

This theory makes a few assumptions that we as principals need to be aware of namely 

 The organization or its members have the capacity to change or improve 

 The organization or its members realize that change or improvement is need 

 The organization or its members know when and who to ask for help if required. 

My view is that dancing at the edge of chaos is a dangerous dance, one that should be avoided at 
all cost … the consequence of non return from the edge of chaos is  to dire to contemplate. 

Making the return journey is a tedious process … one can ill afford. 

The one aspect I do agree with. Blaming and shaming organizations in “chaos” serves little 

purpose … they to have an underlying order. The key to success in turning the school around lies 
within finding the underlying order and increase (maximizing) it steadily.  
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ARTICLE 3 of 4 – ORGANIZATIONAL STUDIES & DEVELOPMENT (July 2009) 

A The Theory 
The systematic study and careful application of knowledge about people as individuals and 

groups and their actions within organization is referred to as organizational theory. The goal is to 

develop a better understanding of “organizational life”. 

 
During the early days of the theory (1800) it was accepted that employees are motivated by 

money and managers were expected “to treat workers as machines without minds”. 

 
As the theory evolved it is accepted now that workers have attitudes, beliefs, and needs. The duty 

of Managers is “to motivate employees on their job performance, a pull rather than a push 

strategy”. 
 

Organizational Development (OD) “is a planned, top-down, organization-wide (holistic – people, 

organizational processes and structures) effort to increase the organization’s effectiveness and 

health. OD is achieved through interventions in the organization’s processes using behavioural 
science knowledge and principles” 

 

The OD process includes the following, 

 Contractual relationship 

 Sponsoring Organization 

 Change Agent – making use of various intervention techniques (does not examine or 

make a diagnosis or write a prescription) 

 Method used – Action Research – rigorous search for causes, experimental testing of 

hypotheses, review and results (if people are active in decisions affecting them, they 

are more likely to adopt new ways). 
“Interventions are structured activities used individually or in combination by the members of a 

client system to improve their social or task performance”. 

 

The focus of OD inquiry is “on groups, since the relevant behaviour of individuals in 
organizations and groups is generally a product of group influences rather than personality”. 

(Wikipedia) 

  

 B Implication for Schooling 

The decision of management, leadership and governance to embark on the road of OD will be 

decided by a number of factors (it comes highly recommended by the CTM), 

 The OD consultant cost money 

 The OD process is time consuming – to make it a success the staff must be committed to 

the process 

 The good news is that there are a number of NGO’s willing to assists schools with OD – 

find them 

 Make sure the OD change agent understand the nature of schooling and schools 

 Support from the District & Circuit Office.  

 

S J Daniels © 
Circuit Team Manager 

July/August 2009 

 
 

 



ARTICLE 4 of 4 – ORGANIZATIONAL STUDIES & DEVELOPMENT (July 2009) 

A The Theory 
Another definition of strategic planning is to make use of “available resources” in order to 

achieve organizational goals. When planning for resource allocation consider carefully the 

following model, 

 Basic Allocation Decision 

o Which items within the plan to fund(resource) 
o What level of funding(resources) it should receive 

o Which items of the plan to be left unfunded (un-resourced or limited resourced) 

 Contingency Measures 

o Priority ranking of items excluded from the plan (to be funded/resourced as it 
becomes available) 

o Showing items to be sacrificed in the event of the reduction/inadequate 

funding(resources) 
 

Categories of resources include for schools (and there might be more), 

 Money 

 Human resource 

 Physical resource 

 Time 

 Infrastructure (systems & procedures) 

 Data & information (systematized and organized data) 

 Administration 

 Curriculum. 

 
“In organizational studies, resource management is the efficient (doing things right) and effective 

(doing the right thing) deployment for an organization’s resources … Such resources may include 

financial resources, inventory, human skills, production resources or information technology”. 

(Wikipedia) 
 

An important principle which applies to resource management is the fact that it cost more to 

replace a resource than it is to maintain in good order over a period of time.  
 

B Implication for Schooling 
The school building, grounds, human resources and finance remains the challenge to most if not 

all the schools in Circuit 6. School principals and Governing Bodies must plan based on the 
principle that the resources allocated by the WCED will never meet the demand. To stop decay 

you must intervene positively. Schools must simply find the means to compensate for the 

difference between the WCED’s allocation of resources and the shortfall based on the need. Not 
stepping into this space will be considered irresponsible in the least. 

 

I kind of like the model proposed in the decision-making of resource allocation for basic and 
contingencies (refer to the five strategic decisions) – please apply it to your organization. 
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