Views of the school adminstrators about the readiness level of the schools to the change in the fourth year of the eight-year compulsory education in Turkey

This study is carried out to identify the views of the school administrators about the readiness level of the schools to the change in the fourth year of the eight-year compulsory education in Turkey. The finding of the study reflect the situation of the basic education school in the metropolitan districts of  Ankara. The school principals are asked to state their views on the readiness level of the schools to the change regarding the fourteen item. The findings obtained show that the readiness levels of the schools to the change needs improvement. This improvement seems to be important in the recent educational context in which the transition to twelve-year compulsory education is discussed.
Education is one of the dominant social systems. Social patterns and needs affect the education; in turn, education plays role in the establishment of social pattern and in the identification of the needs. Such an interaction has become one that goes beyond the boundaries of the nations in the twenty first century. In this sense, various educational systems are similiar to each other and they afect one another. This may be regarded as a result of the globalization and as a necessity that is resultd from the new world system. Therefore both turkey and the Turkish educational system should be ready to new situations. Furthermore, educational system should be seen as a driving force in this process. Compulsory eduction has a distinctive significance because of its fuction in the system. Such factors as transition to the information society, sociopolitical developments, young and increasing population, etc. require that compulsoru education should last for longer periods.
Although the related legislative attempts were made long before, transition to the eight-year compulsory education was realized in 1997. The review of the past practices indicates that there had been a planned change in the activities. Determining the readiness levels of the schools to the change is important in identifying the problem areas in the implementation of the compulsory education. 
In this study, the aim is to determine the views of the school administrators regarding the readiness levels of the basic education schools to the change. The study also includes the following topics: the historical process of the compulsory eduction practices in Turkey, the theoretical framework related to the readiness level, the research undertaken and its findings.

Compulsory Education in the Turkish Education System

Before the declaration of the republic, the first Heyeti Ilmiye (Science Council) met between July 15 and August 15 1923 and stated that in the primary education, in addition general academic skills, some kind of occupational skills would be offered. It is also maintained that after the six-year primary education, two-year education would be given towards agricultural, industrial, commercial training. 
This meeting and the decisions made are important in terms of two aspects. Of them, the first one is related to the leadership and vision. Gazi Mustafa Kemal indicated his vision about the compulsory education within the new system. Both social and organizational changes are realized by the leaders having vision. The leaders having vision show what they decide to achieve and what they plan to de for their society and organization. They also provide managerial guidance about what to be achieved.

The second important aspect is that compulsory education was regarded as significant for the future turkey in the 1920s. In 1997 there were only 12 states where the compulsory education was for 5 years. Therefore it is clear that this meeting and the decisions resulted were very important. However this decision could be realized in the practice 74 years after the decision had been made.
· This 74-year process related to the compulsory education can be summarized as follows:
· The 87. article of  the 1924 constitution states that compulsory basic education is free for all turkish people in the public schools. In the same year, The educational unification law was passed.

· In 1924 and 1926 heyeti ılmiye met again. In these meetings, the following decisions were made: programs wouls be developed for the primary education, textbooks would be written, board of education (Talim terbiye Kurulu) would be established; and compulsory education would be universal in Turkey.

· In 1926, four  types of primary schools were defined in the Education organization act, no. 789.

· In 1929, the aims of the basic education were stated in the first school regulation.

· In the third national education congress in 1946, it was suggested that the duration of the basic education should be for eight years.

· In the fifth national education congress in 1953,  the draft of the basic education act was reviewed and planning activities of the compulsory basic education were discussed.

· The 50. article of the 1960 constitution states that education is a right of all citizens and in the same year, basic education and education act , no. 222, was passed.

· In 1970 during the sevent national educational congress it was discussed that the first part of the secondary education should be a part of the compulsory eduction.

· In 1973 national education Basic law,no.1739, was passed. In this law basic education was defined as a eight year educational process that included the education the children 7-14 ages.

· In 1974 in the ninth national educational congress the aims, principles of the education were discussed.

· In 1981 during the tenth national education congress eight year compulsory education was suggested instead of five-year compulsory education.

· In 1988 it is suggested that primary schools and secondary schools shold be combined in the 12. education congress.

· In 1996 transition to eight-year compulsory education was suggested in the fifteenth eductaion congress.

· In 1997 the eight-year compulsory education began to be implemented through modifications made in the laws, numbers 4306, 222, 1739.

· In 1999, the twelve-year compulsory education is suggested in the sixteenth education congress.

These historical information shows that transition to the eight-year compulsory education is a planned process. The related decisions made long before the implementation. However it may be stated that the implementataion was delayed. And the transition period could be regarded as sufficient to establish the necessary infrastructure.
Readiness to Change

1. Change is the only thing that does not change in the universe and that is an inevitable thing. However there are certain differences between the changes that occur spontaneously and the changes that are planned. This study is concerned with the planned organizational change. The planned organizational change process requires the conscious attempts of the administrtors and those that are administrated depended on the social, economiz, and technological. The core of these attempts involve the ability of the organizaton to adapt to the changes, its aim to develop its capacity and to change the behaviour patterns of the workers (Hellriegel et. al.,1995). It means that the structure and culture of the organization should be modified in accordance with the change process that is planned. In other words, the organization should become ready for the change process. In this process, all individuals involved, particularly administrators, have important tasks to be undertaken. Some of these tasks are as follows: effective leadership, administerial support at each level, explanation of the reasons of the change to the people in the organization, informing them about the expectations and the results, realization of the necessary cooperation and the participation. Performing these activities provides a culture that increases the readiness level of the organization to the change and that enable the organization to adapt the new situation (Mariotti, 1996). It may be said that without an effective leadership, effective communication and administrative support, the change process is difficult to be carried out succesfully. In fact, the contribution of the adaptation and motivation to the succesful change is stated as 80 % and that of planning, budgeting, organizing and problem solving is 20 % (Kotter, 1999). In each change process individuals may resist to the change process because of such factors as anxiety, insecurity, underachievement, faer of loosing the job,- colleague pressures, inappropriate timing, the unmotivating rewards, etc. overcoming such negative factors seems to be necessary to realize the change sucessfully (Morrison, 1998). The features of the sucessful change process are stated as follows (Keçecioğlu, 2001):
2. It should create a feeling of urgency.

3. It should establish a consensus.

4. It should involve a vision and strategy.

5. It should support the risk taking, the development of the non-traditional views and approaches.

6. It should involve the planning of the performance improvements, their appreciation and rewarding.

7. It should make the change a continous process.

8. It should institutionalize the new approaches.

The most significant structural changes in the republic period in Turkey have been in the field of the basic education and it continues (Ergün, 1998). As stated before transition to the eight-year compulsory education is a planned change process. Although the related decisions made long before, the implementation delayed. Such a long change process seems to be sufficient for the establishment of the infrastructure of the compulsory education. Therefore it can be expected that the readiness levels of the schools to this change is high. The aim of this study is to identify the views of the school principals regarding the readiness level of the schools to the eight-year compulsory education. In the study the following question is tried to be answered: "For school principals, what is the readiness level of the schools to the eight-year compulsory basic education?".
Method

Sampling
This study is designed based on the review of the related literature. The participants of the study are the school principals working in the basic education schools in the metropolitan districts of Ankara: Çankaya, Keçiören, Altındağ, Yenimahalle, mamak, Etimesgut, Sincan, Gölbaşı. The number of the school principals in these districts  is 515 (45 female and 470 male) (MEB, 2000). In deciding the covarage of the sample the tables of the sampling width (Balcı, 2000). 217 school principals were participated in the study (reliability: 0,95 and significance level: 0.05). Of these principals  178 (82 %) offered their views.

Data Collection

In the study the scale that was developed by Stewart and improved by Kreitner and Knicki (1995) was used after adapting it to the Turkish language by the reseachers. In order to establish the reliabilty of the scale used, it was administrated to 30 school principals. The relation between two implementation is found as r=.85.

1. The tool employed in the study contains 14 items that determine the views of the particpants regarding the readiness levels of the schools to the eight-year compulsory education. The items included in the scale are as follows:
2. Do senior administrators supprt this change?

3. Do all administrative levels believe in the change?

4. Does the culture of your school support the change?

5. Do your senior administrators support and reward the continuos change?

6. Do your senior administrators have a definite vision?

7. Have the quantitative measures been developed to assess the achievement in the school?

8. Do all the school activities support the change?

9. Do all school personnel know the needs of the population that is served?

10. Are the creative solutions developed by the school personnel rewarded?

11. Does the school have a structure appropriate for cooperation?

12. Do the school personnel have an effective communication with the school administration?

13. Does the school implement the change programs?

14. Could the school personnel assume the individual responsibility?

15. Are the decisions about the school made promptly?

The responses of the school principals involved are assessed using a five point scale In this scale 1 means "the lowest" and 5 "the highest". 

Data analysis and Interpretation

Based on the five point scale used in assessing the items, the readiness levels of the schools for each item are found as follows:1.00 – 1.79 `the lowest' 259 `low 2.60 – 3.39  `middle3.40-4.19  `high'4.20– 5.00  `highest'.

Findings and Interpretation

The findings concerning the views of the participants about the readiness levels of the schools to the transition to the eight-year compulsory education will be discussed firstly as a whole group and then these findings will be analyzed in terms of the gender of the participants.

The views of the participants about the readiness levels of the schools to the transition to the eight-year compulsory education

The percentages and the standard deviation of 14 items (as shown Table 1). Table 1 illustrates the views of the school principals about the readiness levels of the schools to the eight-year compulsory education.

(N=178)
X
Ss

Do senior administrators supprt this change?
4,52
0,72

Do all administrative levels believe in the change?
3,40
1,59

Does the culture of your school support the change?
2,50
1,72

Do your senior administrators support and reward the continuos change?
4,17
1,60

Do your senior administrators have a definite vision?
1,61
1,34

Have the quantitative measures been developed to assess the achievement in the school?
1,35
1,07

Do all the school activities support the change?
1,82
1,56

Do all school personnel know the needs of the population that is served?
4,41
0,97

Are the creative solutions developed by the school personnel rewarded?
2,70
1,76

Does the school have a structure appropriate for cooperation?
2,91
1.79

Do the school personnel have an effective communication with the school administration?
3,20
1,78

Does the school implement the change programs?
3,37
1,73

Could the school Personnel assume the individual responsibility?
4,57
0,71

Are the decisions about the school made promptly?
1,51
1,28



Table 1: Readiness to organizational change 

As seen in Table 1, the school principals involved regard the readiness level of the school very high only in relation the item "the school personnel know the needs of the population that is served by the school.  The items that indicate the readiness level of the schools at the high level are as follows:

1. Support of the change by the senior administrators

2. Rewarding of the continuos change by the senior staff

3. Assuming the individual responsibility

The items that display the readiness level of the schools at the medium level as follows:

1. The senior staff believes in the necessity of the change

2. rewarding the creative solutions developed by the school personnel for the organizational problems

3. flexible and appropriate school structure 

4. Effective communication between the school personnel and the administrative units

5. Implementation of the change programs by the school.

Regarding  the item "the school culture support the risk taking and all school activities support the change attempts" the school principals regarded the readiness level of the schools at the low levels. 
1. The items that indicate the readiness level of the schools at the lowest levels are as follows:
2. The administrators have a definite vision

3. development of the scales to measure the achievement in the school

4. Prompt decision making

These findings could be summarized as follows: 

1. Four years after the transition to the eight-year compulsory education, the school principal involved regarded the readiness level of the schools to this transition as very high regarding only one item. They found the readiness level of the school high in three items, medium in five items, low in two items, and very low in three items. 

2. School principals stated that the school personnel perceived this process as a meeting the needs of the public that is served. This population covers the children 6-14 ages and their families. Given this fact, the gains resulted from the basic education is very significant. Therefore, such a perception seems to be very natural.

3. Regarding the items related to the support of the senior staff, rewarding the continuos change, assuming individual responsibility, the participants thought that the readiness level of the schools is high. This finding may be seen as a reflection that the participants give importance to a democratic, secular state.

4. The readiness level of the schools are regarded as medium by the participants regarding the following items: belief of the all administrators to the change, rewarding the solutions developed by the school personnel, effective communication within the school, and the implementation of the change plans. It seems that not all senior administrators believe in the necessity of the change. It may result from such factors as personal anxiety, other political reasons. On the other hand this finding indicates that there are some certain problems in the schools concerning the effective communication, rewards, implementation. The arrangement of the school structure highly depends upon the decisions of the senior administrators.

5. The readiness level of the schools is found at the lowest levels in the following items: the school culture's tendency to support the risk taking, the school activities' tendency to support the continuos change, development of the measures to assess the achievement, prompt decision making, and the senior administrators' vision. All these items except for the last one, are related to the internal structure of the schools. In addition to the problems resulting from the structural arrangement that requires the decision of the senior administrators, there seem also to be some problems related to the internal structure of the schools. These finding may be a reflection of the fact that the school principals cannot recognize their role and responsibility in the improvement of the readiness level of the schools to the change because of these problems. Regarding lack of  the vision of the senior staff, it may be stated that it is a significant problem in the successful implementation of the eight-year compulsory education. And it raises such questions as "Are  not the schools informed about these visions?", or "The schools are informed, but do not they recognize this information?", etc.

Conclusion

Based on the findings presented above it is possible to summarize the results of the study as follows:

1. In the study it is seen that the senior staff supports the planned change regarding the transition to the eight-year compulsory education and that they reward the continuous change. However, they do not have any well-defined vision related to this topic.

2. The school personnel know the needs of the population that the schools serve and they assume individual responsibility. These facts are important in the success of the implementation. However there are some problems regarding the structure and functioning of the school, rewarding of the creative solutions developed by the school personnel, effective communication, the development of the scales to assess the achievement.

Based on these conclusions the following suggestions can be developed:
1. Since the transition to twelve-year compulsory education is discussed, the senior educational administrators should have clear, definite vision and they should express this vision in a clear way.

2. Schools should have more flexible and functioning.

3. The school administrators should perceive and understand their role and responsibility in this planned change process. They should be trained in the fields of leadership.

4. The activities of the eight-year compulsory education should be examined at all levels.
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