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Abstract 

CO-Curricular Activities (CCA) form an important developmental medium for the teaching of 
life-skills in schools. The effectiveness of managing CCAs may vary among schools because of 
circumstances related to available resources, administrative support and teachers' leadership. Some 
important factors to the efictive management of CCAs are proposed and discussed. Hersey and 
Blanchard's Situational Leadership model is presented as a framework to guide teachers in their 
leadership behaviours when managing CCAs. The suggested leadership framework is related to the 
developmental levels of students in accomplishing CCA related tasks. 

Introduction 

CO-Curricular Activities (CCA) are an important part of primary and secondary 
school education. CCAs are activities and services provided by an educational 
institution for its students' active participation, and are outside of their main 
core studies. These activities should be educationally beneficial in bringing about 
the development of hard and soft skills in the students. They have long been 
viewed as valuable aids for the development of students in the areas of leadership, 
desirable character traits, teamwork, social and work skills and good citizen- 
ship (Kankakee School District Board, 2003). The CO-Curricular Activities Branch 
(CCAB) of Singapore's Ministry of Education aims to build in students, charac- 
ter, team spirit and responsibility through CCA activities conducted in schools 
(Ministry of Education, Singapore, 2003). 

CCAs offer a channel for learning that is different from the more structured 
environments of the classroom, technical workshops, or computer and science 
laboratories. Much of the student's development and learning during CCA takes 
place in the less formal environment in which it is conducted. CCAs offer learn- 
ing situations in which students have to apply their skills and knowledge to 
enable related tasks and goals to be completed. They will also need to apply 
appropriate inter- and intra-personal skills in the accomplishment of those tasks. 
During this process, the students develop important life-skills for their immediate 
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and future benefit. Important life-skills may include communication effectiveness, 
social skills, personal management and effectiveness, problem solving and work 
ethics. 

Effective Management of CCAs 

Several important factors need to be present for a CCA to be effectively managed. 
They are 

1. Clear goals for the conduct of the CCA. 
2. Appropriate activities organised and conducted to realise those goals. 
3. Adequate resources provided to conduct and support CCA activities. 
4. Teacher-CCA fit. 
5. Relevant teacher training and support. 
6. Effective leadership by teachers. 

Clear Goals 

Each CCA must have clearly established goals as to how it intends to add value to 
students' education and training. Sports CCAs may establish performance goals 
like winning a competition or developing student athletes' sports skills. An exam- 
ple of such performance goal setting is to have athletes in a sport CCA (e.g. track & 
field) to set targeted personal best performances in identified competitions or 
within a period of time. Alternatively, the CCA group may wish to achieve a top 
four placing in the zone or national championship. In either case, when goals are set, 
they provide individualisation in planning and development or on a group basis. 

A performing arts and cultural group may aim to provide an enriching educa- 
tional experience to students through the learning of related skills and eventually, 
performing for audiences. In this case, a stated goal is having every participant of 
the CCA perform in a school's programme or production at least once in their four 
years of participation. This approach can provide a guiding vision and focus for 
teachers and students. 

A CCA related to an academic subject may extend the knowledge imparted 
from the classroom to the practicality of solving community needs and problems. 
Whatever the CCA, if its goals are clearly defined to the stakeholders, it will provide 
guiding vision to both teachers and students to take the appropriate action to realise 
them. Clearly stated goals can also help to focus energy and resources through the 
appropriate channels. 

Appropriate Activities 

Well-defined goals establish the basis for the type of activities that should be organ- 
ised and conducted in a CCA. If the goal is to win a particular sports championship, 
then the physical, mental and technical preparation of the team will be the focus in 
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getting ready a match-fit team. On the other hand, a CCA established to perform 
community service will concentrate on targeting appropriate external or internal 
groups that can benefit from the students' assistance and service to their needs at 
home, in the environment or at a personal level. 

Sometimes, the activities conducted, or lack of it, may not be consistent with 
what the CCA group professes to do. For example, sports CCAs may have among 
their objectives the promotion of the sport within the school. However, most of the 
resources in terms of time, equipment and manpower may be channelled towards 
the elite school team and, consequently, mass sport promotion is neglected. 

CCA programmes may incorporate relevant activities that address some 
national issue or specific concern. For example, the value of ethics and fairplay 
can be proactively promoted through CCA group discussions on current and other 
issues spread over a specific period of time throughout the school years and not 
just left to chance. Such discussions can lead to essay writing in class. Through 
this, students become more aware of community and national issues through CCA 
participation. 

The management of CCAs should be guided by an appropriate management 
framework or philosophy. For example, in Singapore, the School Excellence Model 
(SEM) is used by school leadership in the management of the school and its 
programmes. Hence, the CCA programme must be aligned with the overall man- 
agement framework adopted by the school. This will ensure that activities of the 
CCA are consistent with the school's vision and strategic thrusts. 

Adequate Resources 

CCAs cannot be organised and conducted without sufficient resources being 
allocated to them. Essential resources include sufficient funding through various 
monetary sources, provision of hardware (equipment, computers and rooms), tech- 
nical resources (coaches and related expertise), and venues for its activities. When 
resources are withheld or lacking, the activities cannot be optimally organised in 
terms of frequency and scope, which will then affect the participation and moti- 
vation of students. For CCAs to be beneficial and true to their goals, the provision 
of adequate resources is an important factor. Hence, it is important that school 
administrators provide relevant and required resources to support the different 
groups well. 

School administrators can share resources and expertise with other schools with 
similar activities or that are in close geographic proximity, Schools can share with 
each other their experiences and expertise, hardware and facilities so that collabora- 
tive synergy is realised. This potential synergy between schools was recognised by 
the Acting Minister of Education for Singapore when he advised schools to collab- 
orate in CCAs so that resources can be shared and optimised between them (Singh, 
2003). Use of resources and facilities that are located conveniently near the school 
should be solicited. Parents and alumni's expertise on a paid or voluntary basis can 
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and should be fully utilised. Therefore, appropriate resources can be sought and 
harnessed by the school to enable it to fully realise its CCA goals and programmes. 

Teacher-CCA Fit 

The teacher plays an important role in the success of any CCA. The interest and 
leadership of the teacher is crucial to developing a vibrant and active CCA that 
caters to the needs of the students. When the teacher is committed to an area of 
interest, he/she will be more likely to provide the effective leadership required to 
drive the CCA. The influence exerted by the teacher through his/her expertise and 
commitment is a valuable motivation to students. Therefore, a good fit between 
teacher and CCA will have a higher probability of success than one of poor fit. 
While it will be difficult to ensure all round fit, the management should try to 
assign teachers to CCAs in which they have an innate interest. Where this is not 
possible, relevant support in the form of training, education and guidance should 
be provided. 

However, although the rendered support may improve the teacher's expertise 
and competence to manage the CCA, the enhanced competence, by itself, does not 
ensure commitment on the part of the teacher. The inherent expertise and compe- 
tence must be married with a sense of commitment so that the relevant CCA can 
be taken to a higher level through purposeful, innovative and creative approaches. 
Therefore, in the long term, it is prudent for school leaders to attempt to succeed 
in the teacherKCA fit so that both elements of competence and commitment can 
mutually enhance the productivity of the teacher. 

Relevant Teacher Training and Support 

When a teacher is put in charge of a CCA for which he/she may not have the 
required expertise, support will be required in terms of providing relevant training 
and/or support personnel. The areas of training that the teacher can undergo to 
improve his/her competence in managing the CCA are in related knowledge and 
skills, and managerial leadership skills. The skills to be acquired can be techni- 
cal in nature (gardening skills for green and landscaping club) or administrative 
(team/group management). When a member of the staff undertakes relevant train- 
ing, their confidence in managing the CCA can improve, thus impacting positively 
on the students. 

In a survey reported by Yeo (1995) in The Straits Times (30 September), 55% 
of teachers reported that they felt ECA duties were stressful. The stress and its 
negative effect on performance may be explained by a mismatch of professional 
ability and the job demands of managing an unfamiliar CCA. Hence, the need 
to provide training and development in areas related to CCA management is as 
important as training in instructional and curriculum areas. 
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Teachers given the necessary and appropriate training to manage their assigned 
CCAs are more likely to serve with commitment and passion than external service 
providers whose philosophy and approach may not be congruent with that of the 
school's. A teacher who is a qualified coach and appropriately given the soccer CCA 
would be more aware of his/her role in the holistic development of his/her charges 
than a contracted service provider whose approach might be motivated more by 
outcomes rather than the quality of the process. It is imperative that school leaders 
remember that one of the goals of CCAs is to develop in students a passion in their 
area of interest, which they will continue to pursue long after they complete their 
formal schooling. 

Providing the relevant training to teachers can also assist the school in reducing 
costs of running the CCA. Schools that procure services from external parties, either 
from individuals or companies, operate their CCA programmes at a much higher 
cost than if they were to manage it themselves. There may be areas where the 
relevant expertise lies outside of the school's pool of teaching resources. In such 
cases, schools are compelled to procure from external parties but should explore 
strategies to be less reliant on them. The organisational approach should be to 
provide the required CCA services from within, or in partnership with strategic 
stakeholders (e.g. alumni and parents), and, only when such avenues are lacking, 
should they engage external resources that could provide the best economic value 
and service quality in their programmes. 

Effective Leadership by Teachers 

Effective leadership is important to the success of any organisation and activity. 
The CCA teacher needs to exert the appropriate leadership to motivate the stu- 
dents to engage in the activities of the CCA. He/She should, as in most effective 
and transformational leadership take the students to a higher level of personal skill 
and confidence in their CCA activities. Students participating in their respective 
CCAs under the leadership of the teacher should benefit intellectually, socially, 
emotionally and in the relevant skills. John Maxwell(2001, p. 212) described lead- 
ership as "all about understanding players (students), bringing them together, and 
getting them to work together as a team to reach their potential". Appropriate and 
effective leadership is, therefore, important to the successful management of CCAs 
in schools. 

However, effective leadership here does not mean that the teacher directs all 
activities all the time, but acts according to the circumstances of the students' abili- 
ties and the complexity of the task. Recognition of the demands of the situation and 
the appropriate leadership behaviour to use can be an effective strategy in manag- 
ing CCAs. This paper will suggest the use of the Situational Leadership Model by 
Hersey, Blanchard and Johnson (1996) as a framework for the management of CCA. 
Of course, there are other models of management and teachers are encouraged to 



186 Alan Ch'ng T: H. & C. Kunalan 

explore and apply these other models. However, the framework suggested here is 
simple and has been widely practiced in corporate organisations. 

The Situational Leadership Model 

Situational leadership can refer to an individual who is able to adopt different 
leadership styles depending on the situation to influence a group of individuals to 
meet team goals. The term "situational leadership" is used to refer to the model 
that was designed by Paul Hersey and Ken Blanchard. This model allows leaders 
to analyse the needs of the situation they are encountering, and then make strategic 
decisions about the most appropriate leadership style to use. It has proved popular 
with managers over the years because it passes the two basic tests of such models: 
it is simple to understand, and it works in most environments for most people 
(Chimaera Consulting, 2003). 

Situational leadership has been recommended for use in managing teachers 
in schools (Blanchard, Zigarmi & Zigarmi, 1987). Principals in their leadership 
roles are expected to lead a team of teachers of varying abilities, commitment and 
motivational levels. The framework of the model forms a guide to principals when 
performing their leadership roles. Some of those leadership tasks include guiding 
a beginning teacher to enhancing performance in others. 

Similarly, this leadership model was suggested in the management and devel- 
opment of work groups (Carew, Parisi-Carew & Blanchard, 1986). CCA groups 
are no different. They constitute a group of students with similar interests in a 
particular area. Members within any CCA will have different abilities, motivation 
and commitment to the group and its objectives. The group has to be managed by 
teacher(s) and their student leaders. The use of the situational leadership strategies 
can be helpful in making the CCA experience of the students more meaningful. 
The framework could also allow the teachers to better manage the varied abilities 
and developmental levels of the members. 

This approach was suggested as a possible framework for managing CCAs in 
technical institutes of education (Ch'ng, 2002). Technical education students vary 
widely in their academic and task maturity. There are some who have high levels 
of abilities and motivation whereas there are others who lack either or both the 
knowledge and the drive to be actively engaged in any particular CCA. Teachers 
managing the CCAs with such varied studen.tsJ abilities and commitment have a 
challenging task. However, with a framework as a guide, their leadership effec- 
tiveness could be enhanced by adopting the appropriate strategy under specific 
situations to lead CCA teams. 

Situational leadership is based on an interplay of three factors (Hersey, 
Blanchard & Johnson, 1996, p. 189): 

(a) amount of guidance and direction the leader (teacher) gives; 
(b) amount of socio-emotional support the leader (teacher) provides; 
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Table 1. 
Continuum of students' developmental levels. 

Developmental Students' readiness level Description 
level 

D4 Able and willing or confident Experienced at the tasks, and comfortable with 
their own ability to do it well. May even be more 
skilled than the teacher. 

D3 Able but unwilling or insecure Experienced and capable, but may lack the con- 
fidence to go it alone, or the motivation to do it 
welltquickly. 

D2 Unable but willing or confident May have some relevant skills, but will not be able 
to perform the tasks without help.The task or the 
situation may be new to them. 

D 1 Unable and unwilling or Generally lacking the specific skills required for 
insecure the tasks in hand, and lacks confidence andtor 

motivation to tackle it 

Adapted from Hersey, P,, Blanchard, K. H. & Johnson, D. E. (1996). Management of Organisational Behavior, and 
Situational Leadership (www.chimaeraconsulting.com) 

(c) readiness (developmental) level that the followers (students) show when 
performing an activity. 

Readiness, or in the case of this paper, developmental level is defined as the 
extent to which a follower (student) demonstrates the ability and willingness to 
accomplish a specific task (Hersey, Blanchard & Johnson, 1996, p. 193). The task 
can be a project, an activity or a leadership role that the student is required to 
perform. We need to recognise that students participate in CCAs with different 
levels of commitment and confidence. Therefore, in situations where the students 
are deemed to be less able to perform the CCA-related tasks, the teacher may need 
to be more directive in his/her behaviour. On the other hand, when students seem 
to be highly motivated and capable in the required tasks, then the teacher can be 
more delegating in his/ her leadership behaviour. 

Table 1 provides a general description of the different readiness levels of stu- 
dents. For the purpose of this paper, the readiness levels of students will be termed 
developmental levels (Dl, D2, etc). 

The Teacher Leadership Behaviour 

As the leader to his/ her students, the teacher in a CCA pursuit will need to recog- 
nise the different developmental levels of his/her students. Where the student's 
developmental level is low (Dl), closer supervision and more directive and struc- 
tured activities will need to be provided. Secondary One (1) students as well as 
most upper Primary students may generally be at D1 or D2 stages when perform- 
ing CCA tasks. However, as students develop and learn, they may progress to 
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higher developmental levels. For example, a Primary Six pupil may progress to D2 
or early D3 levels in certain specific activities over time with purposeful guidance 
from teachers and senior peers. When students have relatively higher develop- 
mental levels, the teacher should be able to delegate more responsibilities and 
tasks to students for their independent completion. Generally, higher grade stu- 
dents (Secondary 4, pre-University) are likely to be at D3 or D4 levels if they have 
had good guidance from the beginning. 

Table 2 describes the appropriate leadership style of teachers to the develop- 
mental levels of students. Essentially, when students' developmental levels are 
low, teachers have to structure the activities with clear instructions as to how to 
complete them (high task). In some cases, the teacher has to be very supportive 
in terms of clarifying doubts and developing confidence and interest (high rela- 
tionship). When developmental levels are high, the teacher can assign activities 
and projects for students to undertake and provide task structures only when nec- 
essary (low task). In cases where students are capable of accomplishing tasks on 
their own and have high levels of drive, the teacher can leave most decision making 
to the students (low relationship). In all situations, however, the teacher must be 
actively supervising and monitoring the students' actions and progress so that the 
fundamental educational objectives of the specific CCA are gradually being met. 
Teachers will still need to evaluate if decisions made by students are appropriate to 
the tasks. Although students should be empowered to manage their CCA activities 
as far as possible, the underlying authority and responsibility should continue to 
rest with the teacher. 

Table 2. 
Leadership styles appropriate for various students' developmental levels. 

Developmental 
stage 

D1, Low 
developmental 
stage 

D2, Low to 
moderate 
developmental 
stage 

D3, Moderate to 
high 
developmental 
stage 

D4, High 
developmental 
stage 

Leadership style Examples of CCA 

S I ,  Directing New skills taughtldeveloped in CCA (e.g. photography, 
High task-low sports & games, etc.) 
relationship 

S2, Coaching Elite sports groups, arts and culture groups, etc. 
High task-high 
relationship 

S3, Participating Major project work in technical-related CCAs, 
High relationship- community service, etc. 
low task 

S4, Delegating Minor projects, students' council activities. 
Low relationship-low Student-organised leadership camps, projects or 
task competitions 

Adapted from Hersey, P., Elanchard, K. H. & Johnson, D. E. (1996). Management of Organisational Behavior, 
and Situational Leadership (www.chimaeraconsulting.com) 
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It is very likely that within a CCA group, there are varying degrees of develop- 
mental stages among the students. In such cases, the teacher can, where possible, 
differentiate among them and assign appropriate activities and responsibilities. 
Students with higher developmental levels can play leadership roles while those 
at lower developmental stages can take directions and guidance from leaders and 
shift their levels to a higher plane with time and support from their peers and the 
teacher. 

Some CCA groups may need a coaching leadership style. Elite sports teams, 
cultural and performing groups require a high task structure in their training and 
practice, while at the same time needing encouragement and motivation to sustain 
commitment in attendance and performance. School athletes competing or prepar- 
ing for tournaments need to be focused on the tasks of training or competing but at 
the same time may lack the confidence to participate competitively. Coaching style 
in this instance can assist the students to focus on the tasks ahead and manage anx- 
ieties with a high-relationship approach. Likewise, students who are preparing to 
perform in concerts or shows will need similar leadership approaches. The teacher 
who can provide a structured programme with related activities and is sensitive to 
the students' emotional needs would be effective in this CCA group. 

In situations where students are engaged in some form of project work, the 
teacher will need to assess whether students are able to complete the project inde- 
pendently or whether they require continual support and direction from the teacher. 
Hence, the teacher could choose between a participative leadership behaviour 
where students need continual support from the teacher, or a low-task, low- 
relationship (delegation) approach. In cases where students may have the necessary 
skills and/or knowledge but are unwilling or insecure in accomplishing the task, 
the participative leadership style will be appropriate. The teacher in these situa- 
tions will be adopting a high-relationship approach to encourage and motivate the 
students to develop their skills which in turn will lead them to accomplish what is 
expected of them. The low task approach is appropriate when the students already 
have the necessary skills or knowledge. Motivated students engaged or assigned 
to do community based tasks or work could be an example. 

In the delegation approach, the students are empowered to take ownership and 
leadership in their project or CCA activities. The process of empowerment to the 
students will benefit them in their development towards mastering the skills and 
knowledge related to the project and eventually of themselves, too. Pre-university 
students and others of high intellectual, social and other relevant skills can be 
managed with this leadership style. For example, a coach could demonstrate and 
instruct a practice drill and then leave the student athletes to perform the task and 
monitor each other's progress. In another case, students putting up a display for 
their CCA group could be given the opportunity to exercise their creativity as to 
what they wish the eventual outcome to be. Where appropriate, the teacher can 
allow those ideas to be implemented. In a move to promote student empowerment, 
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the Acting Minister of Education for Singapore encouraged schools to start student- 
initiated CCAs (Singh, 2003). Such an approach helps to reinforce and cultivate the 
discipline of personal mastery practised in. learning organisations envisaged by 
Senge (1990). 

Conclusion 

This paper provides a framework for teachers in their management of their 
CCAs. There are other models that teachers can rely on to guide them in their 
leadership and management of their CCAs. One can refer to other contempo- 
rary leadership and management theories for such information and guidance. 
These include understanding other situational leadership theories and other 
contemporary management theories. 

Whatever model, theory or concept one employs in his/her leadership 
behaviour for the management of CCAs, the fundamental basis of its application 
is to provide the kind of leadership that can raise the CCA to a level where it is 
innately attractive to students. Ultimately, it is to manage and influence the stu- 
dents to accomplish their CCA-related tasks so that through the process, they will 
embark on a learning journey in which they will be the beneficiaries. The teacher 
too, will gain in his/her experience in both the CCA-related knowledge and also, 
in his/her leadership abilities. 
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