
SMT MODULE 1:
CHANGE STARTS WITH ME



WELCOME!

1. Find someone in the room that you do not know very well.

2. Once you are a pair, prepare yourself to introduce that 
person to the group by asking him/her:
• Why did you become a teacher?
• What about being a teacher gives you the greatest 

personal satisfaction?

3. SWOP!

4. Be ready to introduce your partner.
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ON COMPLETION OF MODULE 1 YOU WILL:
• Understand the correlation of the Care and Community to 

Curriculum and learning.

• Understand that curriculum change and improving learning 
starts with you and the support relationships in your school.

• Identify the challenges that you CAN take action to improve

• Schedule and plan your own curriculum management tasks

• Guide the teachers you lead to track their curriculum coverage
and reflect on challenges and solutions

• Coordinate and hold constructive one-on-one conversations 
which reflect on coverage with relevant members of the SMT 
and respond to improve

• Be ready for a conversation with your circuit manager and 
subject adviser about your curriculum management plan
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At the end of the Module, you will be given tasks to do at school which the coaches will 
help you with, and Circuit Managers and Subject Advisers will reinforce.

1. Care enables 
curriculum and 
extends 
community



The purpose of this section is to understand the context 
and urgency of CARE as an individual, as a leader, and as 
a manager, in the implementation of CURRICULUM to 

improve learning. 

CARE



QUESTIONS

•What would a caring school look like for you, especially 

in support of teaching and learning? 

•What role can the SMT play in building a caring school?



My role as leader in building a culture of care in my school

2. Can you describe the culture of  YOUR school?

1.What do we mean when we talk about school culture?



THE LEADER’S ROLE IN SHAPING SCHOOL (ORGANIZATIONAL) 
CULTURE
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… is the collective beliefs, values, 
assumptions, expectations, norms, 
practices, routines, symbols, and 
rituals of everyone within the 
organization…

School culture defines WHO we are and WHAT we do and HOW 
we do it as a school

School culture



Curriculum

Care

How is school culture connected to the instructional core of 
the school?

A School’s Culture - the manner in which 
the school does its work, and the collective 
attitudes, beliefs and dispositions of the 
school

Curriculum - the processes related to 
teaching and learning that include 
planning, implementing, monitoring, 
guiding, supporting and strengthening 
teaching practice 



A school’s culture UNDERPINS and ENABLES 
teaching and learning in the school



CURRICULUM 

AND 

CHANGE



What is the story 
of this data? 

Why?

What percentage of learners who had started schools 10 years ago reached matric in 
your province? What percentage of learners who were in grade 10 in 2015 wrote matric. 

What is the data telling you about your school? 
Are you keeping track of the trends at your school? Discuss.



Source: Van den Berg S (2015). What the Annual National Assessments can tell us about learning deficits over the education 
system and the school career year. Stellenbosch Economic Working Papers: 18/15. COURTESY OF DAVID HARRISON

WHAT TRENDS CAN YOU IDENTIFY IN THIS SLIDE? 
WHAT DOES THIS MEAN FOR YOUR SCHOOL?
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NATIONAL ACTION PLAN

If Goal 18 is met by all schools 
as it should 

how different would the data 
look? 
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FOR THE SAKE OF OUR FUTURE, CHANGE IS NECESSARY
Too many learners leave school before they write NSC. Their 
future is bleak. This has major implications for families, 
communities and the country. The Free State is a top 
performing province, but its retention rates are poor. This 
must change!

The performance of many learners is poor from the 
Foundation Phase. A pattern of poor performance is set from 
Grade 4.  This is particularly the case for learners from 
schools serving poor communities. This must change!

LET’S BUILD THE EDUCATION BASE FROM PRIMARY SCHOOL!

Learners do not cover the content/ skills that they should 
each year. Every year the content-skill backlog grows and 
teachers struggle to teach what they should. We can change 
educational outcomes by improving curriculum coverage –
what teachers teach and what learners learn 



The purpose of this section is to understand the context 
and urgency of: CHANGE as an individual,  as a change 

agent, as a leader, and as a manager, being responsible and 
accountable in the implementation of CURRICULUM

change to improve learning. 

CHANGE IS URGENT AND STARTS 

WITH ME!



CHANGE STARTS WITH ME 

What are the most important challenges your school  faces  that have an impact 
on learning outcomes?  Can you agree on 3 key challenges?

• Use the Post-it notes to write down THREE challenges on separate notes  with the 
marker pen (one challenge per post-it).
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• When you have written the 3 challenges – stick them on the wall. Try to cluster 
these in common themes with what other groups have written. 

Discuss with your colleagues in groups of 4 or 5 for ten minutes:



Stephen Covey has developed a useful tool for helping 
leaders tackle complex challenges. 

Circle of Concern 

Circle of Influence

Covey proposes that challenges fall 
into two areas, which he terms the 
Circle of Concern and the Circle of 
Influence.
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• Look at the slips on the wall – put a tick on 3 challenges that 
you believe you can influence as an SMT member…

We can re-energise ourselves by  focusing 
on the things we can change, and  not be 
overwhelmed by the things we cannot 
change 

Yes, I can change 
Opportunity to learn
Curriculum Coverage

So, what do you want to change?
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• Select 2 of these challenges that you choose to change…



DO YOU KNOW THE ‘SERENITY PRAYER’?

Grant me the serenity to accept the 
things I cannot change,

courage to change the things I can, 
and 

wisdom to know the difference
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Only YOU can activate a sense of
personal agency to change yourself,
and to take your colleagues along
the way in this journey

YOU CAN MAKE A DIFFERENCE
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BUT HOW?

• We need to establish a culture of support and accountability
between the SMT and teachers

• This culture needs to be established by creating routines of support 
that become: “this is the way we do things around here”

• Intentions to change need to be supported by tools that help 
establish these new routines and practices which, we continually 
need to improve on and deepen 

• This culture will only be established if we lead change by a credible 
culture that communicates, “how can I help you” so that teachers 
feel safe to communicate the challenges they face and to ask for help
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These SMT modules and the follow-up coaching will help 
you to achieve the change



The purpose of this section is to develop a complex 
understanding of curriculum coverage and leadership.

IMPROVING CURRICULUM 

COVERAGE



CURRICULUM COVERAGE

•Do teachers in your school struggle to cover 
everything in CAPS?

•Why?

•What support can the SMT give teachers when they 
are struggling to keep up with the pace of CAPS and 
ensure that learners have learnt what is taught?
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What is taught as planned +

What is learned +
At what level of difficulty

= Curriculum Coverage

In what time-
frame?

HOW WOULD YOU DEFINE CURRICULUM COVERAGE?

Four Criteria….
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CASE STUDY

Mr Dlamini a maths teacher found through a baseline assessment in Term 1 that
many of his learners did not understand the maths concepts from the previous year.
In the first term he worked to cover the basic concepts of maths for the previous year.
Learners began to enjoy his maths classes.

In groups discuss the following: (20 mins)

•Is Mr Dlamini allowed to do this? 

•Can he make this decision by himself?

•How do DHs and Principal/ Deputy know when teachers are using their 
professional judgement to cover gaps in the curriculum.

•Discuss the statement: ‘Gaps in curriculum coverage lead to Inequality.’
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There is not enough good guidance 
offered to teachers on:
• How to deal with a multitude of 

abilities within the same class
• How to decide when to move from 

one topic to the next in the 
curriculum when some learners 
are still clearly struggling with the 
previous topic

DBE Action Plan 2019, p43 
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Do you 
agree with 

this 
statement?

Guess where 
it comes 

from?

Making decisions 
about moving from 

one topic to a next is 
a complex 

professional 
judgment teachers 
make every day –

DO YOU AGREE?



There is not enough good guidance 
offered to teachers on:
• How to deal with a multitude of 

abilities within the same class
• How to decide  when to move 

from one topic to the next in the 
curriculum when some learners 
are still clearly struggling with the 
previous topic

DBE Action Plan 2019, p43 
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THE ACTION PLAN 
ALSO GIVES US 
GOAL 18: 
Ensure that all 
learners cover all the 
topics and skill areas 
that they should 
cover within their 
current school year

Goal 18 is a priority national goal. Should it be? Why/ why not?

In your view, does the pursuit of Goal 18 come with risks? 
What might these be?



There is not enough good guidance 
offered to teachers on:
• How to deal with a multitude of 

abilities within the same class
• How to decide  when to move 

from one topic to the next in the 
curriculum when some learners 
are still clearly struggling with the 
previous topic

GOAL 18: 
Ensure that all 
learners cover all 
the topics and skill 
areas that they 
should cover 
within their 
current school 
year

DBE Action Plan 2019, p43:  There is a real risk that must be managed, namely 
the risk that monitoring leads to a ‘tick box approach’ to the curriculum, where 
teachers seem to comply with timeframes, but there is too much compromising 
in terms of depth and actual learning
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WHAT IS THE ROLE OF THE SMT IN REDUCING THIS RISK?
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LEARNER
PERFORMANCE 

VARIES

CAPS CODES

7

6

5

4

3

2

1

Outstanding achievement

Meritorious achievement

Substantial achievement

Not achieved 

Elementary achievement

Moderate achievement 

Adequate achievement

What advice 
would you give 

a teacher? 
How many 

learners should 
be performing 

at what level for 
the teacher to 
decide that a 

topic is 
COVERED 

ADEQUATELY 
and move on to 
the next topic?

LEVELS OF ACHIEVEMENT
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CURRICULUM LEADERSHIP: PLANNING, TRACKING AND 
REPORTING ON CURRICULUM COVERAGE
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DO YOU AGREE?

Instructional leadership and effective 
curriculum management are the core 

business of the SMT



🤣

I don’t know if I 
am making a 

profit.  Can you 
talk to my 
accounts 
manager?

Can you imagine a 
business leader 
saying he doesn’t 
know about his 
profits? That you 
should talk to the 
accounts 
departments!!!
IMPOSSIBLE!

1. PRIORITISE



PRINCIPAL

I don’t know if the 
curriculum is being 
covered- can you 

talk to the teachers 
or the DHs??SOCCER COACH

I don’t know if my 
team is fit.  Can you 

talk to the 
physiotherapist ?

SMTS MUST FOCUS ON THE CORE BUSINESS – THE INSTRUCTIONAL CORE

1. PRIORITISE
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CURRICULUM 

CYCLE



Curriculum Cycle

The best solutions are identified.  Actions
the teacher will take, and the support the 
DH, peers and subject advisor will provide, 
agreed upon.

Teachers share their curriculum 
coverage challenges with colleagues 
and together they suggest and 
explore solutions.  They also share 
with the subject advisors.

Teachers report on curriculum 
coverage to their DH.

Teachers plan how they 
will cover the work in the 
time available for it.

Teachers monitor their progress 
against the plan.  Are they on track 
or have they fallen behind?  The 
DH monitors their progress.

Teachers think about how well they 
covered the curriculum.  How well did 
they teach and how well did learners 
learn?  What challenges did they face in 
covering the curriculum

PLAN

TRACK / 
MONITOR

REFLECT

IDENTIFY 
CHALLENGES

REPORTSHARE / 
COLLABORATE

EXPLORE 
SOLUTIONS

IDENTIFY 
SUPPORT 
NEEDED

AGREE ON 
ACTION



KEY CURRICULUM PRACTICES FOR DH
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KEY CURRICULUM PRACTICES FOR PRINCIPALS (WITH 
DEPUTIES)
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KEY CURRICULUM PRACTICES FOR PRINCIPALS OF SMALL 
SCHOOLS (NO SMT)



2. SCHEDULE PROFESSIONAL SUPPORTIVE CONVERSATIONS
• The conversations will not happen if they are not scheduled!

• Start by SCHEDULING
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1. How many 
teachers am I 
responsible to 
support?

2. On what days do I 
have time for a 
conversation?

3. When will I see 
each teacher?

STEPS TO 
DISCIPLINED 
SCHEDULING



3. PLAN FOR PROFESSIONAL SUPPORTIVE CONVERSATIONS

• The conversations will not be productive if they are not planned for!

• After SCHEDULING the conversation, schedule the PREPARATION
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1. On what day 
will the teacher 
give you the 
documents you 
will need to 
review to be ready 
for the 
conversation?



4. TRACK PROFESSIONAL SUPPORTIVE CONVERSATIONS

• Things do not always happen as planned!!

• TRACK and RESCHEDULE if necessary
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5. REFLECT – TO SHARE, COLLABORATE AND IMPROVE
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• Departmental Heads also need professional and supportive conversations 
based on evidence!

• Who can DH have professional and supportive conversations with?

1. Reflecting in preparation for the conversation

What is working? What needs work?Some questions to guide 
reflection

2. Collaborate
to identify and 
explore 
solutions



PLAN
TRACK/ 

MONITOR

REFLECT

IDENTIFY 
CHALLENGES

SHARE/ 
COLLABORATE REPORT

EXPLORE 
SOLUTIONS

AGREE ON 
ACTION TO 
IMPROVE & 

SUPPORT 
NECESSARY



GETTING STARTED WITH PROFESSIONAL SUPPORTIVE 
CONVERSATION WITH TEACHERS

When you get back to school and start scheduling one-on-one professional and 
supportive conversations with teachers, what responses do you think you will 

receive?
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GETTING STARTED WITH PROFESSIONAL SUPPORTIVE 
CONVERSATIONS WITH TEACHERS

• When you get back to school and start scheduling one-on-one professional and 
supportive conversations with teachers, what responses do you think you will 
receive?

46

THE SMT HAS THE RESPONSIBILITY TO LEAD BY CREATING THE CONDITIONS FOR 
PROFESSIONAL SUPPORTIVE CONVERSATIONS WITH TEACHERS 

Passive resistance

DefensivenessDefiance
Willing adoption

• Teachers will only embrace and meaningfully implement new ideas if they are 
convinced that it will help them in their work – in the challenges they face and 
does not duplicate existing efforts



SMT MEMBER

“I have prepared for this 
curriculum management 

conversation – and I 
would like to ask you for 

help with ….”

TEACHER 

“How can I 
help you?”

THE SMT Creates CONDITIONS FOR PROFESSIONAL, 
SUPPORTIVE AND COLLABORATIVE CONVERSATIONS

2. ‘HOW CAN I HELP YOU?”



PROFESSIONAL,  SUPPORTIVE, COLLABORATIVE, AND 
EVIDENCE BASED CONVERSATIONS

• For a school to build practices 
that enable it to function as a 
professional learning 
community, internal 
accountability systems and 
practices must be characterised 
by a culture of professional, 
supportive, evidence-based 
conversations.  

• Teachers will be willing to share
their hard challenges if they feel 
that the conversations are not 
about fault finding, but are ‘safe 
spaces’ where they can talk 
about what they are struggling 
with professionally.
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REMEMBER: The purpose of the professional supportive conversation is 
to leave the person you support feeling encouraged and empowered to 
improve



HOW DO TEACHERS PREPARE FOR THE PROFESSIONAL 
SUPPORTIVE CONVERSATION?
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• Individual professional challenges need to be acknowledged and shared
professionally on an ongoing basis  – let’s de-privatise professional challenges in 
order to collectively collaborate to seek and find solutions

• Schools need to establish internal routines of support (and reciprocal 
accountability) to support teachers



MAKING SAFE SPACES FOR TEACHERS TO GROW

1.SUPPORT must come before expecting improvement

2.The consistent attitude of the SMT must be “how can I 
help you”? Conversations must be professional, supportive 
and evidence-based

3.Evidence-based conversations looking at learners’ work –
not on personal judgements – this removes perceptions of 
the ‘personal’

4.Listen to learn (practice your listening muscles!)
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HELPING TEACHERS PLAN, TRACK AND REFLECT
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How do teachers plan what to teach for the 
work for the week? What are the good 
practices in this group?

Tracking what was taught against what was 
planned

Tracking what was learned  against what was 
taught

Making judgements about 
coverage and pace in the 
interests of the learner

Planning and tracking in preparation for a 
professional, supportive evidence-based 
conversation about curriculum coverage



REFLECTING
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If the professional judgement of teachers is made visible, it can be 
reflected on, shared, discussed and deepened

• How do teachers in your school currently record and share their weekly 
observations about teaching and learning and curriculum coverage in 
your school?

• What are the good practices in this group? What tools are you using?

WOULD THIS HELP?



REFLECTING, IDENTIFYING CHALLENGES AND EXPLORING 
SOLUTIONS
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We have found that it is useful for the teacher to reflect at the end of 
the week on if she is keeping up with the pace expected by CAPS.

• Does this happen in your school? How? How is it reported? Is it 
discussed?

• Are the questions above useful? How might you adapt them for 
your school?
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Once the teacher has tracked, and reflected - the Departmental Head has a key role in 
supporting the teachers to identify and find solutions to curriculum coverage –
teaching and learning - challenges

• By issuing the tracking template, the Departmental 
Head is inviting the teacher to a professional 
supportive conversation

Do NOT stamp and sign mechanically
Respond firstly, by thinking, and then by acting 
and communicating, “How can I help you?”

• By signing, the DH is accepting responsibility to offer support before expecting 
improvement

• By submitting the tracking and reflection template  
the teacher is asking for guidance and requesting a 
conversation

• What documents will the DH need to review to prepare for the conversation with the 
teacher? What evidence will inform this professional conversation?



For the purpose of sharing, 
collaborating, finding solutions…

Both what was taught and 
what the learners learned

PLAN

TRACK/ 
MONITOR

REFLECT

IDENTIFY 
CHALLENGES

REPORT

EVIDENCE FOR 
THE 
CONVERSATION?

THE LEARNERS’ 
WORK!



The purpose of this section is to have a conversation on 
how to engage and collaborate with the school 

community and the broader community. 

COMMUNITY
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1. What do we mean when we talk about the “school 
community?”

2. In what ways is the community connected to our school?

Defining the school community
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Defining the school community

“…the school community is 
comprised of ALL the education 
stakeholders (including the PARENTS) 
who are connected to and involved in 
the school around a COMMON 
PURPOSE …”



School

Community
A school’s culture of care 

UNDERPINS and ENABLES 
teaching and learning in 

the school

The community EXTENDS
and SUPPORTS learning 

and the development 
of children within and beyond 

the school

The 3 C’s of Schooling: Care, Curriculum & Community
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• Who are the key community stakeholders 
that can support our children’s learning 
and development?

• What can we as the SMT do to create a 
more WELCOMING atmosphere (for parents 
and other outside partners) in our school?

• What are some of the ways in which we 
as the SMT can reach out to them?

Connecting to the Community



WORK TO DO AT SCHOOL

On completion of module 1, you will

• Understand that curriculum change starts with you and the 
support relationships in your school

• Identify the challenges that you CAN take action to improve

• Schedule and plan your own curriculum management tasks

• Guide the teachers you lead to track their curriculum coverage
and reflect on challenges and solutions

• Coordinate and hold constructive one-on-one conversations 
which reflect on coverage with relevant members of the SMT 
and respond to improve

• Be ready for a conversation with your circuit manager and 
subject adviser about your curriculum management plan

61

At the end of the Module, you will be given tasks to do at school which the coaches 
will help you with, and Circuit Managers and Subject Advisers will reinforce.

Are you 
ready?



AT School….IMMEDIATE ACTIONS to lead Change 

1. Schedule and plan for one-on-one conversations:

• How many teachers will you aim to  meet in the next 5 weeks?

• How will you prioritise which teachers to start with?

• Schedule these one-on-one meetings (and track!)

• Plan these meetings

• Which subject leaders will you schedule meetings with?

• Schedule these meetings (and track!)

2. Review Curriculum Coverage for all grades and subjects for which you are responsible

• What was planned?

• What was taught as planned?

• What percentage of learners are performing adequately?

3. Schedule and plan a meeting with the Principal/ Deputy to share curriculum coverage data, to share your 
reflections and to collaboratively find solutions

4. Schedule and plan a meeting with a subject adviser who advises for a subject you are concerned about to 
share curriculum coverage data, to share your reflections and to collaboratively find solutions 62

DEPARTMENTAL HEADS CHANGE STARTS WITH ME



AT school….IMMEDIATE ACTIONS to lead Change

1. What leadership is needed to create conditions for successful change – for the staff to commit to this 
change with you? Be ready to discuss with your SMT, your coach, your Circuit Manager

2. Schedule and plan for one-on-one conversations:

• How many times will you aim to meet each DH in the next 5 weeks?

• Schedule these one-one-one meetings (and track!)

• Plan these meetings

• What evidence is needed?

• What SASAMS data can you retrieve to support this conversation?

3. Review Curriculum Coverage for all grades and subjects in the school

• What was planned?

• What was taught as planned?

• What percentage of learners are performing adequately?

4. Schedule and plan a meeting with your circuit manager to share curriculum coverage data, to share your 
reflections and to collaboratively find solutions

5. Consider what curriculum/ instructional issues should be on the agenda of the SMT or Staff Meeting
63

THE PRINCIPAL’S OFFICE (PRINCIPAL AND DEPUTY) CHANGE STARTS WITH ME



CHANGE STARTS WITH ME
THANK YOU
EVALUATION


