
SMT MODULE 3
LET’S TALK ABOUT WHAT LEARNERS 

ARE LEARNING



ON COMPLETION OF MODULE 3 YOU WILL:
• Plan the curriculum management cycle for each term of 2020, including: 

o As the SMT

▪ Reflecting on and improving the tools you use to support curriculum management

▪ Continuing to build and sustain a culture of professional supportive conversations 
based on evidence

o As DH, continuing to support teachers to identify curriculum coverage 
challenges by:

▪ Asking for and receiving coverage tracking and reflecting reports.

▪ Reviewing the work of learners.

▪ Responding by assisting teachers and subject teams (PLC in schools) with the 
identification and solving of problems.

o As Principals & Deputy Principals, supporting DH to schedule, plan, track, 
reflect on report on their curriculum management practices.

• Prepare for professional, supportive, and evidence-based conversations about 
curriculum coverage with your:

o Circuit Manager

o Subject Advisers 
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MODULE 1 to 2 - What have we learnt?
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MODULE 2

Leading change that 

matters
Lead change, share values,

and build collaboration & trust 

as a basis for professional 

conversations about 

curriculum

MODULE 3

Let’s talk about what learners 

are learning.

Reflect on and improve problem 

solving tools. 

Build and sustain a culture for 

professional supportive 

conversations

Review learners work.

MODULE 1

Change starts with me

Changing teacher support

practices creates conditions 

for teachers to make 

evidence based 

professional judgements

Conceptual Curriculum coverage, leading change, curriculum management & support, spheres of 

influence and concern, reciprocal accountability

Technical Planners, trackers, scheduling, dashboards, planning and support cycle, time 

management, prioritising,

Adaptive Purpose, agency, gift of feedback, trust and values, building relationships, active 

listening, problem-solving, safe spaces



REFLECTION ON PRACTICES IMPLEMENTED AT 
YOUR SCHOOL

ACTIVITY: COMPLETE HANDOUT 1 IN THE PARTICIPANTS GUIDE

• Have any of the activities suggested in module 1 and 2 taken place at your 
school? Discuss what worked? and what did not work?

• Draw up a check list of curriculum management key practices, behaviours, 
values and attitudes that are needed for curriculum management to be 
more than compliance driven. 

• On the table, note which of these practices are in place at your school/ 
slowly being introduced/still to be introduced at your school. 

• Reflect on any benefits you have observed from those that have been 
introduced at least to some extent.

• Reflect on challenges you are facing in introducing changes, and any 
strategies you have used that have been helpful in overcoming these. 

• Share your reflections and observations.
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WHERE IS MY SCHOOL IN 
THE JOURNEY?

WE ARE 

STUCK AND 

NEED HELP

WE HAVE 

BEGUN AND 

ARE MAKING 

PROGRESS

WE ARE DOING WELL 

THIS IS AN 

ESTABLISHED 

ROUTINE

Teachers report curriculum coverage challenges to the subject 
team and DH because they know they will receive support

Teachers report coverage with reflections on the learning of what 
was taught

Teachers ask for help whenever they have curriculum coverage 

problems and are confident that they will receive support from the 
teaching team whenever they struggle with curriculum coverage

Teachers have opportunities for one-on-one conversations with 

an SMT member about the challenges they are facing  in the 
classroom

All teachers have 1-on-1 conversations discuss coverage 
problems either with a DH or with subject colleagues.

All DH meet with the Principal (at least twice a term) in a one-on-

one conversation to discuss curriculum coverage problems 
experienced by teachers 



DISCUSS IN GROUPS
PARTICIPANT GUIDE 

What is taught as planned +
What is learned +

In your school, how 

does the SMT 

monitor…

Remembering in Module 1 and 2 you were given a template and encouraged 

to make a tool that works for your school to record Supportive Prof Con.
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The next slide shows how the steps of the curriculum 

planning cycle work in the template.

Before you report – make sure you have routines that 

cover all of these steps, again and again:

• Plan

• Track/monitor

• Reflect

• Respond

• Identify support needed

• Agree on action

• Report
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WEEK: 4 - Refer to the ATP 

Classes 4A 4B 4C 4D
On track by end of week? 
Yes/No

YES NO YES YES

How many learners are 

working confidently? (Rough 
estimate)

How many learners in each

class?

HERE IS ANOTHER WAY TO TRACK COVERAGE
TRACK/ 

MONITOR

REFLECT

RESPOND

IDENTIFY SUPPORT NEEDED AGREE ON ACTION

REPORT
8

PLAN



REMINDER: SCHEDULING PROFESSIONAL 
SUPPORTIVE CONVERSATIONS

• The conversations will not happen if they are not scheduled!

• Start by SCHEDULING
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1. How many 

teachers/ DH  am I 

responsible to 

support?

2. On what days 

do I have time for 

a conversation?

3. When will I see 

each teacher/ DH?

STEPS TO 

DISCIPLINED 

SCHEDULING



PLAN

TRACK/ 

MONITOR

REFLECT

RESPOND

REPORT

IDENTIFY 

SUPPORT 

NEEDED

AGREE ON 

ACTION

SHARE/ COLLABORATE TO FINDING 

SOLUTIONS

Before you report 

back – do your tools 

and routines  cover 

each of these steps?

CHECK!

CURRICULUM CYCLE
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TEACHERS THAT 

RESIST THE 

CHANGE

TEACHERS THAT 

CHAMPION THE 

CHANGE

DIRECTION OF DESIRED CHANGE

GREATEST 

IMPACT

TEACHERS THAT ARE AMENABLE 

TO THE CHANGE AND CAN BE 

PERSUADED

What are the strategies that your SMT can adopt for your school that will:

• Create a broad consensus of the need for the changes? 

• Communicate clearly how the changes will help make work easier?

• Create a shared momentum for improving teaching and learning.

• Plan for some immediate victories for the team to celebrate?
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SECURING THE SUPPORT OF TEACHERS FOR 
CHANGE

1. Teachers filter instructions though what they:
• Know already what works for them 
• Are persuaded what will work in their context

• Think what is possible
2. They will invest effort in the change if they are persuaded it will help 

them.

3. The real energy for change will not come from compliance-thinking, it will 
come from accessing the ideas, values & energies of teachers who want 
to do better and are supported to drive their development.

4. Consensus about solutions is important: CHANGE will happen based on 
a SHARED UNDERSTANDING of the problem and and agreement on 
the solution.
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From your experience, do teachers always do exactly what 

we have instructed them to do?

This is the LEADERSHIP challenge for managers



THE SMT CREATES CONDITIONS FOR PROFESSIONAL, 
SUPPORTIVE AND COLLABORATIVE CONVERSATIONS

“Teachers (and School Management Teams) are 
accountable for their performance – but they are 

accountable to the extent that they have been given the 
support necessary to complete the tasks expected of them.”

Richard Elmore, Harvard University
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Can you put this statement into your own words?

SUPPORT MUST COME BEFORE DEMANDS FOR 

IMPROVED PERFORMANCE

RECIPROCAL ACCOUNTABILITY
To whom are teachers accountable for the improvement in learning of their 

learners?
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LEADING BY LISTENING

To have professional supportive conversations 

that work – you need to practice your listening 

muscles!



FOUR THINGS TO REMEMBER IN ONE-ON-ONE 
CURRICULUM COVERAGE CONVERSATIONS
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The need 

for 

TRUST

The need 

to feel a 

SENSE 

OF 

WORTH

The need to 

feel 

COMPETENT

The need 

to have 

HOPE

Remember these 4 things when we do the case study!



ACTIVITY 2: DISCUSS THE QUESTIONS 
BELOW IN PAIRS (PARTICIPANTS GUIDE)

• How can the SMT use teachers’ tracking and reflection on 
what learners are learning to IMPROVE TEACHING?? 

• What might be the questions about LEARNING that will launch 
professional and supportive conversations between 
teaching teams and the SMT?
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DEBRIEF SLIDE

SOME QUESTIONS FOR SMT TO START PROFESSIONAL 
AND SUPPORTIVE CONVERSATIONS ABOUT ASSESSMENT
WITH TEACHING TEAMS

• How many learners are working confidently?

• How many learners are working confidently at the right level?

• With what topics are the learners struggling?

• What does this mean for pacing teaching and learning.

• Do you have any other questions?
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DEBRIEF SLIDE



The tracker template asks teachers to 

estimate how many learners have 

learnt what has been taught each day & 

each week

This is FORMATIVE assessment

Teachers use formative assessment every day when they reflect on:

1. Is learning on track? Where are the gaps? 

2. Where does learning go next?  What has not been understood? By who?

3. What needs to change in my planning? How can I teach the next lesson to 

respond to different and extend learning for each o of my learners??

Schools where teachers collaborate, adopt evidence-based teaching strategies, 

have professional conversations about how to improve their teaching, and use 

evidence of learners work to discuss assessment are all using formative

assessment to inform teaching.
Adapted from: Victoria State Government, Professional Practice Note, 6 – Formative Assessment 18



PLANNING GUIDELINES FOR USING RECOMMENDED 
ACTIVITIES
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• Use differentiated activities within the classroom

o Extend levels 4-7,    AND
o Support levels 1-3

• Select Activities as Core, or to Support, or to Extend

• CORE: Which ones are essential for all learners to 

do?

• EXTEND: Which ones will extend the highly 

achieving learners (and keep them engaged?)

• SUPPORT: Which ones will provide extended 

practice for weaker learners?

• Understand the range of difficulty of the activities –

run through them yourself

FORMATIVE ASSESSMENT CAN HELP US DIFFERENTIATE LEARNING NEEDS
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ACTIVITY 3: PARTICIPANTS GUIDE 

• Read the reflection of teacher on the tracking tool.

• Discuss questions that the DH can ask the teacher to get clarity 
and to get to the root of issues raised in the tracking tool.
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Remember! Once the teacher has tracked, and reflected - the Department 

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 

Department 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 HoD 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



ACTIVITY 4

INFORMATION FOR ACTIVITY 4: PARTICIPANTS GUIDE

• Read the possible causes identified by  Mrs. Manama.

• In your groups discuss any other possible causes for the 

challenges in the Mr. Mohale tracking tool.

• Discuss the possible solutions.

• Feedback from the group.
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CAUSES POSSIBLE SOLUTIONS

Teachers were 

not confident 

of the content 
knowledge

• Identify areas of content knowledge where teachers are not 

confident and seek support from a peer in a school, or a 

subject adviser – schedule and plan for this
• Start a WhatsApp/ Google group with subject specialists

The range of 

performance is 

wide. High low 

performers get 

frustrated & 
unruly 

• Use differentiated activities within the classroom.  Some 

activities should be core for all, but we could use harder 

exercises to  extend levels 5-7, and easier exercises to  

provide more reinforcement and support to learners 

performing at levels 1-3

• Use group work where the stronger learners work together 
so that the teacher can give weaker students support 

Which of these possible solutions might work for you? 

Why/ why not?

DEBRIEF SLIDE
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CAUSES POSSIBLE SOLUTIONS

Some teachers 

were not 

confident of 

how to teach 

some concepts 

and were 

unable to find 

different ways 

of explaining 
these concepts

• Mrs. Manama suggested  that this was an opportunity to 

developing the departments collegial relationships of peer 

support and collaboration in the department and that a 

colleague could watch a lesson with Grade XA to observe 

what learners were doing in the lesson to reflect with Mr. 

Mohale  as to how this might relate to learning, and what 

Mr. Mohale might do differently.

• Different teachers in the school could share how they teach 

these concepts

• Seek assistance from a peer in another school, or a subject 
adviser – schedule and plan for this

Which of these possible solutions might work for you? 

Why/ why not?

DEBRIEF SLIDE
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CAUSES POSSIBLE SOLUTIONS

Many of the learners 

have not mastered the 

content knowledge 
from previous years

• Do a baseline assessment and identify areas of 

content covered in previous years where some 

learners are struggling.  Use DBE workbooks form 

previous years to provide opportunities for these 
learners to catch up

Many learners do not 

do the homework they 
are given

• Communication with parents. Teachers checking and 

giving feedback on the homework. Homework must 

be meaningful. Ensure learners are able to do the 
work. Know your learners’ background.

Teachers did not 

understand what the 

learners were 

struggling with and did 

not target support to 

the most specific 
problems

• Do a careful analysis of learners’  errors and 

misconceptions, and structure support to target those 

errors. Reflect on your teaching methods and look 

possible causes on the learners’ performance.

Which of these possible solutions might work for you? 

Why/ why not?

DEBRIEF SLIDE
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ACTIVITY 5: REFLECTION SECTION 

• IN PAIRS: 

Based on the information you have from this case study so far, 
prepare for a professional supportive conversation between 
the DH and the Deputy Principal and then role play the 
discussion: 

• What’s working? What needs work? Agreed action to 
improve? 
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ACTIVITY 6: REFLECTION SECTION: DEPARTMENT HEAD 
CURRICULUM MANAGEMENT PLANNING AND TRACKING TOOL

(THE DEPUTY PRINCIPAL IN PREPARATION FOR DISCUSSION WITH PRINCIPAL)

• In pairs based on the information you have from this case study 
so far, prepare for a professional supportive conversation 
between the Deputy Principal and the Principal. 

• What’s working? What needs work? Agreed action to improve? 
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What’s 

working?
What needs work? Agreed Action to Improve

Teachers are 

completing the 

Tracking 

Template, and 

are Reflecting 

& engaging in 

discussion in 

subject teams. 

They  identify 

problems and 

explore 

solutions

Because we are now looking at what learners are 

learning in the time frame, we have realised that 

there are huge backlogs. We need to:

• Re-arrange the teaching programme to catch 

up

• Arrange extra time for catch up

• Request parents to monitor homework closely 

in the catch-up period

Teachers have indicated in what areas of content 

knowledge, and pedagogical knowledge they 

need assistance.  We need to:

• Inform the subject adviser

• Request that great teacher form our 

neighbouring school to explain how she 

teaches these concepts

The teaching programme can be re-

arranged if:

• The team provides clear evidence that 

they are behind and that progress 

forward will be compromised if the 

work is not caught up

• The Subject Team develops a catch-

up plan so that  3 weeks is caught up

• The subject adviser is consulted

• Parents will be asked to allow the 

learners to stay behind for 2 x 45 

minute catch-up sessions a week for 

the next 3 weeks

• The Principal will speak to her 

colleague at the neighbouring school

DEBRIEF SLIDE
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ACTIVITY 7: PARTICIPANTS GUIDE

Mrs. Manama called the subject team together to discuss the 
request of the principal. She asked the teaching team to:

• Gather the evidence needed to explain why the teaching 
programme needed to be rearranged

• Develop a plan for how the content would be re-arranged in the 
remaining weeks of the year to complete the curriculum in the 
time available.

• Determine what evidence would be needed to explain why 
rearranging the teaching programme would be the correct 
professional decision?

29



ESSENTIAL EVIDENCE:

• Records of teachers planning tracking 

reflecting, identifying challenges and 

collaborating to solve problems

• Learners work and records of teachers' weekly 

reflections of how many learners are 

performing satisfactorily

• DH one-on-one professional conversation with 

individual teachers (some) and with subject 

teams identifying and solving coverage 

problems and reviewing solutions previously 

implemented

• DH one-on-one professional conversation with 

the Principal or Deputy

• Record of previous professional and 

supportive conversations with Adviser, action 

taken and reflection.

• WHAT ELSE

SMT must start with 

identifying coverage 

problems supportively 

before we can solve

them

DEBRIEF SLIDE
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WHAT OTHER ALTERNATIVES MIGHT THE TEACHING TEAM 
CONSIDER OTHER THAN REARRANGING THE TEACHING 
SEQUENCE?

Discuss: 

Propose alternative strategies

What ideas did you have?

NB In consultation 

with your adviser
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The subject team discussed how to develop a plan for how the content could be 

re-arranged in the remaining weeks of the year to  complete the curriculum in 

the time available 

• They looked at the topics and skills that still had to be taught that year, 
and after 

• Looked at the diagnostic evaluation of learner performance

• The weighting of topics

• The conceptual sequence of development and the internal logic of the 
subject

• The cyclical nature of CAPS and opportunities later in the year to revisit, 
reinforce, extend and deepen learners understanding

• They developed a plan with regular informal assessment to monitor 
learning and adapt teaching

ARE WE ALLOWED? 

DEBRIEF SLIDE
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As a Professional Learning Community within a school, are 

we allowed to develop a rationale on the basis of  

professional supportive conversations based on evidence 

to:

1. Change the sequence of topics?

2. Rearrange topics across terms?

3. Modify the time allocation for topics?

ARE WE ALLOWED?

As a teaching team decision, not an 

individual decision
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• “Each content area has been broken down into Topics. The sequencing of 

topics within terms provides an idea of how content areas can be spread and 

re-visited throughout the year”. 

• “Teachers may choose to sequence and pace the contents differently from the 

recommendations in this section. However, cognisance should be taken of the 

relative weighting and number of teaching hours of the content areas for this 

phase”. 

p. 37
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The teaching plan indicates the minimum content to be 

covered every two weeks per term. The sequence of 

the content listed is not prescribed and the time given 

is an approximate indication of how long it could take to 

cover the content. Teachers should design their work 

schedules using the teaching plans, their textbooks and 

other resources to teach the content using appropriate 

sequence and pace

Might there be teachers in your school struggling to finish the curriculum 

without team support, and without a clear rationale and plan? What is the 

role of the SMT? 35
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BACK AT SCHOOL



YOUR CIRCUIT MANAGER
Will be ready for a professional, supportive, and evidence-

based conversation with the Principal and Deputy which 

will include:

1. The Principal/ Deputy’s Curriculum Management Plan and its 

tracking

2. The monitoring of  Curriculum Coverage across Grades and 

Subjects

3. In which grades and subjects Coverage is falling behind, and 

what actions are being taken to address this

4. What assistance is needed from the Circuit Manager or other 

units within the District

5. What assistance is needed from Advisers
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How can I 

help you?



YOUR SUBJECT ADVISERS

Will be ready for a professional, supportive and evidence-

based conversation with the Department Heads about:

1. The DH monitoring of  Curriculum Coverage for the 

teachers that are teaching the Subject Adviser’s subject -

both

➢ What has been taught, and

➢ What percentage of learners are working confidently at 

Level 4 (Adequate Achievement) or above

2. In which grades Coverage is falling behind, and what 

actions are being taken to address this

3. What assistance is needed from the Adviser
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How can I 

help you?


