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INTRODUCTION




Welcome to this fifth module of the School Leadership and Management Course. PILO
trusts that you will find the course both exciting and informative. The course is designed
to support and develop the leadership and management skills of SMTs, and especially
school principals.

MODULE 5 OUTCOMES

The School Leadership and Management Course consists of 7 modules.
On completion of Module 5 you will:

« Understand what is meant by the term ‘instructional leadership’ and what
this means for supporting the Instructional Core in your school.

Understand how proper time management is essential for strong
leadership and school success. This includes protecting teaching time.

Consolidate your understanding of supervision and the fact that it has
both a professional and personal dimension — built on a foundation of
internal as well as reciprocal accountability, and an attitude of ‘How can |
help you?’
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Recognise some of the challenges to supervision.

Reflect upon and recognise the curriculum management process as
it involves teachers reflecting on their practice, having professional,
supportive conversations with their DHs as well as conversations
between DHs and Principals.

Be introduced to a tool to further support the curriculum management
cycle: TOOL 4: Principal's Curriculum Management Conversation Tool.

At the end of the module, you will be given two tasks to do at your school. You
will need to do these tasks before attending the next training session (i.e. for
Module 6).




MODULES 1-4:
WHAT HAVE WE LEARNED?

"[e]JVINSEN LEARNING TO LEAD CHANGE: WHAT | DO MATTERS

» The importance of supporting and strengthening the Instructional Core to
improve educational outcomes

* Leadership vs. Management

» Changing teacher support practices to create conditions for teachers to
make evidence based professional judgements

* Emotional intelligence as key to an adaptive leadership style

v
EFFECTIVE CURRICULUM MANAGEMENT:
N e THE CORE BUSINESS OF SMTS
e Curriculum coverage

e The SMTs role in supporting the curriculum management cycle throughout
(TOOL 1: Teacher's Weekly Tracking, Reflecting and Responding Tool and
TOOL 2: Departmental Head Scheduling Tool)

* Lead change, share values and build collaboration and trust as a basis for
professional conversations about curriculum

v
INSTRUCTIONAL LEADERSHIP:
MODULE 3 LEADING CHANGE THAT MATTERS
 Why change often fails

» Strategies to secure teachers’ support for changing Internal and external
accountability

» Reciprocal accountability
* Reviewing learners’ work and having ‘difficult conversations’
e TOOL 3: Departmental Head Curriculum Coverage Conversation Tool

e Build and sustain a culture for professional supportive conversations

v

MODULE 4 SUPERVISION: ENABLING PROFESSIONAL AND
SUPPORTIVE CONVERSATIONS BASED ON EVIDENCE

» Reflecting and improving tools
e Build and sustain a culture for supervision

» Leading change in improving supervision




INSTRUCTIONAL LEADERSHIP:
) MODULE 5 SUPPORTING THE INSTRUCTIONAL CORE

Curriculum coverage, leading change, curriculum \
CONCEPTUAL management and support, Circle of Concern and
Influence, internal accountability, reciprocal accountability

Planners, trackers, scheduling, planning and
support of the curriculum management cycle

TECHNICAL

Purpose, agency, emotional intelligence, trust and
values, building relationships, creating safe spaces J

ADAPTIVE
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1.1 FEEDBACK AND DISCUSSION
OF MODULE 4 HOMEWORK TASK

Instructional leadership and effective curriculum management are critical to improving
educational outcomes and creating high performing schools. The SMT supporting the
curriculum management cycle is central to this.

In Modules 1-3 of this School Leadership and Management Course you were introduced to
three technical tools to help you manage supervision in your school. These tools include:

TOOL 1: Teacher’'s Weekly Tracking, Reflecting and Responding Tool;
TOOL 2: Departmental Head Scheduling Tool; and

TOOL 3: Departmental Head Curriculum Coverage Conversation Tool.

In Module 4 you deepened your understanding of supervision and focused on some of the
adaptive tools you need to help ‘lead’ this process. The adaptive tool you learned about
was:

e Giving and receiving feedback.

In previous modules you also learned about the Iceberg Model and the Johari Window
(Module 1), and managing difficult conversations (Module 3).

Your homework task for Module 4 was to go back to your school and strengthen your use
of the tools (technical and adaptive) to support supervision.

N
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ACTIVITY 1: Individual and wider group
USING TOOLS TO work and discussion

LEAD CHANGE

Work individually. Look at the table below. Note which of these practices
are in place /slowly being introduced/still to be introduced at your school.

We are \

We have

doing well;
We are begun and ! g. ;
PRACTICE stuck and . this is an
are making .
need help established
progress .
routine

Use the UC Weekly Tracking Tool.

Teachers share weekly tracking tools
with the subject team or DH; they
report coverage with reflections on the
learning of what was taught.

Teachers ask for help whenever they
have curriculum coverage problems and
are confident they will receive support
from the teaching team whenever they
struggle with curriculum coverage.

T

Teachers have opportunities for one-on-
one conversations with an SMT member
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(e.g. DH) or with subject colleagues
about the challenges they are facing in
the classroom.

DHs schedule, plan and track meetings
with teachers (they prioritise which
teachers to meet with).

DHs use the Curriculum Coverage
Conversation Tool to conduct these
meetings. The meetings are based on a
review of evidence, e.g. learners’ work,
teachers tracking etc.

DHs meet with the Principal (at

least twice a term) in a one-on-one
conversation to discuss curriculum
coverage problems experienced by
teachers, as well as reflections and to
collaboratively find solutions.




(continued...)
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ACTIVITY 1:
@ USING TOOLS TO
LEAD CHANGE

Individual and wider group
work and discussion

Now work as a wider group. Who has a story to share about one of these

goals?

| ensure that the school staff participate in professional, supportive

management conversations about curriculum coverage based on

evidence.

 lamusing the tools and resources provided to me to ensure professional,

supportive conversations about curriculum coverage.

e | am improving the management of teaching time by monitoring,

reflecting and correcting.

* | have learnt that with teamwork, members can be able to identify and

solve problems of curriculum coverage.




1. INTRODUCTION




INSTRUCTIONAL
LEADERSHIP




The leader of any organisation must be clear about and understand what its core business
is and must be at the forefront of improving it. The core business of schools is teaching
and learning, so the leader should have this as her/his focus. This is what we refer to as
instructional leadership: leadership related to the core work of schools, i.e. ‘instruction’.
An instructional leader provides clarity and support for teachers to maximise teaching
effectiveness. He/she needs to be both a manager and a leader.

Leadership is the guidance and direction of instructional improvement.

RICHARD ELMORE

2.1 SUPPORTING THE INSTRUCTIONAL
CORE: THE THREE RS

To change educational outcomes and create a high performing school, school principals
and SMTs need to be ‘instructional leaders’, i.e. all decision need to be made in terms of
how they influence or impact the Instructional Core.

The Instructional Core is the dynamic relationship between the teacher, learner and content
that defines teaching and learning. It is about what happens every day in the classroom.

The relationship between these three elements, and not the qualities of any one element,
determines improvement in learner achievement.

THE INSTRUCTIONAL CORE

Engaging
students in the
learning process

IMPROVING
TEACHERS’
INSTRUCTIONAL Providing
Improving academically
teachers’ | TEACHER PRACTICE challenging
instructional content

practice

11
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The work in the Instructional Core should be characterised by the 3 Rs. The SMT must
support teachers to build their capacity and strengths in the following:

RIGOUR: Is there rigour in the teaching and learning processes?

RELEVANCE: Is the work and content relevant to the life world and experiences of the
learners?

RELATIONSHIPS: Do teachers have a relationship with learners that is characterised by
care, high expectations, and a belief in the ability of learners to learn?

THE 3RS:
RIGOUR, RELEVANCE, RELATIONSHIPS

Knowledge
of learners and their
development in
social contexts

Knowledge

of subject Knowledge

matter and of teaching
curriculum

goals

12



2.2 SUPPORTING THE INSTRUCTIONAL
CORE: TIME MANAGEMENT

ACTIVITY 2A:
g HOW DO YOU USE Group work
YOUR TIME?

Work in a small group. Make a list of the 10 tasks or activities that take up

-

~

most of your time as a Principal, Deputy Principal or Departmental Head.
Allocate each of these a percentage.

%

4 )
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Proper time management is essential for boosting personal productivity and school

success.

Stephen Covey’'s Time Management Matrix is one of the tools you can use to help

prioritise your time and direct your attention to the things most important to your school

and personal development. The matrix is a box divided into four regions, or ‘quadrants,’

each representing how your work time is divided based on importance and urgency.

The matrix as a whole symbolises your time. Therefore, its size cannot be modified, but

the size of each quadrant may be changed based on how much time you spend in it.

Each quadrant has a unique feature that assists you in prioritising your activities and

obligations. The four quadrants in the matrix are as follows:

QUADRANT I: Urgent and important

QUADRANT II: Not urgent but important

QUADRANT IlI: Urgent but not important

QUADRANT IV: Not urgent and not important

IMPORTANT

NOT IMPORTANT

THE MANAGEMENT MATRIX

QUADRANT I

ACTIVITIES:

Crises

Pressing problems
Deadline-driven projects

URGENT NOT URGENT

QUADRANT 11

ACTIVITIES:

Prevention, PC activities
Relationship building
Recognising new opportunities
Planning, recreation

QUADRANT Il

ACTIVITIES:

Interruptions, some calls
Some mail, some reports
Some meetings

Proximate, pressing matters
Popular activities

QUADRANT IV

ACTIVITIES:
Trivia, busywork
Some mail

Some phone calls
Time wasters
Pleasant activities

14



The matrix is a popular tool because of its ease in

visualising how and where you should spend your time.

According to Covey, the main goal is to spend as much time as possible in Quadrant Il
while spending less time in the others: this is the key underlying good time management.
Effective managers avoid Quadrants Ill and IV since they aren’t significant, whether urgent
or not. They also reduce the size of Quadrant | by spending more time in Quadrant Il on
prevention rather than disasters.

15
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IMPORTANT

URGENT & e
HFORTANT QUADRANT QUADRANT URGENT
OF REALITY OF QUALITY

* Acts on us: * We must act on this:
— Unavoidable — Most important, yet most neglected
— If we ignore it we become buried alive — Reap the most reward in the long run
— Can never be totally eliminated — Developing systems & processes - vision
— May be due to procrastination — Anticipating and preventing
— May be due to inefficient planning & — Identifying need for change, new direction
preparation and strategy

— Deadline driven activities: meetings, — Recognising new opportunities
projects, preparations, appointments, ‘_’ — Thinking & creating

reports, submissions, etc. — Relationship building
+ Resolving immediate/pressing problems — Purposeful recreation
* Crisis/firefighting management « Ignoring it feeds into Quadrant 1
+ Demands from superiors/clients + Acting on it shrinks Quadrant 1
EFFECTS: Stress, burnout, always EFFECTS: Vision, discipline, balance,
having fires to put out control, few crises
DO THESE TASKS NOW DO PLAN TO DO THIS! THIS
OR THE HOUSE WILL IS WHAT EFFECTIVE TIME
BURN DOWN! MANAGEMENT IS ABOUT!

MANAGING YOUR TIME EFFECTIVELY

RGN kT
& NOT S NOT
IMPORTANT QUADRANT QUADRANT IMPORTANT
OF DECEPTION OF WASTE

» The ‘noise’ of urgency creates an illusion These are habitual comforters - non-
of importance productive, have a short-term ‘feel good’
* We spend a lot of time here, meeting effect. We shouldn’t be here at all!!
other people’s priorities and expectations * Unnecessary and unchallenged
- thinking we are in Quadrant 1 routines
e Trivial or ‘off-loaded’ requests from others » Comfort activities, e.g. excessive
* Ad hoc interruptions cigarette breaks, surfing internet, etc.
* Misunderstandings dressed like complaints * Chatting and gossiping
 Irrelevant distractions ‘ ' * Day-dreaming
» Pointless phone calls, meetings, emails, * Interrupting others, e.g. visiting
routines and activities teachers during teaching time, looking
* Duplicated effort for things that should have been part
* Unnecessary double-checking of planning

» Reading nonsense & irrelevant material

EFFECTS: Always putting out fires,

seeing goals and plans as worthless, EFFECTS: Total irresponsibility, fired
short-term focus, controlled by other from job, demotivation, procrastination,
people’s priorities, feeling victimised no productivity, work overload

and out of control

RESIST AND STOP! REMOVE
REJECT DIPLOMATICALLY ANY TEMPTATION OF
AND EXPLAIN! GRAVITATING BACK TO THEM!

16
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ACTIVITY 2B:
REFLECTING ON HOW Group work

YOU USE YOUR TIME

1. Look back at the list of tasks and activities that take your time (Activity \
2A). Discuss in which of the quadrants of Covey’s Time Management
Matrix the 10 activities fit?

2. If the focus of school leadership is on instruction, then everything else
is defined as instrumental to it. In other words, the other leadership
activities in the school should be connected to and supportive of the
teaching and learning processes.

GO BACK TO THE LIST YOU MADE: Which activities are directly related
to improving teaching and learning or are instrumental to this?

Have you got the balance right?
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(continued...)

-

ACTIVITY 2B:
REFLECTING ON HOW Group work

YOU USE YOUR TIME

TWO EXAMPLES FOR YOU TO GO AWAY AND THINK ABOUT: \

Use the concepts of URGENT and IMPORTANT to think through what you
would do in these examples:

1. You receive a request from the District at 12h00 on a Wednesday
that the MEC is visiting the District and wants to have a meeting with
the Principals at 15h00. You have a stakeholder meeting on school
security scheduled for 14h00. What do you do?

2. You have a long-scheduled meeting with a DH to discuss curriculum
coverage and results for her subject for the term. A teacher arrives
at your office in tears because some boys have insulted her during a
lesson. What do you do?

18



2.3 SUPPORTING THE INSTRUCTIONAL
CORE: SCHOOL IMPROVEMENT
DOMAINS

A school is a system of professional relationships. Systems are characterised by mutual
dependence of the component parts. Energy produced in one part of a system is passed
on to fuel another part of the system. This means that in a school what each person does
matters! Everyone has a part to play.

There are four domains essential for school improvement:
0 SMT curriculum management

e School capacity to support learning

e Sense of order in the school

° Community participation.

To influence learning outcomes all four of these school improvement domains need to
focus on the Instructional Core.

Each school improvement domain
acts in service of the Instructional Core
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@ ACTIVITY 2C: Wider group
SCHOOL IMPROVEMENT DOMAINS discussion
AND THEIR SUPPORT TO THE

INSTRUCTIONAL CORE \

Work as a wider group to look at the diagram of the four school improvement
domains. Discuss:

e What do you think each domain refers to?

 What role and responsibilities do you as SMT member/Principal/Deputy
Principal, have in each of these domains?

« How do these roles and responsibilities influence the Instructional
Core?

Anything we do that is not in the core...can only affect student
learning by, in some way, influencing what goes on inside the
core...our job is to create the conditions to influence the core...

RICHARD ELMORE

20



2.4 SUPPORTING THE INSTRUCTIONAL
CORE: PROTECTING TEACHING TIME

In 2018 the National Education Evaluation and Development Unit (NEEDU) in the
Department of Basic Education (DBE) published the findings of their study on schools
‘that work’. The study sought to identify best practices that are common to successful and
improving schools. In addition to six themes (dealt with in Module 1), managing teaching
time tightly to make every minute count is a prevalent practice in all high-performing
schools or schools that work. Martin Carnoy, cited in Identifying the Binding Constraints
in Education (RESEP 2016), writes:

By far, the most common characteristic of the high-performing schools in this study was
effective use of teaching time. A principal said:

“Pupils must be at the school until the very last day. On the last day, we still teach four
periods—so there’s nothing like us missing time at the end or playing on the field or
watching movies. We teach up to the end.”

.... In a comprehensive year-long comparative study evaluating 58 schools in the North
West province and 58 schools across the border in Botswana, researchers found that of
the 130 mathematics lessons scheduled for the year, grade 6 teachers in the North West
had only taught 50 lessons by the beginning of November (Carnoy et al, 2012, p. xvi).
This amounts to only 40% of scheduled lessons for the year. By contrast, in Botswana
grade 6 teachers had taught 78 lessons by the beginning of November (60% of scheduled
lessons). If curriculum coverage is at 40% what percentage of the curriculum taught is
actually learnt?”

N
Y,

* The researchers note that frequently the problem was not teacher absenteeism but rather a lack of teaching activity despite teacher presence.
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ACTIVITY 2D: Individual and
PROTECTING pair work

TEACHING TIME

~

1. Work on your own to think about the following questions:

How many days of teaching time did your school lose in the past year?

How many weeks before the end of the school year did teaching time stop
in your school?

How many teaching periods do you think were lost per grade in your
school in the past year? (Think about planned loss but also unplanned
loss due to factors such as teacher absenteeism, elections, public
holidays falling on a Tuesday or Thursday, teacher training, etc.)

How much of the curriculum do you think is covered in each grade, each
year? (Estimate this, e.g. 40%-45%, 70%)

22



(continued...)

ACTIVITY 2D: Individual and
PROTECTING pair work

TEACHING TIME

-

~

2. Now work together with a partner to fill in the table below. Discuss
one or two things you can work on immediately back at school to save
teaching time. Prepare to report back to the wider group.

FACTORS THAT STEAL TIME

OVER WHICH WE HAVE THINGS THAT WE
NO CONTROL CAN INFLUENCE

g
Z
(7))
—
Py
c
9)
=
o
Z
>
-
-
m
>
O
m
P
(72)
I
i)

23



SUPERVISION




25

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

The BEST ACTION

SOLUTIONS are
identified. ACTIONS
the teacher will take,
and the support the

DH, peers and subject
advisor will provide,
are agreed on.

IDENTIFY

SUPPORT
NEEDED

EXPLORE
SOLUTIONS

Teachers SHARE
their changes with
colleagues and
TOGETHER THEY
SUGGEST AND
EXPLORE SOLUTIONS.
They also share with
their subject advisors.

SHARE/
COLLABORATE

THE
CURRICULUM

MANAGEMENT

CYCLE

The curriculum
management cycle:
The Reporting
and Support Cycle
for Teachers and
Teaching Teams to
the SMT, and for the
DH to the Principal/
Deputy Principal,
gives the SMT line
of sight to the
Instructional
Core.

REPORT

MONITOR

DO YOU
REMEMBER...

TRACK/

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

REFLECT

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

Teachers REPORT
on curriculum
coverage to their DH.



SUPERVISION (RECAP)

Supervision is one of the most essential parts of the organisational
functions of a school especially in relation to the role of the SMT - as it
focuses on guiding the daily work of teaching by directing, supporting,
and coordinating the efforts of teachers. It also involves cultivating
good personal relationships with teachers so that they all work towards
effectively achieving the instructional (teaching and learning) goals of the
school.

A more formal definition of supervision describes it as a “...process that is
put in place to help teachers to carry out the task of teaching to expected
levels according to stipulated policy guidelines set out in an education
system...”. Put more simply, educational supervision is a professional,
collaborative, and developmental relationship (between the SMT members
and the teachers) that builds teacher capacity and improves the practice
of teaching in a school.

The more formal aspects of supervision in schools include guiding,
directing and supporting the work related to: lesson planning and
presentation; assessing the effectiveness of teaching; monitoring records
of tasks; analysing learner performance; and identifying areas for
teaching improvement that will lead to improved learning outcomes. These
activities are central to instructional leadership in our schools. It should
receive the most attention and take up the largest amount of time in the
school’s schedule, forming a key part of the daily and weekly routines that
characterise its institutional culture.

Supervision is in essence a relationship. This relationship has two very
important aspects to it: The first is the professional dimension of
the supervisory relationship. The focus is on the administrative and
operational tasks associated with the work. It ensures that systems are
put in place for effective curriculum management and includes scheduling;
monitoring and assessment of activities; compliance with policy directives;
the efficient allocation and use of resources for teaching and learning;
and supporting teachers in their work. Instructional leaders also require
knowledge and skills related to the work of supervision. This includes
subject content and pedagogic knowledge; an ability to collect and analyse

26



(continued...)

DO YOU
REMEMBER...

data related to the teaching and learning activities;

and an understanding of some of the challenges to

these two essential processes in the school.

The second aspectofthe supervisoryrelationship .‘
is the personal dimension. This is about the

human interactions associated with supervising. It often involves the
‘how’ of working with others and includes emotions, mindsets, attitudes,
and behaviours associated with the work. We refer to this as the soft
skills of supervision because it involves working with people; engaging
in reflective conversations about teaching and learning; monitoring,
supporting and giving feedback; and demonstrating good practice related

to improving teaching. These skills play an important role in motivating
others to achieve the instructional goals of the school.

The supervisory relationship is professional and collegial one. It is
understood and accepted as part of the instructional mandate that policy
places on the leader — to support, guide and direct the work of teaching in
order to strengthen it in the school.
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(continued...)

The role of the SMT member as supervisor is important because:

* To support teachers to understand what curriculum recovery
entails so that learning takes place in the classroom.

 To have professional supportive conversations on:
1. Curriculum coverage
2. Assessment for learning

3. To support teachers to reflect and address gaps in the
curriculum

4. To ensure that there is scaffolding between grades.

It allows her/him to direct and guide the work of teachers
within a relationship of trust and respect.

He/she functions as an accountable member of the SMT

with the knowledge and expertise to support the growth and

development of teachers

The DH serves on the SMT but has an instructional mandate.
This gives the DH legitimate authority to direct and monitor the
work of teachers, and to provide the support they may need.

It ensures that the support received is implemented in the
school.

28



Supervision involves the SMT working together with teachers to have
professional and supportive conversations to improve curriculum coverage
and strengthen the Instructional Core. Supervision has both a personal
and professional dimension and involves the actions of:

e OBSERVING,

e DIRECTING,

* GUIDING, and

e SUPPORTING.

The safe space of supervision is built upon
a foundation of TRUST, PROFESSIONAL
SUPPORTIVE CONVERSATIONS based on
evidence, RECIPROCAL ACCOUNTABILITY
and INTERNAL ACCOUNTABILITY.
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RECIPROCAL
ACCOUNTABILITY

PROFESSIONAL, Teachers are INTERNAL
SUPPORTIVE accountable to ACCOUNTABILITY
TRUST CONVERSATIONS the extent to Internal
based on which they have accountability
evidence been provided with precedes
the training and external

29

resources
necessary to
fulfill their
responsibilities

(See Module 4 for more detail)

accountability




In Module 4 of this School Leadership and Management Course you began looking at
possible challenges to supervision. Challenges to supervision will be specific to a school
and/or individual teachers. However, there are four broad areas of challenge:

CHALLENGE 1: Establishing relationships necessary for effective supervision
CHALLENGE 2: Creating time for supervision
CHALLENGE 3: Curriculum tracking and coverage

CHALLENGE 4: Helping teachers reflect

3.1 CHALLENGE 3:
Curriculum tracking and coverage
to identify and solve problems

“l can't complete the curriculum because
our learners are very far behind.”

“The curriculum moves too fast,
and we cannot keep up.”

30



Remember that curriculum planning and tracking is not just for pacing, but also aims to
IDENTIFY and SOLVE problems of curriculum coverage. Many teachers say the curriculum
goes too fast and they cannot keep up - this is a critical insight that goes to the heart of
effective teaching and learning.

What
determines the
pace in the
curriculum?

What are
the consequences
of not keeping
up?

How can the
problem be
solved?
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What is the
role of the
Departmental
Head?

CURRICULUM COVERAGE IS DEMONSTRATED IN

WHAT LEARNERS DO NOT WHAT TEACHERS TEACH.
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ACTIVITY 3A: _
@ EXPLORING CURRICULUM Pair work

COVERAGE

~

Work with a partner.

Learner performance varies. Look at the CAPS codes for learner

performance included below:

CAPS CODES

Outstanding achievement

Meritorious achievement

Substantial achievement

Adequate achievement

Moderate achievement

Elementary achievement

H|I N WO OO | N

\ Not achieved

Discuss the following questions:

+ At what point do you think the teacher can make the professional
judgement that the topic/concept is covered adequately, and move on?

 Does this decision mean the teacher is leaving some learners behind?
What makes you say so?

32



IMPORTANT POINTS TO REMEMBER WHEN
CONSIDERING PROBLEMS OF CURRICULUM COVERAGE

Teachers (and DHs) need to be aware of curriculum tracking and
coverage across the grades and subjects they teach. (What is taught
and what is learned).

There are a variety of teaching techniques to create differentiated
activities within the classroom — both extending the levels 5-7, and
supporting the levels 1-3

Remember that CAPS is constructed to be cyclical. Concepts

are revisited so that they can be reinforced and extended. If all

the learners do not ‘get it’ the first time — they will have another
opportunity to do so — a teacher’s familiarity with the ATP/CAPS will
guide him/her.

SMTs need to work together with subject teams and teachers (and
sometimes Subject Advisors need to be consulted) to plan ways to
claw back time for more curriculum teaching.

Sometimes teaching programmes need to be revised or adjusted
(this cannot be done by an individual teacher but rather as part of a
thorough process undertaken by the subject team, in agreement with

NOISIAY3dNS "€

the DH and SMT/Principal. This is because: it may have implications

for assessment of the grade; colleagues may be able to advise; and

because content not mastered will have implications for the work of
the teacher in the grade that follows.

33



3.1 CHALLENGE 4:
Helping teachers reflect

“l do not know how to help
teachers reflect.”

Remember that improvement in Learning Outcomes can only happen if what happens in
the INSTRUCTIONAL CORE changes:

“...the instructional core is composed of the teacher and the student in
the presence of content...a focus on the Instructional Core grounds school
improvement in the actual interactions between teachers, students, and
content in the classroom...”

RICHARD ELMORE

THE PRIMARY WORK OF EDUCATION OCCURS

IN THE CLASSROOM NOT IN THE ORGANISATION
AND INSTITUTIONS THAT SURROUND IT.
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ACTIVITY 3B: Small group
REFLECTION IN PROFESSIONAL work
CONVERSATIONS

Work as a small group.

Many teachers are stuck and need help to reflect on teaching and
learning. And many DHs are stuck in knowing how to help teachers
deepen their reflection.

Brainstorm questions to help you deepen reflection in professional
conversations with teachers about an individual lesson, and on curriculum
coverage. Write your ideas in the boxes below:

REFLECTING ON REFLECTING ON

A LESSON CURRICULUM COVERAGE

~

e
)
c
)
m
b
<
&
o
z




PRINCIPLES TO GUIDE PROFESSIONAL AND
SUPPORTIVE CONVERSATIONS

Do not evaluate. Do not make a judgment if something was ‘good’ or’
bad’.

Make reference to what the LEARNERS DID. Not what the teacher
did.

Collaboratively, look for evidence of what the learners know/ can do

as a consequence of the lesson (that they could not do before).

You need to assume that you don’t know, in order to learn what you
need to know. Do not ask questions to which you know the answer.
Ask questions to which you do NOT know the answer.

The best way to find out what the learners are actually doing is to
observe them (not only asking the teacher or even looking at their
work). Plan for teachers to look at what learners are doing in different
classrooms, how this relates to learning, and then look at what is
the same or different in what teachers do.
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3. SUPERVISION
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CASE STUDY




ACTIVITY 4A: A

CASE STUDY Small group work

Work as a small group. Read the following case study.

Mrs. Shongwe is the DH responsible for a group of subjects, some of which
she does not teach. Mr. Mabizela is a teacher of one of these subjects.
Mrs. Shongwe had read his Weekly Tracking, Reflecting and Responding
Tool and realised that he is struggling.

TEACHER’'S WEEKLY TRACKING TOOL

NAME OF TEACHER: Mr Mabizela SUBJECT: GRADE: 3

WEEK NO: TERM: 3

Refer to the teaching plan for details of the week’s work:

Class (or subject for FP): Mathematice On track by end of week? (YES / NO) No

How many learners are working confidently at Level 4 (Adequate achievement) or above? [5

How many learners in this class? 40

BRIEF NOTES ON THE DAY’S WORK: Consider such things as:

DAY What concepts/skills did the learners struggle with or manage well in this lesson?
What could be the reasons for this? Did the class complete the work you had planned?
Do you need to change your plans for the Inext lesson? What changes will you make?

All went well; learners finished all the exercises.

When T moved to the next exercise, which was more challenging, T found that,
when T looked at learners’ work, many could not do it, in fact they had not got
much right in exercise [ either.

3 T decided it would be a good idea to revise the work from day { with everyone; this
seemed to help - they were answering the questions T asked to check understanding.

4 I started the new topic today instead of yesterday - I had to go quite quickly
becauge now I am behind. But it seemed that everyone was understanding.

5 I set a quick clage teet on both topice. What a shock! Only my top 15 learners
got more than 50%.1 can’t understand and I thought everyone was with me,
even though T went quite fast with the second topic. I went over the test with
them - and o could not move to Topic 3 ag T should have.

REFLECTION ON THE WEEK

How did things go? What do you need help with? What good practices could you share?

Thig is not a good week. Somehow I could not get learners to gragp the work. I thought
reviging Topic | had helped but it did not seem to. And, although T went quite fast through
Topic 2, I thought they would manage ag it built on Topie I. chan’f thin(L what the problem is.
1 need to teach this better next time - but how?

If you are not on track, what will you do? T am not on track; I have not faughf all the work T
should have this week, and few learners have understood the work T did teach. I am now two
days behind where T should be - and T don’t really know what to do.

pH: Mrs. Shongwe pATE: |7 March




(continued...)

-

ACTIVITY 4A: Small aroun work R
CASE STUDY ail group wo

Mrs. Shongwe schedules a one-on-one conversation with Mr. Mabizela and
prepares questions to probe his understanding of why his learners are
performing poorly and what he might do about it.

As a group, discuss the following question and prepare to report back to
the wider group:

« What questions do you think Mrs. Shongwe, the DH, should ask
Mr. Mabizela based on his weekly tracking and reflection that would
open a reflective, professional and supportive conversation with him?

Prepare to share your questions with the wider group.

~
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(continued...)
K )

ACTIVITY 4A: Small ar »
CASE STUDY ail group wo

~

there some key concepts that seem more difficult for them to grasp than

SOME QUESTIONS TO CONSIDER:

e Can you identify what it is that the learners are struggling with? Are

others? How could you find out?

* Can you identify which learners are struggling? Which are excelling?
Which are just doing okay?

 Why did you think that most learners were managing when they were
not?

 What do you think were the causes of the learners’ problems with this
work?

* You re-taught Topic 1 on Day 3 — but it did not seem to help. Why do
you think was so?

« What could you do differently next time you teach this section of work?
e How can you get this class back on track?

e« What support do you need from the SMT/other teachers?

THINK
ABOUT WHICH
QUESTIONS MIGHT
WORK FOR YOU AT

YOUR SCHOOL

41



f ACTIVITY 4B: )
CASE STUDY Group work and

. discussion
(continued...)

~

Work in your group.

Continue to read the case study about Mrs. Shongwe’s supervision of
Mr. Mabizela.

4 N

Mrs. Shongwe and Mr. Mabizela agreed to discuss the

performance of this class with the other teachers teaching this
subject and grade.

They share the Weekly Tracking, Reflecting and Responding
Tool, examples of the learners’ work, and the mark sheet. Some
of the other teachers said that they also struggled with this
topic and did not understand why the learners were so slow to
understand. They were frustrated because they had to move on,
but they knew it meant that these learners would not understand
going forward. It made teaching hard.

After listening to the teaching team, Mrs. Shongwe suggested
that the team focus on understanding possible CAUSES of poor
performance — before solutions can be found.

After a long discussion in which teachers shared their
experiences and expand frustrations, Mrs Shongwe summarised
the causes the teachers had spoken about and the team explored
possible solutions.

_ /

Now look at the causes on the next page that Mrs Shongwe summarised

after carefully listening to the discussion so she could learn.

1. Do you think your teachers might give similar causes? What causes
might you add?

2. Discuss possible solutions for each cause. Prepare to share your
solutions with the wider group.

_ /
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(continued...)

ACTIVITY 4B: 2\
CASE STUDY Group work and

. discussion
(continued...)

-

CAUSES SOLUTIONS

Some teachers were not
confident of their content
knowledge.

The range of performance in
the class is too wide. Either
the high performers or the
low performers get frustrated
and unruly.

Some teachers were not
confident of how to teach
some concepts and were
unable to find different ways
of explaining these concepts.

Many of the learners have
not mastered the content

knowledge from previous

years.

Many learners do not do the
homework they are given.

Teachers did not understand
what the learners were
struggling with and so did

not direct support to the most

\specific problems. j

43



THE BIG IDEAS

Sometimes failure to cover the curriculum is not because the teacher is not
working diligently, or the DH is not supervising with care and support.

Sometimes it is because too many learners can’t keep up.

The DH (and the SMT) with the subject specialists in the department may
have to ADVISE the teacher how to prioritise the remaining work,

AND

COMMUNICATE with the teacher who will be teaching the class the subject
in the next grade (the next year) which topics and concepts have not been

adequately covered.
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ACTIVITY 4C:
CASE STUDY
(continued...)

~

Wider group work
and discussion

Work as a wider group. Continue to read the case study about Mrs. \

45

Shongwe’s supervision of Mr. Mabizela.

After listening to the teaching team’s discussion, Mrs. Shongwe decides

that there are some challenges that are common to all the teachers teaching

this subject in the grade. She decides to gather the evidence and schedule

a meeting with the school principal to discuss the matter.

Here are the notes from the professional supportive conversation between
Mrs. Shongwe, the DH, and the Principal:

WHAT’S
WORKING?

Teachers are
completing
the Tracking
template, and
are reflecting
and engaging
in discussion
in subject
teams. They
are identifying
probleme and
exploring
solutions.

WHAT NEEDS
WORK?

Because we are now looking !

at what learners are learnmgI

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
cateh up.

- Request parents to monitor,

homework closely in the
cateh-up period.
- Teachers have indicated

in what areag of content

knowledge, and pedagoglcal

knowledge they need

asgistance. We need to:

[. Inform the subject
adviser.

2.Request that a
skilled teacher from a
neighbouring school
vigits us to help us
undergtand how she
teaches these concepts.

AGREED ACTION
TO IMPROVE

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 cateh-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.

J




(continued...)

-

ACTIVITY 4C: )
CASE STUDY Wider group work

(continued...)

and discussion

After meeting with the Principal, é
Mrs. Shongwe called the subject

team together to discuss the action
agreed. 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

|
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
i 1
available. I
1
1
|

Now discuss the following question:

B )

AGREED ACTION
TO IMPROVE

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 cateh-up
plan go that 3 weeks is
caught up.

- The subject adviser is
consulted.

« What evidence would be needed to explain why rearranging the teaching

programme would be the correct professional decision?
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(continued...)

-
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ACTIVITY 4C: _ )
CASE STUDY Wlder_group_work

) and discussion
(continued...)

The subject team discussed developing 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...

1. looking at the diagnostic evaluation of learner performance
2. the weighting of topics

3. the conceptual sequence of development and the internal logic of the
subject

4. 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.

Some teachers were concerned whether changing the sequence of topics,
rearranging topics across the term or modifying the time allocation of topics
was allowed. But after checking with the Subject Advisor, Mrs. Shongwe
assured everyone that as a professional teaching /subject team decision,
based on evidence, this was allowed. TO CHANGE A PROGRAMME, YOU
NEED A CLEAR RATIONALE, SUPPORT AND A PLAN.




TOOLS TO
SUPPORT THE
CURRICULUM
MANAGEMENT
CYCLE



The SMT supporting the curriculum management cycle is critical to improving educational
outcomes and creating high performing schools. Tools, together with the routines and
practices established around them, can structure and strengthen this support. In this
School Leadership and Management Course you have, so far, been introduced to three
tools:

TOOL 1: Teachers Weekly Tracking, Reflecting and Responding Tool
TOOL 2: Departmental Head Scheduling Tool

TOOL 3: Departmental Head Curriculum Coverage Conversation Tool

In this section we will explore a tool that can be adapted and used by Principals to prepare
for and have professional and supportive conversations, based on evidence, with DHs:

TOOL 4: Principal’s Curriculum Management Conversation Tool

Remember that the over-riding goal is to leave the DH feeling supported, encouraged
and enabled to improve. This is a professional management conversation based on the
evidence of the DHs’ documents such as:

e Curriculum Supervision plan and supporting records (review of Teacher’'s Weekly
Tracking, Reflecting and Responding Tool, minutes, attendance register, notes from
class visits and learner book checks);

» Signed records of supervision conversations with teacher/s;
* Annual Teaching Plans; and

« Assessment Plans.

>
4
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/ TOOL 4 PRINCIPAL’'S CURRICULUM
, MANAGEMENT CONVERSATION TOOL

PRINCIPAL'S CURRICULUM MANAGEMENT CONVERSATION TOOL

WHAT’S WHAT NEEDS ACTION TO

KEY PRACTICE WORKING? WORK? IMPROVE

1. PLANNING AND TRACKING

Does the DH have her/his own Curriculum

Supervision Plan in which there is evidence of:

* Reviewing the teacher’s planning using
the curriculum and ATPs (including
planning to use resources such as
readers, textbooks etc.)

* Reviewing of teacher’s curriculum
coverage and tracking, and files (e.g.
Teacher’s Weekly Tracking, Reflecting
and Responding Tool)

* Checking of learners’ work (Is there CURRICULUM
evidence of topics covered and of learner
work matching tracking records) MANAGEMENT

AREAS

Is the DH using a tool to track her/his
teacher’s curriculum coverage?

Are all teachers up to date with curriculum
coverage?

Has homework completion been monitored?

Is there evidence of class visits?

2. ASSESSMENT

Is there an Annual Assessment Plan for
all phases/grades and subjects the DH is
responsible for?

Is there monitoring of progress against the
Annual Assessment Plan?

Does the assessment programme include
internal common tests for each subject/phase?

Is pre- and post-assessment MODERATION
conducted in each subject/phase?

3. SUBJECT/PHASE MEETINGS

Is there a written schedule for these
meetings?

Does the attendance register show full
attendance?

Are there minutes?

Do the minutes state agreed actions with
responsibilities and timeframes?

Is there evidence that teacher development
activities happen?




5. TOOLS TO SUPPORT THE CURRICULUM MANAGEMENT CYCLE
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5.1 SCHEDULING THE PRINCIPAL’S
CURRICULUM MANAGEMENT
CONVERSATIONS WITH DHs

Creating professional practices of curriculum support throughout the school depends on
scheduling. Professional and supportive conversations based on evidence will not happen
if they are not scheduled. This includes conversations between and amongst teachers,
between teachers and DHs AND those between DHs and Principals.

To make these conversations productive they also need to be planned for. So after
scheduling the conversations, both the Principal and the DH will need to schedule the
preparation, e.g.

* What kind of documents will the DH need to give the Principal to review? (e.g. tracking
tools, evidence of minutes of meetings etc.)

¢ On what day will the DH give the Principal the documents he/she will need to review to
be ready for the conversation? (This is important to consider in terms of scheduling for
both the DH and the Principal).

The tool, or method the Principal uses to schedule his/her curriculum supervision conversations
needs to be one that ‘works’ for him/her. It may be an adaptation of TOOL 2: Departmental
Head Scheduling Tool (which you learned about in Module 2 of this School Leadership and
Management Course). This tool would allow the Principal to schedule and track his/her
meetings with DHs.

Remember that the DH’s support of the curriculum management cycle can be
summarised as:

1. Scheduling
2. Planning
3. Meeting: How can | help you?; and

4. Reflecting to share, collaborate and improve.

Curriculum Management Conversations will need to be scheduled and planned
for by both the DH and the Principal. The meeting needs to take place with an
attitude of reciprocal accountability and ‘How can | help you?'. The Principal

and DH will need to work together to reflect, share, collaborate and improve.
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5. TOOLS TO SUPPORT THE CURRICULUM MANAGEMENT CYCLE
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CONCLUSION




In this fifth module of the School Leadership and Management Course, you have:

- Reviewed what is meant by the term ‘instructional leadership’ and what this means for
supporting the Instructional Core in your school.

* Understood that proper time management is essential for strong leadership and
school success. This includes protecting teaching time.

 Reviewed your understanding of supervision and the fact that it has both a
professional and personal dimension — built on a foundation of internal as well as
reciprocal accountability, and an attitude of ‘How can | help you?’

« Recognised some of the challenges to supervision.

« Worked with a detailed case study to explore and help understand the curriculum
management process as it involves teachers reflecting on their practice, having
professional, supportive conversations with their DHs as well as conversations
between DHs and Principals.

 Been introduced to a tool to further support the curriculum management cycle:
TOOL 4: Principal’s Curriculum Management Conversation Tool

On the following pages (i.e. 566-58) you will find two ‘homework’ tasks that you will be
able to complete in the time before doing Module 6 of the course. At the beginning of the
Module 6 training, you will have an opportunity to report back on these tasks.
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HOMEWORK
TASKS

HOMEWORK TASK 1:
COVEY’S TIME MANAGEMENT MATRIX

In this module you have learned about Stephen Covey’s Time Management Matrix and
how it can be useful to help prioritise your time and direct your attention to the things
most important to your school and personal development.

Your first task for this module is to go back to your school and use the matrix to try to
prioritise your time. Applying the matrix to your life and school routines necessitates
self-evaluation and detail. Some guidelines to assist you in managing this technique are
provided below.

1. MAKE A LIST OF THE TASKS YOU NEED TO DO

It's critical to write down every task you have yet to accomplish, whether you're
prioritising activities for the day or for the month. You need to clearly and succinctly
state these tasks.

2. INCLUDE DUE DATES

Include the deadlines for each task once you've correctly outlined them. Knowing
when you must complete things might help you prioritise what you must do and what
can wait. Note any impending deadlines to assist you in assessing your activities’
urgency in the following step.

3. DETERMINE THE MOST CRITICAL TASKS

Indicate which of the given deadlines are the closest to identify the most pressing.
Regarding prioritising, this enables you to put your duties into perspective. It also
gives you a clear picture of your group duties and may offer you an idea of which

activities you should perform first and last.

4. SORT BY IMPORTANCE
Order your jobs/tasks in importance after assessing how important each activity is to
your timetable. This will help you to completely understand which duties are tentative
and which jobs you can postpone for the time being. It can also help with developing
a schedule to fulfil these important activities in the order of their priority.
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5.

57

ARRANGE TASKS IN THE APPROPRIATE QUADRANT

Use a piece of paper or a whiteboard to draw the four quadrants of Stephen Covey’s
Time Management Matrix. Examine each task to see how urgent and/or crucial it is,
then categorise them in your list. Once you’'ve determined whether or not activities
are critical or essential, assign them to the appropriate quadrant. Look at your matrix
and make adjustments as required.

THE BIG IDEAS

If the focus of school leadership is on instruction (and the Instructional
Core), then everything else is defined as instrumental to it. In other words,
the other leadership activities in the school should be connected to and
supportive of the teaching and learning processes. Look at your matrix:
Which activities are directly related to improving teaching and learning or
are instrumental to this? HAVE YOU GOT THE BALANCE RIGHT?
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HOMEWORK TASK 2:
USING TOOLS TO LEAD CHANGE

Instructional leadership and effective curriculum management are essential to improving
educational outcomes and creating high performing schools. The principle of reciprocal
accountability is critical to this change process.

In this module you were introduced to a tool that can be adapted and used by Principals
to prepare and have professional and supportive conversations based on evidence with
DHs. This tool is the fourth in a series to help support the curriculum management cycle:

TOOL 1: Teacher’s Weekly Tracking, Reflecting, and Responding Tool
TOOL 2: Departmental Head Scheduling Tool

TOOL 3: Departmental Head Curriculum Coverage Conversation Tool
TOOL 4: Principal’s Curriculum Management Conversation Tool

Your task for this module is to go back to your school and use the tools. (You would have
been using Tools 1-3 already.)

To do this you will have to:
1. Make any necessary adaptations so that the tool is best suited to your context.

2. Use a scheduling tool that you are comfortable with to plan and schedule your curriculum
conversations with your DHs. It may be an adaptation of TOOL 2: Departmental Head
Scheduling Tool. Remember that you are not likely to be able to meet all your DHs and
will need to:

 Decide how many DHs you can aim to meet each month.
 Decide how you will prioritise which DHs to start with.
 Schedule these one-on-one meetings (and track!)

* Plan and conduct these meetings using the Principal’s Curriculum Management
Conversation Tool

You may want to write about your experience of using the tools in your reflective journal.

Prepare to report back on the experience and results when you begin the training for
Module 6 of the School Leadership and Management Course.
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HOMEWORK TASKS
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