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Module 4  Appraising and managing staff performance
Unit 4.1 Appraising and managing performance

Introduction

UNRWA has an established procedure for the appraisal and management of teachers’ 
performance. In this Unit we will explore practical ways of ensuring your school has 
a robust and supportive ongoing process for appraising and managing performance.

When the appraisal process is implemented in a transparent and equitable manner, it 
has the potential to motivate and support all staff. There are many benefits associated 
with high quality appraisal systems including increased accountability, recognition and 
rewards for outstanding practice and coherence in the identification of whole school 
objectives.

We will focus on the processes and protocols to ensure a high quality system for 
appraisal is provided as an entitlement for all teachers.

Objectives

By the end of this Unit of study you will be able to:

• understand the key components of a high quality system for appraising and managing 
staff performance

• identify what needs to be developed to provide a motivating appraisal system in 
your school

Learning and practice outcomes

By the end of this Unit of study you will:

• be able to establish policies and protocols for appraising and managing performance 
in your school

• have a plan to improve the quality and rigour of your appraisal process

Implementation Task

Review and revise the appraisal process in your school.
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Welcome to Module 4, Appraising and managing staff performance.

In this first Unit 4.1 Appraising and managing performance we will focus on the recently 
introduced UNRWA Performance Management process and explore how it can be used to 
support culture change and raise teacher performance.

In the Installation Management Programme you will have been introduced to the principles 
and processes of the UNRWA Performance Management Policy and System. In this Unit we 
will look at how two Head Teachers used the processes practically in their schools to establish 
an open and transparent culture based on high performance and accountability.

Following the Installation Management training, the Head Teachers of two schools decided 
to work together to design and implement a practical approach to appraising and managing 
the performance of their staff. Maha and Hadeel were excited by the potential of introducing 
a process of appraisal to ensure all their staff were motivated and engaged.

Self Reflection/Learning Log

In your Learning Log make notes about any existing or potential professional relationships 
with colleague Head Teachers/School Principals.

• Do you already work closely with a colleague Head Teacher/School Principal?
• Could you establish and develop a professional relationship to make planning more 

effective and share the workload of introducing changes to the appraisal system?

Maha and Hadeel met together to discuss the possibilities of working together. They 
were both eager to engage and motivate all their staff. They watched two videos about 
motivation and engagement to get some ideas for their joint planning.

Online Activity

Go to the Leading for the Future website and watch the videos ‘Drive – the surprising 
truth about what motivates us’ and ‘The ‘X’ model of employee engagement’.
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Learning Log

When you have watched the videos make notes in your Learning Log about the key messages.
• What are the main motivators?
• Do you have teachers who fit into the ‘X’ model? 

At their first planning meeting Maha and Hadeel looked back over the principles of the 
UNRWA Performance Management system to consider how they could share these with 
their staff.

Online Activity

There are copies of the resources used in the Installation Management Training Programme 
on the Leading for the Future website. These will be useful for you too, to plan and prepare 
to implement appraisal and performance management processes for your staff.
 

Group Activity

Maha and Hadeel then worked together to identify the benefits and challenges they 
could see in providing and effective system of appraisal and performance management 
in their schools. They listed those under ‘Benefits’ and ‘Challenges’ as below.

BenefitsBenefits ChallengesChallenges

��Improved standards of teaching
      and learning

��Achieving school improvement
      priorities more quickly

��Getting to know their staff on a 
      one to one basis

��Understanding individual teacher’s
      strengths and aspirations

��Identifying poor and under 
      performance

��Clarifying expectations

��Promoting accountability

��Driving organisational change

��Improving the culture of the
      school

��Time

��Staff who feel threatened by the
      process

��Staff who resist change

��Providing support for poor or
      under performance

��30% best performance
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The Head Teachers were pleased with their list. It had helped them to be clear about 
the importance of appraising and managing performance and they had identified 
some key challenges. They decided to run a similar activity with their staff in a joint 
staff meeting in order to help everyone to understand the potential of appraising and 
managing performance.

Group Activity

They decided to prepare a short power point presentation to use at the joint staff meeting. 
Through the presentation they could communicate the key points about how they planned 
to develop Appraisal and Performance Management in their schools. They liked the idea of 
working together with all the teachers from both schools together. They prepared all the 
resources they needed:

• the powerpoint presentation
• a laptop and projector
• flip chart paper and pens
• self-reflection sheets (a copy for each teacher)
• planning meeting agenda (a copy for each teacher)
• UNRWA Competency Framework for Teachers (a copy for each teacher)
• the benefits and challenges they had already identified

Online Activity

All the resources Maha and Hadeel used and designed are available on the Leading for the 
Future website Module 4 Appraising and Managing Staff Peformance Unit 4.1 Appraising 
and Managing Performance.

Appraisal and Performance ManagementAppraisal and Performance Management

Maha and HadeelMaha and Hadeel
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In the first slide Maha and Hadeel shared their aim to establish a school culture in which 
teachers were confident to engage in Appraisal and Performance Management (APM). 
They explained that they believed all teachers could (and should) focus on improving 
their classroom skills to improve student outcomes and achievement. They emphasised 
that Appraisal and Performance Management is not about finding failing teachers but 
rather about ensuring all staff are given the opportunities to continue to develop their 
skills and professionalism.

School CultureSchool Culture
We aim to have a school culture that:

• empowers teachers to feel confident to fully participate in 
performance management;

• encourages teachers to be engaged in professional 
development and to contribute to the professional 
development of others

They wanted to make it clear that in the culture of their schools all staff would be expected 
to be involved with professional learning which would be mostly school-based. So they 
went on to show the next slide as below.

Appraisal and Performance Review:Appraisal and Performance Review:
• engages Leaders and staff in professional dialogue demonstrating 

respect for professionals, making decisions about performance and 
encouraging contributions in an open, equitable and fair manner

• acknowledges that professional development should be an ongoing 
part of everyday activities not a separate activity adding to workload

• establishes entitlement and personal responsibility to engage in 
school-focused CPD which is effective and relevant to individual’s 
professional development, career progression and aspirations

7



Unit 4.1  Appraising and managing performance

They then shared the five competencies from the UNRWA Competency Framework for 
Teachers with their staff and welcomed any comments from the teachers. They explained 
that the Performance Management Policy is underpinned by the Competency Framework 
and that it is expected that all teachers working in UNRWA schools are meeting the 
competencies in the Framework.  The objectives and the indicators in the Framework 
enable teachers to understand the expectations and responsibilities of the role of the 
teacher.

Compentency Framework for TeachersCompentency Framework for Teachers

1. Is focused on the needs and the delivery of services to the refugee community.

2. Has the appropriate knowledge to accomplish assigned duties and seeks out 
knowledge to improve performance.

3. Displays a positive attitude towards work, colleagues, the refugee community 
and UN and conducts all duties with highest level of ethics and honesty.

4. Develops and maintains good relationships with subordinates, peers, superiors 
and external people and agencies of interest.

5. Ensures appropriate allocation of work to staff and use of resources, motivates 
staff and provides edequate direction of accomplishing the mission of the 
agency.

Maha and Hadeel had prepared a self-reflection activity for their teachers based on 
competencies one and two from the Framework. They gave the teachers the sheets for 
self-reflection and asked them to prepare for the individual planning meetings which 
would be taking place over the next few weeks. They gave the teachers a few minutes to 
look at the self-reflection sheets and then invited any questions.

8
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One of the questions raised by a teacher was:

“Who will see my self-reflection sheet when I have completed it?”

The teacher was reassured to hear and understand that the sheet was his and no one would 
see it. It was explained that completing the self-reflection would help him to prepare for his 
planning meeting and for the whole process of appraisal and performance management 
but that his reflections would be confidential to him.

Self-reflection for teachersSelf-reflection for teachers

Look at each of the indicators on the self-reflection sheet. Think about your 
current classroom practice and decide if this indicator is:

• embedded

• developing

• established

• not yet in your practice

What evidence do you have for your self-assessment?

(Hand out copies of the Self-reflection on the 
Competence Framework for Teachers)

9
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The next slide introduced the concept of teachers being accountable for student 
achievement. This was an important message which Hadeel and Maha wanted to 
share with their teachers. They planned to introduce progress meetings for all staff to 
ensure all teachers understood and focused on their responsibility to secure the best 
student achievement. It was explained that the APM process would be positive and 
supportive, based on collaboration and professional development to ensure that the 
classroom skills of all teachers are continually improved. The slide also summarised 
some of the key messages.

Appraisal and performanceAppraisal and performance

• accountability for student achievement

• leader of teaching and learning in the classroom

• Compentency Framework and school priorities are the starting points

• entitlement and duty to engage with professional development

• working effectively with others

• effective communication including with parents

Maha and Hadeel had developed a diagram to show the cycle of appraisal and 
performance management. They stressed that APM would be a process rather than an 
event. They would start at the beginning of the academic year by meeting individually 
with each teacher in a Planning Meeting to set and agree the objectives, decide on 
performance criteria and identify the professional development to be provided. In this 
meeting it would also be agreed when classroom observations would take place and 
the date for the end of year review would be set.

10
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Planning

• Objective set

• Classroom observation and 
evidence collection agreed

• Performance criteria for the 
above set

• Support, training and 
development agreed

• Timescales set

Monitoring & Supporting

• Monitoring of performance 
throughout the cycle

• Provision of agreed support

• Evidence collection

• Ongoing professional 
dialogue

Reviewing

• Overall assessment of 
individual’s progress against 
the performance criteria

• No surprises

The next stage of the cycle, Monitoring and Support would be ongoing based on 
a continuing dialogue about performance and the school development priorities. 
In this stage the school-based professional development will take place, involving 
collaboration between all teachers to ensure the skills of all teachers continue to be 
developed.

At the Review stage, there will be another individual meeting for each teacher with 
the Head Teacher/School Principal to establish successful achievement of the objectives 
and overall performance. There should be no surprises at this meeting. The ongoing 
dialogue and monitoring should have kept teachers and leaders fully informed about 
performance and progress.

Appraisal Cycle

11
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The next slide presented the activity about benefits and challenges which Hadeel 
and Maha had worked on together previously. They asked staff to work in groups of 
four each with a piece of flip chart paper and to identify what they thought were the 
benefits and challenges associated with APM. Hadeel and Maha moved around the 
groups questioning and prompting until each group had a good list of benefits and 
challenges.

Maha made a composite list of all the benefits and asked the groups to hold onto their 
challenges until a little later in the meeting.

Benefits and challenges of PMBenefits and challenges of PM

Benefits Benefits �� Challenges Challenges ��

12



Unit 4.1  Appraising and managing performance

13

Hadeel explained what would happen at the Planning Meetings. She reminded the 
teachers to complete their self-reflection on the competencies and have it with them 
during their Planning Meeting with the Head Teacher. Maha showed the teachers the 
form she and Hadeel had made to help with the planning meeting process.

The Planning meetingThe Planning meeting
• starts with Competency Framework for Teachers

• uses the school’s priorities for improvement

• sets objectives linked to improving student achievement

• identifies performance criteria

• agrees classroom observation

• identifies other evidence to be collected

• agrees support and professional development

• identifies timescales
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Hadeel introduced the slide about objectives and checked that everyone understood 
SMART (Specific Measurable Agreed Realistic Time-limited) and CCCM (Clear Concise 
Challenging and Measurable). She explained that the models for objective setting were
very useful and that both models were needed as it was possible to set a SMART 
objective which had no element of challenge. She reminded the teachers that challenge 
was essential for the most effective development.

ObjectivesObjectives
• SMART

• CCCM

• linked to student achievement and school improvement

• matched with performance criteria

• linked to Competency Framework

• a reflection of individual’s experience, role and aspiration
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The session then closed with another activity, this time to address the challenges 
everyone had identified. Maha asked the groups to look back at the benefits and challenges 
and to consider what needed to be put into place to minimise the negative impact of the 
challenges. She suggested that the groups considered what could be done by Teachers, 
Head Teachers, Education Specialist and also to identify what resources would be needed.

The groups made lots of good suggestions.

Effective PMEffective PM

Maha and Hadeel were really pleased with their joint session on APM. The teachers from 
both schools said they enjoyed working together. In the feedback activity Hadeel asked 
teachers to say:

• what went well in the session
• even better if

She used this model to encourage developmental and constructive feedback. She and 
Maha planned to use “what went well” / ”even better if” throughout the APM process to 
collect feedback.

Teachers

• Self-reflection
• Preparation
• Evidence collection
• Engagement with CPD
• Collaboration and teamwork
• Sharing ideas and resources

Resources 

• Self-reflection sheet
• Planning meeting agenda
• A school calendar with all the 

dates for planning, monitoring 
and review meetings

• a schedule of professional 
development meetings

Head Teachers/Principals

• Communication
• Making time
• Persistence
• Support for poor and 
  underperformance
• Valuing and trusting teachers

Education Specialists

• Supporting HT/SPs with 
classroom observation

• Discussing and improving 
plans for PM and CPD

• Supporting with CPD delivery 
• Coaching
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Implementation Task

Your Implementation Task for this Unit is to review and revise your school processes for 
appraisal and performance management.

Self-Reflection/Learning Log

In your Learning Log, use the Review Tool to consider your current performance 
management practice in school.

Think about and note down “What’s working well” and “What’s working so-so”. Look back 
at the power point presentation Maha and Hadeel used with their teachers and consider 
how you could strengthen processes in your school.

Prepare a plan to improve performance management in your school and identify how 
you will share the changes with your staff.
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Unit 4.2 Coaching and questioning skills

Introduction

Research shows clearly that coaching is a powerful and effective way of developing people. 
In this Unit we will consider the key skills involved in coaching and questioning people. 
Embedding a coaching culture in an organisation is proven to provide and effective 
professional and sustainable professional development.

Coaching provides the key to improving teaching and learning and developing leadership.

This Unit links closely to Unit 2.3 Leadership styles and strategies. It identifies the 
practical skills required to distribute leadership throughout the school and to 
provide coaching feedback to improve teaching and learning.

Developing your coaching skills will enable you to develop your leadership and to improve 
teaching and learning in your school.

Objectives

By the end of this Unit of study you will be able to:

• understand the key skills involved in coaching
• know how to improve your questioning skills and techniques

Learning and practice outcomes

By the end of this Unit of study you will:

• gain confidence to apply your coaching skills in order to share your leadership 
and to improve teaching and learning

Implementation Task

Use coaching and questioning to improve teaching and learning and to create a 
solutions-focussed approach to leadership.
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Welcome to Unit 4.2 Coaching and questioning skills where we explore the key skills 
associated with coaching and provide with some practical ideas and approaches to improve 
classroom and leadership practices through coaching.

What is coaching? 

“Coaching is unlocking a person’s potential to maximise their own 
performance. It is helping them to learn rather than teaching them.” 

Gallwey, The Inner Game of Tennis

“Put simply, coaching is a conversation, or series of conversations, 
one person has with another.” 

Starr, The Coaching Manual

18
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We all have many conversations each day with many different people.

So what makes a conversation coaching rather than a chat?

• The focus of a coaching conversation is the coachee not the coach.
• The coachees’s thinking and learning benefits from the conversation.
• The coachee would not have had those benefits in thinking and learning if the 

conversation had not taken place.
• Action by the coachee will happen as a result of the conversation.

Looking at these simple principles of what makes coaching, you probably realise 
you are already coaching.

Learning Log/Self-Reflection

Where are you already coaching?

Which of these do you already do regularly?

• Give friends or colleagues advice

• Listen to other’s problems to help and support them

• Manage the work of others

• Encourage others to find solutions to situations/issues

• Train others in new knowledge or skills

• Give people feedback or observations to help them improve

• Explain to people how to do something better

• Conduct appraisal or performance review meetings

• Engage with formal individual coaching sessions 1:1

How effectively do you work with others in a coaching situation? 
Make notes in your Learning Log about your effective coaching conversations.

19
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Coaches work alongside individuals (or small groups) in the workplace to help them 
to improve their performance. The coach helps the coachee to see opportunities for 
improvement and practical actions. The coach does not “tell” or “show” but encourages 
the coachee to reflect on possibilities and actions and to commit to changes in 
behaviours and performance.

In Unit 2.3 ‘Leadership styles and strategies’ we looked at six different leadership 
styles. The most effective leaders use a range and variety of styles to lead individual 
team members in different contexts. Coaching is considered to be a very effective way 
of developing people for the future.

The coach says ”You do it – I’ll support you”.

However possible drawbacks are the requirement for a high level of skill and time for 
individual conversations. In this Unit we will look at the essential skills for the effective 
coach and look at how one Head Teacher used coaching to improve the quality of teaching 
and learning in his school.
 

20
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Self-Reflection:

Let’s look at what we know about how people learn best. Match these ways of learning 
with the ‘percentages’ of information retained from each.

21

Lecture

5%
10%

20%

30% 50%

75% 90%

Reading

Audio-
visual

Demon-
stration

Hands-on
experience

Coaching
or

teaching

Discussion

Method of deliveryRetention rate for information
Presentation or Lecture5%

Reading10%

Audio Visual20 %

Demonstration30%

Discussion50%

Hands on experience75%

Coaching or Teaching90%
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Learning Log:

Please make a note of the retention rates associated with different ways of learning in your 
Learning Log. Recognise that the highest level of retention is associated with coaching 
or teaching. As you develop your skills as a coach, your own professional learning will be 
significant and retained.

There has been a great deal of research into the impact of coaching as a leadership style. 
In 2002 Professors Joyce and Showers presented the findings from their research into 
the effect of different training components.

Professional learning outcomes related to training components

Professional learning outcomes

Training 
Components

Knowledge of 
Content

Skill 
Implementation

Classroom 
Application

Presentational 
Lecture

10% 5% 0%

Plus 
Demonstration

30% 20% 0%

Plus Practice 60% 60% 5%

Plus Coaching/
Admin Support 
Data Feedback

95% 95% 95%

(Joyce and Showers , 2002)

• They found that if the professional development sessions were presentation, lectures 
or demonstrations then there was no effect or change in classroom practice.

• If teachers were given the opportunity to practice new skills in a workshop session 
then knowledge and skill development were increased considerably, but still very 
little change in classroom practice resulted.

• When coaching and feedback were provided 95% of teachers changed and improved 
their classroom practice.

This research demonstrates the potential power of developing coaching, especially to 
improve the quality of teaching and learning in classrooms.
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The key skills for effective coaches are:

1. Building rapport and trust

2. Listening 

3. Questioning

4. Encouraging reflection

5. Giving feedback

23
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Self-reflection/Learning Log:

How effective are your coaching skills? In your Learning Log reflect on and answer the 
following questions:

• How do you ensure that you have a professional and positive relationship with 
each member of your staff?

• What do you do to develop respect and trust from your staff?

• What makes an effective listener? 

• How effective and solutions- focused is your questioning? Note down some effective 
questions you have posed recently in discussions with members of your staff.

• How do you encourage your teachers to be self-reflective practitioners?

• Are you confident about giving constructive and developmental feedback to 
teachers? Record some examples of effective feedback you have given recently 
that has resulted in improved performance.

• Which of the coaching skills are you most confident in? 

• Which of the coaching skills do you think you need to develop to become a more 
effective leader?

Online Activity:

Go to the Leading for the Future website Unit 4.2 and watch the short video about coaching,
“How coaching works”. As you watch the video consider the following questions:

1. What are the five stages of coaching in this video?

2. Who is most active, the coach or the coachee?

3. How does the coach support the coachee through the process of change and 
development?

Next watch the second video for this Unit “Coaching in the workplace”.  This video focuses 
on the skills of the coach. Record the skills used by the coach and the changes seen in the 
coachee.

24
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Learning Log:

Make notes in your Learning Log about what you now know about coaching stages and 
skills.

We will now look at each of the five key skills for coaching and consider how you can 
develop your effectiveness as a coach.

Building rapport

All successful coaching conversations are built on rapport – a positive feeling of trust 
between the coach and the coachee. Excellent coaches are able to put people at ease, 
build trust and a feeling of comfort in their conversations. Many people are naturally 
good at establishing rapport and it is easy for them to demonstrate this in both social 
and professional settings. For other people building rapport is a skill they may have to 
work hard to develop. Things that can help to establish high levels of rapport include 
“sameness” in the following:

• physical appearance/clothing

• body language/physical gestures

• qualities of voice

• language/words used

• beliefs and values.

25
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Self-Reflection

If you observe people who have good rapport, what do you see them doing? Think 
about watching good friends meet and engage in conversation. What do you see?

Being able to establish good rapport with each individual member of your staff will help 
you to be an effective coach and to enable them to develop and grow professionally. 
Over time the development of successful coaching relationship will be focused on trust, 
integrity and continuing interest and care. Working hard to establish rapport will speed 
up the coaching process and enable a sound start.

1. Listening skills

There are different levels of listening:

• You can simply listen with awareness and allow others to hear themselves speak.

• You can attend by showing an attitude of involvement.

• You can listen by asking questions – clarifying, exploring, encouraging and showing 
understanding.

listen with awareness listening with awareness allows you to gather information - 
essential when you are preparing to give feedback.  It helps 
you to hear the coachee’s perceived experiences and points 
of view.  This adds to your knowledge about that person.  And 
when you listen with awareness, you show respect for others.

attend attending allows you to hear, understand and interpret what is 
being said through hearing the emotions being expressed.  It 
also involves attending to body language – facial expressions, 
posture, use of hands and pitch of voice.  An attentive listener 
shows empathy and judges the right time to speak.  When you 
attend, you can also identify what is being left out and evaluate 
the hidden message.

questions questioning shows clearly that you are listening, but only if 
the question is appropriate.  Questions should be supportive, 
sensitive and challenging. They help the speaker to develop 
their points further, re-examine and re-state their views. 
Listening questions can be phrased:

“and then what happened?” (encourage)

“can you give me an example?” (clarify)

“how did you feel when?” (explore)

“let me check what you seem to be saying……..?” (understand)

26
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How effective are your listening skills?
Ask yourself these questions. 

• Do you withhold judgement until you have listened to all the arguments / discussion?

• Do you maintain a high level of concentration and manage the impact of distractions?

• Are you aware of the body language of the speaker and whether it matches the messages 
being given?

• Are you aware of your own body languages and whether this is giving messages 
which could distract the speaker?

• Can you sift out main themes and ideas and reflect them back to the speaker accurately?

• Do you show attentiveness by e.g. nodding, maintaining eye contact?

• Do you allow silences to linger as you listen?

• Do you keep an open mind when listening to new ideas?

Self-Reflection/Learning Log:

How effectively do you listen? Over the next few days, try to be very aware of your 
listening skills in a range of conversations.

During the conversations, do not:

• try to give the speaker ideas, solutions or suggestions relating to the situations they 
are discussing;

• refer to or discuss any of your own similar feelings, experiences or situations;

• attempt to control the direction or content of the conversation;

• attempt to impress the other person in any way for example by showing your 
knowledge or referring to your higher status etc.

Make notes about your listening skills during these conversations in your Learning Log. 
Did you find it difficult to simply listen carefully?
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2. Asking effective questions

Coaches ask good questions. Their questions have the following characteristics:

• simple and clear;

• purposeful; and 

• influencing without being controlling.

Type of question Purpose Examples

open to gather information Can you describe...?

How did you...?

Tell me about...?

What did...?

probing to explore and clarify Specifically, what was it that...?

Can you say more about...?

How did you feel when...?

What was it that upset you...?

summary to obtain confirmation So what you are saying is...?

I seem to be hearing that...?

Have I understood correctly that...?

reflective to explore and solve What actions could you take...?

How would that make you feel?

factual to check facts Can you confirm...?

How many...?

In what ways have you already...?

comparison to check alternatives What might happen if you were to...
or...?

What would be the advantages of... 
and...

How do you think this and this would 
compare...?

hypothetical to think more widely Can you think of a different way to...

What do you think the impact of...
might be?

If you were to...what might happen?

What could you do to change the 
situation...?
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If the coaching session is focused on classroom practice and held following an observation, 
the following questions will also be useful.

• Did all the students achieve the lesson/learning objective? How do you know? 

• How did you ensure all the students were actively engaged?

• What was your rationale for pairs/grouping?

• How effectively did you use the resources?

• How did you assess and use students’ prior knowledge.

• How will you build on students’ learning in the next lesson?

• What percentage of time was spent on: teacher talk and direction, individual work, 
group work, review of learning?

• Did the students enjoy the lesson? Why do you say that? 

• What could you do to improve students’ learning in a similar lesson?

Group Activity/Learning Log:

Using the questions for classroom coaching, complete an observation and then prepare 
and give feedback to the teacher. Make notes about how the feedback session went in 
your Learning Log.

29
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3. Encouraging reflection

An effective coach encourages the coachee to think through situations for themselves. 
The questions posed by the coach should promote reflection on what is currently happening 
and what the possibilities and options might be for the future.

The good coach understands that some of their questions might not be answered 
immediately. The coachee may need a short time to work out a response so silence is 
fine. The good coach also understands intuitively (or perhaps after practise) when to 
allow the coachee to pause and continue when they are ready. The coach is relaxed, 
alert and aware of when the coachee is reflecting or thinking. 

The coach may encourage the coachee to reflect more after the coaching session and 
the good coach is eager to hear about any further thinking and ideas in the next session.

Providing positive and constructive feedback

The skills of coaching include giving feedback. The effective coach includes feedback 
and questions to enable the coachee to understand how to move forward and improve 
their performance.

Feedback provided in a positive, respectful and supportive manner will enable the 
coachee to reflect and develop. Feedback should be:

• given with a positive intention;

• based on fact or behaviour; and

• constructive and beneficial.
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Learning Log:

In your Learning Log, write a short statement which you could share with your staff about 
why we give feedback in this school. Imagine that the feedback given is professionally and 
positively delivered by skilled coaches. It is focused on improving student outcomes and 
the quality of teaching and learning.

We give feedback in our school in order to...

Here are some examples written by other Head Teachers. 

We give feedback in our school in order to:

• identify and recognise good practice

• develop all teachers

• close gaps in our teaching and learning

• ensure all students have the best teachers

We give feedback in our school in order to:

• identify strengths and areas for development

• ensure everyone knows how they are doing

• improve the quality of the teaching and learning

We give feedback in our school in order to:

• share our practices that work

• make sure everyone understands what is expected of them

• develop good teaching and learning in every classroom

• help our teachers be the best they can be
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Models for coaching

Coaching models can provide useful structure for coaching conversations. One very effective 
model designed by Gerard Eagan (The Skilled Helper) is based on three stages – Analysis, 
Direction Setting and Action Planning. 
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Stage 1 Analysis
Where am I now? 
What’s happening here?

Stage 2 Direction setting
Where do I want to be?

Stage 3 Action planning
How will I get there?
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Here is a set of questions which will help to guide you through this coaching process. 
You will need to add more questions to prompt further reflection, summarise or clarify 
but the questions in each of the three sections will enable you to use the process to 
coach a member of your staff.

The Coaching Process

Questions for coaches:

The structure of a coaching session should reflect the different stages of the coaching 
model.  After you have agreed the subject of the session you will be asking questions to 
analyse, set a direction and action plan in readiness for the coachee to move to implementation.

Some useful questions are given below.

Stage 1:  Analysis
• Would you like to start by telling me something about the situation you want to 

talk about?

•  What’s going well?

•  What is it that’s not going so well?

•  What keeps you from moving forward on this?

•  What strengths can you build on here?

•  What might you be overlooking?

•  What do you think is really going on here?

•  What do you want to change?

Stage 2:  Direction setting
•  What would it look like if everything were going just right?

•  How would you like things to be?

•  How do you think the others see this situation?

•  What are some of the possibilities?

•  What is do-able?

•  What would you be committed to doing?

Stage 3:  Action planning
• What are the main things you would need to do to achieve this?

• What other aspects might there be to this?

• What can you do immediately to make a start on this?

• What support are you likely to need?  

• Where will this come from?

• What are you going to do next?
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Group Activity:

Use the three stage model and the coaching questions with a colleague Head Teacher 
or a member of your staff. Choose someone who you think will be enthusiastic about 
being involved in a coaching session. Ask your coachee to think about an area of their 
performance they would like to develop further. This could be a specific project, a 
difficult situation, classroom practice or anything which is a real development point 
for the coachee. Before the session ask the coachee to think about the focus for the 
coaching. You will need to allow about 30 minutes to use this model. Do not rush 
through the first stage. The analysis of the situation is crucial to the success of the 
coaching conversation.

Key points for you to remember:

• consider the space in which you meet, ensure you will be comfortable and uninterrupted

• listen carefully and actively to your coachee

• use your body language, eye contact and voice to show interest and build rapport

• think carefully about questions, make sure you understand what is being said

• remember this session is about the coachee not about you

• ask questions to help the coachee find their own solutions

• focus the coachee on what can be done

• go slowly, leave time for reflection and use silence positively

• maintain a focus on the coachee’s goals and actions

Learning Log:

Make notes in your Learning Log about the coaching session.

• What was the most difficult part of the coaching conversation for you?

• Which questions were the most effective for the coachee?

• How did your coachee respond to the coaching session?

The three stage coaching model provides a tried and tested way of establishing 
coaching conversations in your school. A possible disadvantage with the model is the 
amount of time each conversation takes. Busy leaders find it difficult to fit lengthy 
coaching sessions into their school day. The next model we will look at is called Quick 
Fix or Coaching in a Busy Life.
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This model is based on the work of Max Landsberg from his book The Tao of Coaching.

Coaching in a busy life

Developing a solutions-focussed culture

In an ideal world with plenty of time we could all develop excellent coaching 
relationships and see many benefits......
In the real world time is often a scarce resource. In order to quickly appreciate 
some of the possible benefits of coaching try this exercise.

Sometimes you do not have the time or knowledge to complete a full coaching 
discussion and really build someone’s skills but you do want to help a member 
of staff who is ‘stuck’ to complete a task or move forward in a particular situation.

1. Ask the Coachee to describe a current, live issue or problem, with specific examples 
and a small amount of relevant background.

2. Ask him/her to describe the outcome – paint as specific a ‘picture’ as possible 
of how things would be if s/he had sorted the problem. Do not try to solve the 
problem but note any emerging ideas.

3. With the Coachee, list all the obstacles/ blocks that lie between 1. and 2. Sort 
these into three groups: 
• Blocks that exist in the Coachee (lack of skill/ knowledge, low motivation, 

attitude, etc.) 
• Blocks that exist in others (anxious member of team, stress, low esteem etc.) 
• Blocks in the situation (inadequate resources, change in deadlines etc.)

4. Jointly brainstorm ways around these blocks and possible next steps. Agree an 
approach, actions and timing.
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Learning Log/Group Activity:

Try using this quicker model for coaching with a member of your staff. You can arrange to 
spend five minutes with someone or use a situation which arises naturally. If a teacher comes 
to you with a problem or issue, use the model to help them find a solution. This model is 
very useful to help encourage your teachers to adopt a solutions-focussed attitude. If you 
consistently respond to the issues and problems they bring to you by asking about their 
ideal outcome or solution, gradually they will bring issues to you together with a possible 
solution. By using this approach you will encourage them to take responsibility and offer 
solutions not just problems.

Make notes about the coaching sessions you engage with. How are your coaching skills 
developing? Are you listening well? Are you asking good questions?

Online Activity:

Go to the Leading for the Future website and download the power point presentation 
Coaching Skills for Team Leaders. Look through this presentation to focus on the information 
covered in this Unit. You may decide to use the presentation to share your understanding 
about coaching skills with some of the team leaders in school.

Implementation Task:

The Implementation Task for this Unit is to continue to develop your coaching skills. Use 
your listening and questioning skills to create a solutions-focussed approach to dealing 
with your staff. Use the coaching questions for classroom observation feedback sessions.

Learning Log/Self-Reflection

Keep an ongoing record of your coaching by making brief notes about when you have 
used the models or approaches with members of staff. You could ask staff for feedback 
about your coaching approach and keep notes about any comments you receive. These 
comments will be positive as you build stronger relationships, enable your staff to develop 
their skills and focus on solutions. Remember a coaching leadership style is positive and 
effective.
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Module 4: Appraising and managing staff performance
Unit 4.3 Appraiser Skills

Introduction

The skills of the appraiser are key to the success of the appraisal process. Setting 
appropriate objectives and negotiating success criteria, the evidence and support to 
be provided requires the highest order of skills and understanding. The quality of the 
appraiser’s skills makes the whole appraisal process a successful and motivational 
process for each teacher or a meaningless paper trail with little or no impact or value.
In this Unit we will examine practical considerations to setting and reviewing relevant 
and motivating objectives for teachers, focused on the development priorities of the 
school and on improving teaching and learning.

Objectives

By the end of this Unit of study, you will be able to:

• understand and know how to set relevant and appropriate objectives for individual 
teachers

• know how to review and appraise teachers’ performance

Learning and practice outcomes

By the end of this Unit of study, you will:

• have the skills and confidence to set and review appropriate and challenging objectives 
for all teachers

• use a simple outline for setting and reviewing objectives with your teachers

Implementation task

Apply some of the ideas and techniques from this Unit to set and review performance 
management objectives with your teachers.
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In Unit 4.1 Appraisal and Performance Management we saw how Maha and Hadeel, 
two Head Teachers from neighbouring schools, collaborated to improve the appraisal 
processes in their schools. In this Unit we will see how they continued to work together 
to help each other find practical solutions to the challenges of setting and reviewing 
objectives and developing the performance of their staff.

After the successful joint staff meeting where they presented their staff with information 
about the Appraisal and Performance Management process, Maha and Hadeel met again 
to plan how to set and review appropriate and effective objectives for all their staff.
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They looked back at the points they had made about a successful planning meeting.

The planning meetingThe planning meeting
• starts with Competency Framework for Teachers

• uses the school’s priorities for improvement

• sets objectives linked to improving student achievement

• identifies performance criteria

• agrees classroom observation

• identifies other evidence to be collected

• agrees support and professional development

• identifies timescales

Both the schools had set improvement priorities about raising standards in literacy, especially 
writing. The Head Teachers decided to make a start with setting an objective for a class teacher 
based on improving standards of writing. 

Learning Log/Self-Reflection

What are your school improvement priorities? Make a note of your three main priorities 
for school improvement in your Learning Log. 
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Hadeel and Maha checked the Competency Framework for Teachers to make sure that 
improving literacy skills was specified within the official UNRWA documentation. They 
quickly identified an appropriate objective and indicator. They found useful and relevant 
information in the Framework.

Competency 2: Knowledge and understanding

Has the appropriate knowledge to accomplish assigned duties and seeks out knowledge 
to improve performance and to understand the purpose of the mission of the Agency 
and its importance to the recipients of services.

Objective 3

Has appropriate level of knowledge and understanding of the subjects he/she 
teaches and the teaching methodology and is open to new ways of working.

Indicators

1. Selects, sequences and teaches content that motivates students to develop 
literacy and numeracy and achieve learning goals.

Maha and Hadeel remembered that the objectives needed to be SMART (Specific, Measur-
able, Agreed, Realistic and Time limited) and CCCM (Clear, Concise, Challenging and Measur-
able).

They decided on the following objective for all class teachers.

To plan and deliver lessons with interesting and engaging opportunities for all 
students to develop their writing skills across the curriculum.

They checked it against the models for setting objectives:

• Specific 
• Measurable
• Agreed (to be negotiated with each teacher)
• Realistic
• Time limited (by the end of the PM cycle)

• Clear
• Concise
• Challenging
• Measurable

Hadeel and Maha were happy with their writing skills objective. They decided to use the 
Planning Meeting Form they had created  for the joint staff meeting to make sure they 
included all the essential aspects for the start of the PM cycle. They needed to be clear 
about how progress towards this objective would be measured.

Hadeel and Maha drafted out a form to help them to focus during the planning meetings 
with their teachers. Below you will find an example of the form, completed for a teacher 
whose objective is focused on improving the writing skills of all students in their class.
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Appraisal and Performance Management:

Planning meeting: Head Teacher and Teacher

Performance management objective 1

To plan and deliver lessons with interesting and engaging opportunities for all students 
to develop writing skills across the curriculum.

Which of the school’s improvement priorities is the focus for this objective?

To improve standards of literacy especially writing.

Which competency from the Competency Framework is covered by this objective?
Competency 2: knowledge and understanding
Has the appropriate knowledge to accomplish duties and seeks out knowledge to 
improve performance and to understand the mission of the Agency and its importance 
to the recipients of services.
Objective 3
Has appropriate level of knowledge and understanding of the subjects he/she teaches 
and the teaching methodology and is open to new ways of working.
Indicator 1
Selects, sequences and teaches content that motivates students to develop literacy 
and numeracy and achieve learning goals.

Which aspect of the teacher’s job description is linked to this objective?

Accomplish assigned duty through appropriate knowledge and understanding of the 
Agency’s mission, the subjects s/he teaches and the teaching methodology and openness 
to new ways of working. The teacher should in particular:
• motivate students to develop literacy and numeracy and achieve learning goals

 What will success look like at the end of the cycle? (Performance criteria)

In the classroom?
Students will be writing independently 
and producing high quality finished 
stories, reports and accounts across a 
range of curriculum subjects.

Achievement and progress?
Students will have good achievement for 
their age and grade. Annual writing targets 
will be achieved by all students. Students 
will make good progress throughout in 
writing throughout the APM cycle.

How will the teacher’s performance be assessed?

Planning
Planning will show evidence of a range 
of writing activities and writing skill 
progression.
Clear lesson objectives and success criteria.

Classroom observation records
Observation records will indicate clear, 
shared lesson objectives.
Students working independently and 
confidently on writing tasks.
Evidence of speaking activities and use of 
the school writing process. 
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Students’ views and perspectives
Feedback from students shows they are 
confident, proud of their writing and enjoy 
developing and applying their writing skills.

Photographic evidence
Photographs record group work, finished 
writing products and classroom displays 
supporting and celebrating writing skills.

Students’ progress tracking records
All students have an annual target for 
writing. Records are completed. Progress 
is on track to achieve writing targets.

Examination results
N/A

Video evidence
The teacher will produce short video of 
students completing a shared writing task.

Students’ work or outcomes
Examples of students writing in books and 
displays show high quality writing skills.

Parental views or comments
Comments from parent meetings show 
pride and satisfaction with children’s 
progress in writing.

Other evidence
Records from peer observations completed 
by other teachers.
Resources to support writing (story sacks) 
produced by the teacher.

What support and CPD will be identified?

Working with a learning team (whole 
school/subject)
Opportunity to work with other teachers 
to plan and share practice collaboratively.

Working with a coach/mentor
Literacy Co-ordinator to offer coaching 
sessions on classroom practice.

Working as a coach/mentor
N/A

Collaborative teaching, planning and 
or assessment
Moderation activities to agree assessment 
criteria for writing skills.

Planning, study and evaluation of 
lessons with colleagues
Staff meeting to watch videos of literacy 
lessons.
Joint lesson planning sessions facilitated 
and supported by Literacy Co-ordinator.

Observing colleagues teaching
Opportunities to watch colleagues including 
the teacher in charge of literacy deliver literacy 
lessons.

Sharing learning and teaching 
approaches with colleagues from 
other schools
Joint meetings through SBTD with other 
local schools.

Engaging in peer review
Opportunities to work collaboratively 
with colleagues to review and improve 
lesson planning and delivery.
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Collecting, interpreting and applying 
learners’ feedback, data, outcomes
Assessment data to be recorded and used 
to inform lesson planning.
Encouraged to seek feedback from students 
about writing activities.

Developing and trialling resources 
and strategies with colleagues
Staff meeting time and SBTD meetings

Participating in collaborative enquiry 
and problem solving
N/A

Leading or contributing to team or 
staff meetings or professional develop-
ment sessions
N/A

Engaging with subject or specialist 
associations
N/A

Reading educational, academic and 
professional journals and texts
N/A

Participating in courses – whole 
school/ team
SBTD meetings and professional 
development led by Education Specialist

Participating in centre based, external 
courses/workshops
Workshop on literacy skills at EDC

Researching online
Using recommended websites

Trialling new approaches or strategies 
in own classroom
Ongoing with links to SBTD and staff 
meetings

What will be the focus and duration of the classroom observation to provide 
evidence for this objective?
The Head Teacher will complete observations in two literacy lessons during the year to 
give specific feedback on engagement and progress in writing activities. Each observation 
will be of a complete literacy lesson.
-- 11 November
-- 14 April

At what date will progress towards this objective be monitored?

Progress will be formally monitored on 
-- 6 December
-- 12 February 
-- 14 May
Informal monitoring will be ongoing.

At what date will progress towards this objective be reviewed?

The formal review meeting will take place on 16 June
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Encouraged by their progress Maha and Hadeel decided to identify differentiated objectives 
for other members of their staff. In Maha’s school the Assistant Head Teacher and the Teacher 
in charge of Literacy had specific responsibilities. In Hadeel’s school there was an Assistant 
Head and a Senior Teacher. There were also Subject Leaders for example, a Science Leader 
in Hadeel’s school.

The Head Teachers worked together to identify appropriate objectives for teachers with 
different responsibilities. They also designed performance criteria, appropriate evidence 
and possible professional development and support for the different roles within their 
schools.
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Elementary School Case Study
  
School A: Littletown elementary school - Case study for performance management

School priority: To raise standards and progress in literacy especially writing

Context: The school has already put into place approaches and strategies to develop
writing skills. Last year the literacy team designed a Littletown writing process which was 
the focus of a whole school professional development session at the start of the year. All 
teachers are familiar with the writing process.

Performance management objectives based on the school’s priority to raise standards in writing

Whole school target: All pupils make at least expected progress towards their targets
                                            in writing by June

Member 
of staff

Objective focused 
on writing

Performance 
criteria Evidence

Professional 
development and 

support

A
ss

is
ta

nt
 H

ea
d 

Te
ac

he
r

 • To review and 
   improve the 
   student assessment 

and tracking system 
to ensure accurate 
information about 
individual students 
and whole school 
progress in writing 
is available.

 • All teaching staff 
make effective use 
of info from the 
revised 

   tracking system to 
plan teaching and 
use of resources.

 • Revised tracker 
system populated 
with accurate and 
current progress 
data for all students

 • Notes from progress 
meetings show use 
of tracker info to set 
groups and plan 
learning

 • Staff evaluation 
feedback shows 
confidence and 
competence in use 
of tracker 

 • Meeting time with 
Literacy Co-ordinator 
for planning

 • Staff meeting time 
with all staff

 • Visit to network 
school to discuss 
their tracker system

 • Coaching support 
from HT

 • Attendance at EDC 
workshop on use of 
data
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Member 
of staff

Objective focused 
on writing

Performance 
criteria Evidence

Professional 
development and 

support

Li
te

ra
cy

 C
o-

or
di

na
to

r

 • To monitor, 
   moderate and 
   improve standards 

in writing and 
to engage and 
support all staff in 
professional 

   learning activities 
to improve the 
development of 
pupils’ writing skills.

 • Accurate 
   evaluation of 

standards in writing 
throughout the 
school used as a 
starting point for a 
clear development 
plan to improve 
the development 
in writing skills and 
attainment.

 • Monitoring file

 • Notes from 
   moderation 
   activities

 • Teachers’ planning 
extracts

 • Agendas from 
   professional 
   learning sessions

 • Evaluation and 
feedback from 

   professional 
   learning sessions

 • Student Evaluation 
Feedback 

   information

 • Literacy 
  development plan

 • Review of progress 
towards 

   implementation of 
School 

  Development Plan

 • Time to monitor 
pupils’ work, 

   teachers’ planning 
and observe 

   lessons

 • Opportunities to 
act as coach to 
other staff

 • Opportunities to 
lead joint planning 
and whole staff 

   professional 
   learning sessions

 • Attendance at 4 
day Middle Leader 
leadership skills 
development 

   programme 

 • Attendance (and 
support with 
preparation for) at 
Senior Team and 
Parent meetings 
to present Literacy 
progress report

Te
ac

he
r G

ra
de

 1
  a

nd
 2

Co
-o

rd
in

at
or

 • To lead literacy 
planning sessions for 
Grade 1 and 2 and 
provide feedback 
on trialling of new 
strategies to develop 
writing skills.

 • Literacy planning 
for all staff in Grades 
1 and 2 promotes 
new and consistent 
approaches to the 
development of 
writing skills.

 • Teachers’ literacy 
planning

 • Notes from trialling 
of new strategies

 • Students’ views and 
perceptions

 • Photographic 
records of activities

 • Display 

 • Students’ work

 • Staff feedback what 
works well/even 
better if collected 
at end of planning 
sessions

 • Coaching                 
opportunities with 
Literacy  Co-ordinator

 • Engagement with 
whole staff sessions 
on new ways to 

   develop writing 
skills
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Te
ac

he
r 

 • To plan and deliver 
lessons with 

   interesting and 
   engaging 
   opportunities for 

all students to 
develop writing 
skills across the 
curriculum.

 • Displays of writing 
across the 

   curriculum 
   demonstrate 
   appropriate and 

high level 
   age-related writing 

skills

 • Display in classroom 
supports students 
in the use of 

   punctuation and 
the writing process

 • Planning shows 
differentiated 

   support and 
opportunities to 
develop writing 
skills

 • Scrutiny of students’  
work shows 

   completed, high 
quality, ‘real audi-
ence’ writing 
products

 • Display

 • Photographs

 • Writing products

 • Students’ work

 • Teachers’ planning

 • Resources (e.g. 
story sacks)

 • Notes or video of 
students’ perceptions 
of their writing skills 
and experiences

 • Parental feedback

 • Whole staff 
   professional learning 

sessions on new 
approaches to the 
development of 
writing skills

 • Joint planning 
   sessions with 
   experienced 

teachers/ Literacy 
Co-ordinator

 • Engagement with 
moderation activities

 • Involvement with 
professional learning 
on using the student 
progress tracker to 
gain information 
about targets and 
progress

 • Feedback and 
coaching from 

   classroom 
   observations by 
   Literacy Co-ordinator

Ki
nd

er
-g

ar
te

n 
Te

ac
he

r

 • To provide rich and 
varied 

   opportunities for 
emergent and 
early writing 

   activities.

 • Classroom 
   environment 

provides varied role 
play and engaging 
activities and 

   experiences to 
promote positive 
attitudes to writing

 • All pupils engage 
with daily phonics 
session

 • Display

 • Photographs

 • Writing products

 • Children’s work

 • Teachers’ planning

 • Resources (e.g. 
story sacks)

 • Notes or videos of 
children’s 

   perceptions of 
their writing skills 
and experiences

 • Parental feedback

 • Whole staff 
   professional 
   learning sessions on 

new approaches to 
the development of 
writing skills

 • Joint planning 
   sessions with 
   experienced 
   teachers/ Literacy 

Co-ordinator 
   Engagement with 

moderation activities.

 • Involvement with 
professional learning 
on using the student 
progress tracker to 
gain information 
about targets and 
progress.

 • Feedback and 
   coaching from 
   classroom 
   observations by 
   Literacy Co-ordinator
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Preparatory School Case Study
           
School B: Bigtown Preparatory – Case study for performance management

School priority: To embed assessment for learning and learn to learn across the curriculum for all
                                  grades

Context: The school achieves good results in external examinations. The focus on learn to learn skills
and formative assessment is to provide opportunities to develop a clear skill progression. 
Considerable input has already been completed on assessment and the focus now is on 
changing the classroom practice to embed effective learning skills.

Performance management objectives based on the school’s priority for assessment and learning skills

Whole school target: all pupils (100%) make at least expected progress using challenging targets 
                                                    and can provide a portfolio of evidence to demonstrate progression in key skills 
                                           acquisition.

Member 
of staff

Objective focused 
on assessment 

and learning skills

Performance 
criteria Evidence

Professional 
development and 

support

A
ss

is
ta

nt
 H

ea
d 

Te
ac

he
r

 • Design, develop 
and implement  

   a skill assessment 
and tracking 
system throughout 
the school.

 • Effective and 
  efficient skill 

tracking system 
designed and 
developed.

 • All subject teams 
using the skills 

   assessment  
   confidently and 

competently to 
update tracking 
information.

 • All subject teams 
using information 
to plan student 
learning.

 • Skill tracker 
   continually used to 

provide up to date 
student records.

 • Notes from Subject 
and Grade 

   meetings show 
leaders have 

   monitored usage.

 • Half–termly 
   student skills 
   progress reports.

 • Visits to other 
schools

 • Attendance at 
learning network 
meetings focussed 
on skill 

   development and 
progression

 • Subscription to 
professional 

   magazine and 
online resources

 • Coaching support 
from Headteacher

 • Coach to Senior 
Leader

Se
ni

or
 L

ea
de

r

 • Work with Subject 
Leaders (Science 
and Maths) and 
Grade Leaders (7 
and 8) to support 
and challenge 
them as they 

  develop and 
  embed skills 
  assessment and 

tracking

 • All staff in subject 
and grade teams 
are confident and 
competent in skill 
assessment and 
tracking.

 • All lessons provide 
opportunities to 
develop and assess 
skills for learning

 • Notes from subject 
and grade team 
meetings

 • Curriculum and 
short-term 

   planning

 • Completed skills 
tracker

 • Feedback from staff

 • Management 
  time to complete 

classroom visits

 • Attendance at 
learning network 
group looking at 
student voice
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 • Feedback from 
students

 • Photographic 
evidence of skills 
development 
activities

 • Notes from 
   classroom 
   observations 
   provide 
   description and 

evaluation of skills 
development 
activities

 • Participation in 
Leadership 

   Programme

 • Coaching and 
   support from 

Assistant Head 
Teacher

 • Coaching to 
Science Subject 
Leader

Su
bj

ec
t L

ea
de

r 
Sc

ie
nc

e

 • Ensure all 
   members of the 

science team 
   provide high 
   quality 
   opportunities 

for students to 
develop formative 
assessment and 
learning skills in 
their lessons.

 • All members of the 
team are 

   competent and 
confident to 
update the skills 
tracker and to use 
the information to 
plan challenging 
and exciting 

   learning activities 
to develop 

   formative 
   assessment and 

learning skills.

 • All lessons provide 
opportunities to 
develop and assess 
skills for learning

 • Notes from team 
meetings 

   showing trialling 
and feedback of 
skills development 
activities

 • Lesson planning

 • Student work

 • Student feedback

 • Notes from 
   classroom 
   observations

 • Display

 • Video

 • Time for science 
team meetings

 • Management time 
to observe lessons 
and give feedback 
to staff

 • Management 
time to complete 
student interviews 
and give feedback 
in team meetings

 • Participation in 
Middle Leader 4 Day 
programme at EDC.

 • Coaching support 
from Senior Leader 
(line manager)

 • Attendance at Area 
science network 

 • Coaching to 
   members of 
   science team

Sc
ie

nc
e 

Te
ac

he
r X

(a
sp

ir
in

g 
le

ad
er

)  • Design and 
   provide resources 

for subject team to 
assess and develop 
assessment and 
learning skills in 
science.

 • All classroom 
practitioners use 
age and subject 
appropriate 

   learning resources 
to develop and 

   assess learning 
skills in science

 • Learning resources

 • Lesson plans

 • Notes from 
   classroom 
   observations

 • Scrutiny of student 
work

 • Attendance at Area 
science network 
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 • Display

 • Student feedback

 • Photographic 
evidence

 • Completed skills 
tracker

 • Subscription to 
ASE website and 
magazine
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 • Work with whole 
school 

   collaborative 
group  to design, 
plan and manage 
the provision of a 
skills development 
day for each grade 

 • Each whole school 
skills day includes 
science activities 
to challenge and 
excite students and 
contribute to the 

   development of 
assessment and 
learning skills for all 
students.

 • Planning a 
   programme for each 

grade group’s skills 
day

 • Photographic and 
video evidence

 • Student and staff 
feedback

 • Assessment and 
tracking information

 • Attendance at whole 
school collaborative 
group meetings to 
plan skills days

 • Coaching and 
   support from 
   Science Subject 

Leader

 • Time with 
   Education Specialist 

from EDC

 • Acting as coach to 
Science Technician

Sc
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 • Ensure that all 
   students are
   provided with 

opportunities to 
develop 

   assessment and 
learning skills in 
my lessons

 • All lessons include 
opportunities 
and activities to 
develop and assess 
learning skills.

 • Skills tracker 
records and targets 
students’ skills

 • Information from 
the tracker is used 
to plan learning for 
all teaching groups

 • Lesson planning

 • Notes from 
   classroom 
   observations

 • Student feedback

 • Scrutiny of student 
work

 • Display

 • Photographic 
evidence

 • Science team 
meetings with 

   opportunities to 
trial and feedback 
on the use of 

   science learning 
   resources to 
   develop 
   assessment and 

learning skills 

 • Feedback from 
Science Subject 
Leader on 

   classroom 
   performance

Sc
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e 
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 • Collaborate with 
teachers to 

   provide resources 
and equipment 
to promote the 
development of 
practical skills for 
learning in science

 • Equipment and 
resources are 
punctually and 
well prepared to 
support the 

   provision of 
practical learning 
activities

 • Teachers’ planning 
is shared with the 
Technician well in 
advance

 • Notes from 
   classroom 
   observations

 • Photographs

 • Display

 • Feedback from 
students

 • Feedback from 
staff

 • Half-termly 
   meeting with 
   Subject Leader 

Science to share 
planning.

 • Attendance at 
   science team 

meetings

 • Coaching 
   support from 
   Science Teacher X
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Learning Log/Self-Reflection

Read through the two Case Studies carefully, looking at the performance criteria, evidence 
and professional development associated with each differentiated objective.

• How could you use the work Hadeel and Maha completed on Appraisal and Performance 
Management in your school?

• Make notes in your Learning Log.

• If your school improvement priorities are very different from Hadeel and Maha’s, 
design an appropriate objective for a class teacher and check if any of the ideas 
for performance criteria, evidence and professional development are appropriate 
for your school objective.

Appraisal Cycle
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Planning

• Objective set

• Classroom observation and 
evidence collection agreed

• Performance criteria for the 
above set

• Support, training and 
development agreed

• Timescales set

Monitoring & Supporting

• Monitoring of performance 
throughout the cycle

• Provision of agreed support

• Evidence collection

• Ongoing professional 
dialogue

Reviewing

• Overall assessment of 
individual’s progress against 
the performance criteria

• No surprises
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Planning Meetings

Working separately in their own schools, the Head Teachers made and published a 
schedule to meet with each teacher to conduct the Planning Meetings. They negotiated 
the objectives, the dates for classroom observations and the monitoring and review 
dates.

They arranged to meet each teacher three times during the year for formal monitoring 
meetings. These were arranged for December, February and May.

Self-Reflection

How do you set objectives and plan for the cycle of Appraisal and Performance management 
with your teachers?
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Progress monitoring meetings

Teachers were asked to bring their assessment of student progress records to these 
meetings. The Head Teachers went through the assessment records for each student to 
check how they were doing against the targets which had been set for writing levels. 
Teachers were invited to bring a sample of work for each student to show their current 
level in writing.

The meetings were run very positively with a focus on “How can we ensure every student 
is making good progress? ”The Head Teachers offered advice and support to help each 
teacher secure the best progress possible for each student.

Self-Reflection

How do you monitor student progress with your teachers?
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Classroom Observations

The dates for the classroom observations had been set at the Planning Meetings. Maha 
and Hadeel looked back at Unit 3.1 Observing and improving teaching learning to remind 
themselves about some of the key elements of classroom observation. They both made 
sure they completed all the arranged observations and associated feedback sessions with 
integrity and professionalism. They received feedback from the teachers showing how 
much their interest and advice was valued.

Self-Reflection

• How do you ensure your classroom observations and feedback sessions are conducted 
with professionalism and integrity?

• What does feedback from the teachers in your school tell you about classroom 
observation and feedback sessions?
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Informal monitoring

Hadeel and Maha made sure that they continued to monitor progress towards raising 
standards in writing informally throughout the APM cycle. They dropped into classrooms 
regularly. They asked teachers, students and parents about writing. They both asked to 
see students’ books and checked displays.  At the end of each week both Head Teachers 
invited six students to come to their office and discuss what they had been doing during 
the week. The students (different six each week) brought work along to show the Head 
Teacher. Each morning the Head Teachers did three minute walk throughs.

Online Activity

On the Leading for the Future website Unit 4.3 (also Unit 3.1) there is a checklist for a 
“three minute classroom walk through”. Download it and use it as part of your informal 
monitoring or use the format to design your own checklist.

Self-Reflection

What strategies do you use to monitor student progress informally?
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Professional development and support 

The Head Teachers published a schedule of staff meetings, coaching sessions and other 
professional development opportunities focused on improving the teaching of writing 
skills. Several of these activities were held jointly so the staff from both schools could 
continue to work collaboratively. There were also meetings  for those teachers studying 
the School Based Teacher Development Programme (SBTD) which were very relevant to 
the objectives and school improvement priorities.

Twice during the year the Head Teachers gave staff time instead of staff meetings and 
encouraged them to work together to think about and collect evidence of student 
progress in writing. The teachers enjoyed working together and worked positively to 
ensure they were able to show progress in writing skills for all their students.

Self-Reflection

• How do you ensure your staff are engaged with ongoing professional development?

• What impact does the professional development and support provided at your 
school have on student progress and attainment?
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The Formal Review Meeting

At the Planning Meeting the dates for the Formal Review Meetings were set. The Head Teachers
were confident that there would be no surprises. They had monitored and supported their 
teachers throughout the whole process. Each teacher was asked to complete the Self 
Reflection based on the Competence Framework for Teachers and to bring it to the Review 
Meeting. They were also invited to bring any evidence they had to demonstrate that they had 
focused on their objectives and ensured that their students had made good progress. The 
Head Teachers had copies of the classroom observation and feedback session records. After 
discussions about evidence and progress, an overall decision about successful completion 
was reached.

All the teachers in both schools had successfully achieved the objectives. 

Maha and Hadeel were delighted with their new APM process. They felt they had the key to 
changing the cultures in their schools to focus on high standards and teacher performance. 
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Self-Reflection

How do you use Appraisal and Performance Management to focus on a culture of 
improvement?

Implementation Task

Your Implementation Task for this Unit is to use some of the approaches and ideas from 
this Unit to enhance Appraisal and Performance Management in your school. Discuss 
with your Education Specialist how you could improve some of your current processes.

Learning Log

Keep a record in your Learning Log of how you use Appraisal and Performance Management 
to enhance the culture and performance of your school.
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Module 4: Appraising and managing staff performance
Unit 4.4 Challenging and holding people to account

Introduction

For the majority of senior leaders, new or experienced, holding people to account and 
challenging them to improve their performance presents their most difficult professional 
task. All teachers are accountable for the learning and progress of the students in their 
classes. All teachers need to focus on optimising their pedagogical skills and their students’ 
progress and attainment. The Head Teacher/School Principal has a crucial role to play in 
communicating high expectations, clear criteria for excellence and in holding people 
accountable for the outcomes of their professional performance.

This Unit will explore ways for Head Teachers/School Principals to use effective strategies 
to challenge each teacher  “to be the best they can be”.  We will also look at some of the 
behaviours of teachers which present difficult situations for Head Teachers/School 
Principals and to consider ways of managing resistance and holding them to account.

Objectives

By the end of this Unit of study you will be able to:

• recognise the importance of challenging teachers and holding them to account for 
their professional performance and student outcomes

• know how to deploy strategies to challenge teachers and hold them to account

Learning and practice outcomes

By the end of this Unit of study you will:

• gain confidence to challenge and provide support to develop accountability in all 
teachers

Implementation Task

 Prepare and hold a conversation with a member of staff focusing on accountability.
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Welcome to Unit 4.4 Challenging and holding people to account, where we will explore 
some practical approaches to build your confidence in dealing with difficult behaviours and 
matters of teacher accountability.

The vast majority of teachers are hardworking, committed and professional. They continually 
strive to do their best for the students and colleagues in the school. However many Head 
Teachers/School Principals lead and manage one or two members of staff whose behaviour 
and attitude present difficulties. Head Teachers/ School Principals need to communicate very 
clearly about professional competence, behaviours and attitude to enable all teachers to 
understand what is expected of them.

When Mahmood took the post of School Principal at Bukra Boys Preparatory School, he 
quickly noticed some unprofessional behaviours and attitudes among a small minority 
of the staff. Mahmood knew he needed to act quickly to make his own high expectations 
very clear.
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Mahmood wrote a short statement about his expectations based on the UNRWA 
Competency Framework for Teachers, the aims of the UNRWA Education Reform 
Strategy and his own vision for the school. 

Bukra Boys School 

At this school all teachers are role models for the students and parents. As role models 
for young citizens, all teachers are punctual, well dressed and well-prepared at the start 
of each day.

Our school is based on respect, hard work and learning. All teachers show respect for 
each other and for all our students. Everyone is expected to work hard, collaborate 
positively and strive to achieve well. Learning is the core purpose of this school and 
teachers are focused on learning, for students and for themselves.

All teachers can demonstrate their professional competence in the five areas of 
the Competence Framework for Teachers. All teachers are entitled to be involved 
with a fair and transparent process of Appraisal and Performance Management. 
All teachers have the right to and a duty to engage with ongoing professional 
development.

At Bukra every member of the school community is always the best they can be.

Mahmood printed copies of his statement and gave one to each teacher. He asked them 
to read the statement and come to a meeting the following day to discuss it.
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Learning Log/Self-Reflection

What is your reaction to Mahmood’s statement?

How do you think the teachers in the school reacted to the statement?

Write a statement about your expectations for your school and keep a copy of it in your 
Learning Log.

At the meeting, Mahmood checked that everyone had received a copy of his statement. 
He read it aloud slowly. He invited comments and questions.

There was silence.

Mahmood waited for a few moments then asked staff to work in small groups of 3 or 4 to 
consider the statement and to raise any questions or make comments. Mahmood gave 
the groups post-it notes and asked them to write their questions or comments and stick 
them on a flip chart. 

The groups discussed the statement for about ten minutes. By this time there were several 
questions posted on the flip chart. Mahmood looked at the questions and checked for 
repetition. He took the questions one by one and responded to them carefully. He thanked 
the teachers for each question, valuing it and commenting on the high quality and usefulness. 
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Mahmood took each question in turn. He read the question out aloud and thanked the 
teachers for each one. He made sure that he showed he valued each of the questions. 
He said things like “Thank you for this question it’s a really useful one.” “This question will 
help to clarify expectations, thank you for asking it.” These are the responses Mahmood 
gave to the questions:
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What is the 
UNRWA 

Competency 
Framework for 

Teachers?

What does 
well-dressed 

mean exactly?

What would 
happen if a 

teacher 
is late?

What 
preparations are 

teachers expected 
to make at the 

start of each day?

Will we all be 
attending lots 
of professional 
development 
workshops?

What will happen 
if someone can’t 
demonstrate the 
competencies?

How will you 
ensure PM is fair 
and transparent?

Will all the 
students show 
respect for us?
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What is the UNRWA Competency Framework for Teachers?

Mahmood had brought a copy of the UNRWA Competency Framework for Teachers and 
Associated Roles and Responsibilities for each teacher. He distributed the Framework 
and gave the teachers a few moments to look at it. Some of the teachers said they hadn’t 
seen it before. Mahmood asked all the teachers to look carefully at the Framework and to 
consider which indicators could be rated as strengths in their current performance and 
practice and which would need further development. He explained that the new appraisal 
system would be based on these competencies and indicators. He made it very clear that 
all teachers should be familiar with the competencies, indicators and responsibilities in 
the Framework and to have reflected on their own performance and development. Then 
Mahmood circulated a self-reflective form based on the Competency Framework and 
requested that each teacher should spend some time reading and completing their copy 
of the form before their individual Appraisal and Performance Management meeting.

What does well-dressed mean exactly?

Mahmood commented on the smart and professional appearance of the staff in general. 
He talked about the importance of being good role models for the students. He expressed 
his view that being smart, clean and well-dressed teachers, communicated to the students 
that they were valued and worth making an effort for – and that the reverse was also true. 
If teachers do not make an effort to come to school clean, smart and professionally dressed 
– students do not feel valued and they are not being given good role models. “If we want 
our students to be clean and well-dressed then we must be too.”

What would happen if a teacher is late?

Mahmood said punctuality is also part of being a good role model and setting high standards 
for our students. Occasionally anyone can be unavoidably delayed by circumstances beyond 
their control and everyone understands that happens. However, we need as teachers to ensure 
that we are at school in good time every morning to be well prepared for the day and ready to 
welcome the students. If a teacher is unable to do this regularly we will work together to find a 
solution. It is very important that we start the school day in a highly professional manner.

What preparations are teachers expected to make at the start of each day?

Mahmood asked the teachers to work in pairs to consider what could block or enable a 
professional and effective start to each day.

The teachers quickly produced two lists about the start of the day. Mahmood thanked 
them for their input. 
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“Quality doesn’t just happen by chance” Mahmood said “it happens when people are clear 
about high standards and they spend time planning and preparing for a high quality start 
to every day and to each lesson.”

He made it clear how important he felt it was to ensure a calm, smooth start in each classroom. 
He explained that he would be around the school each morning and available to staff and 
students at the start of the day.

Mahmood then went on to the next question.
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• arriving late
• no lesson plans
• no weekly or termly planning
• no resources prepared
• marking not up to date
• classroom untidy
• display not completed
• not welcoming students
• lack of time to speak to colleagues 

about the day ahead

• arriving early
• clear plan for each lesson
• weekly planning and termly 

planning completed
• marking up to date for all students
• classroom well-organised to 

support learning
• resources prepared and accessible 

for the days lessons
• displays to celebrate students’ 

achievement and to support 
their learning in classrooms 
and social areas

• opportunities to liaise with 
other staff

• welcoming students to the 
school/classroom
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Will we all be attending lots of professional development workshops?

Mahmood explained that there would be opportunities to attend some professional 
development workshops in other schools and centres. When a teacher has attended an 
external workshop, he will be expected to provide information for all the other teachers 
about what he has learned. However, most of the time we will be working together here 
at our school on developing our professional skills. Each week we will have a meeting 
about some aspect of classroom practice and there will be opportunities to visit each 
others’ classrooms and to share resources and ideas. We will work together to focus on 
developing our teaching skills in order to improve the student’s learning and attainment.

What will happen if someone can’t demonstrate the UNRWA competencies?

Mahmood expressed his confidence when responding to this question, that all the teachers 
at Bukra School would be able to demonstrate all the UNRWA competences. He explained 
that if any teacher was unable to meet the expectations then he would provide support 
and professional development to help them improve their performance. He promised 
that he would work closely with the teacher, setting clear objectives and targets for 
improvement and monitoring their performance in a supportive and positive way. 

“We want every teacher at this school to be a good teacher and to be able to show their 
competence in the classroom every day.”

How will you ensure Appraisal and Performance Management is fair and transparent?

Mahmood thanked the teachers for this question and explained that he felt Appraisal 
and Performance Management was essential to help the school improve its performance 
and for each teacher to be the best they can be. He went on to describe what appraisal 
would be like at the school. 

“We will be spending significant amounts of time and effort to make sure that every teacher has 
a positive experience of appraisal and that their classroom practice is developed and extended. 
This is a good opportunity for you all. It is your entitlement to be supported to develop to be the 
best teacher you can be.”

“Every teacher will have the opportunity to meet one on one with myself or a member 
of the Senior Leaders Team to discuss their current practice, to negotiate objectives and 
targets for development. The UNRWA Competency Framework will provide the backdrop 
and foundation for the appraisal process. I will see everyone’s objectives and make sure 
that these are fair and reflective of the teachers’ current practice. We will all work together 
to share good ideas for further development. Anyone who feels that their appraisal process 
is unfair or not providing appropriate opportunities for development will be able to meet 
with me and present their perspective and views.

We believe that fair and transparent Appraisal and Performance Management is an entitlement 
for all teachers to enable them to be the best they can be.”

Will all students show respect for us?

Mahmood again thanked the teachers for this question and recognised that he understood 
some students presented very challenging and sometimes disrespectful behaviours in 
school. He continued, explaining how he believed that if teachers were themselves role 
models for excellence they would earn the respect of all students.
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He identified the following points as being essential to gain respect:

• being punctual

• always well-dressed

• showing and speaking to all students with respect

• highly competent in classroom pedagogy

• showing belief in each individual student

• demonstrating love of learning as a lifelong learner

• engaged with improving their own performance and that of others

• planning and preparing engaging lessons

• excited by learning

Mahmood passed around copies of the “What makes a Good Teacher” from Module 1 
and asked the teachers to read it carefully and to consider if and how the description 
reflected themselves and their practice.

The meeting ended and Mahmood was pleased to see that most teachers looked happy and 
comfortable. He was concerned about one or two of the teachers who looked disgruntled.

The following morning Hamid, one of the science teachers was waiting for Mahmood when 
he arrived at school and was complaining about some of the things from the previous day’s 
meeting. Mahmood asked Hamid to return to meet with him at the end of the school day to 
discuss his complaints.

Mahmood completed his morning tasks and routines and made some time to prepare 
for the meeting with Hamid. Sitting quietly in his office Mahmood started to plan and 
prepare how he would respond to Hamid’s complaints.

Mahmood thought carefully about what Hamid might say at their meeting later in the 
day. He recognised that he had no control over Hamid’s complaints and feelings but that 
he would have complete control over how he responded to Hamid.
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There are three main ways anyone can respond in any situation. Each type of response 
will have consequences.

• PASSIVELY • AGGRESSIVELY • ASSERTIVELY

Passive responses may include: Consequences of passive responses:
• pretending not to notice difficult 
   behaviours or situations

• looking the other way

• withholding disapproval

• agreeing rather than saying no

• not taking any action

• saying yes to everyone

• an increase in the challenging behaviour

• other people start to copy the bad behaviour

• well-behaved/hardworking people 
 become annoyed that the poor behaviour/

performance of others is not challenged or 
disciplined

• lack of respect for the passive leader

Aggressive responses may include: Consequences of aggressive responses:
• anger expressed non-verbally

• shouting

• use of bad or disrespectful language

• physical expressions of anger for example, 
slamming a door, banging a table, throwing 
an item

• anger and aggression increase and escalate

• fear

• lack of trying new ideas and strategies

• silence not sharing perceptions

Assertive responses may include: Consequences of assertive responses:
• being solutions focused

• thinking win:win

• listening carefully

• expressing empathy

• being very calm

• having good eye contact

• choosing and using language carefully 
e.g. I feel…, I need…., As I understand….

• facing up to a situation calmly

• feeling listened to and valued

• clarity about expectations

• openness and honesty

• growth of respect

• desired outcomes
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Using assertive statements to manage difficult behaviours

Type of statement Examples

FACTUAL

A straightforward statement that gives 
facts, feedback or information and makes 
clear your wishes, wants, beliefs, opinions 
or feelings

• As I see it the system is working well

•  I need you to be here by 7:15 am

• I think the standard of work in the mathematics 
display should be higher

• I feel very pleased with the way the situation has 
been resolved

EMPATHETIC

A statement showing sensitivity that 
can be used to pre-empt an aggressive 
statement from another person, followed 
by an expression of your needs and wants

• I can see that the new system means extra work 
until you are used to it and I’d still like you to keep 
on working with it to give it a fair trial.

• Although I know you are very busy at the moment, 
I need to ask you something, please

DIVERGENT

A statement that can establish whether 
there has been a misunderstanding 
between what was previously agreed, 
and what is actually happening

• As I recall we said that Project X was top priority. 
You seem to be giving more time to Project Y. Can 
we please clarify which has top priority?

• We said there would be Arabic Department meetings 
weekly. They seem to be being held fortnightly. We 
need to establish them every week – as agreed

EXPRESSIVE

A statement expressing your negative 
feelings, letting people know the adverse 
effect their behaviour is having on you 
without becoming over emotional

•  When you are late into your classroom after break 
and the students are noisy, I feel disappointed that 
you’re not there to greet them. I’d like you to be in 
your classroom before the children.

• I feel undermined when you give other teachers 
permission to leave early. I’d like you to check with 
me first so I know exactly who is in school.

CONSEQUENT

A statement can be used as a warning 
when other people have failed to act, 
letting them know the consequences for 
them if they do not change their behaviour

• This parent is very important to the school. Unless you 
respond quickly to her concerns and questions, she 
may decide to take her children away

• If you are unable to attend many of the staff 
meetings this term, you will not understand the 
theory and practice underpinning our active 
classrooms project

RESPONSIVE

A statement or question to find out the 
other person’s view, needs, wants or 
feelings and to make sure there is no 
misunderstanding between you

•  What problems might that create?

•  What would you prefer to do?

•  I’d like to hear your views on this.

•  Which approach do you think is best?

• What are the pros and cons from your point of view?

•  I’m not sure what your silence means.

• What are you hoping I won’t mention?
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All leaders need to have difficult conversations at some time. It is important to be 
well-prepared for a conversation which you expect to be sensitive or difficult. Make sure 
you allow yourself time to prepare to communicate calmly, clearly and successfully. Here 
are some things to consider.

Difficult conversations – tips and techniques

It is often difficult to have conversations about sensitive subjects. Whether you need to tell 
someone you disagree with their approach or are upset by their behaviour, it’s all too easy 
to put it off in hopes of finding the «perfect time.» Chances are, that time will never come. 
You’ll be better off if you stop procrastinating and make the conversation happen. Plan 
and prepare thoroughly and invite the person to meet with you at a specified time and 
place. You will most likely still worry before you sit down with the person, but by framing 
the conversation upfront, you will have taken some of the charge out of it. 

Make Communication About Them, Not You

When having a difficult conversation, it is easy to get wrapped up in what you need. You may 
be angry so you respond with anger. You are frustrated so you respond with frustration. It 
makes sense, but it is not effective. Instead of reacting, ask yourself a question: what is going 
on for the other person? Then, ask yourself another: what can I do or say to help? By focusing 
on the other person’s needs, you can avoid unproductive emotions and find ways to support 
your employees and colleagues. While this may be the last thing you want to do in that 
moment, it is a much more effective way of getting your needs met.

Three Ways to Avoid Communication Breakdowns

Even though communication is the lifeblood of an organisation, it is difficult to find a 
school that doesn’t have its momentary breakdowns in that area. Part of a leader’s job 
is to keep these to a minimum. Here are three ways to ensure teachers understand and 
communicate well:

• Provide context. For people to understand a message, they have to know why it is 
important. Give people enough information so they know where things fall on the 
priority list.

• Encourage questions. Don’t just ask if people have questions, encourage them 
to raise concerns. This type of interaction helps people absorb information and 
understand messages so they can pass them on.

• Stay connected. People respond to communications very differently, even when 
they are hearing the same information. By being in tune with your teachers, you can 
anticipate their reactions and better understand how to deliver messages.



Unit 4.4 Challenging and holding people to account

Three Tips for Surviving Difficult Conversations

No one is immune to workplace tensions: It is inevitable that you will have some trying 
conversations with colleagues or parents. Here are three ways to reach a productive 
outcome, no matter how tough things get:

• Keep it civil. Don’t turn the conversation into a combat with a winner and a loser. 
Everyone looks bad when the discussion turns toxic. Think win:win.

• Be well prepared. When you know things are going to be tough, try to predict some 
of the points which will be raised and plan your response, what you’re going to say 
ahead of time. But this is a conversation — not a performance. Know where you stand 
but be open enough to listen and react.

• Resist making assumptions. You won’t know what anyone’s intentions are but your 
own. Do not assume that you know where your counterpart is coming from or how 
they view the problem. Instead, ask for their perspective.

How to handle a difficult request

As a Head Teacher, it can be stressful when a teacher makes a difficult request, especially 
if there is no school policy. But answering a difficult question does not have to be difficult. 
Try these three steps:

• Do not answer right away. Thank the person for bringing up the issue and then 
promise to get back with an answer by a specified date. This allows you time to 
confer with other leaders.

• Fairly assess the situation. The situation involves the functioning of two things: 
the job itself and the person’s quality of performance. Examine both.

• Go back. During a second conversation, ask the individual to explain both how they 
might enhance their performance and how they can make their job more valuable to 
the school. Base your final decision on this input combined with your assessment from 
point two.
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Mahmood used these assertive statements, questions and techniques to help him to prepare 
for his meeting with Hamid. Mahmood considered how Hamid might be feeling and thought 
about some questions or challenges he might present. Mahmood thought about the possible 
outcomes from the meeting and spent some time identifying what would be a win:win situation. 
He decided what good outcomes for them both would be and the possible impact on other staff:

A win:win outcome

Hamid Mahmood Other staff

Feeling valued and 
listened to

Showing that he is 
prepared to listen to his 
staff because he values 

them

Seeing that Mahmood 
listens to his staff

Having the opportunity to 
air his concerns

Understanding Hamid’s 
perspective

Knowing that Mahmood is 
approachable

Being taken seriously Being able to convey 
empathy

Feeling that Mahmood 
understands and cares

Being asked his opinion Considering other options Understanding that their 
opinions are valued

Receiving support
Opportunity to show his 
belief in Hamid and his 

genuine offer of support

Knowing that they will be 
able to give and receive 
support when needed

Having a clear action plan Having a clear action plan Seeing the situation 
improve

When Hamid came back to Mahmood’s office at the end of the day, he still seemed angry 
and upset.

Mahmood asked him to explain his concerns about the meeting. As Hamid spoke, Mahmood 
listened carefully showing interest. When Hamid had finished speaking Mahmood briefly 
outlined his expectations for the school from the original statement and asked Hamid his 
opinion of the statement.

Hamid expressed some concerns about the UNRWA Teacher Competency Framework and 
the Appraisal and Performance Management process.

It seemed to Mahmood that Hamid was concerned about his own performance and ability 
to demonstrate the competencies. He knew that many people who resist change are actually 
really concerned about their own ability to deal with the new situation. Mahmood was careful 
to keep a calm and attentive demeanour. He posed his questions gently and waited attentively 
for the responses.

Mahmood asked Hamid if he would be happy for his children to be taught by teachers who 
were not working within the UNRWA Competency Framework or whose performance was 
not appraised and managed in order to be improved.

Hamid admitted that he would be unhappy, but shared some concerns about all staff being 
able to demonstrate the competencies.
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Mahmood listened carefully. He gently asked some further questions about how 
Hamid thought it would be possible to improve the standards of the school without a 
clear Competency Framework and a system of Appraisal and Performance Management. 
He listened again carefully when Hamid insisted that he felt all teachers should be trusted 
to do their best as professionals.

Using a statement he had carefully prepared earlier, Mahmood said,

“I believe it is my professional and moral responsibility to support, guide and 
challenge every teacher in this school to improve their classroom skills and 
enable every student to make progress and attain their very highest possible 
outcomes. Do you agree with me?”

Then he sat silently waiting for Hamid to respond.

Eventually, after what seemed a long pause……..Hamid mumbled 

“Well yes I suppose so.”

“How can we work together to make sure this happens? We need to agree on 
a plan to ensure that all teachers are supported, guided and challenged to be 
the best they can be.”

“What will help teachers to be committed and engaged with APM and improving 
their pedagogy?”

Hamid thought again for what seemed to be a long time. Mahmood waited calmly for him 
to respond.

“It may help if everyone works together and if we all understand exactly what 
you are expecting of us.”

Mahmood was genuinely pleased by Hamid’s response and was able to say,

“Yes that will be really important. How can we make sure this happens?”

They worked together to share ideas and make a plan of action.

After this meeting Mahmood reflected on his win:win chart and decided that overall the 
meeting had been successful.
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Dealing with a difficult situation
• Outline the situation as you see it

• Listen carefully to the other person’s view of the situation

• Gain agreement that a problem exists

• Use questioning to identify ways of finding solutions

• Agree a plan of action

• Focus the other person on achieving the identified actions

Hamid continued to be anxious about APM and demonstrating the competencies however 
gradually over time his performance improved and his confidence increased and his anger 
disappeared. Mahmood continued to support Hamid to help him be the best teacher he 
could possibly be. Mahmood provided joint planning opportunities for Hamid to improve 
his lesson planning and regularly spent time in Hamid’s classroom observing his teaching 
and then providing supportive and developmental feedback to help Hamid to improve his 
pedagogical skills. Hamid grew to respect and trust Mahmood. 

Online Activity

Go to the Leading for the Future website and watch the video about engagement in the 
workplace. As you watch, consider in which category each of your teachers could be placed?

Are your teachers…..
• Engaged
• Honeymooners or Hamsters
• Crash and Burners
• Disengaged
• Almost engaged?

Each individual in your school should:

ASSESS COMMUNICATE TAKE ACTION
    

Each Manager or Middle Leader in your school should:

COACH ALIGN RECOGNISE  EFFORT ENGAGE
    

As the Executive or Principal of your school you should recognise and develop:

COMMUNITY (focus on the development of a sense of community)
AUTHENTICITY (be an authentic and genuine leader)
SIGNIFICANCE (ensure everyone understands the significance of their work in the school)
EXCITEMENT (build excitement to move the school forward)
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Learning Log/Self-Reflection

When you have watched the video, record in your Learning Log your analysis of the 
teachers in your school and what you will do to increase their engagement with the 
aims and objectives of the school.

Group Activity

A group of School Principals from a small area had been meeting regularly to support and 
mentor each other. When they were working through Module 4 of Leading for the Future, 
they decided to use one of their meetings to focus on managing difficult behaviours. 

At the start of the meeting they used post-its to identify the behaviours of their staff which 
present a challenge they were careful to describe the behaviours very specifically and not to 
mention the names or the personalities of individual members of staff.

Here are some of the behaviours they identified:

• Agreeing to do something then not doing it

• Being late for meetings

• Being silent and not contributing in meetings

• Being defensive when receiving developmental feedback about their teaching

• Always being negative about change

• Being generally negative about school, people etc

• Demonstrating low expectations of students

• Shouting at students

• Refusing to address students by their names

• Talking during staff meetings and presentations

• Constantly using mobile phone during lessons and meetings

• Marking books during staff meetings

The School Principals were reassured to find that many of the behaviours they found 
challenging were also challenging their colleagues from other schools. 

They worked in pairs to plan and prepare “difficult conversations” to hold their staff to account 
and to challenge their attitudes and behaviours.

They used the resources and materials from this Unit pages 68-72 to help them plan what 
they would say and to consider win:win situations.
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Implementation Task

The Implementation Task for this Unit is to hold a challenging conversation with one of 
your teachers.

Look back at your notes from the online video activity about engaging employees. Consider 
which teacher’s behaviour you think you should challenge and seek to improve.

• Identify the behaviours you want to challenge

• Think what win:win would be like

• Imagine what the member of staff might be thinking, what’s their perspective

• Write some assertive statements you could use in the conversation

• Predict some possible responses

• Design some questions which you think might help

• Practice the statements and questions until they sound natural

• Decide when and where the meeting will take place and send an invitation to the 
member of staff

• Stay calm, listen carefully, use assertive statements and questions to develop your 
understanding, show empathy and focus on a win:win solution

Hold your planned conversation and then make notes in your Learning Log.
   

Learning Log/Self-Reflection

• How did the conversation go?

• Did you achieve a positive solution/outcome? (Why/Why not?)

• Which questions were the most effective?

• What did you do well?

• How do you feel having managed a difficult conversation?
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Module 4: Appraising and managing staff performance
Unit 4.5 Providing continuing professional 
                    development for all teachers

Introduction

The key to successful school development and improvement lies in the staff of the 
school. Teachers make a difference in the classroom. Teachers make a difference to 
the lives of their students. Teachers improve (or limit) students’ future life chances. The
continuing development of teachers’ professional and pedagogical skills is essential to 
improving the performance of students and the school overall.

Our traditional idea of continuing professional development is to go on a training course or 
to attend a workshop. However we will see in this Unit that research clearly demonstrates 
the least effective way of providing professional development is to offer courses or 
workshops. Far more effective is school-based shared learning and development, coaching 
and opportunities to implement skills and knowledge on the job or in the classroom.

Programmes such as SBTD where teachers study and apply their learning in collaborative, 
school based groups are proven to have greater and sustainable impact on teachers’ 
application of skills, knowledge and understanding about improving pedagogy.

In this Unit we will consider how Head Teachers/School Principals can provide effective,
economical and sustainable professional learning through collaboration, providing 
opportunities for their staff to work and learn with and from each other.

Objectives

By the end of this Unit of study you will be able to:

• recognise the most effective approaches to continuing professional development
• understand how to provide ongoing professional development for your staff

Learning and practice outcomes

By the end of this Unit of study you will:

• use your knowledge and skills to design and implement an ongoing programme of 
school based professional development for all staff

Implementation Task

The Implementation Task is to produce and implement a plan for whole school Continuing 
Professional Development.
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Welcome to Unit 4.5  Providing continuing professional development for all teachers 
where we will look at research and explore practical strategies to ensure all teachers are 
involved in Continuing Professional Development focussed on improving Teaching and 
Learning.

As we know, a key role for school leaders is to create a vision to inspire their staff. 
Another key role for leaders is the development of all staff in relation to raising the 
quality of Teaching and Learning.

A vision for Continuing Professional Development: 

“To embed a learning culture throughout the school that develops the 
potential of all members of the school community and enables students 
to achieve the best possible outcomes.”
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Let’s start with some fundamental research into learning. Many studies have tested
“Retention Rates” when information is provided in different ways. The results of this 
study completed by a Training Laboratory in Maine, USA show very important findings. 
Many thousands of people were tested in this research showing how we best retain 
information and new learning.

Method of delivery Retention rate for information

Presentation or Lecture 5%

Reading 10%

Audio Visual 20 %

Demonstration 30%

Discussion 50%

Hands on experience 75%

Coaching or Teaching 90%

WHO LEARNS MOST IN THE AVERAGE CLASSROOM?

The findings of this research show clearly that some of the most frequently used methods for 
the delivery of Continuing Professional Development (CPD) are in fact the least effective in 
terms of retaining learning. We also need to use the results of this research in the classroom. 
All your teachers should be aware of these findings and be confident in using techniques 
and strategies to ensure that classrooms are engaging and focused on active learning. The 
Continuing Professional Development of your staff should focus on this basic research.

In 1987 Professors Bruce Joyce and Beverley Showers released their findings from a research 
project into the extent of implementation of new ideas resulting from various modes of
training and follow-up support. We looked at their research in Unit 4.2 Coaching and 
Questioning Skills.
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The research showed:

% of learners using a new skill in 
their practice as a result of training

Mode of training

5% Theory or presentation

10% Theory and demonstration

20 %
Theory, demonstration and practice 
during the training

25%
Theory, demonstration, practice during 
training and corrective feedback during 
the training

90% Theory, demonstration, practice during 
training, corrective feedback during the 
training and job-embedded coaching

HOW EFFECTIVE IS THE AVERAGE CONTINUING PROFESSIONAL DEVELOPMENT 
ACTIVITY?

We have all attended professional development workshops and events that have had 
no impact on our practice.
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Sana’ remembers one of her professional development experiences.

“I was asked to attend a programme about active learning when I was 
a teacher in an elementary school. It was held at a hotel in the city. The venue 
and room were excellent. We had delicious food. There were two people there 
who I knew from working at my previous school and it was so good to see 
them and catch up with their news. The trainer was very interesting. He had 
lots of examples of how to run effective group work in classes and how to ask 
effective questions to engage students. The day was very enjoyable. We were 
given a colourful folder containing the power point slides used by the trainer 
and lots of other materials to take back to school.

When I went back to school the next day, the Head Teacher asked me if I 
had enjoyed the day and she looked briefly at my folder. I was full of good 
intentions to use some of the materials and strategies but the rest of the 
week was really busy at school and I didn’t get the chance. At the end of the 
term I realised I hadn’t had the time to even re-read the materials so I took 
the folder home, intending to look at it during the holidays. 

The folder is still somewhere at home. I have never used the materials or the 
ideas.”
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Learning Log/Self-Reflection

Using your Learning Log to record your thoughts, consider the following questions:

• What have been your most effective and least effective experiences of professional 
development? Why?

• Using evidence from the research into retention rates and modes of training, 
identify what would have made Sana’s experience more effective?

• How effectively do you think your teachers are being professionally developed. 
Why?  

Group Activity

Use the Review Tool to identify what’s working well with CPD at your school. Include 
your Senior Team in the review or use it with all staff. 

At this stage only complete the first sections. What is working well? How do you know? 
(Identify sources of evidence you may have available.)

What is working so-so? How do you know?

At the end of this Unit you will be able to add lots of ideas for how to develop CPD in 
your school.
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Integrating Continuing Professional Development

Effective Professional Development is essential and integral to improving student 
outcomes. 

It is closely linked to School Development Planning and the Appraisal and Performance 
Review of all staff.
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School CPD Policy

Rationale
All teachers will be given the opportunity to develop professional knowledge and 
skills both from a personal point of view and in order to keep up to date with new 
initiatives from HQ and Field Offices.

Aims
1. To provide ongoing professional development in order to meet the requirements 

of the Teachers’ Competency Framework.

2. To develop and motivate each individual teacher and to provide opportunities 
for them to broaden their experience.

3. To improve the quality of Teaching and Learning by developing the professional 
pedagogical skills of all teachers.

4. To provide value for money through a planned approach targeted on individual, 
subject and whole-school needs.

5. To promote creative and effective approaches to CPD placing value on the in-school 
expertise and encouraging the dissemination of good practice.

6. To create a culture of learning in the school.

Objectives

CPD will:
• Promote the school’s aims and strive to provide high quality Teaching and 

Learning for all students

• Support the implementation of the School Development Plan

• Link closely with Appraisal and Performance Management processes

• Offer special provision for newly appointed teachers

• Provide support for existing staff taking on new responsibilities

• Identify priorities matching the needs of the individual with those of the school

Be evaluated for its effectiveness in:

• Improving and monitoring the quality of Teaching and Learning

• Providing value for money

• Promoting job satisfaction, team work and professional advancement

• Raising staff awareness of the school’s  vision, ethos, priorities and performance

• Developing the individual in ways that will help improve the performance of 
the whole school

• Monitoring the impact of all CPD on classroom practice and pedagogy
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Implementation

Identification of needs:
• Through the analysis of Appraisal and Performance Management reviews

• Through consultation with subject teachers, class teachers, Education Specialists 
and the Head Teacher

• From observation records

School-based CPD carried out through:
• Use of weekly meeting time

• Use of school time – e.g. shadowing, team teaching, collaborative planning etc

• Use of whole days during school holidays

• Planned CPD with other schools

• Planned CPD activities facilitated by Education Specialists

Review

• Impact evaluation for each CPD activity 

• Through discussions in weekly grade/subject meetings

• Through meetings with Senior Leadership Team

• An annual evaluation to provide an overview of the impact of CPD

Resources

• Time for staff to be involved with consultation and CPD activities

• Support for teachers facilitating and leading CPD sessions

• Time out of class for visits (to other classrooms, other schools etc)

Online Activity

There is a copy of this CPD Policy for you to download on the Leading for the Future website. 
Go to Module 4 Unit 4.5 and download a copy. You can use this policy document to consult 
with your staff about CPD and amend the policy to make it relevant and appropriate for your 
school.
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Group Activity

Use your amended policy to share your ideas about CPD with your staff.

Learning Log/Self-Reflection

Use your Learning Log to make a record of your consultations with staff about CPD. 

• How did teachers react to the example school policy for CPD?

• How will your school CPD policy support the Appraisal and Performance Management 
processes in your school?

• How effective has CPD been to date in your school? What evidence do you have that 
CPD has had a positive impact on Teaching and Learning?

Newly qualified and recently appointed teachers

One group of staff for whom CPD is vital is the newly qualified and recently appointed 
teachers in your school. Each teacher in this group is entitled to a well-planned and 
professionally delivered programme of professional development for at least their first 
year at your school. Ideally each new teacher in your school should have an identified 
Induction Mentor to support their progress as they settle in to the school and, if newly 
qualified, into the profession.

When you are choosing teachers to be mentors you should consider who can:

• Demonstrate a commitment to the professional development of others
• Be a model of excellence as a classroom practitioner
• Show proactive engagement with their own CPD
• Welcome the opportunity to act as a mentor and learn from this experience

Learning Log

In your Learning Log make a note of the teachers you think will make good mentors for 
new staff.
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Online Activity

On the Leading for the Future website you will find downloadable examples of CPD 
Programmes for Mentors and Newly Appointed Teachers. You may like to integrate these 
into your CPD Implementation Plan.

Which of the following CPD opportunities do you provide for your new teachers? 

Introduction to ALL staff A welcome letter before the start of 
the term

An Induction Mentor Reading or having copies of all the 
school policies e.g. Code of Conduct, 
CPD Policy etc.

Having a copy of the School 
Development Plan

An observation and feedback session 
in the first two weeks

Between 4 and 8 observations with 
feedback during the first year

Introduction to the Education Specialists 
attached to the school

A Buddy Introduction to health and safety issues

Understanding children with Special 
Needs

A copy of the UNRWA Teacher 
Competency Framework 
(and associated self-review)

Opportunities to observe other 
teachers in the school

Joint lesson planning sessions

Moderation meetings (to moderate 
assessment and marking practices)

Opportunities to visit other schools

Attending meetings and professional 
development activities in school

Opportunities to meet with other 
newly appointed teachers from this 
and other schools

Learning Log

In your Learning Log, make notes about how you could improve the professional 
development opportunities for newly appointed staff at your school. Consider the 
advantages of providing effective induction for newly appointed teachers and for your 
existing staff. How will both groups benefit from a planned programme of professional 
development opportunities?

REMEMBER THE BEST LEARNING COMES FROM TEACHING OR COACHING
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Which activities can be classed as CPD?

Most people think of Professional development as a workshop or course attended 
externally to school. The reality is that the most effective professional development 
happens in school as part of the job of teaching.

Here are some examples of highly effective professional development which may not 
obviously be classed as Continuing Professional Development.

Shadowing a colleague Visiting another school 

Working with a learning team (whole 
school/grade/subject) to identify and trial 
new ideas

Working with a coach/mentor

Working as a coach/mentor Collaborative teaching, planning and 
or moderation of assessments with a 
colleague(s) 

Planning, study and evaluation of lessons 
with colleagues – lesson study approach

Observing colleagues teaching and 
discussing with them what was observed

Sharing learning and teaching approaches 
with colleagues from other schools

Engaging in peer review

Leading a school-based project or subject Organising a display of students’ work 
(alone or with colleagues)

Collecting, interpreting and applying 
students’ feedback, data, outcomes

Developing and trialling resources and 
strategies with colleagues

Participating in collaborative enquiry and 
problem solving

Leading or contributing to team or staff 
meetings or professional development 
sessions

Engaging with subject or specialist 
associations

Reading educational, academic and 
professional journals and texts

Participating in courses - whole school/ 
team

Participating in centre based, external 
courses

Researching online Trialling new approaches or strategies in 
own classroom
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Learning Log/Self-Reflection

In your Learning Log make a note of any of these types of CPD you have experienced. 
How effective were they? How do you know?

Also make a note of any ideas for CPD that you would like to try in the future.

Online Activity

Go to the Leading for the Future website and watch the video “Lesson Study”. This video 
shows how two schools in the North of England are working together to improve teachers’ 
skills and pedagogy through a professional development strategy called Lesson Study.

Learning Log

When you have watched the video about Lesson Study, respond to the following prompts 
in you Learning Log.

• What did the teachers in the Lesson Study activity do?

• What were the aims and objectives of the activity?

• How could you use the Lesson Study method in your school/ with colleagues 
from another school?

• Can you identify some appropriate and relevant practice you could make the focus 
for Lesson Study?
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Case Study

Amina and Hannan are Head Teachers of two schools on the same site. Amina is Head 
Teacher of a girls’ elementary school and Hannan’s school is a girls’ preparatory school. 
They decided to work together to improve Continuing Professional Development in 
their schools.

All the teachers in Hannan’s school have completed SBTD and have gained both 
competence and confidence from the programme.  Amina’s staff have had very little 
shared professional development to date. Some teachers have attended workshops 
and there is some sharing of practice through classroom observations.

Both Head Teachers have excellent, enthusiastic Deputy Head Teachers and they 
decided to give responsibility to the Deputies for CPD planning and implementation. 
Before involving the Deputies Amina and Hannan spent some time researching the 
topic of professional development and then creating a vision for CPD in their schools. 
They re-read the materials in this Unit carefully, considering their current practices and 
identifying ideas and strategies they could include in future to improve the performance 
of their schools.

They used the Visioning Tool from the Change Toolkit to help them articulate the 
whole school vision for CPD. They thought about the vision from the perspective of a 
TEACHER.
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Thinking

• I am being professionally developed at this
  school
• I am learning more about T and L
• It’s very challenging working here
• Accountability is clear
• Everyone is expected to be the best they
  can be
• It’s never boring working here

Feeling

• Challenged
• Supported
• Valued 
• Excited by learning
• Up to date
• A sense of achievement
• Part of a team
• Listened to

Doing

• Collaborating on planning
• Moderating assessment and marking
• Sharing ideas and techniques with others
• Reflecting on my own practice
• Taking part in appraisal and performance
  management
•  Learning lots about pedagogy
• Being observed and receiving feedback
• Observing others and giving feedback
• Researching online
• Trialling new ideas
• Visiting other schools
• Sharing my learning with others
• Being mentored and coached
• Coaching and mentoring others

Saying

• How does that work?
• Who does this well - may I observe in your class?
• Come and watch my students work in
  groups
• It’s exciting and challenging working here
• I would like to be a Deputy Head Teacher
• Moderation activities make me feel confident
• Our school is performing really well
• Our school is improving
• I love working here 

Amina and Hannan met together with their deputies and shared their vision for CPD. 
They also shared their research and notes about effective CPD with the deputies and 
asked them to work together to produce an outline CPD Policy and Implementation 
Plan for the schools.
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Evaluating the impact of CPD

As a part of the planning and before any formal CD activity takes place, the participants 
should be engaged in the process of considering the following:

1. What objectives are we designing this activity to meet?

2. What is the expected impact of engaging in this CPD activity for the participants?

3. What will be the impact in terms of classroom skills and how will these improved skills 
impact on students’ learning and progress?

4. How will we measure the above?

5. The consideration of impact should begin well in advance of any CPD activity as an 
essential part of the planning stage.

Most of the existing evaluation of CPD is focussed on the participant’s experience of the 
event or activity rather than on the impact on skills and application of new knowledge on 
students’ learning and progress.

Thomas Guskey has developed a very powerful model for the evaluation of the impact 
of CPD. The model describes five stages or levels at which the impact of CPD can be 
evaluated. These are:

1. Participant reaction (Did you find the activity relevant to your needs? Did you enjoy 
the activity? Did the activity meet the stated objectives? How was the venue? etc)

2. Participant learning  (What did you learn?)

3. Organisational support and change (How will your school support your application of 
new learning? What systems and process will be changed to enable you to apply your 
new learning?)

4. Participant use of new knowledge and skills (How will you apply and use your new 
knowledge and skills?)

5. Student learning outcomes (How will the application of your new knowledge and 
skills improve the learning outcomes of your students? When do you expect to see 
results?)

As you can clearly see, these five levels of impact evaluation encourage us to ask and 
answer very specific questions about not only the experience of the CPD activity but 
also the commitment of the school. The third level is about what the school will do to 
enable the CPD participant to use his new skills and knowledge. This might involve 
providing a coach, or giving an opportunity to work collaboratively, or giving staff 
meeting time to enable dissemination and sharing of new ideas. The model shows 
how important it is for the school (the Senior Leadership Team) to support the participant 
to apply his new skills and learning. There is implicit in the model a timescale. The first 
question can be addressed during or immediately after the CPD activity. Level two 
may take more self-reflection on the part of the participant but can be completed 
shortly after finishing the activity. Level three is perhaps a question for the participant 
to ask of the HT/SP or SLT certainly if there is no immediate offer of support or change 
following the CPD activity. Level four will be apparent as the participant returns to 
their classroom and produces lesson plans reflecting their new skills and knowledge.
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Level five will not be measurable immediately. There may be some immediate changes 
e.g. the participant might immediately apply formative assessment approaches e.g. hands 
down I’ll choose, or group collaboration. However the impact on students’ learning and 
progress may have to be measured in six months, or one year or two years. This delay in 
assessing the stage five impact is totally acceptable but it must not be overlooked. The 
CPD leader and/or the participants must remember to establish the evaluation trail and 
to give credit to appropriate CPD activities.

Another way of establishing the impact of CPD is to use the Impact Tool from the Change 
Toolkit.

This is particularly useful in identifying where day to day school activities have contributed 
to the aims of the CPD Policy.

Here is an example of a completed Impact Evaluation Tool. The numbers (1 being very little 
impact and 10 being very significant impact) were discussed by all teachers in the school 
until agreement was reached. The next stage would be to ask all teachers to attempt to 
identify what evidence they could bring forward to support their perspectives and views. 

Impact evaluation Tool – the impact of CPD activities

Aims of 
CPD 

Policy

Provision

Motivate
all teachers

Improve 
competency

Improve 
T and L

Creative 
approaches 

to CPD

Weekly 
meetings 6 5 5 4

Paired lesson 
observations 9 7 7 8

Coaching 8 8 8 8

ES 
Presentations 6 5 5 2

Good practice 
sharing 
sessions

9 8 9 8

Lesson study 7 8 8 8

Moderation 
activities 6 9 9 6
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Implementation Task

Your Implementation Task for this Unit is to produce a CPD Implementation plan for a 
whole school year. The plan must be linked to the School Development Priorities and to 
the Appraisal and Performance Management Process.

You may decide to share the responsibility for producing the plan with another Head 
Teacher/School Principal who you are working closely with to provide CPD. You may also 
consider distributing the responsibility to your Deputy Head Teacher/School Principal. If 
you give leadership of CPD to your Deputy you will need to coach and support him/her 
to ensure the CPD plan and its implementation are of the highest quality. 

Look back at the visioning activity on page 91 and then complete the Review Tool for 
CPD which you started at the beginning of this Unit.

You may decide to use some of the other tools from the Change Toolkit to enable your 
planning.
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Module 4: Appraising and managing staff performance
Unit 4.6 School evaluation and improvement

Introduction

In this Unit we will draw together many of the techniques, tools and strategies from other 
modules and Units in the programme. School Leaders must embrace change which is 
focused on improving standards. This Unit will help you to review and evaluate your current 
school provision and standards and to identify and prioritise the key areas for improvement. 
You will be expected to collaborate with your staff, parents, and the Education Specialists 
assigned to your school to ensure that your School Development Plan is focused on the key 
things that will make a significant difference. Working collaboratively will enable your school 
to move forward towards your identified goals more quickly and to improve the 
overall standards and provision for all students and staff.

All improvement must start with review and evaluation of current practice and provision. 
We must also ensure that monitoring and impact evaluation activities are identified at the
initial planning stage. School improvement planning is based on the notion of  “intelligent 
accountability” and as a school leader you must know your school well and understand 
clearly what needs to be done to secure continual improvement.

Objectives

By the end of this Unit of study you will be able to:

• understand the principles of school evaluation and improvement
• include stakeholders in your planning, monitoring and evaluation of a plan to improve 

your school

Learning and practice outcomes

By the end of this Unit of study you will:

• know how to monitor, review and evaluate school provision
• collaborate with stakeholders to evaluate current performance and identify improvements

Implementation Task

Produce an update to your original School Baseline Information to use as a starting 
point for your School Development Plan.
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Welcome to Unit 4.6 School evaluation and improvement, the final part of Leading for 
the Future. In this Unit we will be posing many questions to help you be well informed 
about your school’s performance and priorities for improvement.

There are two essential questions for all school leaders.

HOW WELL IS MY SCHOOL DOING?
And

HOW CAN WE DO BETTER?

Good leaders know that they must be able to demonstrate the successes of their school 
with clear evidence and that they must use evidence from monitoring and evaluation as 
a starting point for school development planning.

Learning Log/Self-Reflection

Look back at the Baseline Information you collected for your school when you first 
engaged with Leading for the Future. You used evidence from many sources in order 
to compile the Baseline. Consider these questions and make notes in your Learning 
Log.

• Why should schools engage in self-evaluation?

• What should schools evaluate?

• How should schools evaluate the quality of their provision?

Here are some key points to consider when planning school self-evaluation activities.

Successful self-evaluation:
• requires honesty, ability to question existing practice and self confidence

• is based on evidence

• leads to strategies to manage change – with necessary support for implementation

• is embedded in school development planning

• has a positive impact on students’ learning

Schools must analyse evidence to:
• diagnose exactly where strengths and weaknesses lie...

• ...and the implications for change

• identify key priorities

• plan the action needed to bring about improvement
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Tests for School Self-evaluation
• How good is our evidence?

• How well do we serve our students?

• How do we compare with other schools?

• Have we listened to everybody in the school, including parents and students?

• Have we integrated self-evaluation into our management processes?

• Does it motivate you and your staff to take action?

Collecting evidence
• Good schools have simple processes to enable leaders to measure progress 

through day to day routines

• Education Specialists challenge the process and outcomes through meetings at school. 
They

• pose questions

• suggest sources of evidence

• challenge interpretations of the school’s evidence

• discuss the accuracy of leaders’ improvement priorities

• are critical readers of the Baseline/SSE without writing it

Effective School Development Planning
• emerges out of self-evaluation

• maps out the actions needed to bring about improvement

• builds on previous plans

• sets out development priorities....

• ....linked to actions to tackle precise issues with maximum impact

• checks whether the planned activities for improvement are having an impact

4 Key Issues around School Self-evaluation
1. rigorous self-evaluation helps schools to improve; it should not be undertaken solely 

for the purpose of inspection and accountability

2. it should be a simple process integrated with routine management systems 

3. listen to, act on views of the stakeholders

4. the school’s summary Baseline/School Self-Evaluation should be updated at least 
annually
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Learning Log/Self-Reflection

Considering the key points you have just read, make notes about your response to the 
following prompts:

• What can you do to encourage honesty and realism in your SSE processes?

• How will you involve all staff, parents and students in your SSE processes?

• What contribution can Education Specialists make to your SSE?

Online Activity

Go to the Leading for the Future website, Unit 4.6 and read the Case Study about Eliot 
Bank School in England and School Self-evaluation (SSE). You could download copies of 
the Case Study and ask members of your Senior Team to read it and discuss it with you 
at the next meeting. Also look at the Cycle for SSE from Eliot Bank School. This will help 
you start to design a cycle for SSE in your school.

“We have developed a consistent and synchronised cycle of monitoring and evaluation which 
gives the school a rhythm and a structure. The cycle has gradually been broadened to include 
a wide range of stakeholders and strategies, but it has always remained focused on pupils 
achieving the highest possible outcomes. We recognise that monitoring and evaluation is only 
as effective as the resulting actions, so we balance our time accordingly. We use the outcomes 
to challenge ourselves and each other and we are insistent on judging ourselves against the 
highest standards.”

Headteacher in England

Group Activity

Discuss this Case Study with your Senior Team, staff, parents, colleague Head Teachers 
and consider:

1. Why is SSE excellent at Eliot Bank School?

2. What can you learn from this Case Study and use at your school?

Then work together with your Senior Team to write a statement about using School 
Self-Evaluation at your school. Read the statement of the Headteacher in England again. 
This will help you to design a statement for your own school. In your short statement 
address the following points:

• What is SSE?

• Why SSE can help the school?

• Who should be involved in SSE?

• How will SSE be managed?

• When will SSE take place?
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Tools and techniques to support the SSE process

Here are some useful tools to support your SSE process. Each one has benefits and concerns 
identified to help you choose the appropriate context and stakeholders for its use.

Tool for 
evaluation When and how to use Benefits Concerns

Analysis of 
quantitative 

data

Can be used with exam 
results, attendance, 

groups of students etc.

Easy to obtain. Provides 
key information for 

planning

Requires skilled analysis 
and interpretation to be 

useful

Questionnaires 
Versatile and can 

cover a wide range of 
purposes

Can be used to quickly 
provide both quantitative 

and qualitative data
Can provide narrow or 

biased data

Individual 
interviews

May be used for a range 
of purposes. Training for 
interviewers and use of 
an interview schedule is 

essential

Can provide in depth 
insights and rich 
qualitative data

Interviewer requires 
good skills. 

Interviewee may not be 
comfortable or open. 

Time consuming

Small group 
interviews

Used to obtain more 
perspectives than 

individual interviews

Discussion can be useful 
and provide a more 
relaxed context than 
individual interviews

Could be dominated 
or influenced by 

strongest/loudest.

Focus groups

Usually involves the use 
of a structured process 
and a trained facilitator 
– may involve activities

Can generate required 
information quickly 

through the structured 
process

Requires expertise for 
facilitation

Observation
One of the most 
frequently used 

methods especially to 
judge quality of T and L

Gives direct access 
to what teachers and 
students are actually 

doing

Depends on the 
objectivity of the 
observer and the 

criteria used

Card sorts

Choosing or ranking 
items in a group 

through discussion and 
reaching consensus

Good to focus 
discussion. People 

enjoy the hands-on 
practical activity

Unless carefully 
facilitated can close 

down discussion and 
allow a dominant group 

member to take over

Sentence 
completion

Providing a prompt such as:

‘The school is good at..

‘I learn best when...

Can be used with a wide 
range of stakeholders

Provides a useful 
stimulus for an open-
ended response and 
can tap into feelings

Can depend on context, 
recent events and 

feelings at the time
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Learning Log

In your Learning Log make a record of the tools you think will be most appropriate for 
data collection in your school context and why.

In the Change Toolkit there are ten tools and techniques to help you to engage others 
in the process of leading and managing change. You have already used most of the 
tools as part of studying Leading for the Future. You will be aware that several of these 
tools are also very useful in the SSE process. Before you use any of the tools for the SSE 
process, look back at the facilitation notes for each tool. Also check the Top Tips section 
for the tools you are planning to use. Prepare your resources carefully to make sure each 
tool is used well to engage and motivate the group of stakeholders.

Here are some of the most useful tools and techniques for SSE.

1. An obvious starting point for SSE is to use the REVIEW TOOL. Make sure that you 
use the HOW DO YOU KNOW? column to generate evidence or to indicate possible 
sources of evidence. 

What’s 
working well?

What’s 
so-so?

What do we 
need to 
develop?

How do you knowCelebrate

Quick f ix

Development Priorities
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2. The SWOT analysis is also very useful to provide a starting point for SSE. It is important 
to think about evidence for people’s perspectives and views as you use this tool.

3. BLOCKERS AND ENABLERS and WE ALREADY…WE COULD will help you to deepen 
your understanding about current and proposed provision in your school. 
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4. Using the PRIORITISATION MATRIX, the VISIONING TOOL and the STRAIGHTLINE 
PLAN will ensure that people are engaged with the essential planning for improvement. 
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5. Some of the techniques from the APPRECIATIVE ENQUIRY can be very useful for 
SSE. You will find information in the Change Toolkit about how to use the approach.
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Online Activity

6. Go to the Leading for the Future website Unit 4.6 where you will find several resources 
which you can download to help you implement an Appreciative Enquiry and SSE in 
your school. The examples are based on developing formative assessment, a key priority 
for most schools.

You will find the following resources ready to download from the website:

• Appreciative Enquiry Questions

• Monitoring and Evaluating

• Monitoring Activities

• Checklist for monitoring students’ work and outcomes

The resources to support monitoring can be used as part of the Appreciative Enquiry 
technique or independently to collect evidence on an ongoing basis within the SSE process.

7. Finally we can use the IMPACT  TOOL to help us to evaluate any aspect of school provision. 
In Unit 4.5 we used this tool to evaluate the impact of Continuing Professional Development. 
The example in the Change Toolkit (see below) uses four whole school priorities:

• Improve formative assessment

• Increase student attendance 

• Develop active learning 

• Improve student attainment
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To use the tool we then identify the different aspects of provision we are evaluating e.g. 
SBTD, Curriculum, ES Support etc. and consider on a scale of 1 – 10 the impact of the 
provision on the development priorities. Using the tool gives a group of stakeholders the 
opportunity to be engaged in the SSE process. You will need to ask for sources of evidence 
as you use this tool. The question HOW DO YOU KNOW? should be asked frequently to 
challenge people to focus on the sources of evidence we may draw upon for SSE.

Top tips for School Self-evaluation

1. Plan for SSE. Link it into what is already happening, focus on the School Development 
Priorities and collect data from multiple sources and perspectives. Remember the key 
questions 

HOW ARE WE DOING? 

HOW DO YOU KNOW? 

WHAT DO WE NEED TO DO TO IMPROVE?

2. Integrate SSE into management systems such as Appraisal and Performance Management.

3. Focus on what is important – prioritise.

4. Allow sufficient time – collect data effectively from a range of sources.

5. Develop gradually – some schools’ practices (like Eliot Bank) have emerged over a 
considerable period of time during which a climate of trust has increased: assess the 
stage of readiness of your own school.

6. See it as a shared task – ‘who can ask apart from me, as Head – which stakeholders (e.g. 
teachers, staff, parents, students, community members) can I involve as data collectors 
and evaluators?

7. Communicate findings and act on these to give the message: “We have listened, 
acknowledged, discussed and acted.”

8. Acknowledge context – what is the capacity of my staff to carry out evaluation? Do 
we need to develop knowledge and skills about SSE before we collect data? What 
can be realistically managed?

9. Avoid the self-fulfilling prophecy: finding what you what and expect to find through 
not asking the right (difficult) question, or not asking the right people, or disregarding 
information or data which is challenging.

10. Aim to establish SSE processes which are both manageable and productive – ‘data 
rich and workload light’
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Implementation Task

Your final Implementation Task is to produce an update to your original School Baseline 
Information to use as a starting point for your School Development Plan. Plan which 
tools and techniques you will use to collect data. Ensure the information you collect is 
from a wide range of stakeholders including leaders, teachers, other staff, parents and 
most importantly, students. 

This is, of course, a process or cycle which you will embed in your leadership practice. 
Successful school leaders know, and have substantial evidence to support, their current 
school performance and clear priorities to improve standards and performance year 
on year. Successful school leaders are focused on continually improving teaching and 
learning and student outcomes by ensuring their leadership dynamic and inspiring.
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