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Unit 1: Strategic leadership

In this Unit we will explore and help you to extend your Strategic Leadership Skills. As 
a member of one of the new Strategic Units you will be required to provide direction 
and focus for the education of Palestinian children in UNRWA schools. Your role involves 
you creating and sustaining commitment across the system to improve outcomes for 
all children. Effective strategic leaders build a narrative that helps make sense of an 
Education Strategy and the complex challenges in achieving its aims and objectives. 
They also have a sound understanding of the environment and the constraints within 
which the organisation has to work and see the bigger picture, whilst constantly scanning 
the horizon for opportunities and threats.

In these professional learning materials there are activities, tools and techniques to enable 
you to think, plan and act in an effective strategic mode. The materials will help you to 
integrate and analyse data from different sources to identify key practical issues which 
need to be addressed through practical solutions.

Effective strategic leadership requires a relentless focus on outcomes and clarity about 
the big picture. Your shared vision for education in UNRWA schools will be the driver for 
developing best practice and innovation across your Field.

Competency Domain 1: Strategic leadership
In your new role as Coordinator or Head in one of the Strategic Units, you will be expected 
to be at the forefront of understanding and embracing new developments and ways of 
working. Your focus will be on improving outcomes for children. You will be expected 
to think conceptually, systematically and imaginatively to achieve future success. As a 
champion of partnership working you will also be expected to collaborate across the 
system to achieve the best possible results.

Practical knowledge, understanding and skills to be covered in Unit 1

Moral purpose Research skills 1

Futures thinking Visioning

Thinking and planning strategically Using planning formats

Planning tools  Using the Change Toolkit (LftF)



6

A. Moral purpose

In their work about change, Fullan, Cuttress and Kilcher (8 Forces for Leaders of Change) 
emphasise the importance of engaging people’s moral purposes. 

“The first overriding principle is knowledge about the why of change, namely 
moral purpose. Moral purpose in educational change is about improving 
society through improving educational systems and thus the learning of all 
citizens.

In education, moral purpose involves committing to raise the bar and closing 
the gap in student achievement – for example, increasing literacy for all, 
with special attention to those most disadvantaged. There is a wide gap, 
particularly in some countries, between groups at the bottom and those at 
the top. Schools need to “raise the floor” by figuring out how to speed up the 
learning of those who are at the bottom, those for whom the school system 
has been less effective, without impacting negatively on the higher achievers.

Improving overall literacy achievement is directly associated with a country’s 
economic productivity. In countries where the gap between high and 
low student performance is reduced, citizens’ health and well-being are 
measurably better.

In change knowledge, moral purpose is not just a goal but a process of 
engaging educators, community leaders and society as a whole in the moral 
purpose of reform. If moral purpose is front and centre, the remaining seven 
drivers become additional forces for enacting moral purpose.”

Professor Michael Fullan and his colleagues could not be clearer about the central role 
played by moral purpose in educational reform.

In your role as Coordinator or Head in a Strategic Unit your responsibility to articulate, 
communicate and act in accordance with strong moral purpose is vital for improving the 
outcomes for children and young people.

Online activity:

Read the complete article about the drivers of change, “8 Forces for Leaders of Change, Fullan, 
Cuttress and Kilcher, http://www.ssu.unrwa.org/

Links:

Read Leading for the Future, Unit 1.2, Leading with Moral Purpose and watch the video by Dr 
Muhanned  Beidas (in the Leading for the Future section of the UNRWA website) where he 
discusses the moral purpose of the UNRWA Education Reform.

Strategic Support Units
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Self-reflection / Learning Log:

Using your Learning Log to record your reflections, consider your own moral purpose. 

 ● What do you want your legacy to UNRWA to be?

 ● What will you do to ensure you always act with moral purpose in your professional 
and personal life?

 ● How do you think your colleagues would describe your moral purpose?

B. Research skills 1

As part of your role in one of the Strategic Units in your Field, you will be expected to 
develop your understanding of research. This may be because you need to design a 
research project of your own, or to help you critically evaluate the research findings of 
colleagues or to interpret published research findings into practical actions appropriate 
to your professional context.

However you use research or enquiry in your new role, it will be necessary for you to 
understand the methods and methodology of research and to be able to identify the 
common issues to be considered when designing a research project.

Research and enquiry are at the centre of strategic thinking and planning. This may be about 
keeping up to date with best practice and the research findings of others, or focused on 
posing and answering questions and researching possible solutions related to the practices 
of educationalists in your Field.

Part of the research and enquiry process involves exposing your findings to peer review 
and ultimately to public scrutiny, so it is essential to deploy appropriate and reliable 
methodology and to ensure conclusions drawn are valid.

Unit 1: Strategic leadership
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Getting started

Self-reflection:

What experience do you have of completing research projects? If you have recently 
studied for a higher level degree you may feel confident and competent to undertake 
research within your new role.

How confident are you in reading and interpreting research findings from other sources 
and applying these in your context?

What experience do you have of completing a literature review?

Whether consciously or not, any research or enquiry question will be investigated from a 
particular standpoint. The way in which we view the world is called a paradigm.

When it comes to doing research, our paradigms are determined by our views on ontology 
(how do we know what is real) and epistemology (the theory of knowledge – how do 
we know what we know). The philosophical arguments around the range of ontological 
and epistemological perspectives can be extremely complex and may require discussion at 
the highest level in your Field. In these materials we will explore in brief the most relevant 
research paradigms to help you understand the implications when conducting a small-scale 
research or enquiry project and interpreting larger scale published research findings.

Completing a literature review
Effective researchers start with a review of the literature about the topic which has already 
been published. In order to complete a rigorous research study you will need to demonstrate:

 ● excellent knowledge and understanding of your selected research area;

 ● extensive evidence of critical thinking;

 ● clear awareness of the conceptual background and broader relevance; and 

 ● evidence of independent and relevant data collection.

The literature you should review may be published in journals, reports, conference proceedings 
and of course sources on the internet.

Your review of literature will enable you to:

 ● identify gaps in current knowledge 

 ● show that you are building on work already done in this area

 ● show that your research is relevant and up to date

 ● demonstrate that you have a good knowledge of the research area and the themes, 
topics and discussions

 ● provide a context for your research

 ● identify different points of view

 ● identify ideas and resources you can use in your research or enquiry

Strategic Support Units
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 ● show you can think critically about published research

Planning an enquiry or research project

Positivism
A positivist standpoint adopts a scientific approach to research. In term of ontology and 
epistemology it assumes that the world has an objective reality, that knowledge exists 
and that it can be observed and measured. A positivist approach generally translates into 
quantitative research methodology. One of the cornerstones of the positivist approach 
is the process of deduction, whereby empirical (derived from experience rather than 
theory) is collected in order to prove or disprove a hypothesis (a suggested explanation 
or an assumption).  Generally the research aims to falsify the hypothesis, testing what 
is known as the null hypothesis. If the null hypothesis is rejected, then the theoretical 
hypothesis is supported.

For example: you may develop a hypothesis that didactic teaching methods are more 
prevalent in boys’ schools. A quantitative, positivist research method would collect data 
to test the null hypothesis (that there is no significant relationship between single sex 
schools and teaching methods). If the null hypothesis is rejected, then this supports the 
original hypothesis.

The positivist approach is sometimes criticised for being too mechanistic and inflexible, 
limited in scope and pseudo-scientific.

Interpretivism
Interpretivism supports the view that people and their institutions are fundamentally 
different from the natural sciences. The study of the social world, therefore requires a 
different approach and seeks an understanding of human behaviour and an empathic 
understanding of human actions.

Many people believe that all research is interpretive, that research is guided by the 
researcher’s belief set and feelings about the world and how it should be understood 
and studied. Interpretive research methods are often criticised because they embrace multiple, 
personally constructed realities. If reality is individually constructed it implies we are active 
and implicated in the process. This is in contrast to the positivist approaches within which 
the research is independent of reality. In an interpretive paradigm, the researcher is always 
part of the reality we are attempting to understand.

An interpretivist approach will always adopt an inductive process, meaning that theory is 
developed from the evidence base. Given the belief that reality is personally constructed, 
it inevitably uses qualitative methods to gain insight into each individual’s experience 
of a phenomenon.

The interpretivist or qualitative approach is often criticised as being un-scientific and value-laden, 
open to forming opinions from incomplete evidence and subjective interpretation.

Unit 1: Strategic leadership
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In using research to support your decision making it helpful to understand the 
difference between primary and secondary sources and quantitative and qualitative 
research. 

 ● Primary sources can include observations, interviews, original documents such as 
manuscripts, letters, interviews, news footage, autobiographies, and official records. 
In the UNRWA context the following are concrete examples of primary sources: 
Classroom Observation, Drop Out, and the MLA report, as these were original field 
work undertaken and compiled during the time of study/research.

 ● Secondary sources, on the other hand, are sources of information that interpret and 
analyse primary sources and as such are several steps removed from the event or 
research. An example in the UNRWA context is the ‘triangulation’ of all the research 
mentioned above, and the Research Briefs which draw upon global research with 
regard to a specific theme, such as class size. The key difference between primary 
and secondary sources therefore is that the latter is not presenting new, or original 
data/information or research.

Quantitative research and enquiry methods
Quantitative research involves the collection, analysis and interpretation of data in numerical 
format. A key aim of quantitative research is to analyse evidence from a sample in order 
to produce results which can be extended to the whole population. This method allows 
direct comparisons to be made and it is essential that such a study addresses issues of 
reliability and validity to ensure the finding stand up to scrutiny.

Strategic Support Units
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Findings such as:

have an air of credibility and authority by quoting numerical values. Sometimes this 
appearance of accuracy can be an illusion particularly when investigating a phenomenon 
based on personal feelings and experiences. As a researcher you will need to be cautious 
when publishing statistical analysis and ensure you are able to defend the robustness of 
your methodology. You will need to pay particular attention to sampling, inference and 
significance and causality.

Sampling
Most quantitative research involves investigating a sample and then extending the findings 
to the whole population. In order for results to be used as a basis for generalisation, the sample 
needs to of a certain size and representative of the whole population.

“85% of schools 
in this Field have 

adopted the revised 
policy”

“Parents in this 
Field have a 4.9 

satisfaction  with 
school rating 

compared to 4.2 
average across all 

UNRWA Fields”

Unit 1: Strategic leadership
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For example: perhaps School Principals studying or having completed Leading for the 
Future made up 40% of the whole population of School Principals in your Field. When 
attending Impact Day events they were asked to complete a questionnaire about support 
from Area Education Officers. However it is not reasonable to assume that the other 60% 
of School Principals in your Field would respond in the same way to the questionnaire. 
What does this mean for the validity of the questionnaire results?

When samples are genuinely random they can be surprisingly small: national opinion 
polls in countries such as England typically use a sample of around 1000 – 3000 yet are 
able to extend their findings to a population of millions with considerable accuracy. 
Conversely, large samples may not give us accurate information about the population if 
they are not representative. This is especially true if the sample is self-selecting for example 
through the internet. The extent to which a sample is representative of the population 
may be a subjective judgement or it may be possible to assess it by statistical measures. 
Any research should consider matters of sample selection and size very carefully when 
planning a research or enquiry project.

Inference and significance
Most of your Field based research is likely to involve fairly small sample sizes and it is 
important therefore to be careful about drawing conclusions which may not be statistically 
significant. For example: of the most improved schools in your Field, 14 of them have 
School Principals who were among the 20 School Principals who engaged with Leading 
for the Future. Does this prove the effectiveness of the programme. It would be easy and 
very tempting to claim that this proves the effectiveness of Leading for the Future on 
improving leadership skills. Remember the principle of the null hypothesis – statistically 
you need to investigate the probability that there is NO correlation and that this observed 
difference is purely due to random factors.

However, if you were to toss a coin 20 times 
– how many times would you expect it to 
land on ‘heads’? On average you might 
expect 10 heads and 10 tails but the reality 
is that there will be a range of results. Getting 
14 heads and 6 tails is within the normal 
range of outcomes and does not lead you 
to think that the coin is weighted or biased 
in anyway. Usually a result is considered to 
be statistically significant if there is less than 
a 5% probability of it occurring by chance. 
In the above example this requires a ratio 
of 15:5.Therefore this case may suggest 
engagement with Leading for the Future 
leads to improved school performance 
but it is not proven to any acceptable level 
of statistical significance without further 
evidence.

Strategic Support Units



13

Causality
Often inexperienced researchers conclude that there is a causal link between variables 
when the quantitative data only demonstrates correlation. Taking the example of 
School Principals engaged with Leading for the Future, even if improvement in school 
performance is statistically significant, it cannot be claimed that this is because of the 
programme. If School Principals have self-selected to undertake study of the distance 
learning materials thoroughly and to complete all the Implementation Tasks, then it is 
quite plausible that they are more motivated to improve the performance of their school 
and that their motivation is the key factor rather than being involved with LftF.

Research has shown that people who are learning English as an additional language 
and watch BBC and American television programmes regularly have significantly better English 
language skills than those who do not watch English language television programmes regularly. 
This may mean that watching English language television programmes improves their 
English, but it might also mean that these people watch more English language television 
because their English is better. The relationship between cause and effect can only be 
proven if there is a clear time sequence. In this case we would need to be sure that the 
improvement in language skills came after watching English language television regularly.

Another error is to assume a causal relationship when in fact there is a third factor which 
correlates with each of the other two. Research evidence can demonstrate that children who 
learn a musical instrument perform better at school than those who don’t. However it is quite 
possible that each of these variables correlates with a third one, that of socio-economic status. 
As a result it would be invalid to conclude that taking up a musical instrument with directly 
lead to higher academic achievement.

If you are aware of possible external factors, then they can be accounted for by using 
control groups. These are groups that have the same characteristics as the research sample, 
but who are purposefully prevented from experiencing the same phenomenon. For example: 
parallel classes could be used in a study to research the effect of assessment for learning 
on student achievement. One class are trained to be self-evaluative and to mark their 
own work against clear success criteria; the other class are not given success criteria or 
support to develop as self-evaluative learners. The classes receive the same teaching 
and the progress and achievement of each of the classes is compared overtime. If the 
class using self-evaluative methods makes more progress and achieves better outcomes, 
we have some evidence that assessment for learning has a positive impact on learning. 
However in an educational context there are ethical considerations around withholding 
student access to techniques and resources which may improve learning.

Unit 1: Strategic leadership
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Qualitative methods
The main aim of qualitative research is to discover how research subjects or participants 
feel about their lived experiences. This type of research often begins with a perception, 
question or just an instinctive feeling on the part of the researcher rather than with a 
hypothesis to be tested. Research questions aim to reveal wide social perceptions and are 
therefore broad and exploratory in nature. Emphasis is given to how participants express 
themselves in their response. 

As qualitative research seeks to understand in-depth, the perception and experience of 
a phenomenon from a participant’s view point, the sample size is significantly smaller 
that for quantitative studies. Participants are drawn from the group under study and their 
views are contextualised. As the data gathered in this way is subjective, the results are 
not necessarily extendable to the whole population, but can provide insight into how 
members of the group under study feel about the phenomenon in question.

For example: A researcher might pose a series of questions about leadership in schools 
in the form of a questionnaire and follow the completion of the questionnaire with a 
series of interviews.

Qualitative research demands a high level of trust between participant and researcher. It 
is also a reflexive process in which the researcher needs to reflect on their own role in 
the research and on how their choice of research methods has impacted on results and 
their role in interpreting meaning. Reflexivity allows the researcher to justify and defend their 
stance and should provide the rigour for the work. Qualitative research recognises that there 
is no single truth that can provide an explanation, rather the interest lies in understanding 
and making sense of the sometimes partial and always subjective view of the participant 
about a particular phenomenon at a particular point in time.

Qualitative research methods include interviews, observation and participation, the 

Strategic Support Units
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collection of written data including questionnaires, researcher and participant journals.

Interviews
Interviews are probably the widely used method for data gathering. Open ended interviews 
are a useful method of providing an in depth insight into a participant’s feelings or experiences. 
Interviews provide the opportunity for conversation to develop and for the participant to 
express their point of view. However, interviews can present a challenge for the researcher 
in terms of ensuring that the participant says what they mean and means what they say. 
A further challenge is presented to the researcher in terms of reporting without bias exactly 
what is said. The researcher will need to guarantee confidentiality and agree with the 
participant about the extent of analysis and interpretation of the collated information.

Observation and participation
Observation often requires longer term presence of the researcher and a degree of 
immersion in the field of study. For example, a researcher may spend time in a group of 
schools observing and participating in teaching and learning or leadership activities to 
more fully understand what is really going on in the organisations.

Mixed methods
Researchers often use different data sources and research methods to combine a more 
accurate account of the phenomena under study. At a practical level there are benefits 
of combining the strengths of alternative methods to produce a fuller, deeper picture.

A combination of methods can greatly enhance the value of the research finding. Quantitative 
and qualitative studies provide answers to different questions.

QUANTITATIVE  
rEsEArch 

provides 
information 

about WhAT and 
hOW MUch

QUALITATIVE  
rEsEArch 

provides 
information 

about WhY and 
hOW

Unit 1: Strategic leadership
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Generally there are three ways in which research methods can be combined:

1. Triangulation refers to the simultaneous collection of qualitative and quantitative 
data in order to compare the findings to check if they validate each other

2. An exploratory design collects qualitative data and uses the findings to inform 
a quantitative enquiry. This data is then used to validate or extend the qualitative 
findings.

3. In an explanatory design, a quantitative enquiry might produce findings which are 
the investigated using qualitative methods. This data then provides insight into the 
causes of the relationship identified in the quantitative study.

Conclusion
Reading and interpreting research findings and undertaking your own research and 
enquiry studies are an integral part of your role in the new Strategic Units in your Field. 
It is essential that research is conducted in a manner which is methodologically, and 
ethically, sound. Research outputs and findings must stand the test of peer review and 
public scrutiny. Researchers must be able to justify the rationale and methodology they 
have selected and not just have used the easiest or most convenient.

If using quantitative methods it is essential that the sample is both large enough and 
representative of the population and that conclusions drawn from the data are valid 
and statistically significant. Qualitative methods on the other hand, can give powerful 
insight into human behaviour but do not claim to produce results that can be extended 
to the rest of the population. Consequently a mixed methods approach, combining the 
strengths of different approaches can enhance the validity and findings.

Self-reflection:

Which topics or areas of practice interest you?

What do you think are your strengths in research methodology?

Which skills do you need to develop before you undertake a research project or an enquiry 
within your Strategic Unit.

Online activity:

There are several websites offering information and resources to help you plan a research 
project. Have a look at these online resources.   

http://www.palgrave.com/studentstudyskills/page/choosing-appropriate-re-
search-methodologies/

http://www.ncrm.ac.uk/

Strategic Support Units
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Resources:

You may like to read the Bradford University booklet “An Introduction to Research and 
Research Methods”and Research Methods” available on http://www.ssu.unrwa.org/

Learning Log:

Keep a record of any areas of particular professional interest or research questions which 
occur to you. Use your Learning Log to start to plan a research project or enquiry.

Links:

In Unit 5, Leadership for School Improvement, we will explore how to pose good research 
questions and look at a case study about a successful research project.

C. Futures thinking and visioning

As a member of a Strategic Unit, your role in implementing the UNRWA Education Reform 
and striving for quality, inclusive, equitable education for all, requires you to provide 
leadership for change. You must be able to communicate clearly why change is needed 
and present a compelling vision for a better future. You will also need to engage team 
members and other key players in strategy development and implementation.

Self-reflection:

Look carefully at the following characteristics of Strategic Leaders and consider your 
strategic behaviours and how you might need to further develop your skills to persuade 
others to change.

According to Davies, Davies and Ellison (Success and Sustainability: Developing the 
Strategically Focused School, NCSL, 2006), strategic leaders display certain characteristics:

Use these statements to reflect on your leadership. Make notes in the boxes about 
any evidence you could use to demonstrate your successful leadership.

Unit 1: Strategic leadership
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 ● They challenge and question; they have a dissatisfaction or restlessness with 
the present. (They constantly challenge the status quo – the existing way of doing 
things. They are conscious of the organisation not ‘cruising’ or ‘strolling’. While ensuring 
best current practice is recognised and celebrated, they are forward looking and 
‘futures-orientated’. They embrace change and new thinking, see challenges rather 
than problems, and ask, ‘Is this as good as it could be?’

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

 ● They prioritise their own strategic thinking and learning, and build new mental 
models to frame their own and others’ thinking. (They see the importance of 
new knowledge and understanding and recognise the power of reflective practice. 
They create time and space for thinking, generating ideas and engaging in their 
own professional learning.)

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________ 

____________________________________________________________________________________

 ● They display strategic wisdom based on a clear value system. (They keep in close 
touch with their moral purpose and the overall aims of the education programme. 
They think creatively, analytically and practically, and they engage with others in 
the process of finding solutions and possibilities to fulfill their morally purposeful 
vision for the future.)

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

Strategic Support Units
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 ● They have powerful personal and professional networks. (They scan their horizons 
locally, nationally and internationally to learn and share. They join and contribute to 
clusters, groups and networks focused on learning. They probably have both real 
and virtual networks, such as Associations of Schools, Twitter, Linkedin.)

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

Links:

Read and work through the activities in Leading for the Future, Module 1, Unit 1.4, Setting 
and sharing your vision. These materials will provide practical techniques for you to create 
and communicate a compelling vision for the future.

 ● They have high-quality personal and interpersonal skills. (They reflect on ‘How 
it feels to be led by me’ and ensure their leadership is inspiring, motivational and 
futures-focused for all staff.)

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

Unit 1: Strategic leadership
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Self-reflection:

Now complete this self-reflective activity to check how strategically you are thinking and 
planning. It would be useful to consider these prompt questions together with colleagues 
as you plan programmes within and across the Strategic Units. 

Are you thinking and planning strategically?

1. Who is involved in the process of creating the programme plan within your 
Strategic Unit?

Me A wide range of 
stakeholders including 
other Strategic Units 
staff, AEOs, ES, SP

2. Who takes the lead in your planning process?

Me Leadership is shared
with other staff in the 

Strategic Units

3. What is the scope of your programme planning?

The main focus is 
current projects

Planning addresses 
student outcomes
across the Field

4. How is the improvement of student outcomes integrated into your planning?

The planning does not 
address teachers’ Knowledge, 

understanding and skills

Improving teachers’ 
performance underpins

 the plan

5. How does the plan support inclusion and equity?

Inclusion and equity 
are implicit

Inclusion and equity 
are explicit

Strategic Support Units
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6. What type of objectives are set?

Objectives are mostly 
descriptive

Clear outcomes and 
success criteria are 

identified for each activity

7. To what extent are outcomes evidenced?

Student attainment
is the sole 
measure

Progress and improvement 
and wider measures 

of success eg teacher 
morale, cpd are evidenced

8. How does feedback inform future planning?

There is an end 
of project review

There is an ongoing 
and continuous cycle 

of self-evaluation and monitoring

9. How are your vision and your planning linked?

Plans cover one year Plans articulate a 
5 year vision and detailed 
1,2 and 3 year planning

Unit 1: Strategic leadership
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D. Strategic planning formats

There are several useful and appropriate formats to support strategic planning activities. Some 
of these are shown over the next pages. These formats are all available in electronic form to 
enable flexible use through the following link http://www.ssu.unrwa.org/

Strategic planning format 1 
This is a well-tried and tested planning format requiring detailed information about 
responsibility, resources and most importantly, monitoring and evaluation.

Tips for effective use:
 ● ensure the Strategic Objective is clearly articulated and that it relates to outcomes

 ● use other people and other planning tools (see the Change Toolkit from Leading for 
the Future) to generate and clarify the Intended Outcomes

 ● make sure the Intended Outcomes are related to school and student performance

 ● all entries in the Action column should start with a verb eg design, communicate, 
provide, create, develop etc

 ● each entry in the Action column must have associated Success Criteria which describes 
in rich language what will happen, how stakeholders will react, gains in knowledge, 
skills and understanding etc

 ● people who are responsible and involved in the implementation of the strategic 
change should be named in the plan clear dates and deadlines should be entered 
into the Timing column

 ● all resources required and to be utilised should be identified and costed where possible

 ● the monitoring activities should be planned and noted, clearly identifying what will 
be monitored, how monitoring will take place, who will undertake the monitoring 
and when it will happen throughout the project implementation

 ● the impact evaluation activities should also be clearly identified with appropriate 
dates (these will be at an appropriate time to allow changes to have an impact), 
responsibilities and actions

 ● its is useful to use this plan as a working and dynamic document to track project 
activities by highlighting and annotating the document

 ● displaying the plan on a noticeboard or office wall and help keep people informed 
about progress towards the objectives and outcomes

Strategic Support Units
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Example of Strategic Planning Format 2 Straight Line Plan

Planning format 2 

(See pages 39 and 40 of the LftF Change Toolkit)

This Strategic planning format provides a very useful overview of the priorities and projects 
in progress for an organisation or unit. Using a planning format of this type enables the 
members of the team to see at a glance the progress and key points for all the main activities 
of the unit. An essential principle of this type of planning format is that the plan works 
backwards. We start at the end date with the outcomes and success criteria and work 
backwards from the identified finish date for each priority.

Tips for effective use:
 ● each priority or project has a dedicated line on the plan

 ● it is essential that the outcomes and success criteria for each priority or project are 
identified first and entered in the end date box

 ● it is useful to use the Thinking/Feeling/Doing/Saying Visioning Tool to identify rich 
information about outcomes and criteria for success (See Pages 36, 37 and 38 of 
the LftF Change Toolkit)

 ● once the outcomes and success criteria have been entered, we need to identify 
the key milestones in the project eg report publication, workshop etc and place 
these on the timeline

 ● consideration must be given to the activities essential for the effective delivery of 
the key milestones and these should be identified and added to the timeline eg if 
a workshop is a key milestone – invitations to participants, venue booking, design 
of workshop programme etc need to be identified as actions and added to the plan

 ● dates for review at appropriate intervals should be added

 ● as each line of the plan is developed, it will be necessary to consider the timing 
of implementation of multiple projects and adjustments may need to be made
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Links:

There are useful materials and information about leading and planning strategically in 
LftF Module 1, Being a Leader, Unit 1.6, Thinking and planning strategically and in the 
LftF Change Toolkit.

Self-reflection / Learning Log:

How strategically do you think and plan?

Using your Learning Log to capture your thoughts and ideas, consider the following prompts.

 ● Identify an example of when you have systematically thought through a problem or 
issue to find the best solution.

 ● How have you integrated and analysed data from different sources to identify key 
issues and develop practical solutions?

 ● List evidence of how you have considered different perspectives and situations 
when you are facing a challenge or an issue. (For example  - how might  different 
groups of people react to a published league table of individual school performance?)

In the next unit we will consider the instigation and implementation of change and the 
importance of making coherence for the people affected.
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Unit 2: Personal leadership

In this Unit we will explore your personal effectiveness and personal leadership. Successful 
leaders deploy a wide range of skills to ensure they build a culture for learning and 
development. They consciously consider how they make others feel, they are in touch with 
their emotional intelligence and they recognise the importance of effective communication 
with all colleagues. 

There will be activities and tasks to deepen your understanding of yourself and your 
interactions with colleagues. You will have the opportunity to reflect on your current 
performance and practice and to extend and develop your personal effectiveness.

In addition to effective skills, we need to understand the qualities and personal attributes 
which make some leaders more successful in achieving the desired outcomes. Such 
qualities include a positive and enthusiastic outlook, integrity, respect, empathy and 
resilience. We will look in more detail at these qualities as we explore the knowledge 
and skills of personal effectiveness and develop your confidence and competence in 
this essential domain.

Competency Domain 2: Personal leadership
Effective leaders are confident and optimistic. They are prepared to make difficult decisions 
and see things through to completion. They inspire trust and confidence in others. Their 
self-awareness, ability to manage their own feelings and behaviour and willingness to 
learn from experience enables them to be resilient and tenacious.

Practical knowledge, understanding and skills to be covered in Unit 2:

Decision-making Questioning skills

Compromise skills Emotional intelligence

Self-reflection Feedback skills

Body language Influencing skills

Listening skills Managing disagreement

Building a learning culture Report writing 
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A. Decision-making skills

Decision-making is a key skill in any workplace and particularly important if you want to 
an effective leader.

In its simplest sense “decision-making is the act of choosing between two or more 
courses of action.” However we must remember that there may not always be a “correct” 
decision among the available choices.

There may have been a better choice that has not been considered, or the right information 
may not have been available at the time. It is helpful to keep a record of all important 
decisions and the reasons why and how these decisions were made, so that improvements 
can be made in the future.

There are many decision-making models and processes available, let’s have a look at some 
of these and some principles for effective and ethical methods. 

A systematic approach to decision-making:

1. Create a constructive and positive environment (establish the objective, agree on the 
process, involve the right people, allow voices to be heard, make sure you are asking 
the right question, think widely and creatively)

2. Generate good alternatives (use brainstorming or other group-thinking tools to 
generate alternatives)

3. Explore the alternatives (use a risk analysis, consider the consequences of each, force 
field analysis, cost-benefit analysis)

4. Choose the best alternative (decision matrix analysis, paired comparisons, voting)

5. Check your decision (test any assumptions, reflect on possible errors, use a blindspot 
analysis)

6. Communicate your decision and move to action (explain it clearly to those involved, 
create a shared vision for the change, make a plan and begin implementation)

Links:

Many of the programmes and policies of the Education Reform Strategy have information 
about decision making processes. There are useful tools for decision making in the Leading 
for the Future Change Toolkit. Have a look at the SWOT Analysis on page 25 and the 
Prioritisation Matrix on page 31.

There are several other useful tools in the LftF Change Toolkit to help you explore issues, 
deepen your understanding of situations and to identify possible solutions as part of a 
decision making process.
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Case Study – a difficult decision 

Yassar Dajani is a recently appointed member 
of the Strategic Support Staff Team. As part 
of his induction and role preparation, he 
completed an analysis of the MLA Report for his 
Field. He was concerned about the performance 
of many of the schools. He felt strongly that all 
staff in all schools in the Field should be aware 
of the individual performance of all schools 
and he proposed that a detailed League Table 
should be prepared and made available to all 
teachers and parents.

Yassar was aware that this could be very 
difficult for the lowest performing schools and 
that potentially this information could be very 
damaging. He could also see that it might 
challenge and motivate schools to learn from 
more successful teachers and leaders and to 
improve outcomes for students.

He decided to use a systematic approach to making a decision.

1. Create a constructive environment
Yassar invited members of the Strategic Support Staff Team to a meeting to discuss the 
issue of publishing League Tables for School Performance. He asked his colleagues to think 
about possibilities and issues around this matter and to come to the meeting ready to 
engage with the process of considering options. Yassar made it very clear that he would 
value their input and ideas to enable him to make the best decision.

2. Generate good alternatives
The group were asked to engage with a Brainstorming Activity to generate ideas for 
alternatives to a published League Table to all teachers and parents.

Six main alternatives were generated:

 ● No League Tables to be created

 ● League Tables used only by Strategic Support Staff in the Field Office

 ● League Tables shared with Area Education Officers and Education Specialists

 ● League Tables shared with Area Education Officers, Education Specialists and 
School Principals

 ● League Tables shared with School Principals and all teachers

 ● League Tables shared with all teachers and parents and community groups
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3. Explore the alternatives
The group felt that they had identified a good selection of alternatives which they 
explored in turn to evaluate the feasibility, risks and implications of each choice. They 
used a Risk-Analysis and a Cost-Benefit Analysis to determine if the risks and costs 
were greater than the benefits and positive effects of publishing League Tables for 
school performance.

The Cost-Benefit Analysis for the fifth option (League Tables shared with SPs and all teachers) 
completed by the group:

Costs Benefits

Some School Principals may feel threatened

School Principals and teachers may feel 
demoralised

Some School Principals and teachers may 
blame students, parents and the community 
for poor performance

School Principals and teachers in high per-
forming schools may become complacent

Parents may take their children away from 
lower performing schools and send them 
to the higher performing schools

Lower performing schools may suffer from 
falling student numbers

Teachers may want to leave lower performing 
schools and work in the higher performing 
schools

All School Principals and all teachers will 
be aware of how well they are performing 
compared to other schools

Principals of the lower performing schools 
will be able to identify schools in similar 
circumstances which are performing better 
and collaborate with them for professional 
development

Principals of the higher performing schools 
could act as mentors for the Principals of 
the lower performing schools

Parents will know how well each school 
is performing and will be able to make 
informed decisions

Open competition may be motivating for 
all schools

4. Choose the best alternative
When the group had completed the Cost-Benefit Analysis for each of the six options, 
they needed to make a choice. They used a Decision Matrix Analysis to help them to 
compare each alternative.
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Alternatives Costs Benefits

1. No league tables 8 0

2. SSS in Field office 8 1

3. AEO ES 6 2

4. AEO, ES, SP 6 7

5. SP and teachers 6 5

6. Teachers, parents etc 8 1

The option with more benefits than costs was the fourth alternative – Send the League 
Tables to Area Education Officers, Education Specialists and School Principals.

5. Check the decision
The group had put a lot of effort and hard work into evaluating the alternatives and deciding 
on the best way forward. To ensure that the process had been thorough and that no errors 
of judgement had crept in, the group applied the techniques of Blindspot Analysis to 
check their decision was the best alternative. They posed questions to check if they had 
made any invalid assumptions, used “tunnel vision” (only focussing on what was in front 
of them), been over confident or “jumped” to any conclusions without sound reasons. 
This step drew on the intuition of the group members as they quietly and methodically 
tested their assumptions and decision against their own experience and reviewed any 
doubts that group members expressed.

Some of the questions the group posed and reflected on:

 ● Will SPs be interested in the performance of others schools?

 ● How will SPs identify schools similar to their own school?

 ● How will SPs of lower performing schools feel about being mentored by the SP of 
a higher performing school?

 ● What do we need to do to limit SPs “blaming” their students and parents for poor 
performance?

 ● Should we consider moving the SPs from the higher performing schools to the 
schools with lower performance?

 ● How can we ensure that SPs of schools with poor performance feel supported 
rather than “picked on”?
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6. Communicate your decision, and take action
Satisfied that the group had helped him to make the best decision possible, Yassar thanked 
the group for their input and promised to bring an outline plan of action to their next 
meeting. The decision reached by the group was not Yassar’s favoured option however 
he felt confident and comfortable that the best alternative had been chosen at this time.

At the next meeting the group worked together on an Implementation Plan and 
Communication Strategy to create and circulate a Final League Table of School Performance 
to Area Education Officers, Education Specialist and School Principals. The group focused on 
the concerns and costs identified in the decision making process for the chosen alternative 
and planned carefully to minimise their possible negative impact.

As a final check on the decision making process, Yassar applied a brief test to consider the 
ethics underpinning the process. He took time to reflect on and address the following 
questions from a Test for Ethical Decision Making:

1. Transparency – am I happy to make my decision public – especially to the people 
affected by it?

2. Effect – have I fully considered the harmful effects of my decision and how to 
avoid them?

3. Fairness - would my decision be considered fair by everyone affected by it (consider 
all stakeholders)?

Online activity:

There are many different models and approaches to decision-making. Useful materials can 
be accessed on many websites. Go online and have a look at some of these websites to find 
resources to help you make good and ethical decisions.

http://businessballs.com/ - a really useful site packed full of ideas and techniques for 
effective teams, planning and decision making.

http://www.mindtools.com/ - this site has many tools, techniques and approaches to help 
leaders and teams implement change and develop their performance.

When you have a major or less significant decision to make, it is useful to apply some of 
the decision making techniques to improve the process. The ethical check which Yassar 
used in the Case Study should always be applied. Using these techniques and processes 
will improve the quality of your decision making and increase your confidence and skills.
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B. Developing self-reflection and self-awareness

Have you ever worked with someone who was very self-aware?

This person considered the needs and feelings of others, took responsibility for their mistakes, 
was humble about their strengths, never said thoughtless things and was deeply aware of 
how their words and actions affected others.

Self-awareness is one of the most 
important qualities for a leader 
and team member and developing 
self-awareness through self-reflection 
is important in both your professional 
and personal life. Highly effective 
people are self-aware. Self-awareness 
is an essential competence for the 
emotionally intelligent person.

Put simply, self-awareness is the ability to look inward, think deeply about your behaviour 
and consider how it aligns with your moral standards and values.

When your behaviour is out of alignment with your standards, you feel uncomfortable, 
unhappy and negative. In contrast, when your behaviour and values are aligned, you feel 
positive and self-confident. Being self-aware gives you a deeper understanding of your 
own attitudes, opinions and knowledge. Self-awareness is focused on the impact your 
emotions have on your behaviour and the impact your behaviour has on other people.

Research shows a strong link between self-awareness and high performance in managers. 
You will be more effective in your leadership and strategic support role when you understand 
your own internal state, as well as the emotions of your fellow team members and those 
people you are aiming to support.

When you are aware of your own strengths and weaknesses, you have the power to use 
your strengths intentionally and to manage and minimise your weaknesses. When you 
can admit you don’t know – and you have the humility to ask for help when you need 
it – you increase your credibility and build trust and respect from your colleagues.

Knowing your strengths and weaknesses is proven to have positive and long-term effects 
both your professional career and your personal health and happiness.

There are several ways to develop self-awareness and self-reflection. You need to understand 
that these strategies take time and effort, although you may well recognise some benefits 
very quickly.

Unit 2: Personal leadership



32

1. Know your strengths and weaknesses
Developing your self-awareness begins with understanding yourself- your personality, 
attitudes, what motivates you and how you relate to the world. 

Self-reflection / Learning Log:

Use the personal SWOT tool to build a better understanding of your strengths and 
weaknesses. Consider each of the prompt questions carefully and record your responses 
in your Learning Log.

A personal SWOT tool

• What do you do best?

• What other thing do you do well?

• What do your colleagues see as
   your strengths?

• What are your best personal
   resources?

• What could you be better at?

• What do others do better than you?

• What would your colleagues see
   as your weaknesses?

• Which personal resources do
   you need to improve?

• What opportunities are available
   to you?

• What other opportunities can
   you see?

• How could you use your strengths
   to open further opportunities?

• What threats do your weaknesses
   expose you to?

• What are your colleagues doing 

• Which might be competition for you?

• What threats could hold you back?
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When you have completed your personal SWOT, you may like to discuss it with a colleague 
to gain their impressions and perceptions of you. This could help you develop your 
self-awareness.

Research into effective people often focuses on five fundamental personality dimensions. 
These are:

 ● Close minded - Openness to new experiences

 ● Disorganised - Conscientiousness

 ● Introverted -Extraverted

 ● Disagreeable - Agreeableness

 ● Calm/relaxed – Nervous/highly-strung

If you would like to find out more about your own personality, you can take a simple 
test responding to a series of questions. If you answer openly and honestly, the results 
of the test will give you an insight into your personality type. You can rate someone else 
or ask someone else to rate your personality using this free online test. Your test results 
are delivered straight away to your laptop.

Online activity:

Take this online test to find out more about the five fundamental dimensions of your 
personality.

http://www.outofservice.com/bigfive

Learning Log:

Record your test results in your Learning Log. Consider asking a colleague to rate you 
using the same test and compare your results.
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2. Reflect on the impact you have
When you are self-aware, you understand how you instinctively think, connect with other 
people, communicate and make decisions. A useful way to develop your understanding 
of yourself, your behaviours and perceptions, is to keep a journal. You could use your 
Learning Log for this purpose.

Simply write about your day, the things you did, the emotions you experienced and 
expressed and the consequences of these. This helps you to understand more about 
yourself and your impact on other people. Later in this section, there are some practical 
tips and techniques to help you keep a reflective journal.

In addition to writing in a journal, it is useful to take a short break during your day – 5 or 
10 minute, less if you are really busy, and meditate - stop, sit quietly, perhaps with closed 
eyes and think deeply about your experiences, conversations, emotions, perceptions and 
your impact on other people. 

These prompts will help you to quickly focus on your emotions and impact.

 ● How are you feeling at this moment?

 ● What have you done so far today?

 ● What interactions have you had with others? 

 ● How did you feel during these interactions?

 ● What is going well today?

 ● Is there anything you would like to do differently/change/improve about today so far?

 ● How do you think you should move forward?

 ● What do you need to do to be calm, positive and focused on the rest of the day/
tomorrow?
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3. Focus on others
Self-aware and self-reflective people are conscious of how their words and actions influence 
others. We will be looking in more detail at Emotional Intelligence later in this Unit. 
Self-awareness is an essential competence for emotionally intelligent people.

Take time to consider carefully what you are saying and think about how it will affect 
the other person. If you find yourself communicating your stress, anger or frustration to 
others, stop immediately. Instead see if you can calmly find something positive to say 
about the situation. Take a few deep breaths or even walk away from the situation if you 
feel you can’t control your emotions. 

When you are able to be aware of and manage your own emotions it demonstrates that 
you care about others and their feelings. Showing humility is an important part of being 
emotionally aware. When you are self-effacing and humble, you focus your energy and 
attention on others and not on yourself. This helps to build respect and trust from and 
with your colleagues.

4. Ask for feedback
When you ask for feedback from others around you, it gives you the opportunity to see 
your behaviour from their point of view. It can also help you to recognise both weaknesses 
and strengths that you can’t see in yourself. Receiving open and honest feedback from 
colleagues can be a very powerful way of developing your own self-awareness. You will 
be able to understand how others see you and the impact your behaviours make on 
your colleagues. Effective feedback which promotes growth and development requires 
a culture of trust and respect to have the greatest impact.

Keeping a Journal or Learning Log for your personal professional development – developing 
yourself through reflection 

One simple, daily habit can enable you to become a better communicator, build your 
self-confidence, develop your self-awareness and help you learn from your mistakes. 
Keeping a reflective journal where you make a record of your thoughts, feelings and 
experiences on a regular basis. You can do this electronically, use a special dedicated 
book (buy and attractive notebook for the purpose) or use a section of your Learning Log. 
There are several electronic apps and formats you could utilise for example, Evernote, 
OhLife, iDoneThis, Penzu or DayOne. You could also keep a video or audio journal.
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Using a journal gives you the opportunity to reflect on your experiences and learning. 
Some of the benefits are:

 ● identifying any mistakes you may have made and reflecting on how to avoid them 
in the future;

 ● reviewing your learning and keeping it fresh in your mind;  

 ● developing critical thinking and problem-solving skills;  

 ● becoming more self-aware and emotionally mature;

 ● improving your communication skills; and 

 ● keeping track of your progress towards learning and professional goals.

It’s a good idea to use your journal as you work through the distance learning materials and 
activities included in this programme. Make notes about your learning when prompted 
to do so in these materials but also on a regular basis to record how you are applying 
your new knowledge and skills in the workplace. Combine your journal entries with a few 
moments of reflection about your experiences. If you can develop the habit of regularly 
using your journal to record your experiences, learning and interactions you will soon 
see the benefits in increased self-awareness and improved reflective practice.
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Case Study – developing as a reflective learner

Saha was excited by her new role as a member 
of the Strategic Support Staff Team. She 
was eager to engage with the professional 
development offered as part of the induction 
process and keen to maximise her learning from 
this opportunity. Recognising the potential 
benefits, she decided to try to keep a reflective 
professional development journal and to write 
about her experiences I her new role on a daily 
basis.

Saha chose a beautiful notebook rather than 
using an electronic format. The notebook was 
small enough to fit in her handbag so she could 
carry it everywhere throughout the day. She 
also bought a special pencil and some coloured 
pens and highlighters to use in her journal and 
made a commitment to herself to make an
entry every day. Although her daily schedule was really busy she aimed to find time 
at the end of the day, before bed to reflect on her experiences and learning.

Saha aimed to write for just five or ten minutes each session. She used a list of 
prompts to stimulate her thinking in a more structured way. She kept a copy of the 
prompts in the front of her notebook to help structure her reflection.

What to reflect and journal about:

● What has happened since your last entry?

● What events do you want to think about?

● What have you learned about today? 

● What small or quick wins have you had?

● What mistakes have you made?

● What difficult events have you experienced?

● What progress have you made towards your 

    major goals?

● If you could replay an interaction or event, 

    what would you do differently? Why?

● What are you grateful for?

● How are you feeling right now?

 Tips 

● Just let the words flow

● Be open and honest with yourself

● Use cognitive restructuring to 
    challenge unhappy thoughts

● Finish with the positives and 
    actions
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Saha knew it was important to focus not just on positives or just on mistakes or 
negatives but to make sure she reflected on and recorded all experiences. She 
established the habit of finishing each entry with achievements, small wins and 
things she felt positive and proud about. This final focus on the positives enabled 
her to boost her motivation and self-confidence. Gradually her self-efficacy and 
resilience increased and she felt significant benefits from her daily self-reflective time.

Online activity:

Go online and explore these exercises and resources to help you manage your negative 
thinking and focus on things you can do positively and differently.

http://psychology.tools/cognitive-restructuring.html

http://lifehacker.com/5980491/try-these-cognitive-restructuring-exercises-to-improve-
your-mood-and-reduce-stress

Self-reflection / Learning Log:

Remember to reflect regularly on your learning and professional performance. Start to 
make entries in your Learning Log daily if possible. This will help you to develop the skills 
for effective personal leadership and for managing your own professional development.

C. Body language and communication

Everyone understands that good communication is the foundation of any successful 
relationship – professional, social or personal. It is important to recognise though, that it 
is our non-verbal behaviours – the gestures we make, the way we sit, how fast or loud we 
speak, how close we stand, our facial expressions and our tone of voice – that may speak 
the loudest. Developing your ability to understand and use non-verbal communication, 
or body language, is a powerful tool that can help you to connect with other people, 
express what you really mean and build more effective relationships.

When we interact with others, we continuously give and receive wordless signals and 
messages. All of our non-verbal behaviours – the gestures we make, the way we sit, how 
fast or loudly we speak, how close we stand, how much eye contact we make – send 
strong messages to others. Even without words we can communicate “loud and clear” 
through our non-verbal signals.

If our communication through words and our body language is mixed, the listener has 
to choose whether to believe the verbal or non-verbal messages, and in most cases, they 
will choose the non-verbal because it is a natural, unconscious language that broadcasts 
our true feelings and intentions in any given moment.
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Sometimes the words we speak and what we communicate non-verbally are totally 
different. We may be speaking positively about being happy, however if we look sad or 
anxious or frustrated then the message received by others is very confused.

If you are keen to improve your communication skills, you will need to pay more attention 
to the non-verbal cues of others and develop greater awareness of the non-verbal messages 
you are giving.

Oral Communication

Sometimes the words we speak and what we communicate 
non-verbally are totally different. We may be speaking positively 
about being happy however if we look sad or anxious or frustrated 

then the message received by others is very confused.

7% of meaning is the words spoken

38%of meaning is the way words are said

55% is in body language
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Dr Edward G Wertheim has identified five roles for non-verbal cues in his book , “The 
Importance of Effective Communication”. These are:

 ● repetition – they can repeat the message the person is making verbally

 ● contradiction – they can contradict a  message the individual is trying to convey

 ● substitution – they can substitute for a verbal message eg a person’s eyes can often 
convey a more vivid message than their words do

 ● complementing – they may add to or complement a verbal message

 ● accenting – they may accent or underline a verbal message eg hitting the table 
with your closed fist to underline a message

Types of non-verbal communication:

 ● Facial expressions: the human face is extremely expressive and able to express 
countless emotions without saying a word. Across all cultures the facial expressions for 
happiness, fear, sadness, anger, surprise and disgust are easy to read and universal.

 ● Body movements and posture: consider how your perceptions of people are 
affected by the way they sit, walk, stand or hold their head. How do we “read” the 
signals given by slouching, folded arms, a head held high (or down), sitting bolt 
upright etc. 

 ● Gestures: we wave, point, beckon, show thumbs up and many more hand and 
arm movements we are arguing or speaking in an animated way. We often express 
ourselves with words and gestures with little awareness of the gestures and their 
impact on others. The meaning of gestures can be very different across cultures 
and regions so it is important to avoid misinterpretation.

 ● Eye contact: since the dominant sense for the majority of people is vision, eye 
contact is especially important in communication. The way you look at someone 
can communicate many things including interest, hostility, encouragement, 
disapproval. Eye contact is also essential for maintaining the flow of a conversation 
and gauging the other person’s response.

 ● Touch: we can communicate a great deal through touch. Consider the messages 
given by a weak handshake, a warm hug, a timid tap on the shoulder, a reassuring 
or congratulatory slap on the back, a patronising pat on the head or a controlling 
grip on your arm.

 ● Space: we all have a need for physical space, although that need varies depending 
on culture, the situation and the relationship. Some people can stand too close 
during a conversation and make the other person feel uncomfortable. The use of 
physical space can communicate sympathy, aggression, dominance and concern 
among many other messages.

 ● Voice: it is not always what we say but the way that it is said. The tone of voice, 
the volume, the timing and pace of what we say can be received more loudly than 
our words. The tone of voice can communicate sarcasm, anger, affection, concern, 
confidence or lack of confidence.
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Self-reflection / Learning Log:

How do you think others perceive your body language? Do you always consider your 
body language when communicating with others? What will you do differently to ensure 
your body language communicates your message effectively?

Record your self-reflections and proposed actions in your Learning Log.

Transactional analysis and communication
As you focus on ensuring that your communication with colleagues is always positive, it 
is helpful to understand the work of Eric Berne. The next section will introduce some of 
the main elements of his theory.

Transactional Analysis (TA) was described by Eric Berne in the 1950s and the famous 
‘parent adult child’ theory is still being used and developed today. Berne said that verbal 
communication, particularly face to face, is at the centre of human social relationships 
and psychoanalysis and when two people encounter each other a transaction takes place.

When someone speaks (the Agent) to another (The Respondent) the speaker is 
undertaking Transactional Stimulus and the reaction is called the Transaction Response. 
Transactional Analysis became the method of examining the transactions that occur. 
Most importantly, Berne also said that each person is made up of three alter ego states 
(your alter ego is your second self ), Parent, Adult and Child and these terms have specific 
definitions in TA which are different than in day to day language.

Parent (our ‘taught’ concept of life)
This is our ingrained voice of authority, absorbed conditioning, learning and attitudes 
from when we were young. We were conditioned by our actual parents, teachers, older 
people, neighbours, aunts and uncles and other authority figures. Our ‘Parent’ alter ego is 
made up of is made up of a huge number of hidden and overt recorded playbacks. Typi-
cally embodied by phrases and attitudes starting with ‘how to’, ‘under no circumstances’, 
always’ and ‘never forget’, ‘don’t lie, cheat, steal’, etc. Our Parent state is formed by external 
events and influences upon us as we grow through early childhood. We can change it, 
but this is easier said than done.

Child (our  ‘felt’ concept of life)
How we react to external events and how we feel about things that happen to us form 
“The Child”. Our feelings in response to events, conversations, situations can be extreme. 
We can experience feelings of anger, sadness, hurt, upset etc. If we allow such feelings to 
dominate us, then “The Child” is in control. We need to control our feelings, “Our Child” 
and be aware of their impact on our behaviours and performance. It is possible to control 
and change “Our Child” but this is not easy to do, just like “the Parent” state.

Links:

Look back at Leading for the Future, Unit 2.2, The Emotionally Intelligent Leader.
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Adult (our ‘Thought’ concept of life)
Our ‘Adult’ is our ability to think and determine action for ourselves, based on received 
data. The Adult in us begins to form at around 10 months of age, and is the means by 
which we keep our Parent and Child under control. If we are to change our Parent or Child 
we must do so through our Adult.

When we communicate, we are doing so from one of our own alter ego states, our Parent, 
our Adult or our Child. Our feelings at the time determine which one we use, and at any 
time something can trigger a shift from one state to another.

When we respond, we are doing this too from one of the three states and it is in the 
analysis of these stimuli and responses that the essence of TA can be found.

Physical Oral

Parent

angry or impatient body language 
or expressions, finger pointing, 
patronising gestures

always, never, for once and for all, 
judgemental words, critical words, 
patronising language, posturing 
language

Child

emotionally sad expressions, 
despair, temper tantrums, whining 
voice, rolling eyes, shrugging 
shoulders, teasing, delight, 
laughter, speaking behind hand, 
raising hand to speak, squirming, 
giggling

baby talk, I wish, I don’t know, I 
want, I don’t care, oh no, not again, 
things never go right for me, worst 
day of my life, bigger, biggest, 
best, many superlatives, words to 
impress

Adult

attentive, interested, straight 
forward, tilted head, non-
threatening, non-threatened, calm, 
focussed, good eye contact

why, what, where, when, who, 
how, how much, in what way, 
comparative expressions, reasoned 
statements, true, false, probably, 
possibility, I think, I see, I believe, in 
my opinion

At the core of Berne’s theory is the rule that effective transactions (i.e. successful 
communications) must be complementary. They must go back to the receiving ego state 
to the sending ego state. For example, if the stimulus is Parent to Child, the response must 
be Child to Parent or the transaction is ‘crossed’ and there will be a problem between 
sender and receiver.

If a crossed transaction occurs, there is an ineffective communication. Worse still either 
or both parties will be upset.

In order for the relationship to continue smoothly the Agent or the Respondent must 
rescue the situation with a complementary transaction.
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Complementary Transactions

 

In serious communication breakdowns, there is no chance of immediately resuming a 
discussion about the original subject matter. Attention is focused on the relationship. The 
discussion can only continue constructively when and if the relationship is mended.

It is also useful to remember that when you are trying to identify ego states; words are 
only a part of the story. To fully understand a transaction you need to see and feel what 
is being said as well.

Oral Communication

Parent Parent

Adult Adult

Child Child
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There is no general rule as to the effectiveness of any ego state in any given situation. 
Some people get results by being dictatorial (Parent to Child), or by having temper 
tantrums (Child to Parent), but for a balanced and positive approach, Adult to Adult is 
more effective. 

Transanctional Analysis is in effect, a language within a language; a language of true 
meaning, feeling and motive. It can help you in every situation, firstly through being able 
to understand more clearly what is going on, and secondly, by virtue of this knowledge, 
we give ourselves choices of what ego states to adopt, which signals to send and where 
to send them. This enables us to make the most of all our communications and therefore 
create, develop and maintain better professional (and personal) relationships. 

Online activity:

This is a very simple introduction to Transanctional Analysis. If you would like to explore 
this very useful theory you might like to look at the following online materials.

http://www.claudesteiner.com/ta.htm  A good source of information about the current 
uses of Transactional Analysis and communication

http://www.ericberne.com/transactional-analysis/  The official website of the psychologist 
Eric Berne, the creator of Transactional Analysis

Self-reflection / Learning Log:

In your Learning Log, record your self-reflection about Transactional Analysis. In most of 
your conversations, do you use your Child, Parent or Adult ego state? What can you do 
to ensure you stay in the Adult state?

D. Communication skills - listening skills, questioning skills, 
     feedback techniques and emotional intelligence

Listening is one of the key communication skills. How well you listen has a major impact 
on your role effectiveness and the quality of your relationships with colleagues and others. 
Research finds that we retain very little of what we hear –possibly at little as 5%. We 
retain more from a dialogue or discussion but most of us could benefit from improving 
the way we listen.

Another essential communication skill is that of asking the right questions. By using the 
right questions in a particular situation you can improve a whole range of communication 
skills e.g. you can gather better information, learn more, build stronger relationships and 
manage and develop people more effectively.
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Using techniques for giving feedback to others effectively can provide opportunities to 
develop your own communication skills and the skills of others. There are some generic 
techniques and approaches to giving feedback that work in a variety of situations. Ensuring 
positives and strengths are included together with the points for improvement and 
development is fundamental to giving feedback effectively. 

All communication skills can be improved by focusing on your emotional intelligence, 
and considering the impact of our own emotions on our behaviours and those of others.

In Leading for the Future, School Principals were provided with materials and resources to 
develop their communication skills for effective leadership. Work through the relevant 
Units in Modules 2 and 4 of the Leading for the Future Programme materials to help you 
to further develop your communication skills.

Links:

 ● Listening skills: Module 4, Unit 2, Coaching Skills

 ● Questioning skills: Module 4, Unit 2, Coaching Skills

 ● Giving feedback: Module 3, Unit 1, Observing and Improving T & L

 ● Emotional intelligence: Module 2, Unit 2, The Emotionally Intelligent Leader

Self-reflection / Learning Log:

 ● How effective are your skills of listening, questioning and giving feedback?

 ● How emotionally intelligent are you? In your Learning Log, record your successes 
and areas for improvement. What will you do to ensure your communication skills 
are highly professional and effective?

E. Report writing skills

In your new role as a member of the Strategic Support Staff Unit, you will be required to 
write reports on various projects and topics. Writing a report can seem daunting at first, 
but with a solid understanding of the generic structure and style used in producing clear 
and concise reports it can become a task which is straightforward to master. 

In this section we will explore report formats and look at the processes that will enable you 
to be a confident and capable report writer.
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Getting started
When all the hard work of gathering and analysing evidence for your research or project 
is done, you will need to write a final report. Actually getting started on the report can 
be difficult; many people procrastinate and can find lots of other things to do rather than 
actually start the report.

Report writing should not be a frantic activity carried out at the very end of a programme or 
research. Ideally it should be a process of various stages all of which should be recorded 
at the time they are completed. Your first drafts will almost certainly need to be revised 
(and in some cases completely rewritten) but the foundations of the report should have 
been laid at the programme planning stage.

Writing a report requires discipline and even experienced researchers and writers need 
to impose some sort of self-control to ensure the task is completed on time.

Here are some guidelines which may provide a starting point for working out your own 
writing plan:

1. Set deadlines: you will already have a set of deadlines and completion dates for 
different sections of the whole report in your original schedule, but plans and ideas 
change during a project. With the help of your Line Manager, set a deadline for the 
completion of your report and keep that date constantly in your mind.

2. Write regularly: many report writers find that it helps to keep regular hours and to 
work in the same place. Building up an association between writing and a particular 
place eases the difficulty of getting the report completed. Set a time each day if 
possible and aim never to miss a writing session.

3. Create a rhythm of work: writing sessions should be close enough to create a rhythm 
of work. Keep the momentum going.

4. Write up a section as soon as it is ready: some sections of your project or research 
report will be ready for writing up before others. Even if you need to edit a section 
completed earlier, you will appreciate having finished sections to drop into the final 
document.

5. Stop at a point from which it is easy to resume writing: if you stop at a point where 
the next passage is difficult, it may discourage you from starting to write for the next 
session. It is better to stop at a point where the next session’s writing can get off to 
a good start.

6. Publicise your plan: tell colleagues and perhaps family and friends too about your 
timetable. They will support you and you will feel happier if you meet the deadlines 
and dates you have shared with them. 
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Structuring the report
The order of the sections of a report can vary, but most reports are organised into six 
main sections. These are:

PROBLEM needs, problems, issues and opportunities

SCOPE AND GOALS what specifically was covered, what goals did the project 
attempt to achieve?

SOLUTION what approach was identified to solve the problem and achieve 
the goals?

RESULTS what results did each task yield? 

CONCLUSIONS to what extent did the research, project achieve its intended 
goals?

RECOMMENDATIONS what steps and actions should now it taken? 

In slightly more detail a report should include:
1. Outline of the project, programme  or research including the problem and issue

2. An executive summary of the findings, conclusions and recommendations

3. Review of previous relevant work

4. Precise statement of the scope and aims of the programme, investigation or research

5. Description of the procedures, methods, samples of resources and tests of measures (if any)

6. Statement of the results associated with each task, activity

7. Discussion around the findings, results of the project/ programme activities and tasks

8. Summary and conclusions

9. Recommendations based on the main findings

10. Annexes including forms used, details of procedures (where relevant)

11. References 
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Links: 

There are sections in these materials looking at Research Skills in more detail. Look at 
Unit 2, Strategic Leadership Section A, Research Skills 1 and Unit 5, Leading for School 
Improvement, Section A Research Skills 2.

Self-reflection / Learning Log:

How effective are your report writing skills? Make notes in your Learning Log to help you 
develop report writing techniques for the future.
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Unit 3: Organisational leadership

In this Unit we will explore how effective UNRWA leaders drive improvement across their 
Field and the Agency as a whole and do all they can to ensure everything supports that 
improvement. Effective leaders make sure that everyone understands the vision and 
their part in making it happen. They are not afraid to challenge poor performance whilst 
maintaining good working relationships.

In order to drive improvement, they provide a clear sense of direction and purpose, 
modelling the behaviour and attitudes necessary to develop the culture of the Agency 
and enable the securement of its long term objectives.

They expect members of the team to have high aspirations for themselves and the organisation 
and refuse to compromise if that is not the case. Effective leaders are able to use constructive 
and appropriate methods to challenge members of the organisation to model agreed 
values and behaviours in order to deliver the agreed results.

Competency Domain 3: Organisational leadership:

In your new role as Coordinator or Head in one of the Strategic Units, you will be expected 
to be at the forefront of understanding and embracing new developments and ways 
of working. Your focus will be on improving outcomes for children through a strategic 
approach to improving schools. You will be expected to drive improvement and hold 
others to account in order to achieve the identified long term objectives of the Agency.

Practical knowledge, understanding and skills to be covered in Unit 3:

Vision linked to outcomes Setting clear priorities

Making  sense and coherence from 
complexity

Performance management and 
outcomes based accountability

Risk management
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A. Vision linked to outcomes

A well-crafted and compelling vision, written clearly and succinctly, can be truly inspirational. 
Leaders may change, but an effective vision helps people to focus on what is important 
and understand why things are done in the way that they are.

Yasser goes to work each day, full of enthusiasm and 
conviction. His organisation’s vision and values are his 
vision and values, and he is dedicated to what it is trying 
to achieve. He loves what he does. He’s happy to come 
into work, and always give of his best. This is because he 

knows it makes a difference.

A vision statement:

 ● Defines an organisation’s ambition – what it wants to be, or to achieve in the next 
five, ten or even more years;

 ● Acts as the “moral compass” or the “North star” – so that everyone who works for the 
organisation understands their contribution to its future success.

Defining an organisation’s Vision is not always easy. Kouzes and Posner wrote an article 
about this challenge for Harvard Business Review, “To Lead, Create a Shared Vision.” They 
found that one of the things leaders struggle with the most is communicating an image 
of the future that draws others in - that speaks to what others see and feel. Kouzes and 
Posner’s suggest that being forward-looking, envisioning exciting possibilities and 
enlisting others in a shared view of the future, is the attribute that most distinguishes 
leaders from non-leaders.

Online activity:

Watch this short video “How to create a vision statement that inspires” presented by 
Erica Olse on the website: http://www.ssu.unrwa.org/

Links: 

Look back at Leading for the Future, Module 1, Being a leader, Unit 1.4, Setting and sharing 
your vision. You will find tools and techniques to help you create and communicate a shared 
vision for the programme and its initiatives that you are leading.

Effective educational leaders share their “dream” about a future in which all children 
receive high quality education and achieve the best outcomes that they can. They make 
sure that everyone understands what the most important outcomes are for children 
in order to:
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 ● Align and coordinate the activity of everyone who has a role to play in achieving 
them;

 ● Monitor and report how the education system is helping to improve the lives 
and well-being of children and young people.

What is an outcome?
People have talked about outcomes for a long time. However, they don’t always mean the 
same thing when they do so. It is important to make sure that everyone in the programme 
understands that an outcome is the end result that it is trying to achieve – in this case 
how children will benefit as a result of the education they receive.

When we look at models to develop organisations and outcomes, it is useful to identify 
two main types of outcome:

 ● Population outcomes – for all the children and young people across the Field. 
Improving population-level outcomes requires sustained and concerted action 
from many agencies and stakeholders working together in partnership. 

 ● Performance outcomes – for the children, young people in a school or with 
whom a particular service works. 

Online activity:

http://www.unrwa.org/what-we-do/education - the main UNRWA website communicating 
what the Agency does and aims to achieve:

The UNRWA website identifies the Population outcome as:

“We provide assistance and protection for some 5 million registered 
Palestinian Refugees to help them achieve their full potential in 

human development.”

The UNRWA Mid Term Strategy 2016-2021 (available on the UNRWA website) identifies 
the Strategic Objective as:

“School-aged children complete quality, equitable and inclusive basic 
education.”

This will be delivered through:

 ● Quality learning in conducive learning environment for all students

 ● Inclusive access ensured

 ● Equitable education ensured
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What is a mission statement
A Mission statement is written for a shorter timeframe than a vision statement, perhaps 
one-three years. It defines the organisation’s core purpose and helps to explain:

A mission statement is best when it is captured in one or two short sentences. Like the 
vision everyone who works for an organisation should know and be able to articulate the 
mission statement. Understanding the mission gives employees a better perspective on 
how their job contributes to its achievement, which can increase engagement, retention, 
and productivity. A clearly defined mission statement also helps employees understand 
things like organisational changes and the way in which resources are allocated, thereby 
limiting resistance and conflict within the workplace.

B. Setting clear priorities

Once you have considered and defined your vision and mission, the next step is to be 
clear about your priorities. 

“If you have ten priorities, you are not understanding the word priority.”

Identifying and communicating your strategic priorities clearly is a key skill for the 
effective strategic leader. By clearly articulating the.......
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.... through a vision for a better future, a focussed mission statement and clear priorities, 
the effective strategic leader can enable all members of the Unit team to make sense 
and coherence of the complexity of the agency’s work.

Professor Michael Fullan, in his book “Leading in a culture of change”, identifies making 
coherence as one of the five key activities for the effective educational leader.

Look at this extract from the Leading for the Future Change Toolkit. In this model Professor 
Fullan identifies the importance of leadership skills and actions which enable leaders to 
make coherence of the complexity of an educational system.

Professor Michael Fullan, from Ontario University, created this model for school 
leaders who are concerned with leading and managing change.

More good things happen, 
fewer bad things happen

Commitment
(external and internal)

Enthusiasm
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Leadership qualities:

Leaders must be ENTHUSIASTIC, ENERGETIC and demonstrate HOPE.

 ● Leaders who lack enthusiasm for the success and high performance of their 
school will not inspire or motivate others. 

 ● Leaders who have low energy or are lazy will not provide a positive role model 
for staff and students.

 ● Leaders who are without hope for a better future and greater success will not 
find positive solutions.

Leadership actions:

Leaders must keep in tune with their MORAL PURPOSE, understand how to LEAD 
AND MANAGE CHANGE, maintain effective RELATIONSHIPS, find ways to CREATE 
AND SHARE KNOWLEDGE and ensure they make COHERENCE of the expectations 
and priorities for all members of the school community.

 ● Leaders must always act in accordance with their MORAL PURPOSE - with the 
intention of making a positive difference to the lives of others.

 ● Leaders need to understand that many people resist change – most  people like 
to stay within their comfort zone doing what they are confident about and not 
risk trying new things in case they make a mistake or fail (See Unit 1.1 Leadership 
v management the section about Growth Mindsets and Unit 2.2 The emotionally 
intelligent leader the section about comfort zones). Successful leaders need to 
UNDERSTAND HOW TO LEAD AND MANAGE CHANGE and how people react 
in situations where there is uncertainty.

 ● Leaders need to recognise that RELATIONSHIPS in any organisation are powerful. 
They can be powerfully right or powerfully wrong. The leader must maintain 
effective relationships with and between all members of the school community 
and ensure that the power of all relationships is positive and focused on the 
school’s vision and mission.

 ● Leaders should focus on CREATING AND SHARING KNOWLEDGE about teaching 
and learning in the school. How do the most successful teachers run their 
classrooms? What works best for different groups of students? The answers to 
questions like these should be shared so everyone understands how to provide 
high quality teaching and learning throughout the school.

 ● Leaders need to be very clear about current priorities. What are the main 
things we are all focusing on in our school and why? If everyone is clear about 
the priorities then we will have COHERENCE in our approach to change and 
development. Any school should only have one, two or three priorities (if you 
are working on ten priorities then you misunderstand the word priority) which 
you, as leader, have decided will make a  significant difference to the lives of 
your students and staff.
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Most people recognise that it is essential to identify a few, clear, “not-for-sale” priorities. 
There is no hard and fast rule about the exact number, but between three and five is a 
good guide.

The challenge for the strategic leader is to identify the key areas of activity that will ensure 
significant change and impact.

 “What do we need to focus our resources and energy on in order to make a significant 
difference?”

Here is a process or series of steps to help you focus on the significant priorities for your 
area of responsibility.

Step 1: Establish your vision, mission and strategic goals for your Unit or Activity.

Step 2: For each of the strategic goals ask yourself “What area of activity is essential to 
achieve this goal?” The answers to this question are your “possible priorities”.

To ensure you think widely and creatively about all possible types of priorities 
you can use the following analysis:

 ● Agency – these factors result from specific agency characteristics. These 
are the things the agency must do to remain true to the principles and aims.

 ● Environmental – these factors result from macro-environmental influences 
on an organisation. Things like the economy, funding, partners and 
technological advancements are included in this category.

 ● Strategic – these factors result from the specific humanitarian strategy 
underpinning the agency and its work. The way in which the agency 
choses to position themselves.

 ● Temporal – these factors result from the organisation’s internal forces. 
Specific barriers, challenges, directions and influences will determine 
these priorities.

Step 3: Evaluate the list of possible priorities to find the absolute essential elements 
for achieving success – these are your priorities. As you identify and evaluate 
possible priorities, you may uncover some new strategic objectives or more 
detailed objectives. You may need to re-define your mission, objectives and 
priorities.

Step 4: Identify how you will monitor and measure each of the priorities.

Step 5: Communicate your priorities along with other important elements of your 
Unit’s strategy.

Step 6: Keep monitoring, measuring impact and re-evaluating your priorities to ensure 
you keep progressing towards your vision.
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Links:

Look at the Leading for the Future Change Toolkit, pages 32 to 35, where you will find 
the Prioritisation Matrix. This tool will help you discuss with the team if your priorities 
are “Desirable” and “Doable”. The tool helps you to check the significance, moral purpose 
and practicality of your identified priorities for development.

Self-reflection / Learning Log:

In your Learning Log, make notes about the analysis of your strategic priorities for the 
development of the work of the Unit. 

 ● What are the strategic priorities for your Unit or Activity?

 ● How will you ensure all the staff in the Strategic Units (QA, CPD and Ass) know 
about and understand your priorities? 

 ● How will you monitor and measure the impact of these priorities?

C. Performance management 

There is strong and growing evidence from a variety of sources that improving the qual-
ity of performance of systems leaders and of education staff contributes to improving 
standards of educational achievement across the board.

Appraising and managing performance can play a positive role in improving staff quality 
and outputs. As a Coordinator or Head in one of the New Strategic Units you will be involved 
in Appraisal and Performance Management (APM).

You may be involved as a Reviewer or Line manager for other members of the Unit, or 
you may be only involved with relation to your own performance and development.

Whatever your role and involvement with APM, it is essential to understand the processes and 
procedures surrounding the UNRWA Appraisal and Performance Management System. 
Only when you are fully aware, involved and confident to use the processes and procedures 
will you understand and enjoy the benefits of APM.
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Appraisal and Performance Management  Cycle

 

Most APM cycles are one year in duration. In any successful APM cycle there are three clear stages:

 ● PLANNING – a formal meeting to clarify purpose, set objectives and associated 
performance criteria and to agree on any observation of work related activities, 
and the evidence that will be collected and presented to demonstrate objectives 
have been achieved. It is also essential to discuss and clarify details about the next 
two stages of the process. The review date must be set at this stage.

 ● MONITORING AND SUPPORT – the longest stage in the cycle. During this stage 
the Line Manager should keep close contact with the Reviewee through informal 
and more formal meetings. Any  support with professional development and 
collection of evidence, agreed at the PLANNING STAGE should now be provided. 
The Line Manager should ensure that the Reviewee is on track to achieve their 
agreed objectives and able to present appropriate and relevant evidence during 
the REVIEW meeting.

Planning

•	Objective	set

•	Any	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

•	Recommendations	for	pay	progression	
made	for	eligible	staff

•	No	surprises
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 ● REVIEWING – during the REVIEW meeting the Reviewee and the Line Manager 
discuss the overall performance of the Reviewee during the APM cycle. The 
Reviewee presents evidence to show achievement of or progress towards the 
agreed objectives set at the PLANNING stage. Together the Line Manager and the 
Reviewee discuss and decide whether the agreed objectives have been met. If there 
is disagreement about performance, more evidence may be presented.

In most cases, the Reviewee’s next objectives are identified in the REVIEW meeting which 
is held as Part One of a combined REVIEW and PLANNING meeting (Part Two).

Links:

In Module 4 of Leading for the Future there are three Units about appraising and managing 
performance. Look at Module 4, Unit 1, Appraising and managing performance, to remind 
yourself about the UNRWA systems and processes. In LftF Module 4, Unit 3, Appraiser Skills, 
you will find techniques and strategies to help you set and review clear objectives to develop 
professional performance. LftF Module 4, Unit 4, Challenging holding people to account, 
provides lots of practical ideas and tips for developing accountability in a positive way. You 
will also find the Unit on coaching skills very useful for engaging with the APM process. LftF 
Module 4, Unit 2, Coaching and questioning skills, provides practical insights into posing 
useful questions and improving your general coaching skills.

The materials from the Installation Manager Course also provide some essential knowledge 
and understanding for the successful implementation of the UNRWA APM process.

Self-reflection / Learning Log:

In your Learning Log, make notes about the essential elements of a successful APM system. 

Consider the benefits and challenges of being involved in APM and keep a record of your ideas.

Benefits of APM Challenges of APM
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D. Risk management

As a Coordinator or Head in one of the Strategic Units, you will be continually involved in 
the implementation of positive change. The key functions of your role involve activities 
which require preparation and planning for the successful implementation of change. 
Change often involves periods of uncertainty and confusion, even disruption. 

Have you ever been involved in a change activity where, with the benefit of hindsight, you 
realised that with more planning and preparation everything could have been implemented 
more smoothly, calmly and with less disruption?

Hindsight is great, but we can also use tools and techniques to help avoid problems and 
issues. With the right planning it is possible to spot problems before they arise so you can 
develop contingency plans to handle issues smoothly. This can make a huge difference 
to the running and implementation of your change activity.

What we need to do to ensure our activity plans are implemented as smoothly and successfully 
as possible, is to use tools and techniques to identify, assess and manage risk. This process is 
often referred to as Risk Analysis.

What is Risk Analysis?
Risk Analysis is a process that helps you to identify and manage potential problems 
that could undermine key agency change activities.

To carry out a Risk Analysis you must first identify the possible threats that you face, 
and then estimate the likelihood that these threats will materialise.

Risk Analysis can seem complicated and complex, but failure to apply its principles 
could mean that a key activity is delayed, unfinished or problematic.

Could you use Risk Analysis?
Risk Analysis is useful many situations:

 ● In the planning stage of activities to help you to anticipate and minimise possible 
problems;

 ● When you are deciding whether or not to implement a particular change;

 ● When you are improving process and systems in the Strategic Unit/ workplace;

 ● When you are preparing for events such as computer or technology failure, staff 
absence or natural disasters; and

 ● When you are planning for externally imposed changes to your Unit or working 
environment such as a change in location or policy.
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How to use Risk Analysis
First of all, fundamental to carrying out risk analysis is to ensure that the initiative or 
activity planned is in line with the strategic vision and complementary to other activities 
rather than duplicating or undermining what is already in place.

Here are the steps required for a thorough analysis of risks:

1. Identify threats
The first step in Risk Analysis is to identify the existing and possible threats that you might 
face. These can come from many different sources. They could include:

 ● Human – illness, absence, death or injury of a key individual

 ● Operational – disruption to supplies and operations, delay in materials being printed 
or distributed to schools

 ● Reputational – loss of colleague or employee confidence or damage to reputation 
in the Field or Agency

 ● Procedural – failure of accountability, internal systems or controls

 ● Project – going over budget, taking too long or experiencing issues with quality

 ● Financial – changes in exchange rates or non-availability of funding

 ● Technical – advances in technology or failure of technology systems

 ● Natural – weather, natural disasters or disease

 ● Political – changes in public opinion, agency policy or foreign influence

 ● Structural – physical dangers in the workplace which harm staff or technology or 
resources

Work through this list with your team and discuss which of these threats are relevant to 
your current situation and work. Think about the systems, processes and structure which 
you use or are planning to use – can you identify any vulnerabilities in them? You could 
use the SWOT analysis tool at this stage together with the list above.

Links:

In the Leading for the Future Change Toolkit there are explanations of the SWOT tool and 
tips for how to get the best from the tool when you use it with your team. Look at pages 
25 to 27 for information.

You could also ask the question “What if...?” to help you to explore possible future threats.

Identify as many threats as you can, even ones that seem unlikely at the current point in time.
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2. Estimate risk
When you have identified the threats and possible issues and problems you may face, 
you will need to calculate both the likelihood of these threats being realised and their 
possible impact.

Some people apply a formula at this stage to attach an estimated risk value to each possible 
threat/event. The formula is:

Risk Value = Probability of event x Cost of event

The cost of the event is not just financial cost but should include a full range of negative 
impacts to which you will need to apply a comparative value.

The extent to which you are able to complete a Risk Value exercise will depend on the 
scale of the activity plan and the time available. Try not to get involved with micro-detail. 
Ensure that the activity is useful and manageable without being too time consuming.

3. Identify all areas
Next, for each of the major areas identified, brainstorm all of the different elements that 
might be affected. For example if you have identified that other Units and Departments 
may be affected, list all of the Units and Departments in the Agency. If you are looking at 
systems and processes, first consider the processes in your team/office and move on to 
the Field processes and finally the Agency processes.

4. Evaluate Impacts
Make a list of all the groups of people and everything that will be affected for each threat. 
The next step is to work through the lists, identifying and noting the possible negative 
impact of each threat, followed by a prediction about how likely it is that the threat will 
materialise. Don’t rush this stage. Gather as much information as you can to enable the 
accurate estimate of the probability of an event occurring.

5. Manage the consequences
Now you will need to consider the following things:

 ● The actions you will take to mitigate the consequences you have identified

 ● How you will prepare the people affected so they will understand and support 
change rather than resisting it

 ● The contingency strategy needed to manage the situation should the risks and 
threats you have identified arise
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Remember that few things happen in isolation. The effects they cause can be lessened 
or increased by other things that are going on. When you are thinking about impacts, 
think about the context you are operating within and also think about how people may 
react to the change and work with it or against it.

Risk Analysis is a proven way of identifying and assessing factors that could negatively 
affect the success of a change activity. It allows you to examine risks that your team, Unit 
or the Agency may face and helps you to plan effectively for events and consequences.

Online activity:

Watch the video about Risk Management in which James Vesper demonstrate three tools 
useful in the process – Preliminary Risk Assessment; Failure, Mode, Effects Analysis and Fault 
Tree Analysis. http://www.ssu.unrwa.org/

Self-reflection / Learning Log:

In your Learning Log make notes about the benefits of Risk Analysis as a technique to 
improve the chance of change being successfully implemented. Remember to try risk 
assessment when you are planning your next activity.

E. Outcomes Based Accountability

Outcomes Based Accountability is a disciplined way of thinking and taking action that 
people can use to improve the lives of children, families and the community as a whole. 
Outcomes based accountability can also be used by teams or unit staff to improve the 
performance of their programmes. Outcomes Based Accountability can be adapted to fit 
the unique needs and circumstances of different communities and programmes.

How does Outcomes Based Accountability (OBA) work?
OBA starts with ends or outcomes and works backwards, step by step, to means or actions. 

For communities, or populations, the ends are conditions of well-being for children, 
families and the community as a whole. For example “everyone achieves their full potential 
in human development” or “all children access high quality primary education”.

For programmes, or services, the ends are how customers are better off when the programme 
works as well as it should. For example “80% children achieve the expected level in Grade 6”.

Outcomes Based Accountability starts with a crucial distinction: between outcomes 
(results) for whole populations, e.g. all children, all elders, all citizens in a geographic 
area – and outcomes (results) for the customers or clients of a particular programme, 
Agency or service system. The most important reason for this distinction is the difference 
in “who is accountable”. Performance accountability can be assigned to the managers 
who run the various programmes, agencies or service systems. Population accountability
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cannot be assigned to anyone individual, organisation or level of government. The whole 
community, public and private sectors, must share responsibility for population results.

POPULATION vs PERFORMANCE ACCOUNTABILITY

Population Accountability: 
about the wellbeing of WHOLE POPULATIONS

For Communities - Cities - Countries - States - Nations

Performance Accountability:
about the wellbeing of CLIENT OR CUSTOMER POPULATIONS

For Programmes - Agencies - and Service Systems

Outcomes Based Accountability is a different way of thinking. It organises the work of 
agencies, communities, cities and states around the end conditions we seek for those 
who live in our community and those receiving service. It uses those end conditions as 
the basis for all of the work, including decision making and budgeting.

The language of accountability
The most common difficulty with Outcomes Based Accountability approaches, is the use 
of language. People have many different ways of talking about services. Organisations have 
many different ways of defining and describing the language of planning, monitoring 
and evaluating the impact of their services. Language can be confusing.

Results-Based Accountability

COMMOM LANGUAGE
COMMON SENSE

COMMOM GROUND

Online activity:

Please watch the video “Outcomes Bases Accountability Turning the Curve” on the 
website: http://www.ssu.unrwa.org/
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The Language Trap

Lewis Carroll Center for Language Disorders
Measurable urgent systemic indicators

It is useful to agree a set of definitions that can be agreed upon and shared as we work 
on the OBA approach. 

Outcomes (or Results or Goals) are conditions of well-being for children, adults, families 
or communities, stated in plain language. CHILDREN LEARN WELL AND MAKE GOOD 
PROGRESS

Indicators (or Benchmarks) are measures which help quantify the achievement of an Outcome. 
They answer the question “How would we recognise these results in measurable terms if 
we fell came across them?” RESULTS FROM MLA

Strategies are coherent collections of actions which have a reasoned chance of improving 
outcomes. Strategies are made up of our best thinking about what works and can include 
the contributions of many partners. No single action by any one Unit or department can 
create the outcomes we want and need. STRATEGY TO IMPROVE THE USE OF FORMATIVE 
ASSESSMENT IN SCHOOLS

Performance Measures are measures of how well programmes and agencies are working. 
The most important performance measures tell us whether clients or customers are of 
the service are better off.  78% SCHOOL LEAVERS ACHIEVED GRADE xxxx 

THE LANGUAGE TRAP
Too many terms. Too few definitions. Too little discipline
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There are three questions useful to determine Performance Measures:

 ● How much did we do?

 ● How well did we do it?

 ● Is anyone better off?

Try the quick quiz to check if you can identify Outcomes, Results, Goals, Indicators, 
Performance Measures, Strategies. (the answers are upside down on the slide)

IS IT A RESULT, INDICATOR OR PERFORMANCE MEASURE?

......................1. Safe Communities

......................2. Crime Rate

......................3. Average police response time

......................4. Healthy people

......................5. Rate of diabetes

......................6. People having living wage jobs and income

......................7. % of people with living wage jobs and income

......................8. % of participants in job training who get living wage jobs

1. R - 2. I - 3. PM - 4. R - 5. I - 6. R - 7. I - 8. PM

The main distinction here is between ends and means. OUTCOMES and INDICATORS are 
about the ends we want for our children.

STRATEGIES and PERFORMANCE MEASURES are about the means to get there. Processes 
and approaches that fail to make this clear distinction between often mix up ends and 
means. This produces a tendency to get stuck in the “all talk and no action” circles that 
can leave people disillusioned by lack of progress.
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Definitions

Result or outcome
1. A condition of well-being for children, adults, families or communities.

Children are born healthy, Safe communities, Children reaching 
expected levels in MLA, Clean Environment, Prosperous Economy

INDIcAtoR or BeNcHmARK
2. A measure which helps quantify the achievemnt of a result.

Rate of low-birthweight babies, Crime rate, % students staying and 
learning at 15 years, air quality index, unemployment rate

PeRFoRmANce meAsuRe
3. A measure of how well a program, agency or service system is working.

Three types:  1. How much did we do?
                            2. How well did we do?
                            3. Is anyone better off? = Quality of service 

The definitions used in Outcomes Based Accounting are very specific. The group needs 
to share understanding of exactly what is meant by “Result or Outcome”, by “Indicator 
or Benchmark” and by “Performance Measure”. Look together with your group at the 
definitions of each term and ensure that you all understand how the terms are used 
specifically in the OBA Model.

Making sure everyone understands will enable you to work quickly and avoid endless 
discussion without action. When you look at “Turning the Curve” (making a positive and 
clear difference through action) you will be able to hold a purposeful and focused discussion 
which concentrates on the actions and measures which will make a significant positive dif-
ference in your area of responsibility.

From Ends to Means - From Talk to Action

Result

INDIcAtoR

PeRFoRmANce meAsuRe
Quality of service = Ends
Service delivery = Means
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Report Cards
One of the early stages of OBA is the production and publication of a Report Card. This 
is a snapshot of the current situation. It includes:

The OUTCOME, RESULT or GOAL we are aiming to achieve:

 ● Heartening indicators

 ● Troublesome indicators

 ● Accomplishments this year

 ● Plans for next year

Online activity:

Please refer to video “Outcomes Based Accountability” on the website for more information.

Method from Talk to Action
A simple example of thinking and problem solving in everyday life.

EXPERIENCE - imagine the roof of your house is leaking. 
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Self-reflection:

How do you know it’s leaking? You can see water dripping into the house

How can you measure how badly it’s leaking? You can catch the water in a bucket

In three rain showers, the amount of water collected increases.

Leaking Roof
(Results thinking in everyday life)

Experience

Measure

Story behind the baseline (causes)

Partners

What Works

Action Plan # 2

Story behind the baseline: why is the roof leaking?

History: the leak is bad and getting worse

Forecast: the leak will continue to get worse. Your roof won’t fix itself. The future is not ok.

You need to turn the curve

What is the first thing you need to do? Find out where the leak actually is. Get some help

Partners: Family, neighbours, roofer - choices

What works: Patch it, fix it, replace the roof - choices

Action plan: What will you actually do

How will you know if your action has been successful? Wait for the next rainstorm and see

Inches of Water
BASELINE

Not OK

? Fixed

Turning the 
curve
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Group activity:

Working with your team or a small group of people, try the “Turning the Curve Report“ 
Activity (refer to video “Outcomes Based Accountability” on the website).

Identify an outcome you are aiming to achieve, use the questions and prompts and 
produce an action plan. You should be able to complete your report in 30 – 60 minutes.

ONE PAGE Turn the Curve Report

Outcome: _______________________________________________

Baseline

Story behind the baseline 
__________________________________________

__________________________________________ (List as many as needed)

Partners
__________________________________________

__________________________________________ (List as many as needed)

Three Best Ideas - What Works
1. __________________________________________

2. __________________________________________

3. ______________________ No-cost / low-cost

4. ______________________ Off the Wall

7 Performance (Customer) Accountability Questions

1. Who are our customers?

2. How can we measure if our customers are better off?

3. How can we measure if we are delivering services well?

4. How are we doing on the most important of these measures?

5. Who are the partners who have a role to play in doing better?

6. What works to do better, including no-coat and low-cost ideas?

7. What do we propose to do?

Sharp
Edges
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Online activity:

There is a series of videos presented by Mark Friedman available online to help you 
understand the OBA process in more depth. You may also see the website:

http://raguide.org/tag/turn-the-curve-exercise/ a useful source of ideas and resources.

Self-reflection / Learning Log:

Keep a record of your completed “Turning the Curve Reports” in your Learning Log.

Summary of Unit 3
In this Unit we have explored the importance of organisation leadership. Beginning 
with linking your vision to clear outcomes we have also looked at the importance of 
being clear about the focused priorities for improvement within you Unit.

Strategies to ensure a coherent approach to improvement included a study of the UNRWA 
Appraisal System and the skills required to set and review performance objectives.

Another part of successful organisational leadership is the assessment and management 
of risk when planning and implementing change activities and the units explores several 
tools and techniques to facilitate risk analysis.

The process of Outcomes Based Accountability was presented in this Unit with the 
invitation to complete Turning the Curve Reports for your area of responsibility.
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Unit 4: People and resources leadership

In this Unit we will explore how effective leaders make the best possible use of the people 
and the resources that they have to deliver the best possible outcomes. Effective Strategic 
Leaders have a strong understanding of all their assets and do all they can to ensure that 
staff around them have the knowledge, skills and attributes that they need, that they are 
well supported and that they are highly motivated. Effective leaders know who are the 
most talented people are and encourage them to have high aspirations and to progress 
as far as they can in their career.

They expect members of the team to have high aspirations for themselves and the organisation 
and refuse to compromise if that is not the case. Effective leaders are able to use constructive 
and appropriate methods to challenge members of the team to model agreed values and 
behaviours in order to deliver the agreed results.

Competency Domain 4: People and resources leadership
In your new role as Head or Coordinator in one of the Strategic Units, you will be expected to be 
at the forefront of understanding and embracing new developments and ways of working. Your 
focus will be on improving outcomes for children through a strategic approach to improving 
schools. You will be expected to drive improvement and hold others to account in order to 
achieve the identified long term objectives of the Agency.

Practical knowledge, understanding and skills to be covered in Unit 4

Team development and engagement Empowering others

Learning continuously 
Maintaining positive and constructive 
relationships

Building capacity and sustainability Benefits of collaboration
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A. Team development and engagement

An effective team can help an organisation achieve outstanding results.

A team that is not working, or is dysfunctional, can cause unnecessary disruption, failed 
delivery and strategic failure.  

As the Head or a Coordinator in one of the Strategic Units, you will be a member of a 
team. It is important for your personal and professional development to know your team’s 
strengths and weaknesses. Strong and effective teams are essential to the successful 
delivery of the planned outcomes for your Unit.

Self-reflection / Learning Log:

Complete the following self-assessment on your contribution to the team performance 
and record your results in your Learning Log.

How good are you and your team at teamwork and team building?

For each statement identify and check the one which best describes you. Please answer 
questions as you actually are (rather than how you think you should be). 

Effective team work statements - check your 
responses

No Sometimes Yes

1. 
 The Unit team is knowledgeable about 

the stages of development teams can be 
expected to go through.

2. 
 Team members are provided with feedback 

regarding our performance focusing on 
strengths and developments.

3.  Team members are encouraged to work for 
the common good of the organisation

4.  Morale is high and people are pleased to be 
in the team.

5. 
 Team members understand and feel 

consulted about the decisions that are 
made.

6.  People are encouraged to be good team 
members, and build good relationships.

7.  Team members are provided with 
professional development opportunities.

8.  Meetings are effective and productive 
resulting in clear actions.

9.
 Team members are encouraged to commit 

to the team vision, and helped to understand 
how our role fits into the big picture.
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Effective team work statements - check your 
responses

No Sometimes Yes

10.
 Team members are often given a chance to 

work on interesting tasks and stretch our 
knowledge and capabilities.

11.
 The team understands what it needs to 

accomplish and has the resources needed to 
be successful.

12.  Disagreement and questions are welcomed 
and managed positively.

13.  People feel that good work is rewarded and 
we are clear what is expected of us.

14.
 Team members balance their individual 

needs for autonomy with the benefits of 
mutual interdependence.

15.

 Working relationships across Units and 
across the Agency are effective and 
collaborative, and there is strong and 
successful coordination.

Total Score

For each Yes score 3 points

For each Sometimes score 2 points

For each No score 1 point

Score 15 – 20 
There is a great deal to be done to develop a positive team culture and effective team 
working in the Unit. As a team member consider what you can do to ensure all members 
of the team understand the vision, are valued and developed and work effectively and 
productively to achieve the objectives of the Unit.

Score 20 – 30 
The Unit team currently has some strengths areas where team work is effective and 
successful. However there is more to do and you should work collaboratively with your 
team colleagues and the Head of Unit to identify where development is necessary to 
improve team performance and effectiveness.

Score 30 – 45
The Unit team is developing well. There are areas of strength and effective practices. 
You and the other team members have a sound basis for continuing team development 
focused on the culture and vision of the team. Keeping a focus on the positive ways 
of working with each other will ensure your team reaches high performance and the 
implementation of your shared objectives and vision.
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Read the following quotes from famous leaders and thinkers about the power of teamwork 
and collaboration.

Inspirational Teamwork Quotes

It is amazing how much people can get done if they do not worry about 
who gets the credit

- Sandra Swinney

He who wished to secure the good of others, has already secured his own

- Confucius

Teamwork is the ability to work towards a common vision. The ability to 
direct individual accomplishments towards organizational objectives. It 
is the fuel that allows common people to attain uncommon results.

- Andew Carnegie

Talent wins games, but teamwork and intelligence wins championships,

- Michaael Jordan.

No member of a crew is praised for the rugged individuality of his rowing.

- Ralph Waldo Emerson

No one can whistle a symphony. It takes a whole orchestra to play it.

- H E Luccock

Sticks in a bundle are unbreakable

- Traditional Kenyan Proverb

None of us is as smart as all of us

-Ken Blanchard

Never doubt that a small group of thoughtful, committed people can 
change the world. Indeed, it is the only thing that ever has.

- Margaret Mead
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Links:

There are very useful resources for developing and engaging team members in Leading 
for the Future. Look at Module 2, Leading a team. Unit 2.4, Developing a high performing 
team, is particularly useful and relevant. 

There are also several tools and strategies to engage team members effectively in the 
Change Toolkit. Choose some of these tools to help you engage your colleagues when 
planning, monitoring or evaluating programmes and activities in your Strategic Unit.

Case Study

Basma is a Coordinator in the Assessment Unit. After negotiating with the Head 
of Unit, she was given responsibility for leading an initiative on embedding 
formative assessment techniques in a group of schools in the Field. The team 
was to be called the Formative Assessment Team.

She was aware that she would need several of her colleagues from different 
Strategic Units to work closely together to ensure the success of the initiative. In 
order to be successful and have the greatest impact, Basma and her Head of Unit 
knew she would have to work with colleagues from the Continuing Professional 
Development and Curriculum Unit and from the School Quality Assurance Unit.

In order to prepare herself to lead the Formative Assessment Team, Basma read 
the materials about team development in the UNRWA Leading for the Future, 
School Principal training programme and selected some of the tools from the 
programme’s Change Toolkit which she thought might be helpful.

Links:

There are useful resources in Leading for the Future, Module 2, Leading a team and 
in the Change Toolkit.

She also did some research on the internet and found another tool which she 
decided to use to provide a developmental structure for team work and the 
initiative. It is called Cog’s Ladder.

Read the information Basma found about managing a successful team. Use 
your Learning Log to record your thoughts and plans for how you might use 
this information about successful team development strategies in your role 
as a Head or Coordinator in one of the Strategic Units. This information will 
be particularly useful when you need to liaise and collaborate with colleagues 
from other Strategic Units and other departments in your Field or across the 
whole UNRWA Agency.
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Self-reflection / Learning Log:

Successful team work is seen as a linear progression with five identifiable stages in Cog’s 
Ladder. It provides a focus for guiding the team through each of the stages.

Cog’s Ladder

Stage 1: The Polite Phase
When a group meets for the first several times to focus on a new initiative, they are in the 
polite phase of group formation. Members may know each other, but Interactions tend to 
have a tentative quality, driven by a desire to appear polite and reasonable. Thus people 
avoid controversy and don’t pursue agendas. Statements tend to be made self-effacingly, 
qualified by phrases like “I think,” or “In my view.”

Nor do people divulge much information about themselves, preferring to gather information 
about other team members. In the polite phase, people feel each other out and try to 
figure out how they fit into the group. They are subtly trying to gain the approval of their 
peers – even as they quietly form judgments about them.

Stage 2: The “Why are we here?” Phase
On the next rung up Cog’s ladder, people strive to answer the question, “Why are we 
here?” Group members actively seek out a clear idea of what they’ve been called together 
– and the group/team leaders is expected to communicate the purpose clearly.

At this point, people become less conscious of trying to gain approval, and more immersed 
in the group’s goals. Individuals find themselves drawn to one or another aspect of 
the initiative, and group members with similar interests may begin to form cliques. 
As people begin to feel as though they “fit in,” communication becomes less guarded 
than in the “polite” phase.

 Co-operation
Phase

Power Phase

 Why are we here?””
Phase

Polite Phase
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Stage 3: The Power Phase
Next comes the “power” phase, when team members begin to compete for influence and 
status. Here is where things may start to get heated, and inexperienced, or new team 
leaders, may fear the group is collapsing into anarchy. Actually, the group is just passing 
through an important period of development.

Even if the group’s goals are clearly communicated, people begin to discuss or even 
argue about how they will achieve those goals. Individuals with differing views enter a 
power struggle. As time goes on, only the most competitive and self-confident remain 
in the struggle; others, even those who participated actively in earlier debates, quietly 
choose sides.

Team leaders should be careful to keep this stage in context. Although discussions in 
this phase tend to be energetic and passionate, they rarely produce great solutions. It 
is best to hear patiently, what people have to say and encourage the team to the next 
phase: Cooperation.

Stage 4: The Cooperation Phase
At this point, the group’s hierarchy and status of the members have been established, but 
the team leader has also decisively established that all viewpoints are worth listening to. 
Having accepted their place in the group, individuals shift their focus away from furthering 
their own agendas and begin to think about achieving group goals. A genuine team spirit 
begins to develop.

Adding new group members during this phase should be avoided if possible. Original 
members will view new entrants as outsiders, and the group as a whole may revert, at 
least temporarily, to the power phase.

When groups gain momentum in the “cooperation” stage, they’re in good position to 
attain the highest rung of Cog’s ladder: Esprit de corps, which is French for “group spirit.”

Stage 5: The Esprit de Corps Phase
A group in the “esprit” phase will exhibit a strong sense of comradeship and team work. 
Discussions are lively, friendly, and efficient because team members now know each 
other so well that they speak in a kind of shorthand with shared understanding. Team 
members focus their energy on achieving group goals. People’s competitive energy no 
longer focuses on internal concerns, such as trying to exert power at the expense of 
colleagues. Rather, competition begins to be seen as an externally directed force: The 
real opponents are outside, and the team is united in pursuit of success.

Clearly, the group will reach its highest performance in this final stage. However, it can 
only be reached if the leader has managed to guide the group through the previous 
four phases.
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How to use Cog’s Ladder
In many ways, the greatest value in Cog’s Ladder is that it helps leaders understand that 
their new, apparently dysfunctional team won’t stay like that for long.

However, there are specific things that leaders can do at each stage to help the team move 
to the next one effectively and quickly.

First, identify which of the five stages your team is currently at. Remember to keep checking 
where the team has got to as you progress – the initial stages are the shortest, so put some 
team stage checkpoints in your diary to re-evaluate progress.

Once you know what stage your team is at, focus on the leadership tasks for the current 
stage shown in the table below. Remember that, until you reach the Esprit de Corps phase, 
everything will not be perfect. However, by concentrating on what the team needs to do 
to move on to the next stage, and placing other issues on the side for the time being, you’ll 
get a better result in the end.

Stage Leadership Activities

Polite Hold a specific event so that team members can meet each other.

Use icebreaker exercises to help them open up and start getting 
a feel for working together.

"Why are we here?" Clearly communicate the initiative purpose. Also make sure that 
individuals are also clear about “why they are here” by explaining 
what their role is and how their skills can contribute to the project 
goal. One good way of doing all of this is to draw up a Team 
Charter or Ground Rules.

Power You may need to adopt a facilitator role during meetings – both 
formal ones and informal interactions between two or three 
team members. There are additional resources online to help 
you understand the Role of Facilitator

Remember that great solutions are rarely produced at this stage, 
so avoid committing the project to decisions made during this 
time.

If serious conflicts arise, you may have to use a formal conflict 
resolution process in order to move on.

Cooperation By this stage, the team is starting to be productive, and what it 
really needs is time to embed  the newly-established ways of 
working and its knowledge of the initiative’s challenges.

Consider organising a team-building social event to enhance this.

Esprit de Corps By now, the team will largely run itself effectively so you can ease 

back and use a lighter touch, while ensuring that you continue 

to delegate effectively.
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Key Points
Group work can often seem disorganised, but Cog’s Ladder has proven itself a robust 
tool for providing a clear structure. Initial awkwardness, and power struggles – these 
are common phases in a development process. The team leader who understands 
Cog’s Ladder will not panic when they encounter such predictable obstacles to group 
success, but will instead guide the group up the ladder toward its performance goal, 
esprit de corps.

Basma recognised that her Formative Assessment Team would be starting on 
the first rung of the ladder. She looked at possible icebreaker activities to enable 
her colleagues to get to know each other and chose one called Interviews.

Online activity:

There are details of different types of icebreakers on the website http://www.ssu.unrwa.org/. 
You could choose one or more of these and read the tips for effective facilitation.

Basma thought the idea of a Team Charter or Ground Rules was useful especially 
in the second stage of team development and she decided it would help to clarify 
for everyone the purpose of the initiative and to identify how each individual’s 
skills could be used to the best effect. She checked the website for information 
and found some useful examples.

Online activity:

Go online http://www.ssu.unrwa.org/ and check the information about drawing up a 
Team Charter that Basma used with the project team.
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Here is a copy of the Team Charter that Basma drew up and negotiated with her 
team and the Head of the Assessment Unit.

Basma’s Team Charter:

Formative Assessment Team

The team has been formed to embed formative assessment techniques in a small 
group of schools.

The historic focus on summative assessment has meant that students are not 
benefitting fully from interactive classroom approaches to develop the skills needed 
to be self-evaluative learners. 

The mission of this team is to develop and implement a plan that changes pedagogy and 
practice to include formative assessment practices in classrooms in a group of schools. 

 ● To interview a focus group of teachers from the schools to establish the current 
levels of formative assessment in classrooms by 28 March.

 ● To prepare first draft proposals, and present to Head of Assessment Unit by 15 April.

 ● To refine proposals, and present to Strategic Units meeting with all Heads of 
Unit on 25 April.

 ● To present the detailed and costed plan to the Deputy Chief by 15 May.

 ● To negotiate with the Deputy Chief and the Head of the Assessment Unit dates 
and resources for the implementation, monitoring and evaluation of the project.

Basma will take the role of Team Leader. In that role she is responsible for:

 ● Ensuring this Team Charter is abided by.

 ● Managing the day to day operations of the team and the team’s deliverables.

 ● Managing the workload and delegation of task and responsibilities

 ● Providing support and assistance to individual team members.

 ● Providing status reports to the Head of the Assessment Unit on a weekly basis.

Basma, as team leader, has the authority to direct and control the team’s work, 
and team members are allocated full time to this project, for its duration. Team 
members’ other work must be allocated to other Coordinators in the Unit for the 
duration of this work. 

The current team includes the maximum number of members. It will not be possible 
to recruit additional team members.

The team working under Basma’s leadership has the authority to prioritise and 
complete this essential project and will report directly to the Deputy Chief Education 
Officer in this Field.
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Through her discussions with the Head of Unit, Basma realised that she would 
need to take on the role of facilitator when working with the team. The Head 
of Unit helped Basma to understand the way she would need to work with the 
team to facilitate rather than manage their meetings. The Head of Unit showed 
Basma some information about facilitation skills and together they watched a 
video about facilitation techniques.

Online activity:

Basma found the videos “How to be a great facilitator” and “Six steps to successful facilitation” 
interesting and very useful. She made notes in her Learning Log after watching the videos 
and discussing them with the Head of Unit: http://www.ssu.unrwa.org/ 

Learning Log:

She was feeling more confident about planning and facilitating the team 
meetings and work.

Many of the techniques and approaches she had learned about and discussed 
with the Head of Unit were developing her knowledge and competence about 
working at a strategic level. She was aware that her professional skills were 
being developed through reading, watching videos, researching, discussing 
with colleagues and trying things in practice.

Using her Learning Log to capture her thoughts and ideas was enabling Basma to become 
more reflective as a strategic leader and team member.
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B. Maintaining positive and constructive relationships

Change often challenges deeply-held beliefs and can be accompanied by a degree of 
discomfort, disagreement or even resistance. An organisational culture in which change 
and improvement are welcomed and embedded in daily practice depends upon open, 
authentic, truthful dialogue, in an atmosphere of trust and respect.

Performance issues, or difficult professional relationships, seldom, if ever, resolve themselves. 
Taking no action often results in the problem becoming more serious and more difficult 
to put right in the longer term.

Core Module Unit 2, Personal leadership, explored the role of personal leadership. At the 
heart of personal and authentic leadership is the ability and willingness, where necessary 
to engage in challenging or sensitive conversations. This helps to build the confidence 
and trust that is needed to promote learning and improvement across an organisation. 

Many people at some point in their working lives need to have to have a conversation with 
someone about a performance issue or, perhaps, something more personal. The conversation 
might be with a peer, a subordinate or even someone in a more senior position. 

Conversations of this kind are often described in different ways: hard, difficult, challenging 
or even fierce. The term “courageous” describes a conversation that is about challenging 
current practices to bring about development and progress.

What is a courageous conversation?
At their best, courageous conversations involve listening to and acting on feedback and 
providing feedback that is focused on improvement. Individuals should feel able express their 
opinions openly and truthfully, rather than being defensive or feeling the need to blame others.

Depending upon its purpose, a courageous conversation might be a dialogue - in which two 
or more people seek to understand each other’s viewpoints and deeply held assumptions or 
a discussion – in which two or more people intend to reach agreement or make a decision.

At the heart of a successful courageous conversation is an openness to learn.

Case Study

Alla (Assessment Coordinator) has taken part in a review of how assessment is 
used across the Field.

Overall, the review has been encouraging. Data is being collected more 
systematically than before and Education Specialists have provided detailed 
reports on how schools are using assessment to inform teaching and learning. 
However, Alla is concerned that the report submitted by one of the Education 
Specialists with whom she works is less comprehensive than she would expect 
and that the analysis within it is quite limited. Her concerns are increased 
further because she knows that the data submitted by the schools with which 
the Education Supervisor works is rather patchy.
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Online activity:

Follow the link below to see three experts describe how, with the right planning and preparation, 
they can handle courageous conversations effectively. http://vimeo.com/32500907

Key points made by the experts include:

1. Plan the conversation carefully, consider the issues and what you want the conversation 
to achieve;

2. Share the plan and structure of the conversation with the other person;

3. Don’t put it off, be proactive;

4. Explain the process of the conversation “I will describe the situation as I see it, then I 
will listen to your views and we will discuss what needs to happen”;

5. Have good evidence to support what you are saying, do not rely on hearsay;

6. Consider having a third person in the meeting to take notes;

7. Make it clear that you are listening carefully by using phrases such as “Tell me what….”, 
“Explain more about….”, “Is there anything else ……”;

8. Stay calm, use a very calm voice; and

9. Don’t sandwich the issue with good things and positive comments, on this occasion 
be clear and focus on the issue you need to discuss.

Self-reflection / Learning Log:

In your Learning Log write a summary of the advice about courageous conversations and 
then consider the following questions.

What for you were the three most important messages from what the experts had to say?

What could you take back into your own work place?
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Self-reflection / Group activity:

1. Think of a current or recent individual performance challenge from work

2. If possible, discuss the challenge with a colleague and decide the kind of conversation 
that you need to have

3. Work with your partner to begin to plan your “courageous conversation”

4. Consider how you usually handle difficult conversations. Do you tend to prefer: 
Avoidance? Confrontation? Dialogue?

5. What skills would you like to develop further and how could you do this? 

Prompts

1. What aspects of the conversation do you look forward to or make you uncomfortable?

2. What is the best outcome you can imagine?

 ● Do you have any “non-negotiables”? 

 ● Is there room for flexibility?

 ● What might be the “win/wins”?

3. What do you think the other person feels about the meeting?

 ● What might be their concerns or issues?

 ● If you were the other person, how would you like the situation to be handled?

 ● What can you do to help them feel respected and welcome?

 ● Do you know if the other person is receptive to and wants feedback?

4. Are there any ways in which you could be at least part of the problem?

5. How can you ensure that your relationship with the other person is not damaged by 
this conversation?

Resources:

There are additional resources available online to help you with preparation for courageous 
conversations:  http://www.ssu.unrwa.org/ 
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Online activity:

If you visit the website http://www.ssu.unrwa.org/  you will find many useful resources 
to help you plan a courageous conversation.

Case Study (Continued)

Alla felt confident and well prepared to hold her courageous conversation. She 
listened carefully as her colleague responded to her prepared questions. They 
had a very positive and productive conversation and worked together to identify 
several clear, small steps to improve how he worked with his schools to set clear 
expectations about the data required. Alla realised during the conversation that 
her colleague did not have the level of knowledge and understanding she had 
expected. She showed him the analysis from other groups of schools and they 
worked together to prepare a checklist and meeting agenda for him to use with 
his school principals. They arranged to meet again several times over the next 
weeks in order to look at progress. Their working relationship grew stronger and 
more positive as the Education Specialist gained in confidence and developed 
his skills with regard to data analysis.

C. Empowering others

One of the key functions of leadership (at any level) is to develop others. Effective Strategic 
Leaders take account of succession planning and recognise that in order to meet the improvement 
priorities of any organisation, all members must develop professional skills and practices.

We know from research that the most effective ways of providing professional learning 
and development are focused on applying skills and knowledge rather than passive 
learning in a workshop or presentation. One of the professional development strategies 
which has the greatest impact is Coaching and Mentoring.

The research of Professors Joyce and Showers has included extensive studies on the impact 
of professional development and found that the traditional model of training and providing 
workshops has very little if any, effect on classroom practice and student achievement. If we 
take their findings and apply them to developing and applying professional skills, then we 
recognise we should include coaching and mentoring activities to ensure practitioners 
actually change their day to day practices.
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Look at this model, presented by Joyce and Showers to provide an overview of what they 
found to be the most effective professional development.

Effective Professional Development, Joyce and Showers

Links:

In Leading for the Future Module 4, Unit 4.2, there are resources to help you understand 
the skills required for coaching and mentoring.

Explain the theory

Show an example of 
good practice

Teacher/trainer/
tutor practices the 

new approach

Peer observation of 
practice takes place

Peer coaching 
sessions

No measurable 
impact on practice

Positive impact on 
practice
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The differences between coaching and mentoring are compared in the diagram 
which follows. In general terms most people distinguish between coaching and 
mentoring as follows:

The Mentor is regarded as having relevant specialist knowledge and understanding 
about the area of professional focus. The Mentor may be regarded as an “Expert” and as 
such gives clear direction and some prescription. For example, a newly qualified teacher is 
given a Professional Mentor who is an excellent teacher with knowledge, understanding 
and experience in the same subject or age group as the Mentee. The Mentor is often a 
line manager or of higher professional status to the Mentee.

A Coach is regarded as having knowledge and understanding about coaching and can 
demonstrate effective coaching skills when working with a Coachee. The Coach will use 
coaching skills to support and encourage the Coachee to seek solutions and to apply 
and embed these into their practice. The expert Coach does not have to be an expert in 
the subject or developmental focus. The Coach is often a co-worker of the same or equal 
professional status as the Coachee.

As a Coordinator or Head in the Strategic Units you may be called upon to act as a Mentor 
or as a Coach to promote the development of professional skills and practice in others. 
Read carefully about the skills you will need and how you will enable colleagues to be 
effective professional learners through using Coaching and Mentoring.
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Mentors
1 1 relate sensitively to 

learners and work 
through agreed 
processes to build trust 
and confidence

1 2 model expertise in 
practice or through 
conversation

1 3 relate guidance to 
evidence from practice 
and research

1 4 broker access to a 
range of opportunities 
to address the different 
goals of the professional 
learner

1 5 observe, analyse and 
reflect upon professional 
practice and make this 
explicit

1 6 provide information 
and feedback that 
enables learning from 
mistakes and success

1 7 build a learner’s control 
over their professional 
learning

1 8 use open questions 
to raise awareness, 
explore beliefs, develop 
plans, understand 
consequences and 
explore and commit to 
solutions

1 9 listen actively:
•	 accommodating and 

valuing silence
•	 concentrating on what’s 

actually being said
•	 using affirming body 

language to signal 
attention

•	 replaying what’s been 
said using some of the 
same words to reinforce, 
value and reframe 
thinking

1 10 relate practice to 
assessment and 
accreditation frameworks

Specialist coaches
1 1 relate sensitively to 

learners and work 
through agreed 
processes to build trust 
and confidence

1 2 model expertise in 
practice or through 
conversation

1 3 facilitate access 
to research and 
evidence to support 
the development of 
pedagogic practice

1 4 tailor activities in 
partnership with the 
professional learner

1 5 observe, analyse 
and reflect upon the 
professional learner’s 
practice and make this 
explicit

1 6 provide information 
that enables learning 
from mistakes and 
success

1 7 facilitate growing 
independence in 
professional learning 
from the outset

1 8 use open questions to 
raise awareness, explore 
beliefs, encourage 
professional learners 
to arrive at their own 
plans, understand 
consequences and 
develop solutions

1 9 listen actively:
•	 accommodating and 

valuing silence
•	 concentrating on what’s 

actually being said
•	 using affirming body 

language to signal 
attention

•	 replaying what’s been 
said using the same 
words to reinforce, value 
and develop thinking

1 10 establish buffer zones 
between coaching and 
other formal relationships

Co-coaches
1 1 relate sensitively to 

learners and work 
through agreed 
processes to build trust 
and confidence

1 2 draw on specialist 
resources to inform 
learning

1 3 draw on evidence from 
research and practice to 
shape development

1 4 understand the goals of 
the co-coach

1 5 observe, analyse and 
reflect upon each other’s 
practice, make this 
explicit and interpret it 
collaboratively

1 6 provide information 
that enables learning 
from mistakes and 
success

1 7 learn reciprocally 
with commitment and 
integrity

1 8 use open questions to 
raise awareness, reveal 
beliefs and enable 
professional learners to 
reflect upon them

1 9 listen actively:
•	 accommodating and 

valuing silence
•	 concentrating on what’s 

actually being said
•	 using attentive body 

language to signal 
attention

•	 replaying what’s been 
said using some of the 
same words to check 
meaning and/or value 
thinking

1 10 set aside existing 
relationships based on 
experience, hierarchy, 
power or friendship

Skills for mentoring and coaching - mentors and coaches learn to:
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Centre for the Use of Research and Evidence in Education (CUREE).

Self-reflection / Learning Log:

Read the resources and watch the videos available on the Leading for the Future website 
and the Strategic Support Units website  http://www.ssu.unrwa.org/  to find out more about 
Coaching and Mentoring skills. Then make notes in your Learning Log to remind yourself of 
the key skills you will require to be an effective Coach or Mentor. You will have these notes 
to reflect on when you have the opportunity to work with a colleague to ensure a solutions 
focussed approach to empowering and developing others within the team.

•	 respond proactively to 
modelled expertise to 
acquire and adapt new 
knowledge

•	 respond positively 
to questions and 
suggestions from the 
mentor

•	 take an increasingly 
active role in 
constructing their own 
learning programme

•	 observe, analyse and 
reflect upon their 
own and the mentor’s 
practice and make this 
explicit

•	 think and act honestly 
on their developing skills 
and understanding

•	 respond proactively to 
specialist expertise to 
acquire and adapt new 
knowledge

•	 discuss practice 
and core concepts 
professionally with the 
coach

•	 understand their own 
learning needs and 
goals and develop 
strategies that respond 
to these through 
dialogue with their 
specialist coach

•	 observe, analyse and 
reflect upon their own 
and the coach’s practice 
and make this explicit 

•	 think and act honestly 
on their developing skills 
and understanding

•	 seek out specialist 
expertise and respond 
proactively to it to 
acquire and adapt new 
knowledge

•	 discuss practice and 
core concepts in 
professional dialogue 
with the co-coach

•	 understand their own 
learning needs and 
goals and develop 
strategies that respond 
to these through dialogue 
with their co-coach

•	 observe, analyse and 
reflect upon their own 
and the coach’s practice 
and make this explicit 
think and act honestly 
on their developing skills 
and understanding

Professional learners develop their ability to:
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Summary of Unit 4
In this Unit we have used resources and information to focus on the people you work 
with and how you can develop team effectiveness and high performance.

Through the first Case Study we explored Basma’s challenge of setting up and developing 
the performance of a new cross-unit team. Using a structured process and by negotiating 
and communicating a Team Charter, team work was managed effectively. The Case Study 
also explored the skills and approached required for facilitation.

In the second Case Study we researched and planned with Alla for a Courageous Conversation 
with a colleague. The processes and preparation are essential to help with accountability and 
professional development.

Next we considered the differences between coaching and mentoring and thought about 
the impact of these activities on professional development. 

Throughout this Unit the focus has been on building sustainability through empowering 
others, working collaboratively and aspiring to work in a high performing.
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Unit 5: Leadership for school 
improvement

In this Unit we will explore the knowledge, understanding and competences required 
to lead school improvement at a strategic level. As a Coordinator or Head  of one of the 
Strategic Units you will be required to provide direction and focus for the education of 
Palestinian children in UNRWA schools. Your role involves you in creating and sustaining 
commitment across the system to improve outcomes for all children. The leadership of 
school improvement is at the heart of the purpose of the Strategic Units. The UNRWA 
aim is for all children to experience success in a high quality education system which is 
inclusive and engaging. In order to support the desired student outcomes, the Strategic 
Units must be totally focused on supporting and challenging schools to meet the highest 
standards in all aspects of their provision. 

In these professional learning materials there are activities and information to enable you 
to think, plan and act effectively to support school improvement. The materials will help 
you to integrate and analyse data from different sources to identify key practical issues 
which need to be addressed through practical solutions.

Effective leadership for school improvement requires a relentless focus on outcomes 
and clarity about the big picture. Your shared vision for education in UNRWA schools, as 
articulated by the Education Reform, will be the driver for developing best practice and 
innovation in all schools across your Field.

Competency Domain 5: Leadership for school improvement
In your new role as Head or Coordinator in one of the Strategic Units, you will be expected 
to be at the forefront of understanding and embracing new developments and ways of 
working. Your focus will be on improving outcomes for children. You will be expected 
to think conceptually, systematically and imaginatively to achieve future success. As a 
champion of partnership working you will also be expected to collaborate across the 
system to achieve the best possible results for all schools.

Practical knowledge, understanding and skills to be covered in Unit 5:

School performance in your Field Research skills 2

Analysis of MLA, Dropout and Classroom 
Observation

Using UNRWA research briefing

Analysing School Development Plans 
(SDPs) to identify needs 

Visible learning – focus on teacher impact
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As you begin your study of this the final Unit in the Core Module of these professional 
learning materials let us start with some questions to focus you on the importance of 
your role as a Head or Coordinator in leading school improvement.

Self-reflection / Learning Log:

Take a few moments to reflect on these questions and make some notes about your 
current and future actions. You may like to return to your notes as you study this unit and 
add any further ideas from your new learning.

 ● How do you promote a culture of quality and improvement in education?

 ● What is the current performance of schools in your Field compared with other 
Fields in UNRWA?

 ● How do you currently analyse data to help you understand school performance?

 ● How do you use research to inform your work?

 ● How do you support and challenge colleagues and School Leaders to improve the 
quality of their strategic planning?

 ● How do you use data and evidence to monitor the impact of support and supervision 
on school performance?

 ● How do you promote: proactive learning, formative assessment, group work, effective 
feedback and enquiry based learning, through your work in a Strategic Unit?

A.  Research skills 2 - Finding out about school performance in your Field

UNRWA has a growing bank of data and information about how schools across the Agency 
are performing. As a Head or Coordinator in one of the Strategic Units you will need to be 
knowledgeable about what this data can help you to understand about the performance 
of the education system, groups of schools and individual schools.

Some of the key reports about which you need to be knowledgeable in order to underpin 
your understanding of the UNRWA Education System are:
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1. Quality of Education in UNRWA 
by Universalia published in 2010. 
This report attempts to give an overview 
of the quality of education in UNWRA 
schools, together with identifying some 
of the challenges faced. It provided the 
background and context for the Education 
Reform Strategy. It is also apparent that 
much progress has been made in the 
UNRWA Education System since the 
publication of the report in 2010.

2. UNRWA Education Reform Strategy 
2011 – 2015. This document sets out 
in detail the context for educational 
reform and the priorities. It describes, 
and identifies, how the Reform Strategy 
is designed to establish a strong enabling 
environment, whereby schools and 
teachers would receive appropriate, 
timely professional and administrative 
support. Evidence based decisions 
would be set in place, embodied in a 
comprehensive set of relevant policies 
and frameworks. The enabling environment 
identified by the Reform Strategy aimed to 
facilitate educationally, technically and 
inclusively meaningful progress towards 
the achievement of quality education 
for Palestinian Refugees. Its objectives are 
in line with the overall UNRWA Sustaining 
Change agenda, Medium Term Strategy 
and national, regional and global Educational 
for All aspirations.

Unit 5: Leadership for school improvement



96

3. The Harmonised Results Annual 
Report 2013 outlines UNRWA’s year to 
date achievements against its human 
development goals. The report describes 
the Agency’s common and Field specific 
results under its regular budget, the 
General Fund. It also provides qualitative 
and quantitative analysis for selected 
indicators by Field. The section on Goal 2 
knowledge and skills, explicitly addresses 
achievement and challenges, looking 
in some detail at indicators and trends 
with regard to learner dropout rates, 
indicators using Monitoring of Learning 
Achievement (MLA) scores and the 
percentages of children enrolled in 
UNRWA schools identified as having a 
special educational need.

4. Monitoring of Learning Achievement, Student Performance Report 2014. This 
report provides information on the performance of students in the Agency-wide Monitoring 
of Learning Achievement (MLA) tests.

The report has an overview of the UNRWA 
Education Sector and the purpose of the 
MLA survey. This is followed by a detailed 
explanation of the methodology employed 
in the collection, analysis and reporting 
of the data. The third section outlines 
student performance results in Grade 4 
and Grade 8 in Arabic and mathematics. 
In doing so it looks at performance levels 
with two performance levels relating 
to “below expected” and two to “at or 
above expected” performance level. 
It also looks at student achievement 
with regards to cognitive and content 
domains, as well as in relation to Higher 
Order Thinking Skills (HOTS). The final 
chapter provides a summary of the 
results and recommendations for the 
2015 MLA Survey. 

In addition, there are school MLA Reports and Field Reports that have been generated from 
the MLA. They are available as additional resources on the website.
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5. Baseline study of classroom practices in UNRWA elementary schools June 2014. 
This report provides information on the 
findings of a baseline study designed 
to investigate teaching and learning 
practices in UNRWA elementary schools, 
Grades 1-6 in each of the five Fields 
where UNRWA operates.

The main purpose of the baseline was 
to provide quality data on classroom 
interaction and discourse practices 
in UNRWA elementary classrooms in 
order to inform the design of UNRWA’s 
teacher policies and related work. This 
is to develop and support teachers and 
educators throughout their careers 
to maximise the Agency’s investment 
in teachers and improve the quality of 
education. The baseline study will be used 
as a tool for measuring the impact of the 
Education Reform on pedagogic practices 
and pupils learning in UNRWA’s schools. 
Designed to collect both quantitative
and qualitative data, the study made use of systematic classroom observation schedules to 
measure and triangulate classroom process in detail.

6.UNRWA school dropout: an Agency-wide study 2013. 

This report presents the findings of 
an Agency wide study of drop out of 
students in UNRWA schools, both at 
elementary and preparatory levels. 

The study explores the reasons behind 
UNRWA student drop out from the 
perspective of students themselves, 
their parents and the teachers. The purpose 
of the research was to understand 
what causes children to drop out. Such 
understanding will better enable schools 
and teachers to identify “warning signs” 
and “risk factors” so that preventative and 
support mechanisms can be put in place.

Key findings of the study point to the 
need to address students’ perception of 
their own academic underachievement, a 
stated lack of interest in school and fear of
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exams. For the UNRWA education system as a whole, the findings suggest the need to consider 
the role of student grade repetition, as the study shows that a child who has repeated a grade is 
ten times more likely to drop out of schooling than a child who has not.

7. Perceptions of UNRWA’s Education Programme, 2015

This report presents the analysis of a 
Perceptional Survey undertaken by HQ 
which reviewed the perceptions of more 
than 27,000 stakeholders (teachers, 
students, Parents, Headteachers, 
Education staff and employers of TVET 
graduates) across Gaza, Lebanon, Syria, 
and Jordan with regards to UNRWA 
Education Programme.

Stakeholders’ perceptions were most 
positive in relation to school-based 
practices, and least positive in relation 
to material resources, for example with 
regards to ICTs.  This report complements 
the findings of the other studies and 
UNRWA’s overall Monitoring and Evaluation 
approach, by providing a perceptional, and 
qualitative dimension.

All the studies have been synthesised into user friendly and Field specific Briefs and these 
are available online.

Self-reflection / Learning Log:

Using your Learning Log to make notes, consider the following questions about the 
performance of schools in your Field.

 ● How well do UNRWA host countries’ education systems perform in comparison to 
other countries across the world and in other Arab countries? 

 ● How well do UNRWA schools perform compared with other schools in host countries?

 ● How well does your Field perform compared to the other UNRWA Fields – in Mathematics, 
in Arabic, at Grade 4 and at Grade 6?

 ● How well do boys learn and achieve compared with girls in your Field?

 ● Which schools in your Field achieve the highest number of students at or above the 
expected performance level in Mathematics, in Arabic, at Grade 4 and at Grade 8?

If you know the answers to these questions and can quote the evidence sources and data, 
you are very well-informed and should be proud and continue to keep yourself up to date. 
This knowledge will be central to your effectiveness as a member of one the Strategic Units.
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If you are unsure of any of the information required to answer the questions, you can be 
confident that you will know the correct answers very soon. In these materials we will 
explore how you can find out the necessary information and use it to understand the 
current performance of the schools in your Field and use this as a basis for planning to 
improve outcomes for students.

Online activity / Learning Log:

The data and information you will need to be familiar with is available on line. You should 
ensure you have read, scrutinised and understood the following documents:

 ● 2010 Universalia Report on the Quality of Education (Doc 1)

 ● 2013 Education Reform Report (Doc 2)*

 ● 2013 Harmonised Results Report (Doc 3)*

 ● 2013 MLA Student Performance (Doc 4)

 ● 2014 Baseline Study of Classroom Practices in UNRWA Elementary Schools (Doc 5)

 ● 2013 UNRWA school dropout: an Agency-wide Study (Doc 6)

 ● 2015 Perceptions of UNRWA’s Education Programme (Doc 7)

* 2014 Education Reform Report and 2014 Harmonised Results Report are also available 
as additional resources on the website. It would be useful to look at these reports to see 
trends and changes between years.

The reports are available on the website in both English and Arabic. Links are as follows:

Study Link

Dropout

English: http://www.unrwa.org/sites/default/files/unrwa_
school_dropout_report_september_2013.pdf

Arabic: http://www.unrwa.org/sites/default/files/unrwa_
school_dropout_study_arabic.pdf

Classroom 
Observation Study

English: http://www.unrwa.org/sites/default/files/unrwa_
classroom_practices_baseline_study_english.pdf

Arabic: http://www.unrwa.org/sites/default/files/base-
line_study_of_classroom_practices_in_unrwa_elementa-
ry_schools_arbic_0.pdf
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UNRWA is continually monitoring and reporting on performance across the Education 
System. It is part of your professional responsibility to therefore ensure that you keep 
yourself updated with the current reports and their findings. We will look later in this Unit 
at the essential and valuable work led by Headquarters in Amman, including the regular 
Research Briefs to keep UNRWA staff up to date with the cutting edge international 
educational research findings.

Case Study: finding out about the UNRWA Education Programme

As a recently appointed Coordinator in one 
of the Strategic Units, Khalid quickly realised 
that he needed to know and understand more 
about the performance of schools in his own 
Field and across UNRWA. He collected together 
the relevant documents and posed a series of 
questions which he thought it would be useful 
to address and find the answers to, in order 
to increase his knowledge, understanding 
and confidence about the key issues facing 
educators in UNRWA at the current time.

Khalid star ted by posing some general 
questions, made a note of these and prepared 
to explore the available documentation to 
find the answers. Below and following each 
question, is the number of the document where 
Khalid found the relevant information.

Khalid’s general questions about the UNRWA Education System:

•	 What do we know about the current quality of UNRWA’s Education Programme? 
(Docs 1, 2 and 7)

•	 What are some of the challenges facing the UNRWA Education System? (Doc s 1 and 2)

•	 What are the vision and focus of the UNRWA Education Reform Strategy? (Doc 2)

•	 What are some of the data available about the performance of the UNRWA 
Education Programme, and how are these data collected and reported? (Docs 
2, 3, 4 and 7)

•	 How are teachers trained and prepared for their work in UNRWA schools? (Docs 
1 and 2)

•	 What is the current dropout rate for students in the UNRWA Education System? (Doc 3)

•	 Which Field has the highest overall student performance in terms of learning 
and achievement? (Doc 4)
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•	 How	does	the	performance	of	boys	compare	to	the	performance	of	girls	across	
the	Agency?	(Doc	4)

•	 What	is	the	current	inclusion	rate	for	students	with	special	educational	needs	
across	the	Agency?	(Doc	3)

•	 Which	Field	has	the	lowest	overall	student	performance	in	terms	of	learning	and	
achievement?	(Doc	4)

•	 Which	teaching	and	learning	activities	are	found	to	have	the	greatest	positive	
impact	on	student	learning	and	progress?	(Doc	5)

•	 Which	are	the	most	common	teaching	and	learning	activities	demonstrated	by	
teachers	in	the	UNRWA	Education	System?	(Docs	5	and	7)

•	 What	Field	has	the	biggest	gap	in	the	performance	of	its	students?	(Doc	4)

Having	posed	and	answered	these	general	questions,	Khalid	felt	better	informed	
about	the	current	context	of	the	UNRWA	Education	System.	He	felt	he	had	deepened	
his	knowledge	and	understanding	about	the	general	factors	and	considerations	
impacting	on	the	Agency’s	educational	reform	and	programmes.	

Next	he	posed	a	further	set	of	questions,	focusing	this	time	on	the	schools	in	his	own	
Field.	Khalid	felt	confident	now	about	where	to	find	out	about	the	information	and	
data	relevant	to	the	schools	in	his	Field.

•	 How	many	schools,	students	and	teachers	are	there	in	my	Field?

•	 What	is	the	teacher:student	ratio	and	the	average	class	size	in	schools	in	my	Field?

•	 How	well	do	schools	 in	my	Field	perform	overall	compared	to	schools	 in	the	
other	Fields?

•	 Who	performs	best	in	my	Field,	boys	or	girls?	

•	 How	do	girls	and	boys	in	my	Field	perform	overall	compared	with	girls	and	boys	
in	other	Fields?

•	 What	are	the	schools	in	my	Field	doing	well?

•	 Which	school	has	the	largest	number	of	students	performing	at	or	above	the	
expected	level	in	my	Field	in	Mathematics	at	Grade	4?

•	 Which	is	the	highest	performing	school	in	my	Field	in	Mathematics	at	Grade	8?

•	 Which	is	the	highest	performing	school	in	my	Field	in	Arabic	at	Grade	4?

•	 Which	is	the	highest	performing	school	in	my	Field	in	Arabic	at	Grade	8?

•	 How	do	schools	 in	my	Field	compare	with	schools	 in	other	Fields	 in	terms	of	
teaching	and	learning	practices	A7,	A8	and	A9	(Doc	5)?	Are	there	greater	or	
small	percentages	of	lesson	time	given	to	these	activities?
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•	 How	well	do	students	 in	your	Field	perform	in	Higher	Order	Thinking	Skills	
assessments	at	Grade	4?	At	Grade	8?

In	order	 to	answer	 these	questions,	Khalid	needed	some	 information	and	data	
about	individual	schools.	This	information	was	available	in	his	Field,	from	the	EMIS	
system	and	from	the	MLA	findings	(each	school	had	a	School	Performance	Brief).

Khalid	had	now	produced	some	detailed	and	useful	 information	 for	planning	
to	 improve	the	performance	of	schools	 in	his	Field.	He	was	able	to	draw	on	this	
general	 information	 to	develop	his	knowledge	and	understanding	about	 the	
current	performance	of	the	Field	and	the	individual	schools	as	he	planned	school	
improvement	strategies	within	his	Unit.	

Group Activity:

Working by yourself or with colleagues from your Strategic Unit, answer the questions 
Khalid posed in the Case Study. You will need to use the documents identified in the 
online and additional resources on page 99 of this Unit of the materials. You will also 
need information about the performance of individual schools in your Field. When you 
have completed these activities, consider the following prompts and make notes in your 
Learning Log.

Self-reflection / Learning Log:

 ● What is the most important information you have found? Why?

 ● What will you do now with the knowledge you have gained?

 ● How will you ensure that you share your new knowledge with other people?

 ● How will you use information from UNRWA reports to further improve school 
performance in your Field?

 ● What other information about school performance could you use to increase your 
effectiveness as a Coordinator or Head in a Strategic Unit?
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B. Using the UNRWA Research Briefings

The UNRWA Research Briefs summarise the findings of high-level educational research 
which is relevant to the improvement of education for Palestinian Refugee children. The 
Briefs are distributed widely for all UNRWA education staff. 

Research brief/English and Arabic are available at the Internet at the links below:  

http://intranet1.unrwa.org/HQAEducationDepartment/Publications/Research and De-
velopment Unit Research Briefs - 2014 (English).pdf

http://intranet1.unrwa.org/HQAEducationDepartment/Publications/Research%20
and%20Development%20Unit%20Research%20Briefs%20-%202014%20(Arabic).pdf

In your role as Head or Coordinator in one of the Strategic Units, you will find the information 
about research very useful. The Briefs summarise findings and direct you to further information 
about the individual research projects and their application in practice across the world.

Using research for benchmarking purposes provides an opportunity to compare performance 
patterns. There are five types of comparative benchmarking, four of which can be used to 
compare performance data. Functional Comparison can also be useful when generating 
ideas for how to improve the performance of your system. 

The five main types of Benchmarking (Deliverology: A field Guide for Educational Leaders, 
Sir Michael Barber et al, 2011
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It is also very useful to know about international research when identifying possible ideas 
and when considering models for change and impact. Some of the research projects 
summarised recently by Headquarters include:

 ● “How the world’s most improved school systems keep getting better.” McKinsey 
& Co 2010

 ● “How the world’s best performing systems come out on top.” McKinsey & Co 2007

The Department has also synthesized existing UNRWA-relevant research findings on class 
size and grade repetition. In total there are four Research Briefs:

1. How did school systems around the world manage to improve their quality?

2. How do the world’s best performing school systems come out on top?

3. Class size impact on student achievement

4. Grade repetition: impact on students & schools

Online activity:

All the UNRWA Research Briefings are available on the UNRWA intranet (links above).

This accessible, and easy to understand, information about important international research 
provides essential information for Coordinators and Heads of Units of the strategic tier. Below 
is a Case Study demonstrating how one of the Coordinators made use of the information 
about the research findings in her work for UNRWA.

Links:

There are links to the research from McKinsey & Co in Leading for the Future, in Module 1 
Unit 1.5, The role of the Headteacher/School Principal/ School Leader. Here you will find 
online materials and clear descriptions of the key findings of the McKinsey & Co research 
with explanations of its relevance to school improvement.
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Case Study

Hala is a recently appointed Coordinator in one 
of the Strategic Units. She has been assigned to 
the Assessment Unit in her Field. Hala is working 
with a group of about 20 schools in her Field to 
develop formative assessment practices in every 
classroom. She started with lots of ideas about 
what she could do to introduce and implement 
changes to the practices of the teachers in the 
identified schools. One of things Hala decided 
to do was to read the Research Briefs from the 
Research Unit to check if there was any research 
findings relevant to her project.

Reading through the Research Briefs from the 
UNRWA Research Unit at HQ, she was very 
interested to read about the findings from “How 
the world’s most improved school systems keep 
getting better”, by Dr Mona Mourshed, Chinezi 
Chijioke and Sir Michael Barber.

This research looks at improving the quality of education in developing and developed 
countries and identifies key lessons learnt and the implications for improving school 
systems. Hala read the section on the common key to ensuring successful change 
and systematic change. What she found in the brief, seemed clear and logical. She 
decided to use the model to plan and implement the formative assessment project 
with the group of schools in her Field. Using the model from the research as a basis, 
Hala adapted the key elements slightly to fit with her formative assessment project.

Change model, How the world’s most improved school systems keep getting better, 
McKinsey & Co, 2010
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Guidance on Assessment for Learning (A4L) – Hala produced a practical guide 
about the purposes, benefits and activities associated with formative assessment. 
She distributed this guidance to the School Principals in the identified schools and 
asked them to ensure all teachers in their schools were given a copy of the guidance.

Identify Standards – Hala worked collaboratively with the Coordinators in 
the Quality Assurance Unit in her Field to design some classroom standards and 
expectations for formative assessment. The standards identified and described good 
and excellent classroom practice in formative assessment. Once completed, these 
standards were also circulated to all the Principals of the project group schools with 
a request that they should share them with all teachers in their schools.

Develop pedagogical skills – working collaboratively with Coordinators in 
the Curriculum and Professional Development Unit in her Field, Hala and her 
colleagues produced a checklist of the existing professional development materials 
on formative assessment. These included materials from SBTD and from Leading 
for the Future. Hala met with the Area Education Officer, the Education Specialists 
and the Principals from the project schools to share the information about the 
professional development materials focusing on formative assessment activities 
and requested that they would ensure that all teachers in the schools were made 
aware of these materials.

Establish data systems – Hala produced short questionnaires for teachers and 
students to gather information about the use of formative assessment in classrooms. 
She also produced a short questionnaire and a classroom observation checklist 
for the Principals from the schools which focussed on the application of formative 
assessment practices in the classroom. Hala requested that these questionnaires 
and observation forms should be completed and returned within the first two weeks 
of the project to provide a baseline. She then set two further dates for later in the 
school year when the data collection processes should be repeated.

Improve students’ assessments – Hala planned to use information from the 
data system she had developed, together with assessment information provided 
by the schools at the end of the academic year, in order to monitor the impact of 
the focus on formative assessment.

By using this model for the implementation of change, Hala was able to plan, 
implement and monitor the impact of her project very carefully. 

The first round of completion of the questionnaires and classroom observation 
checklists provided a clear baseline showing that there was very limited application 
of formative assessment activities throughout the identified schools. Following 
the circulation of the Guidance and Professional Development checklist, the next 
two rounds of questionnaires showed a marked increase in the use of formative 
assessment activities in classrooms.

Hala’s final impact measure for the first year of the initiative showed a slight increase 
in learning and achievement in the end of Grade tests. 

Hala was confident that her well-planned approach was having a positive effect 
on the assessment practices in the classrooms of the project schools. She decided 
to continue with the work into a second phase.
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Self-reflection / Learning Log:

Having read the Case Study about how Hala used the Research Briefs from the Research 
Unit, consider how you could utilise the information from the international UNRWA-related 
research findings to improve the effectiveness of your role.

 ● Which of the reported research findings are most relevant to your work in the 
Strategic Units? Why?

 ● What are you currently planning to do, or in the process of completing, that could 
be influenced by any of the research information?

 ● How can you apply the information from research into improving education and 
student outcomes to your work?

In the following diagram based on the work of Sir Michael Barber from his book Deliverology: 
A Field guide for Education Leaders, 2011 we can see how two key factors BOLDNESS 
OF REFORM and QUALITY OF EXECUTION impact on the success of an implementation 
project.
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A map of delivery: Aspirations push the boldness of reform while 
delivery pushes the quality of execution

1. If the change or reform lacks boldness, ambition and has poor quality execution or 
implementation then the outcome is STATUS QUO – no change.

2. If the change is bold and ambitious, but has poor quality execution or implementation 
the we have CONTROVERSY WITHOUT IMPACT

3. If the change has high quality execution or implementation, but lacks ambition and 
aspiration then we get some IMPROVED OUTCOMES

4. If the change or reform has ambitious aspirations and ambitious, high quality delivery 
we get the much desired TRANSFORMATION

Self-reflection / Learning Log:

 ● How will you use this model to help you plan to implement change and improvement? 

 ● Make notes about the model and its application in your Learning Log.
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C. Analysing School Development Plans to identify and meet needs

All the schools in your Field have a current School Development or Improvement Plan. All 
School Principals should have involved their staff and students in the planning process to 
identify their development priorities. The quality of these plans will inevitably vary from 
school to school. However, whatever methods and tools were used to draw up these 
plans, the identified priorities for development communicate the areas School Principals 
believe should be the focus in order to make significant improvement to the educational 
provision and student outcomes.

Links:

There are many links to School Improvement Planning tools and techniques in this 
Module, Unit 1 and in Leading for the Future, especially The Change Toolkit and in Module 
1, Unit 1.6, Thinking and leading strategically. Don’t forget to look at these tools.
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In order to understand the current position of the schools in your Field and the priorities 
identified by School Principals for continuing improvement, you and your colleagues in 
the Strategic Units will need to complete a detailed analysis of School Development Plans.

The results of this analysis will enable you as teams of Coordinators in the Units to understand 
the current situation of education in your Field and to ensure that improvements are planned 
in a relevant context to support schools in raising achievement.

A useful starting point in analysing School Development Plans is to complete a “Baseline 
Improvement Capacity Review.” The following steps which will enable you to consider 
the effect of delivering any improvement projects you may decide to undertake in your 
strategic role, can be applied to School Development Plans, or used as a starting point 
for realistic yet ambitious project planning. 

The steps are adapted from the work of Sir Michael Barber and his team and described in 
his book “Deliverology: A Field Guide for Education Leaders, 2011.” The steps have been 
contextualised for staff working with UNRWA in the Professional Units and focused on 
improving student outcomes.

Before you start the “Baseline Capacity Review” it is essential for you to understand the 
“landscape” of your system.

Step 1: Understand the landscape of your system
In order to better understand your delivery capacity, you need to develop a general, 
shared understanding of the UNRWA system. Who are the main players and what are 
their roles and relative influence in the system? To do this it is helpful to make a list of the 
major systems actors, their roles and their relationships with one another. This is similar 
to creating an organisational chart for your system. This system map will provide a broad 
overview and baseline knowledge about the system in your Field.

Step 2: Conduct a Baseline Improvement Capacity Review
This is a tool you can use to assess the ability of your system to perform the activities as-
sociated with different plans and strategies based on the priorities school have identified 
for improvement in their School Improvement Plans. 

What are the priorities identified by the schools for improvement? 

Learning Log:

Make a detailed list of the priorities identified and then analyse these to show commonality 
and overlap.
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There are five stages to the “Baseline Capacity Review” according to Sir Michael Barber. 
Each stage starts with a question.

A

Has your system developed a foundation for improvement? 
Do system leaders and the top teams share an ambitious aspiration? Do they 
understand the current state of school provision? Have the system leaders 
given you a clear brief to drive school improvement?

B

Does your Unit understand the improvement challenge? 
Does your Unit understand the opportunity to improve student performance 
and the barriers to school improvement? Does the Unit have the ability to 
collect and analyse performance data related to your aspiration? Do members of 
the Unit use this data to understand the most important patterns of performance? 
Do they understand and regularly assess the drivers of their biggest challenges 
and the efficacy of the system in addressing those challenges? Do you and the 
members of the Unit constantly search for ideas and lessons from other who 
have overcomes these challenges and made good improvements?

C

Does your Unit plan for school improvement? 
Do the top leaders have an integrated reform strategy based on change theory? 
Having worked with the other members of the Unit to complete a rigorous 
and evidence-based analysis of the current performance of your schools, and 
drawn up with ambitious yet realistic targets for delivery of the aspiration? 
Have you broken down this improvement plan into tangible action steps that 
will make the aspiration happen? What regular routines have you established 
to ensure you are getting the information you need on a regular basis to check 
if the improvement is on track? When problems arise, do you have an approach 
for solving them quickly, systematically and rigorously?

D

Does your Unit create a culture of improvement? 
What measures do the top leaders have to ensure that people are able to 
implement their improvement plans? How do people in the Unit speak about 
school improvement? What is the quality of relationships in the Unit? Do relationships 
help or hinder the implementation of improvement plans?

E

Does your Unit create a culture of improvement? 
What measures do the top leaders put into place to support Units to deliver 
improvements for schools? How do people in the Unit talk about schools and 
schools improvement? Do the relationships in the Unit focus on achieving the 
ambitious aspirations for improving student outcomes?
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Step 3: Organise your improvement effort to improve your capacity
Your Delivery Capacity Review will yield insights for improving your capacity to deliver 
throughout the duration of your plan. The Review will also enable you to take advantage 
of existing capabilities to support the work of your Unit. It will also help you to identify 
any capabilities you will need to develop on your own as a Unit, rather than as part of a 
wider system. For example, it may be necessary to develop an in-house capability in data 
analysis of the overall Agency wide system do not have the data you require.

The Review will also focus the energy of the Unit into the areas needing greatest improvement. 
This should enable you and the members of the Unit to increase your effectiveness and 
impact on improving student outcomes.

Self-reflection / Learning Log:

How will you use School Development Plans from your Field to focus an improvement 
project to be undertaken by your Unit?

What have you learned about reviewing your baseline capacity for improvement? How 
will you apply and use this knowledge?

D. Focus on improving teacher impact 

Online activity:

Go online to the website http://www.ssu.unrwa.org/ and watch the video “Why are so 
many of our teachers so successful”. This video features the research findings of Professor 
John Hattie whose work on “Visible Learning” is recognised and respected across the world.

Professor John Hattie’s 25 year “Visible Learning” meta-research project has synthesized 
the results of research involving millions of students and represents the biggest collection 
of evidence-based research into what actually works in schools to improve learning.

The work uses the concept of “effect size” to compare particular interventions and their 
impact on student learning. 

An effect size is a useful method for comparing results on different 
measures (such as Standarised Tests, teacher-made tests, student 
work) or over time or between groups, on a scale that allows multiple 
comparisons independent of the original test scoring (for example 
marked out of 10 or marked out of 100) across content, and over 
time. This independent scale is one of the major attractions for using 
effect sizes, because it allows relative comparisons about various 

influences on student achievement.
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Hattie’s research builds on a significant discovery from the evidence: namely that almost everything 
works! Almost any intervention can claim to make a difference to student learning.

Effect size of factors impacting on student learning and progress, Professor John Hattie, 
Visible Learning 2010

The diagram above shows a summary distribution of the effect sizes of many interventions 
and factors which impact on student learning. Any effect size above zero means that 
achievement has been raised by that intervention or factor. The average effect size 
is 0.40 and the graph shows a near normal distribution curve – that there are just as 
many interventions above the average as there are interventions below the average. The 
most important conclusion that can be drawn from the graph is that almost everything 
works; if the criterion of success is “enhancing achievement” then 95% of all effect 
sizes in education are positive. When teachers claim they are having a positive effect 
on achievement, or when it is claimed that a policy improves achievement, it is a trivial 
claim, because virtually everything works: the bar for deciding what works in teaching 
and learning is so often, inappropriately, set at zero.

With the bar set at zero, it is no wonder every teacher can claim to make a difference; no 
wonder we can find so many answers as to how to enhance achievement; no wonder there 
is some evidence that every student improves, and no wonder there are no “below-average” 
teachers. Setting the bar at zero means that we do not need any changes to our system! We 
need only more of what we already have – more money, more resources, more teachers 
per student, more….But this approach Hattie suggests is the wrong one.

Setting the bar at an effect size of d = 0.00 is so low as to be dangerous. We need to be 
more discriminating. For any particular intervention to be considered to be worthwhile, 
it needs to show an improvement in student learning of at least an average gain – that is an 
effect size of at least 0.40. The d = 0.40 is what Hattie calls “the hinge-point” for identifying 
what is and is not effective.

Half of the influences on achievement are above this hinge-point. This is a real world, 
actual finding and not an aspirational claim. That means that about half of what we do 
to all students has an effect greater than 0.40. 
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What can we do to ensure that all students experience the interventions which are greater 
than 0.40.

UNRWA, as an Agency, and your Field specifically, have a valuable baseline of information 
about what is currently happening in classrooms (UNRWA Classroom Practices Baseline 
Study 2014). We can compare the interventions Hattie has found to have the greatest 
impact on student learning with current classroom practices in UNRWA schools.

Online activity

You can find a list of all the influences Hattie has collected evidence of impact on student 
learning for by flowing this link to the Visible Learning website. 

The effect sizes have been shown in different categories:

 ● Student

 ● Home

 ● Curricula

 ● Teaching

 ● Teacher

http://visible-learning.org/hattie-ranking-influences-effect-sizes-learning-achievement/

Group Activity

Working with your colleagues in your Unit, consider the following interventions and 
factors. There is one intervention which has a negative effect of student learning. The 
negative one is student repetition (retention) of a grade. All the other factors have a 
positive effect. Decide with your colleagues whether the effective size is: low (less than 
0.40), medium (0.40 – 0.60) and high (greater than 0.60).

Retention 
(holding back a year)

......................

Phonics instruction

......................

Student control over 
learning

......................

Providing 
worked examples

......................

Whole-language 
programmes

......................

Direct instruction

......................
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When you have completed your discussions and sorting you can check the effect sizes 
on Page 117 at the end of this Unit.

Teacher subject 
matter knowledge

......................

Cooperative learning 
(vs individualistic)

......................

Gender (male vs 
female achievement)

......................

Concept mapping

......................

Ability grouping/
tracking

......................

Comprehension 
programmes

......................

Matching teaching w/
student learning styles

......................

Acceleration (eg 
skipping a year)

......................

Within-class 
grouping

......................

Vocabulary 
programmes

......................

Reducing class size

......................

Meta-cognitive 
strategy programmes

......................

Individualising 
instruction

......................

Teacher-student 
relationships

......................

Using simulations 
and gaming

......................

Reciprocal teaching

......................

Teacher expectations

......................

Feedback

......................

Professional Dev on 
student achievement

......................

Providing formative 
evaluation to teachers

......................

Home environment

......................

Teacher credibility in 
the eyes of students 

......................

Influence of peers

......................

Student expectations

......................
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Self-reflection / Learning Log:

What are the implications of John Hattie’s research for you as a Head or Coordinator in one 
of the Strategic Units? Take some time to reflect on what you know about the classroom 
interactions which have a high positive effect on student learning.

How does the current classroom practice in your Field compare to the interventions in 
Hattie’s research?

How can you ensure that knowledge about effective classroom practice underpins all 
your work at a strategic level in the Strategic Units?

What will you do differently as a result of understanding the teaching interventions which 
have the greatest effect-size on students learning?

Links:

Much of Hattie’s work is underpinned by the research of Professor Carol Dweck. In Leading 
for the Future, Module 1, Being a leader, Unit 1.1, Leadership vs. management ,we looked 
at the differences between Growth and Fixed Mindsets. You will find more information 
about Carol Dweck’s work on the programme website http://www.ssu.unrwa.org/.

Online activity:

There are also several further articles and videos about the work of John Hattie which will 
be relevant to your understanding of high impact classroom interventions. 

Summary of Unit 5
In this Unit we have considered how we can use the wealth of information about school 
and student performance which UNRWA has collected and analysed. We have explored 
the data and information held in your Field to enable you to make decisions based on 
evidence and understanding. 

We have considered how you might use the UNRWA Research Briefings from the Research 
Unit at HQ to guide your decision making and implementation plans.

Finally, we have looked at the findings of international researchers, Professor John Hattie 
and Professor Carol Dweck to further your knowledge about effective classroom practices 
to enable a clear focus on the interventions and actions that make a difference to the 
lives of students in our schools.
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The effect sizes of 30 interventions and factors impacting on student learning

High rating 
greater than 0.60

Medium rating 
0.40 to 0.60

Low rating 
less than 0.40

Concept mapping 0.60 Using simulations and 
gaming 0.33

Retention (holding back a 
year) −0.13

Comprehension 
programmes 0.60

Teacher 
expectations 0.43

Student control over 
learning 0.04

Acceleration 
(eg skipping a year) 0.67

PD on student 
achievement 0.51

Whole- language 
programmes 0.06

Vocabulary 
programmes 0.68

Home environment 0.52 Teacher subject matter 
knowledge 0.09

Meta-cognitive strategy 
programmes 0.69

Influence of peers 0.53 Gender (male vs female 
achievement) 0.12

Teacher-student 

relationships 0.72

Phonics instruction 0.54 Ability grouping/tracking 
0.12

Reciprocal teaching 0.74 Providing worked examples 
0.57

Matching teaching w/
student learning styles 0.17

Feedback 0.75 Direct instruction 0.59 Within-class grouping 0. 18

Providing formative 
evaluation to teachers 0.90

Cooperative learning 
(vs individualistic) 0.59

Reducing class size 0.21

Teacher credibility in the 
eyes of students 0.90

Individualising instruction 
0.22

Student expectations 1.44

Professor John Hattie, Visible Learning for Teachers, 2012
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