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FOREWORD

The Rwandan Government considers education as a 

cornerstone pillar to achieving the country’s envisioned 

socio-economic transformation. In this regard, effective 

school leadership is paramount to guarantee that 

education policies and programmes are yielding the 

expected results which will be observed through learning 

achievements and school performance. Therefore, it is 

essential to reconsider the role of school leaders.

 In the 21st century, the role of school leaders has become more complex than ever before. School leaders 

are required to be innovators and open to changes as they guide teachers and learners toward individual 

and collective targets. Often the biggest barrier to innovation is our own way of thinking; scholars would 

say. Hence, embracing change requires competent school leaders who can design a strategy, make 

sense of an unpredictable environment, provide a vision for turning change into improved education 

quality, influence others to commit to this vision and then bring on board potential stakeholders.

Modern school leaders are first and foremost educators. Not only educators in the sense that they stand 

in front of a classroom, but educators who continuously collaborate with the teachers and learners to 

improve the quality of teaching and learning. This calls school leaders to be always ready for learning to 

model the saying that “Learning starts at birth and ends at death”.

This one-year Continuous Professional Development (CPD0course was designed in a tripartite 

partnership between VVOB-education for development, REB and the University of Rwanda – College 

of Education (UR-CE). The content revolves around the approved professional standards for Effective 

School Leadership, namely, (i) creating strategic direction for the school, (ii) leading learning, (iii) leading 

teaching, (iv) managing the school as an organisation, and (v)working with parents and the wider 

community.

Rwanda Basic Education Board expects much from this programme. Therefore, I call upon all beneficiaries 

to connect the subject content of this programme with the desired positive changes and better learning 

outcomes in Rwandan schools.’

Dr. Mbarushimana Nelson, 
Director General, 

Rwanda Basic Education Board
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MODULE TWO
MANAGING THE SCHOOL AS AN ORGANISATION 

Introduction

In the first module, we have explored key roles of school leaders and found that leading change 

processes is one of them.  It is school leaders’ job to inspire people and support changes so that the 

school can move from where it is to where it needs to be, to ensure the best outcomes for all its students, 

strengthen professional practice and improve school culture for all stakeholders.  Change is always 

challenging, causing resistance among those who are affected by it.  School leaders play a crucial role 

in guiding schools through the process.  They are hereby both a leader of change (vision-developer 

and people motivator) and a manager of change (implementation planner and monitor).  Both roles 

involve working with people, groups and teams.  Therefore, we will start this module with units on 

group dynamics (unit 1) and leading change (unit 2).

Schools rely on a broad range of resources and data to facilitate teaching and learning.  An important 

aspect of effective school leadership lies in the strategic utilization of scarce resources and data 

to ensure maximum impact on teaching and learning.  School resources include financial resources 

(e.g. public funding of individual schools through capitation grants, transfers to different levels of 

school administration), human resources (e.g. teachers, school leaders and supporting staff), and 

physical resources (e.g. ICT infrastructure, books, buildings and equipment).  Units 3 to 6 deal with the 

management of various resources within the school: financial resources (unit 3), human resources (unit 

4), physical resources (unit 5), knowledge (unit 6) and time (unit 6) and ICT (unit 7).  All these resource 

types are closely related.  For example, financial resources are used to strengthen human and physical 

resources.  The major challenge that school leaders face is how to manage limited funds, human 

resources, equipment, buildings and materials to achieve maximum impact on students’ learning.  These 

units will enable school leaders to mobilize, maintain and use the resources in the school effectively and 

efficiently.  
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Learning Outcomes 

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

	Use understanding of change processes to implement evidence-based changes in your school;

	Use insight in group dynamics to improve the functioning of teams and groups in your school;

	Appreciate the various roles people play within groups and teams;

	 Value the importance of good change management;

	Deal effectively with resistance to changes in your school;

	 Create an inclusive organisational structure for the school which supports its values and 

aspirations, and which is in line with national policy;

	Manage the recorded school’s human, physical and financial resources effectively and efficiently 

to achieve the school’s educational goals and priorities;

	 Involve members of the school community in the management of school resources;

	 Create an orderly, safe and child-friendly school environment;

	Mobilize funds with the aim of improving teaching and learning;

	 Value the importance of good financial resource, human resource, physical resource,  knowledge, 

and time management in your school.

	Appreciate the role that ICT can play in improving the quality of school leadership, teaching and 

learning;

	 Take a leading role in developing an ICT strategy and ICT plan for your school that includes 

infrastructure procurement and maintenance, stakeholder involvement and staff capacity 

development.
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UNIT ONE
GROUP DYNAMICS

Introduction

A basic understanding of group dynamics is very important for school leaders.  School leadership has 

become too complex to be the responsibility of only one person.  Distributive leadership, where teachers 

and other staff take up leadership roles, is gaining importance in Rwanda.  This means that school leaders 

need to deal with groups all the time: subject groups, the General Assembly and Executive Community, 

various clubs and working groups (gender, environment) etc.  Even in distributive leadership, school 

leaders remain ultimately responsible for the quality of teaching and learning in the school.  Therefore, 

school leaders need to make sure that various groups that are active in the school are functioning well 

as teams.  Productive teams are a key condition for high performance in each standard of effective 

school leadership.

This unit describes the characteristics of groups and teams (section 1), various stages in group and team 

development, task and group processes within groups and teams (section 2) and members’ roles in 

groups and teams (section 3).

  

Learning Outcomes

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

	Demonstrate understanding of the concepts of groups and teams, group and team development, 

roles in groups and teams, task and group processes;

	 Explain school leaders’ roles in dealing with group dynamics;

	Apply the stages in the group development process in your work;

	Apply insights in group dynamics to improve collaboration within the school;

	Demonstrate understanding of the potential of ICT to improve the functioning of groups and 

teams;

	 Lead task and group processes within the school.
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Section 1: Groups and Teams

Groups are collections of two or more interacting individuals with a stable relationship between them, 

who share common goals and who perceive themselves as being a group (Remmerswaal, 2015).  Groups 

have the following key characteristics: people see themselves as members; there are two or more people 

involved; there is interaction among the members and there is a shared goal (Figure 1).

Figure 1: Key characteristics of groups (Remmerswaal, 2015)

On the other hand, a team is a group of people who share norms, responsibility for the result, a common 

purpose and goals.  Members of a team are mutually committed to the goals and to each other.  This 

creates synergy, thus generating performance that is greater than the sum of the performance of its 

individual members.  A group can gradually become a team when members develop shared norms, 

common goals and a joint responsibility for achieving results.  

Activity 1

In your school do you work mostly as a group or a team?  Justify your answer.

People see 
themselves

as
members 

interaction
Among

members

Two or
more

people

Shared
goals

Group
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Box 1: What can geese teach us about groups and teams?

The following metaphor clarifies the difference between a group and a team.

Frequently in the fall, geese fly over my house to the nature pond nearby. What is special about 
these flights is that the geese always fly in a V pattern.  The reason for this pattern is that the flapping 
wings of the geese in front create an up-draft for the geese that follow. This V pattern increases the 
range of the geese collectively by 71 percent compared to flying alone.  On long flights, after the 
lead goose has flown at the front of the V for a while, it drops back to take its place in the V where the 
flying is easier. Another goose then takes over the lead position, where the flying is most energetic. 
If a goose begins to fly out of the formation, it experiences resistance because it is not supported 
by other geese’s wing flapping. Therefore, it returns to the V formation for support. If a goose be-
comes ill, or falls out of formation, two geese break ranks and follow the wounded or ill goose to the 
ground. There they remain, nurturing their companion, until it is either well enough to return to the 
flock or dies (Cebula & Millard, 2012).

Figure 2: Geese flying in a V-formation (Cebula & Millard, 2012)

Activity 2

After reading this story on teamwork, what do you think are characteristics of effective 
teams?

Geese flying together illustrate some characteristics of effective teams:

	 the productivity and efficiency of a team is determined by the coordinated, interactive efforts 

of all members. 

	 effective teams outperform even the best individual’s performance. 
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	 effective teams function so well that they create their own” magnetism”.  Like geese, team 

members desire to be part of a team because of the advantages they receive from membership. 

	 leadership often rotates and is shared broadly as teams develop over time. 

	members of effective teams care for and nurture one another. 

Table 1 summarizes the differences between groups and teams (Zayed & Kamel, 2005).

Table 1: Differences between groups and teams

Groups Teams

Members work independently towards their 
personal goals.

Members work interdependently towards both 
personal and team goals

Members are not involved in the planning of 
their group’s objectives.

Members feel a sense of ownership towards 
their role in the team because they committed 
themselves to goals identified by the group.

Members are given tasks which each member 
completes.

Members collaborate to achieve goals.

Members are cautious about what they say. 
They may not fully understand what is taking 
place in their group.

Diverse perspectives are welcomed by all 
members.

Members may have a lot to contribute but may 
not contribute ideas due to lack of personal 
reward or negative relationships with other 
members.

Members are encouraged to offer their skills 
and knowledge, and in turn each member will 
contribute to team success.

Members are bothered by differing opinions 
or disagreements because they consider it a 
threat.  No process for conflict resolution.

Members see conflict as a part of creative 
problem solving. Everybody wants to resolve 
problems constructively.

source: Zayed & Kamel, 2005

However, the distinction between groups and teams is more a continuum rather than a hard distinction 

(Figure 3).  People working together can have some characteristics of a group and some of a team.  

Gradually, as trust and common vision develop, a group can adopt more elements of a team.
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Figure 3: Continuum between a group and a team (Vanhoof & Van Petegem, 2017)
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Section 2: Group and Team Development

Tuckman (1965) found that when people come together, there are common stages in the development 

of the group to a team.  Based on these findings, he developed a model of group development in 1965 

and it is still used frequently.  The model distinguishes four stages in the development process: forming, 

storming, norming and performing.  Later, Tuckman added a fifth stage: adjourning.  Figure 4 illustrates 

the 5 stages in the group formation model of Tuckman.  As time proceeds and the group moves through 

the stages, productivity will increase.

Figure 4: Stages in Group Formation (Tuckman, 1965, adapted by VVOB)

Stages in group1 formation

According to Tuckman (1965), groups go through the following stages:

	 Forming is the initial stage.  It is characterized by uncertainty and confusion.  Ground rules are set. 

The structure of the group is still uncertain and unpredictable.  Leadership cannot be implemented 

effectively.  Productivity at this stage is low: roles are not clear and team members don’t know yet 

how to work together.  Two factors will determine the length of this stage:

- the ability of members to work in a team,

- the project clarity which depends on the team leader.

	 Storming: in this stage, conflicts are created because of disagreements between the members 

about the goals of the group and the tasks at hand.  Some team members are impatient about the 

lack of progress.  Members still see themselves as individuals rather than part of the team.  They 

resist control by group leaders.  Members choose sides, fight for their ideas, express their views 

strongly. It can lead to disagreement, conflict and even disruption if it is not properly handled.  The 

original team goal may be criticised, and members may resist the tasks or blame the team concept.  

1  For readability purposes, we refer to groups in this section.  However, as seen in Section 1, groups will gradually develop into teams 
as they process through the stages.

Pre-group

Forming

Storming

Norming

Perming

Adjourning

Return to
independence

Independence

Dependence/
interdependence
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Some teams will never move into a more mature stage because members are getting stuck in seeing 

members as competitors, which can lead to the team’s failure. It is a critical but also constructive 

stage when successfully passed.

	Norming: in this stage, the situation of chaos is finally settled.  Individual members have found their 

place and the “I” is replaced by a “We”.  Members collaborate for the good of the team. They help 

each other, give assistance and input, and succeed in interacting efficiently. They are less focused 

on the individual but more on how to work together: before it was more a group but now we can 

really speak of a “team”.

	 Performing: in this stage, the team works together with devotion and perseverance on the task.  

Flexibility is key, and hierarchy is of little importance.  Not only do you accept members’ differences, 

but you now appreciate them because they enhance team performance. This stage is the most 

difficult to attain because it requires time, efforts from all members and good leadership.  It is also 

the most productive stage, during which results are achieved.

	Adjourning: this stage represents the end of the group.  The mission is accomplished and it’s time 

to disband the group.  Successes are celebrated, and members’ contributions are acknowledged.  

Three distinct feelings can emerge during this stage: satisfaction, sadness and uncertainty.  In a new 

composition, the stages start over again.

2.1 Task and group processes during stages of group development

When leading a group, many people tend to focus on the completion of the task at hand. Respecting 

each other among group members and working together are often considered something that comes 

automatically as the work proceeds. In this section, we will see that leaders need to focus both on the 

completion of the task and on the development of the group.

There are two kinds of processes that are important for a group to function well: processes that are 

related to the task and processes that are related to the functioning of the group (Figure 5).  As an 

educational leader, it is important to monitor both processes in the groups that you are leading during 

all stages of group development.

Leadership roles at the task level include giving and seeking information from the group, asking 

the opinions of all group members, keeping the group energised, evaluating performance and giving 

direction to the group.  Leadership roles at the group level include encouraging engagement of 

group members, relieving any tensions that form within the group, building relations, trust and respect, 

resolving conflict and drawing people into the group.  

The role of the group leader changes as the group moves through the different stages (Figure 5).  In the 

early stages, there is a need for a lot of external steering by the leader.  Gradually, the group develops 

the capacity to steer itself towards the desired results (internal steering).
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Leaders need to focus both on the completion of the task and the development of the group.

There is a relation between the maturity of the group (stage in group formation) and the tasks and 

group processes (Figure 5).  At the level of the task, it is important for school leaders to pay enough 

attention to the orientation on the task, agreement on how the task should be solved and on efficiently 

bringing the task to a good end.  At the level of the group, there is a need for members to feel part of 

the group.  Secondly, members need to feel that they have an influence in the group.  Personal contact 

among members of the group is important for the group to work productively.  Finally, adjourning or 

ending the group process is important but often neglected.

Figure 5: Learning processes in an organisation (Remmerswaal, 2015)

2.2 Orientation and being part (integration) (Figure 5)

People need to know who is who in the group and what they can expect from each other.  As a function 

of the task process, the forming stage is often underestimated.  You cannot expect that a group works 

together productively if the members don’t know each other.  It is not just about teachers who are new 

in the group, but also for teachers who have long been in school and who do not feel at home anymore 

in a group of younger teachers.  Orientation promotes mutual communication.  It is a slow process and 

you may regularly pick it up and deepen it.  Icebreaker activities can be very useful in this stage.  

Here are some reflection questions for the group leader during the orientation (task dimension) and 

being part (group dimension) of the forming stage:
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Orientation (task level)

	Does everyone know each other?

	Does everyone know why they are part of the group?

	Do I describe the background of this task?

	Does everyone use the same language (use of concepts)?

	 Is it clear what (content) participants need to do and in what way (procedure)?

	Do I provide visual support for instructions?

	Do I follow up in small groups whether all instructions are clear?

	Do I acknowledge that not everything is clear from the beginning?

	Do I repeat instructions without moral disapproval?

Being a member (integration) (group level)

	Do I make time for people to get to know each other? 

	Do I organize an opening activity, even in a group where members know each other?

	Am I transparent in group division (why / random or functional)?

2.3 Reaching agreement and influencing (Figure 5)

During the norming and forming stages, there are again important processes both at the task and the 

group level.  At the task level, the main goal is for members to reach an agreement on the task (what to 

do, how to do it, why to do it, when to do it).  At the group level, members are looking for the best way 

to exercise influence and control on the group.

Agreement (task level)

	Have we made clear working arrangements?

	Who monitors what, when, and how? (engagement / timing, procedure...)? 

	Has this been put on paper? (Action plan/ resolutions on paper)

Influence (control) (group level)

Every person has the need to have an influence on his/her situation.  This can be done by being well 

informed about what is happening in the school, being allowed to give advice and knowing where 

there is real decision power.  At this stage, each group will initially try to strive for equality, but after a 

while differences among team members will be recognized.  The group will have to learn to deal with 

the differences.  If opinions are too far apart, this can destabilize the group and expose it to conflicts. 

Group members must seek a balance between connectedness and autonomy (Figure 6).  Cooperation 

requires the right balance of connectedness (care for the other) and autonomy (care for oneself ).  Too 

much autonomy results in isolation, whereas too much connectedness leads to adaptation and group 

think.  Group think means that individual opinions are suppressed and that members adapt their 

opinions to the dominant opinion in the group.  
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Low connectedness and autonomy lead to avoidance.  If there is high autonomy, but low connectedness 

in the group, there will be low collaboration among the members.   An optimal balance between 

connectedness (group) and autonomy (individual) leads to cooperation.

Figure 6: Cooperation requires a balance between connectedness and autonomy (Brown, 2018)

Guiding questions

	How much control do I give the group about their situation (e.g. timing) and their learning 

(expectations, intentions)?

	How do I give all members opportunities to participate?

	What values and norms do I bring in through room set-up, the goals, methods and my attitude 

as a school leader?

	How do I position myself within the dynamics of the group?

- How do I deal with informal leaders?

- What about my opinion, sympathies, antipathies, interests?

- How do I deal with differences?

2.4 Productivity and personal contact (affection) (Figure 5)

The performing stage is the stage when “the work gets done.”  However, the previous stages are necessary 

to create a group dynamic that enables productive work.  During the performing stage, leaders also 

need to pay attention to both task and group processes.  These processes focus on keeping productivity 

high and making sure that the group works as a team and not just in a team.
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Productivity

	What am I doing when involvement or productivity increases or decreases?

	 Is there a good balance between connectedness and autonomy (Figure 6)?  

Personal Contact (affection)

People are not machines.  During the performing stage, a positive atmosphere is important.  Personal 

contact and affection are necessary to work productively in a group. 

Guiding questions:

	How does a negative atmosphere affect me?

	How does it influence my interaction with the group?

	What if I feel that the contact with the group is gone?

	Do I stay connected with my own feelings?

Adjourning (Figure 5)

A group process needs an appropriate ending.  It is more than saying goodbye to each other.  It is about 

reflecting on the process and mentally concluding the process. 

Guiding questions:

	Do I take time to conclude the session of the group process?

	What do members take away from this (intentions, points for improvement, impressions)?

	What do members still want to communicate before they can leave (frustrations, opinions)?

	What do members want to leave behind?

Activity 3

In groups of 5, develop a role play, in which you move through the 5 stages of group formation with 
your group.  Think about task and group processes when you develop the role play. 

The role of educational leaders in each stage of group development

Your role as a leader will change as the group moves from one stage to the next.  Your role relates 

both to the task processes (focus on completion of the task) and the group processes (ensuring that 

the group works productively).
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Forming: leader as guide

	Give opportunities to members to get to know each other (breaking the ice);

	 Promote optimism so that members are attracted and are willing to contribute to the project;

	 Be directive in order to avoid confusion;

	Give clear goals and directions.  The less uncertainty, the quicker the team can move on;

	Assist the group to set ground rules.

Storming: leader as facilitator

	Make members listen to each other (active listening);

	 Encourage participation by all members; 

	 Promote respect;

	 Stay focused on the tasks.

Norming: leader as participant

	Delegate some tasks like decision making and problem solving, so that the team becomes more 

autonomous.  This is an opportunity for leaders among members to take responsibilities.

	 Stay involved if a problem appears. This is inevitable, it takes time to stabilize the team.  Members 

need still some help to clarify the roles, the norms, the processes and the values.

	 Ensure members work collaboratively.  Independency is different from individuality: a member 

can work alone but must stay involved in the team, share with others and collaborate.

	 Reinforce the team spirit, so that team members can know each other better and create strong 

relationships.

Performing: leader as observer

	Delegate as much as possible.  The team is now independent and competent. 

	Monitor the progress.  Give feedback to the team (altogether) and the members (one by one). 

	 Look for optimization.  

	 Celebrate achievements.  

	 Be a gateway for decisions involving higher levels.

Adjourning: leader as rewarder

	 Complete outputs

	 Capture best practices and lessons learned

	 Celebrate the success.  Even if the team has not met all the objectives, it is essential to honour 

what has been done 

Figure 7 summarizes the stages of the team development of Tuckman focusing on the feelings of the 

team members and actions by the leader.
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Figure 7: Overview of 5 stages of the Tuckman Model (Jones, George, & Charles, 2016)

Activity 4

Individually, think about a group or team in your school.  It can be a committee, a Community of 
Practice or a club.  Identify the current stage of development of that group/team, based on the 
descriptions above.  Now consider what you can do to move towards the performing stage or, if it 
is there already, what can you do to keep the productivity high? Consider both the task and group 
processes.

Use the text and the guiding questions above.  
After 10 minutes, discuss your ideas with your colleague.  
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Section 3: Roles in Groups and Teams

In section 2, we looked at the development of a group or a team as a whole.  In this section, we will look 

at the roles of the individuals within a team.  Whenever people form a team, they will adopt certain roles.  

These roles are related to their personalities, but also depend on the other members of the team and on 

the group leadership.  Meredith Belbin developed a model with 9 key roles that people can adopt within 

a group or a team (Belbin, 2011).  These roles are described in Figure 8.

 

Figure 8: Belbin Team Roles (Belbin, 2011)

The Belbin team role model helps to make maximum use of the talents and personalities of team 

members.  If you want your team to improve its performance by working together more effectively, it is 

important that you learn to use the diversity in your team to its fullest potential.

There can be big differences between team members in style, attitude, temperament, and personality.  

The team roles describe the behaviour that we can recognize when we work together with others.  Each 

team role is a way to deal with the work and with other members.

A team must consist of people who take up different roles to achieve maximum performance.  Each role 

has its strengths and weaknesses (Figure 8).  In practice, we all have two or three team roles that fit us 

naturally and some that we do not like.  The 9 roles can be divided into three categories (Figure 8): 

	 roles that focus on thinking;

	 roles that focus on doing (action),

	 roles that focus on the relations in the group (people). 
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It is best to have a mixture of roles from these three categories in your group.  Too many team members 

with identical roles may result in lower productivity, lower quality or even conflict.

Activity 5

Individually, read through the descriptions of the nine team roles from Belbin in Figure 8.  Which roles 
do you take up in a group?  Which ones do you not like at all? Why? Do you think the Belbin Team role 
model is useful in your school?  Give an example.

After 10 minutes, discuss your answers with your colleague .  

Conclusion of Unit 1

This unit is important for school leaders because of the role they play in dealing with group dynamics.  

The unit focused on the concepts of groups and teams and their characteristics, the stages in group and 

team development, task and group processes and finally the unit highlights different roles in groups 

and teams. In the next unit, you will learn about leading change processes within your school. 
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UNIT TWO 
LEADING CHANGE

Introduction
Change is a concept that is ever present in our society.  We live in a society where technological and 
organisational developments drastically change people’s habits and lifestyles.  We also live in a global 
society, where economic developments are shifting global power balances.  Education is rightfully not 
immune to these changes. People usually don’t welcome changes, yet change is a factor of life. After 
all, education has the task to prepare children to reach their full potential and to be able to thrive in 
this changing society.  If schools cannot find appropriate responses to these developments, they risk 
becoming irrelevant (Schollaert & Leenheer, 2006).  Therefore, not only schools should have a policy 
that allows them to deal with change in a consistent way, but also school leaders need to reflect on 
how change affects their work and that of teachers, and thus try to actively manage change.  Education 
should aim at producing an all-Round Person who can fit in all situations of life and be able to survive 
in all conditions. 

School leaders are agents of change in many ways.  The educational landscape in Rwanda is changing 
quickly, school leadership has become more complex and school leaders, teachers and students are 
constantly involved in processes of change.  On a regular basis, there are new policies to be implemented, 
new technologies, innovative approaches to teaching and learning, new assessment protocols, and many 
other changes within the educational environment.  School leaders need to reflect on the implications 
of such changes on the quality of teaching and learning.  This includes the skills to build teams and to 
deal with resistance among staff and other stakeholders in the school.  

Change management varies from one context to another.  Some changes may work well in some schools 
and not in others.  Therefore, as a school leader you need not only the theory of change management, 
but also the skills to apply it, adapted to your school context.  In this Unit, we will explore how change 
happens and how to lead and manage it in your school.  

Learning Outcomes

By the end of this unit, participants will be able to:

	Demonstrate an understanding of the concept and process of change;

	 Relate types of change and reasons for change to their roles as school leaders;

	Apply the Concern-Based Adoption Model to change processes in the school;

	 Explain school leaders’ roles in guiding the school community throughout change processes;

	 Successfully deal with resistance for changes in their schools;

	 Identify the key stages and levels in the change process;

	 Set the conditions for the implementation of changes;

	 Lead change processes within the school community.
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Section 1:  Change Processes

Change is about moving from a current state to a desired future state. Change is therefore a process.

Look at Figure 9 and Figure 10.  These figures show two statements about how change happens. Which 

of the two is closest to reality?  Can you think of other metaphors?

Figure 9: How change doesn’t happen (Collins, 2001)

A good analogy of how change does not happen is an egg (Figure 9).  To an outsider, it looks like the 

change is suddenly there.  From the chicken’s point of view though, the moment of breakthrough, of 

cracking the egg, was simply one more step in a long chain of steps that had led to that moment.  It is a 

simple analogy, but our traditional way of looking at change is like that (Collins, 2001).  Everyone looks 

for the “miracle moment” when “change happens.”  But ask great school leaders when change happened 

in their schools and they cannot point to a single key event.  Trying to get a flywheel turning is a better 

image of how change happens in reality (Figure 10).  Good school leaders and their teams start turning 

the flywheel gradually, consistently, winning over resistance—building tangible evidence that their 

plans make sense and deliver results. 

Figure 10: How change happens (Collins, 2001)
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Section 2: Why Change Processes are Difficult

If change processes were easy, we wouldn´t devote a large part of this module to dealing with change.  

But why is change so difficult?

Activity 6

Referring to the priorities that you set in your SIP, which specific change did you introduce? Did you 
find it easy or difficult to introduce that change?  Why?  Does it depend on the type of change?  Make 
a list of factors that made that change easy or difficult to introduce in your school. Did you meet any 
resistance? If yes, how did you handle? 
After some time, discuss the questions and your list of factors with your colleague.

There are three major reasons why change processes are often difficult and may result in 

disappointments.  First, people often think that change is a linear process, in which you set the aims, 

devise an action plan and go and implement each step in your plan (Figure 11).  Research shows that 

change cannot be tackled in a linear way.  Context is crucial in the process.  This context differs from 

school to school.  Each school has its own history, location, administrative context and has its unique 

team of teachers and group of learners.  

Figure 11: Change is not a linear process (VVOB, 2017)

The second reason is that people who must implement the change often have little involvement in the 

plan.  There is a persistent but naïve belief that change can be achieved by applying a set of smartly 

designed instruments and techniques.  A major reason for the poor results of top-down change is that 

it often focuses on structures without considering the realities of those who need to implement the 

change.  It is quite possible for a government to decree structures and procedures for learner and parent 

participation, but whether this will lead to empowerment of and partnership among the stakeholders 

depends on the conditions and capacity in each school. 
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 “Change happens by degree, not by decree” (Spanbauer, 1992 in Schollaert & Leenheer, 2006).  Although 

policymakers can legislate changes in schools, teachers in their classroom usually decide to modify 

only what they believe is feasible or will benefit children (Cuban, 2010).  Hence, teachers’ willingness 

to embrace change and their decisive power to make things happen in the classroom should not be 

underestimated.  For example, policy makers advocate for the use of computers in classroom, yet 

teachers have not been adequately trained to use these.  That is the reason why, to be stable, changes 

should occur in small steps and be given sufficient time to take shape.  

Thirdly, engaging people in various unconnected change efforts is likely to leave people with a feeling 

of fragmentation.

Schools need a vision and a plan that enables them to deal with change in a consistent way, so that 

each change feeds into the next and so that everyone involved can see where a change effort is leading 

them and how it contributes to a shared vision.  This requires capacity building and developing a shared 

understanding within the school.

Because of these reasons, you should not be surprised to encounter resistance from people whose 

professional identity is being questioned or who are asked to do a lot of extra work.  Therefore, trying 

to convince people who resist with rational arguments will fail, because the origin of their resistance is 

emotional (Schollaert & Leenheer, 2006). 

Activity 7: Video “Who moved my cheese?”

Watch the video “Who moved my cheese?”, based on the book by Spencer Johnson
Questions (for discussion in small groups):
	What are the main elements in the story?
	What does the video teach us about change?

 
Link to the video: https://www.youtube.com/watch?v=jOUeHPS8A8g 

Here are some lessons leaders can learn from the mice in the video:

	Old beliefs do not lead you to new cheese; 

	 Being complacent leads to extinction;

	 Embracing change and being flexible leads to survival;

	Don’t over-analyse or over-complicate things;

	 Your role as a leader is to be curious and be open to new things;

	A different viewpoint can often help to solve a problem;

	 Consider what you might do if you weren’t afraid. This is a key takeaway as fear holds you back 

and prevents you from moving forward.



Continuous Professional Development-Diploma in Effective School Leadership | Student Manual22

Section 3: Types of Changes

The first action in leading change is to understand the nature of the change.  Not all changes are the 

same.  There are lower-order and higher-order changes (DuFour & Marzano, 2009).  It is important for 

school leaders to know about lower-order and higher-order changes, because they require different 

approaches to implement.

Lower-order changes are a response to technical problems (e.g., new version of software, new textbook, 

new lesson schedule).  A blueprint (fixed) approach is useful for lower-order changes, in which you just 

copy a change process that you are familiar with and impose it on others (Figure 12). In this approach, 

the change is designed first and then implemented by someone else.  Often, there is a fixed model 

that can be used to implement the change.  Lower order change does not require people to change 

perspectives, mindsets or beliefs.  

Higher-order changes involve a major shift in thinking.  They involve doing something fundamentally 

different from what has been done before.  They require changing beliefs, and perspectives and 

learning new skills.  Higher order changes require deep involvement and broad engagement by school 

leaders.  In other words, higher-order change involves “unlearning old practices and learning new 

ones”.  An example is the introduction of the Competency-Based Curriculum (CBC) in Rwanda.  One 

can easily implement the technical aspects of the curriculum (lower-order change), but for sustainable 

change, people need to change their beliefs on the organisation of teaching and learning (curriculum, 

assessment) and acquire the competences to implement a competency-based curriculum (higher-order 

change).  Another higher order change is a shift in the role of the teacher as an individual responsible for 

a class to a team player within a school.

Activity 8

With reference to your SIP, list examples of lower and higher order changes taking place in your 
school currently or in the recent past. For each change, explain why you consider it as higher or lower 
change.  Discuss the approach you need for successful implementation or sustainability of the above 
changes

Note that each change implies learning.  Lower-order changes require learning new skills or knowledge.  

A higher-order change is closely linked to learning as well.  When you ask teachers to change, you are 

asking them to learn new skills, change their attitudes and develop new routines.  Learning is not only 

about acquiring new competences, but also about “unlearning”, exchanging one’s old beliefs for new 

ones.  Learning is a process through which everyone goes in their own way, at their own pace.  If change 

involves learning, then people need to go through the change process in their own way and at their 

own pace.  As a result, one should not expect the same implementation of change within a school.  

Some will go faster, others go more slowly.  For higher-order changes to be successful, leaders motivate 

and develop the competencies of their staff.  
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Learning is changing your mind (Michael Fullan, 2007)

School leaders need to recognize whether they are dealing with lower order or higher order changes.  The 

problem with many educational changes is that complex innovations are treated as lower-order changes 

(DuFour & Marzano, 2009).  They impose changes top-down and provide “support” by organizing “tell 

and sell” sessions, which they consider professional development (Schollaert & Leenheer, 2006).  These 

strategies only work for lower-order changes.  Higher-order changes requiring learning and negotiating 

how the change will be implemented with the staff (Figure 12).  The failure to see the deeper context for 

change is often what causes “quick fixes” or best practices from elsewhere to fail.

Figure 12: The Change Continuum (Schollaert & Leenheer, 2006)

For example, with the implementation of the CBC, some school leaders instructed teachers to prioritize 

group work into their lessons.  Without reflection on the principles and beliefs that group work rests 

upon, teachers only implement the surface features of this approach (putting learners in groups, giving 

them an assignment, assess the result).  The results of this approach may be disappointing.  Hence, it 

is only by understanding and adopting the underlying ideas of group work (working together, peer 

learning), that teachers will be able to design tasks to improve students’ learning through group work 

(Schollaert & Leenheer, 2006).

Activity 9

Look at the cartoons below (Figure 13 and Figure 14).  What might be the reasons why things are 
working in that way?  Give an example of yourself getting stuck with the square wheels. How did you 
deal with that situation?
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Figure 13: Square wheels cartoon (source: http://www.squarewheels.com/mainpage/swsmain.html )

 

Figure 14: Square wheels cartoon (source: https://www.conflictmediationcoach.com/category/lemons, 

see also: https://www.youtube.com/watch?v=MQ8PPEKROz4 )

The first cartoon (Figure 13) shows how people are struggling to push a cart with square wheels ahead, 
while there are round wheels in the cart.  Perhaps, those people should stop and reflect whether there is 
not a better solution that is already available to them?  The cart can represent the school and the square 
wheels are the things that work, but not always smoothly.  The round wheels represent the ideas that 
could make the wagon or organization operate more smoothly.  The second cartoon (Figure 14) shows 
that we should be creative in finding solutions that can be implemented in the context of the school.

Building capacity for higher-order changes within the school

School leaders need to build capacity in their schools to deal with higher-order changes.  Many schools 
have traditionally relied on outsiders to “tell them what to do”, rather than dealing with the change 
themselves.  Rather than teachers working collaboratively in a Community of Practice to make sense 
of a new curriculum, the school would invite an expert to come and explain the implications.  People 
don’t feel that experience with one project helps them to tackle future changes.  Instead, schools 
need to strengthen their capacity to deal with change by taking learning processes into their own 
hands (Schollaert & Leenheer, 2006).  This is not only a matter for the leadership in a school because 
a sustainable improvement can only be achieved when people in a variety of positions are actively 
engaged in the change process.  

In the school context, an effective continuous professional development should not just support, but 
also inspire and embrace change.  It should attend not only to individual professional learning needs, 
but also to organisational learning needs and to sustaining teacher motivation and confidence. 

http://www.squarewheels.com/mainpage/swsmain.html
https://www.conflictmediationcoach.com/category/lemons
https://www.youtube.com/watch?v=MQ8PPEKROz4
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Section 4: Origin of Change

This section deals with the origin of changes in our schools.  There are two main origins of change in a 

school environment: internally driven and externally imposed change. 

Internally driven change comes from within the school community, as school leaders see a disconnect 

between the school’s vision and mission on the one hand and its current state on the other.  In order for 

the school to move to where it needs to be, change has to happen.  In these circumstances, the school 

leaders’ role is to be both a leader and a manager of the change process.  There is a risk that school 

leaders and other early adopters (see Section 7) will move without the rest of the school community, 

with the result that the change will not be supported or sustained. 

Alternatively, change can be externally imposed as a result of decisions at the district or national level 

(a new curriculum or testing process, for example) or because of other external factors, such as an 

unforeseen turnover in staff or a big change in the school population.  In these cases, school leaders’ 

roles as leaders and managers of change are just as crucial.  There are added challenges in acting as a 

gatekeeper.  This means that school leaders need to interpret the change and translate it to the school 

context, and the school’s mission, vision and priorities.  They bring the external change within the school 

context.  

Whether change is internal to a school’s strategic planning and direction, or occurs because of external 

forces, it is important to recognize that school leaders both lead and experience the change at the same 

time.  Because of this, leaders will be most successful if they take time to understand the implications for 

themselves as well as those for the team.  

For school leaders, it is important to know where changes come from (internal – external).  External 

changes are more likely to cause resistance when they are not introduced well.  We discussed the 

gatekeeper function of school leaders in Module 1 (Kelchtermans, Piot, & Ballet, 2011).  This means that 

school leaders play an important role in selecting innovations, interpret them and introduce them in the 

school.  This gatekeeper function places school leaders in between the school and the external world, 

which causes a “structural loneliness” (Kelchtermans et al., 2011).

Activity 10

Which types of change do you encounter the most: internally or externally driven changes?
Is your role different in both types of changes?

Drivers for change

Both internal and external changes can be driven by good or bad reasons.  Fullan (2014) distinguished 

between “good” and “bad” drivers for change.  Good drivers are more likely to result in sustainable 

change.  Bad drivers might give the impression that things are changing, but in reality, there is no 

sustainable change.  
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Change that is driven by capacity development, collaboration among staff, pedagogy and is part of a 

system (system-ness of change) is more likely to be successful (Figure 15).  Accountability, individualistic 

solutions, technology and fragmentation are bad drivers for change.

Figure 15:  Good and bad drivers for change (Fullan, 2014)

Why are some drivers good and others bad? 

The “wrong” drivers are attractive at first sight and are appealing for people with urgent problems.  They 

are attractive, because they promise quick and visible results.  The “good” drivers are effective because 

they work on changing the culture of school systems (higher-order changes), such as values, norms, 

skills, practices and relationships.  But as a result, they take longer.  

Technology is often a wrong driver because people are blinded by it and fail to critically reflect on the 

change process (Fullan & Donnelly, 2013).  If technology is introduced, because “everyone does it”, or 

“we have to do it because we want to look modern”, it will fail.  Technology offers the promise of a 

quick fix (“silver bullet”) for educational problems without having to think about “difficult” things like 

changing people’s values and beliefs.  On the other hand, if you start from the pedagogy, people can’t 

get enough technology to help them move faster.  So, technology plays a role when it is driven by some 

ideas that require technology and lead it in that way (Fullan, 2014).  In Unit 7, we will look in more detail 

at how school leaders can introduce ICT in their schools.

Well-designed trajectories that develop the capacity of teachers to adopt a change are more sustainable 

than telling teachers to do something and controlling them (Fullan, 2007).  Accountability as a driver 

for change focuses on external motivation.  This neglects the fact that higher order changes require 

learning.  Setting high standards and ensuring transparency of practice and results will result in more 

accountability (Fullan, 2014).  
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As such, accountability is the result of capacity development rather than the starting point:

“In our work, my colleagues and I have shown time and again that if you give people skills (invest in 

capacity building), most of them will become more accountable. ... We have no overt accountability 

beyond high expectations, investing in capacity building, increasing transparency of results and 

practice and maintaining a relentless focus on progress” (Fullan, 2014, pp. 26-27).

Who introduces the change in a group makes a big difference.  Changes are often imposed from the 

outside.  This can threaten the perceived competence and confidence of school staff, which will create 

resistance (see next section).  Individualistic solutions rely on the motivation or power of one person 

to implement changes.  Changes that are driven by individuals will remain isolated.  Individual teacher 

development is a necessary but not a sufficient solution to achieve system wide change (Fullan, 2014, 

p. 35).  As a school leader, it is important to have insight in the dynamics and roles within a group when 

introducing a change.  Sometimes, it is best to introduce a change yourself, and sometimes you can 

support a teacher to introduce the change.  There are strategies to make the adoption of the change 

more likely.  For example, you can build coalitions within the group or you can reduce the power of 

dominant members of the group by working in small groups.  

For a change to be sustainable and organization-wide, a critical mass of people needs to believe in it 

and adopt it.  School leaders play a big role in bringing changes from the individual to the school 
level.  Rather than relying on each individual person to learn and acquire the capacity for change, it is 

more effective to foster collaboration in groups to make sense of and deal with the change.  Research 

has shown that time devoted to building the capacity of teachers to work in teams is far better spent 

than time spent on training individual teachers (DuFour & Marzano, 2009, p. 67). 

To describe this research, Fullan uses the term social capital.  Social capital is the quality and quantity 

of interactions and relationships among people.  Social capital in a school affects teachers’ access to 

knowledge and information, their sense of expectation, obligation and trust, and their commitment to 

work together for a common cause.  The role of school leaders is to build social capital in their schools 

(Fullan, 2014, p. 71).  Once you get started, social capital improves individuals more than individuals 

improve the group.  For example, it is very hard for a weak teacher who comes into a highly collaborative 

school to remain there without improving.  Conversely, a strong teacher will not function well in a non-

collaborative school (Fullan, 2014, p. 72).

Finally, any strategy adopted becomes a bad driver of change when it is fragmented.  If changes are 

linked to the realization of the vision and mission of the school, and these were developed with the 

whole team, then people will be more likely to adopt the change.  They will understand why the change 

is needed and will see links between the various changes that are needed to achieve the vision.  

If all changes are perceived as separate, people are more likely to experience “change fatigue” (too 

many changes in a short time).  Therefore, having a widely accepted school vision and mission is so 

important.  Having a school vision will also help to actively embrace change to achieve the vision of the 

school. 
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Elmore (2004) notes that a culture of passivity and failure is present in schools where school leaders, 

teachers and learners blame forces out of their control for success or failure.  School leaders in such 

schools wait passively for the next change to come down from higher levels.  They say that there is 

nothing they can do to change the situation.

Activity 11

School A is working to move away from its traditional approach to teacher professional development 
(CPD), which has been to organize staff meetings on Thursday afternoons, during which one of the se-
nior teachers would give a training or invite a speaker.  The leadership team developed and formulat-
ed a goal for all teachers to take more initiative and self-control in their CPD.  This included organising 
various whole-staff sessions to discuss the importance of teaching as inquiry and of teachers being re-
flective researchers into their own practice.  A worthy goal, but the school leaders and senior teachers 
didn’t have a good idea of the processes required to make this work in practice.  Over the course of the 
year, groups of teachers researched and made recommendations around the way professional learn-
ing groups (communities of practice) might operate in the school, based on research and experiences 
of some teachers in other schools.  Over time a system evolved where Communities of Practice (CoP) 
meet once a week on Thursday afternoons.  During the last week of each term, a session would be 
organized where two members of each CoP presented their findings and made one recommendation 
for a school-wide change in practice. Over the course of the year each staff member had to present at 
least one set of findings to the staff.

Questions:
	 Is this a lower order or a higher order change?  Explain.
	 Is this an internally or externally driven change? Explain.
	What good or bad drivers for change do you recognize?  Explain.
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Section 5: The Concern-Based Adoption Model 

The Concern Based Adoption Model (CBAM) is a framework for studying the adoption of educational 

innovations.  It was developed by the Centre for Research in Teacher Education in Texas (Hord, 1987).  

The framework is based upon the idea that the adoption of changes is a developmental process.  During 

the adoption of changes, people go through various stages, during which their focus, levels of use 

and concerns change (Table 2).  In each stage of the model, people have specific concerns, needs and 

questions about the change.  

Table 2: Concern-Based Adoption Model (Hord, 1987)

Stage Focus Level of Use Concern

Stage 0 Awareness Non-use No concern about the innovation at all

Stage 1 Information Orientation Desire to know more about innovation 
What does the innovation mean?  What is it 
about?

Stage 2 Person Preparation In what way does the implementation of the 
innovation affects me?

Stage 3 Management Mechanical use Preparation for the innovation takes too much 
of my time!  How can I do my other work?

Stage 4 Consequence Routine and Re-
finement

How does it affect my students?

Stage 5 Collaboration Integration How can this work together with what others 
are doing?

Stage 6 Refocusing Renewal How can we further improve our practice? I 
have some ideas about another innovation 
that would work even better.
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Figure 16: Stages of concern

Activity 12 

Analyse the CBAM.  Think about a change you recently introduced in your school (for example the 
introduction of the CBC) and reflect on the questions below:

	Do you recognize these stages of concern?  
	How can you apply this model in supporting teachers to adopt the change (for example, effec-

tively implement the CBC)?

After 10 minutes, discuss your ideas with your colleague.

Application of CBAM to the change process

Change is a very personal process.  When people are confronted with a need to change, they go through 

different stages.  Each stage is characterised by dominant concerns (questions) and needs, and therefore 

each stage also requires specific support (Vaughan, 2002).  People can move to the next stage when 

the concerns with the previous one have been addressed.  The speed with which people move from 

one stage to the next is personal and depends on the person’s individual beliefs and competences.  

Sometimes, people can stop in their evolution and remain stuck at a stage.  As a school leader, your role 

is to help people to move through the stages.

Each stage in a change process is characterised by dominant concerns and needs and therefore requires 

specific support.  
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The stages in the CBAM also correspond with a shift in the focus from the self (individual) to the task, the 

other and, finally, to the impact of the change and the underlying essence or fundamentals (Figure 17).

Figure 17: Stages of Concern (VVOB, 2017)

For example, think about a new teacher in a school.  The first days, the teacher’s concerns will be focused 

on him/ herself.  How do I survive today? Who are my students?  How do I find the time to prepare all 

my lessons?  Gradually, the focus shifts to the task at hand.  How can I teach well?  In the next stage, the 

concerns move to the students.  How can I get or keep them involved?  In phases 4 and 5, teachers have 

gained the competence and confidence to think about their impact on learning and how they can share 

their knowledge with others.  Table 3 gives attributes of the five stages of concern, which correspond 

with stages 1-5 in Table 2.

Table 3: Applying CBAM to change processes (Verbiest, 2014)

STAGE 
(focus)

FEELINGS OF 
TEACHER

NEEDS OF TEACHER QUESTIONS ASKED BY 
TEACHER

SELF Feelings of a 
beginner: hopes 
and uncertainty, 
enthusiasm, 
nervousness, afraid 
to make mistakes, 
alertness

The teacher needs:
	to feel welcomed, being 

introduced to the group
	support and understanding 

of experienced colleague or 
‘mentor’

How do I survive?
Will my learners like me?
Will they listen to what I say?
Will I be able to manage the 
class?
What will parents, school 
leaders and other teachers 
think of me?
Will I do well when I’m being 
observed?



Continuous Professional Development-Diploma in Effective School Leadership | Student Manual32

TASK More self-confidence 
(routines, tasks, 
contacts, habits, 
norms)

The teacher needs:
	task-orientated feedback,
	help in extending one’s 

repertoire (methods / 
practical skills),
	opportunities to build up 

routines,
	learning through training 

courses: solution-oriented 
and immediately applicable.

Where can I find instructional 
materials?
Will I have enough time to 
cover the content?
Where can I get ideas for 
implementing the curriculum?
What is the best way to teach 
fractions to a heterogeneous 
class?

OTHER 
(learners)

Interested in 
concerns and 
learning needs of 
individual students 
(inclusiveness)

The teacher needs:
	time for process-related 

aspects,
	cooperation and reflection 

on practice,
	feedback from an expert,
	to exchange experiences 

and insights with 
colleagues.

How can I increase my learners’ 
feelings of accomplishment?
What is the best way to 
challenge unmotivated 
learners?
What skills do my learners need 
to best prepare them for the 
next grade?
How can I make sure that all 
students learn?
How can I make sure that all 
students are feeling well at 
school?

IMPACT Interested in broader 
impact of work

The teacher needs: 
	to have one’s demands 

taken seriously,
	being allowed to 

experiment,
	learning about new ideas 

and approaches, 
Additional learning and 
contribution,
	supporting other teachers

How can I achieve a real and 
lasting change in the school?
What are the consequences of 
new developments?
Collaboration (how can this 
work in concert with what 
others are doing?)
How can I approach the 
situation from a new and 
broader perspective?
How can I learn from other 
schools?
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ESSENCE Setting oneself 
free, finding deeper 
purpose

The teacher needs: 
	to take up leadership roles 

within the school,
	more responsibility on 

school level, 
	opportunities to be 

important for others,
	support of the school to 

pursue personal, socially 
relevant objectives
	training (completely self-

driven)

How can I share my knowledge 
and experience?
How can I help young 
colleagues?
How can I contribute and play 
a role in the community as 
advisor?
What is essentially important 
for me?

Example application of CBAM on the integration of ICT in a school

In facilitating change, you need to consider the concerns of people about ICT integration.  Hence, CBAM 

offers coaches and mentors ways to identify these concerns, interpret them, and act on them with 

strategies to guide change.

Table 4: Application of CBAM on the integration of ICT in a school

Stages Description Strategies to guide change

SELF (awareness) 	May not know about 
possibilities for technology 
integration

	May not be ready to use 
technology effectively 

	May resist using 
technology 

	 Involve teachers in discussions and 
decisions

	 Share enough information to stir interest 
but avoid overwhelming. 

	 Provide open environment where asking 
questions is encouraged and lack of 
awareness is accepted

	Minimize gossip and inaccurate sharing of 
information 

TASK 	Wants to learn more about 
ICT

	 Curious how other teachers 
are integrating technology 
in the classroom

	 Share information 
	 Find those that are integrating technology 

and have them share what they are doing
	Help teachers see how technology relates 

to their teaching practices 
	 Be enthusiastic and encourage those 

integrating ICT 
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OTHERS (learners) 	Has concerns about profi-
ciency level

	Does not want to look fool-
ish with teachers or in front 
of students 

	Wants practical sugges-
tions on how to use tech-
nology for specific purpos-
es 

	Needs help with specific 
problems

	 Know these concerns are common and 
legitimize existence of concerns 

	 Connect teachers with concerns and those 
who can provide support

	Discuss how technology can be integrated 
in small and attainable steps

	 Explain components of technology and 
share how to use it

	Demonstrate practical solutions to logisti-
cal problems

	Help teachers create a timeline or plan on 
how to integrate technology for immediate 
concerns

IMPACT 	Not sure how to use ICT 
effectively with students

	Would like examples that 
integrate technology, con-
tent and pedagogy suc-
cessfully.

	 Provide opportunities to attend confer-
ences or visit other teachers integrating 
technology 

	 Share lessons involving technology and 
social media and post student work

	Offer positive feedback and access to re-
sources and examples.

ESSENCE 	Would like to share lessons 
with other teachers

	Offers technical support 
and ways to integrate ICT 
in teaching to other teach-
ers

	 Looks for ways to improve 
teaching practice

	 Provide opportunities to develop their 
skills

	 Provide common planning time for these 
teachers

	 Look for opportunities for these teachers 
to collaborate on projects on-site and on-
line

	Use these teachers as mentors or coaches

	 Serves on technology com-
mittee of the school

	 Thinks “outside the box”

	 Provide time for teachers to research and 
test new ideas and tools…

	 Provide access to resources so they can 
refine ideas and put them into practice.

	 Invite teachers to help other teachers, 
explore new technologies and share expe-
riences.
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Activity 13

Participants will work in small groups.
Each group gets a card with a question from a teacher.
Answer the following questions:
	Which stage of concern do you recognise?
	 In which phase of the teacher professional life cycle does the question typically occur? (new 

teacher, junior teacher, senior teacher)

Questions:
1. Will I be able to manage the class?
2. How can I help young colleagues?
3. Will I do well when I’m being observed?
4. How can we use ICT to improve teaching and learning?
5. Where can I find instructional materials?
6. What skills do my learners need to best prepare them for the next grade?
7. Looking at the students’ performance results in my subject, how can I improve their 

performance?
8. How can I make sure that all students learn?
9. How can I improve cooperation between teachers in my school?
10. How can I achieve a real and lasting change in the school?
11. What are the consequences of new developments?

Not every teacher goes through all the stages of concern.  A teacher may stop at any level.  Some reasons 

why the development process can stop are:

	Other priorities (family, studies, other job)

	No opportunities to develop or practice (lack of professional development)

	No supportive environment

	 Insufficient capacity or motivation

	Disappointing experiences

How long each stage takes is different for each teacher.  This depends on the complexity of the task, 

the characteristics of teachers, the urgency of learning situation, and most importantly, the help and 

support that are available.  Also, teachers can return to a previous stage when they deal with changes, 

such as new curriculum, new grades or new subject to teach, new methodologies, etc. 
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Activity 14

Think about the following questions: 
	Do you recognise the stages in Table 3 with your teachers?
	Do you think this also applies to school leaders?
	What are your main concerns at this point in your career?
	Did /do you get the support you need?  Link it with the CBAM model.
	What lessons can you learn from the CBAM model about managing your school?

It is very important for school leaders to be aware of the CBAM.  It teaches us some key things when 

dealing with changes in the school:

1. Don’t ignore the first stages of the model or expect teachers to immediately apply an innovation.  

They need time to understand the innovation and realize what it means for them.  

2. Provide opportunity and time for teachers to learn to implement the change and gradually 

build up a routine. 

3. In each stage, teachers have needs of support from school leaders and their peers.  Through 

monitoring you can find out in which stage your teachers are and help them move to the next 

level.

4. Be careful with introducing changes.  Only when teachers have reached stage 4 (routine and 

refinement), can you introduce new changes.  Otherwise, teachers will be overburdened and 

“change fatigue” will occur. 
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Section 6: Dealing with Resistance

What is resistance?

Resistance is a complex concept.  It has many meanings: in physics (e.g. electrical resistance, friction, 

…), medicine (e.g. antibiotics resistance, human resistance against viruses) and military (e.g. opposing a 

foreign occupation) (Figure 18).  Here, we look at resistance to change as the refusal to accept something; 

the attempt to prevent something by action or argument.  As with the other meanings of resistance, 

resistance to change is not always a bad thing!  In education, resistance to change is the act of opposing 

changes to the current situation in the school.

                     

Figure 18: Meanings of resistance in daily life (VVOB, 2015)

Activity 15 

Think about a recent change that you introduced in your school.  Was there resistance?  Why was 
there resistance?  How did you cope with it?  Share your experiences with colleagues and write 
down your responses for each question:

1. Why do people you work with resist?
2. How can you recognize that people you work with resist?
3. How can you deal with resistance?

Discuss the answers for each question.  

Every resistance has its positive intention (Kloosterboer, 2005).  In daily life, resistance is often looked 

at as a negative behaviour. However, when a group of nationals oppose foreign occupation, resistance 

is perceived as a positive action. All of us want to boost our immune system to have resistance against 

germs.  Resistance is also a mechanism that prevents us from chaos.  Resistance helps us to conserve 

what is valuable (Kloosterboer, 2005).  This is important to keep in mind when you encounter resistance 

in your school.  
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Every resistance has its positive intention.  

It is best to look at resistance from a positive perspective.  Resistance can help the school to critically 

check the intended outcomes, to explain more clearly why the change is needed and revisit the evidence 

for introducing the change.  Resistance can make one aware of the vulnerable spots in the plan.  People 

who resist show they care about the change, which is a starting point for interaction.  It is a matter of 

finding the reasons for the resistance.

The best way of dealing with resistance is to first:

	 accept the fact that there will be resistance;

	 take time to understand the reasons for resistance;

	 improve the communication and only then start acting.

Why do people resist?

People resist because they feel threatened.  Resisting is protecting against loss and pain.  It is an 

emotional reaction, but often disguised with rational arguments.  Therefore, using only rational 

arguments to convince people will not work.  It will lead to “yes, but…” reactions.  It is very important 

to address people in the right way (inspire and mobilize).  You need to pay attention to the interactions 

between people, their motivation, vision on teaching and learning.  People who resist are trying to 

protect their needs (stability, safety, job, salary…), their interests (respect, esteem…) and their input and 

contribution (action, motivation…).  

More specifically, reasons for resistance can be:

1. Increase in workload

Change may lead to fragmentation instead of integration.  New initiatives are put in place without 

removing some ballast from the past. This will lead to an increase of the workload. People feel their 

current routines might have to change and that will be perceived as more work.  Often, change comes 

with more work at first, as new routines need to be developed (see stages of concern).  

2. Threats to professional identity

Educational change is challenging one’s beliefs about the job.  “Have I been doing this wrong all this 

time?” is a painful thought which people want to avoid.  Engaging in new initiatives creates a feeling 

of (temporary) incompetence.  Since the initiative is new, one has no expertise yet and hence people 

feel they have to jump in the deep end. “I cannot lose face in front of my learners or colleagues” is a big 

reason for avoiding change.

3. Loss of status and influence

When dealing with change, people want to know whether they can stay who they are.  They also check 

whether the people who start change have the right to speak. “Are these people telling me how I should 

do my job?” Power balances or the perception of those balances influence the level of resistance. 
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For most changes, there is an imbalance between those who are happy with the status quo and 

who will try to keep things as they are, and those who believe the change will improve things.  As 

these improvements are in the future and therefore uncertain, it is difficult for them to overcome the 

resistance of those who want to keep the status quo.  This is illustrated by the quote below from Nicholas 

Machiavelli, who already observed this challenge in 1515.

“And it ought to be remembered that there is nothing more difficult to take in hand, more perilous to con-
duct, or more uncertain in its success, then to take the lead in the introduction of a new order of things. 
Because the innovator has for enemies all those who have done well under the old conditions, and luke-
warm defenders in those who may do well under new”.

The Prince, N. Machiavelli, 1515

For example, the implementation of Communities of Practice in schools is accompanied by a change 

in school culture.  Teachers need to take ownership of their own learning and hence take a leadership 

role in their field of expertise; and school leaders need to support teachers to take up these roles This 

requires different leadership models and styles (see Module 1), which may cause resistance.

4. Moral integrity

Resistance to change can also be caused by the moral integrity of the person resisting. This person might 

have a strong feeling that the intended change is not in the interest of the learners that it might damage 

the quality of the work.  This proves that school leaders should always explore reasons of resistance as 

this might expose loopholes or even mistakes in the change strategy.

5. Ambiguous communication

In many change processes the people who will have to implement the change are underrepresented 

in the decision-making process.  This means that there is lack of ownership or buy in.  This triggers 

questions as “What are they up to this time?”

Apart from that, the communication about the change, the intended outcomes and the possible routes 

for action is limited or even completely missing. This triggers questions as “How does this affect me?”  

On top of that, change agents sometimes seem only to talk about change, but not live the change 

themselves. This makes people say: “Look at what they do, but they said…”

6. Mental models

Sometimes, one thinks that communication was clear, and yet implementation is low.  This might be 

caused by different mental models that people have.  The same information is perceived differently 

because of a different model.  What is the professional frame of reference? What is their vision about 

quality education?  What do people believe about teaching and learning?  What do they think is their 

role?  What are their visions about the world?  What educational traditions are in place? Answers on 

these questions may help to understand resistance.  A shared vision and mission is crucial to implement 

higher-order changes.
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For example, a SSL wants to stimulate the use of manipulatives and learner centred activities in maths 

teaching. This initiative is likely to fail if the SSL does not interact with teachers about their mental 

models. What do they perceive as quality teaching and learning? If they are convinced that the teachers 

should be teaching and the learners should be sitting quietly, the intervention will cause frustration as 

there is a clash in beliefs.  This needs to be dealt with first before teachers can change their teaching 

approaches.

7. Conditions for implementation are not met

Resistance can also be caused by the fact that conditions for implementation are not met.  The necessary 

infrastructure or resources are not in place. The change was poorly prepared. The human capacity is not 

available.  The school climate is not conducive.  

An example:

The implementation of Communities of Practice (CoP) implies that teachers take ownership of their own 

professional development. But to succeed, one needs a conducive and supportive environment.  School 

leaders should actively engage with teachers on their gains from the CoP (“Can you show what you have 

changed in your class practice?”), to award progress, to encourage participation. If these conditions 

are not in place, teachers will not feel encouraged to take part in CoPs.  However, “conditions are not in 

place” can also be used as an excuse to change.  “We don’t have resources.”  Is an easy way not to really 

engage with the change.  It is important to find out what real reasons for resistance are.  Excuses can be 

turned into actions for improvement!

Task Individual Group (TIG) Model

The TIG model summarizes the reasons for resistance that we discussed above.  It considers the reasons 

for resistance to a change to be either internal (within the school) or external (outside of the school) 

(Figure 19).  The school context consists of different groups that consist of individuals and deal with 

tasks.  Internal reasons can be related to the relations between the individual and the task, the individual 

and the group or the task and the group (Cohn, 1970).  What may work is different from group to group, 

as no group is the same.  For example, a task becomes more difficult if the members of the group do not 

like each other.  External reasons can be situated in the school community or society. 
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Figure 19: TIG Model (Cohn, 1970)

Iceberg metaphor in change processes

People resisting are showing certain behaviour. However, the biggest reasons are “under water”, as 

the largest volume of ice is also under water.  These underlying reasons can be a lack of trust, a low 

willingness to learn, a lack of sense of urgency, power relations, group dynamics, conflicts about territory 

or authority and relationships within the group (Figure 20).  One needs to actively talk about it to be able 

to overcome the resistance.  If not, these underlying causes of resistance will surface later.
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Figure 20: Iceberg metaphor for causes of resistance (Binon, 2017)

How do people resist?

Activity 16 

Think about the following questions individually:
	When do you resist?  Give an example.
	How did you show your resistance?
	What forms of resistance have you encountered in your school?

Share your ideas with your colleagues.  Think of a possible way to deal with the resistance of your 
partner.

Resistance is expressed in many ways (Figure 21).  One should become suspicious hearing words and 

phrases such as:

	Give me more details...
	 I think the following elements should also be considered... 
	 I will do it later
	 This is not feasible
	 I was expecting this
	 This is rubbish
	 I do not understand at all…
	 Silence 
	 This is nice in theory, but you know, in practice it does not work…
	We need first more time to discuss
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Figure 21: Things we say about change (ZEMT, 2017a)

Resistance can be visible and invisible; it can be active (doing something) or passive (not doing anything).  

In Figure 22 we give some examples of each combination of those parameters.  As a school leader, it is 

important to recognize forms of resistance.  In the next section, we will explore how you can deal with 

resistance.

Figure 22: Forms of resistance (Remmerswaal, 2015)
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(*) Asking for details can be both constructive (questioning, reasoning…) as destructive (cynicism, attack) 

behaviour.

(**) Ritual behaviour: going through the steps of the change without believing in it

(***) Paying lip-service: saying that you support the change, but without really believing it

How to deal with resistance?

Activity 17
Missed Opportunities for School Development: The Case of Teenage pregnancy and Data Se-
crecy at Rubanda Secondary School

Rubanda secondary school is one of the highly populated secondary schools located in a busy trad-
ing center in Northern Rwanda. During school holidays, it is common for secondary school age stu-
dents doing petty manual jobs in this trading center and surrounding firms. Some of the parents in 
this community do not effectively support their children to return to school after holidays as they 
don’t see the long-term benefits of education when compared to small amounts of money students 
bring home after long hours of work on manual jobs. The situation has even worsened due to the 
recent long school closures caused by Covid-19 pandemic. 

As a result of school closure during Covid-19, students and families faced unprecedented challenges 
such as: lack of opportunities for learning at home, economic hardships, ineffective community and 
parental guidance and redundancy. While some opted to doing manual jobs, others were sexually ex-
ploited in return for money and petty gifts. By the time schools re-opened, some of the teenage girls 
were pregnant and others had already given birth. Whereas some of these teenage girls could have 
returned to school, the school leader made it clear to parents that the school was not a place for such 
students. He discouraged a few parents who wished to bring back their teenage mother daughters 
to school. Some of the community members too, believed that a school was not a place for teenage 
mothers. 

Whereas the community wondered about the numerous incidences of teenage pregnancies and 
dropouts in this school, there was a cloud of secrecy and silence around this issue. To the affected 
families, it was shame and guilt. They accused their daughters of immorality and rebuked them for 
wasting family resources. To most of these girls, the world closed before their faces, the guilt, the 
trauma, the self-blame, and their dreams for the future shattered too soon! One of the victims of such 
situation is 16 years old Akaliza who was in senior 4 before the outbreak of Covid-19 -an orphan who 
was being raised by one of her extended family members.
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When Akaliza became pregnant, she was chased away from home with her new-born baby. She now 
roams in the same trading centers begging for food and manual jobs to be able to feed herself and 
the baby! She walks the same road she used to walk as a proud student, but this time, with shame, 
hunger, guilt and other psychological pains that have visibly outweighed her physical looks. It is lost 
innocence and hope that she alone must bear.  Akaliza and many of the other teenage mothers are 
not recorded anywhere in the school records. Theirs is a situation that the school doesn’t want to 
publicly confront. The school leader is one of the community members; he evidently knows what has 
happened, but he is very silent of such issues and such data is not part of the schools records.  It is not 
a topic he is willing to bring to attention in any of the stakeholders’ meetings.  Apparently, Rubanda 
Secondary School may be enjoying an illusion of a positive public image but also missed opportuni-
ties for improvement and protection of the students it is expected to serve in their diversity.

Questions for Reflection 
1. Do you know any school that share similar experiences?
2. Why do you think the school leader might have preferred to remain silent on the issue of 

teenage mothers even when he is aware of the problem?
3. What should have been the role of community members in addressing the situation
4. What are the missed opportunities for development if school don’t generate and used gener-

ated data for school improvement planning? 
5. What would have been the impact of capturing  and using data on teenage pregnancy for 

school improvement 
6. What are the different types of data you generate about students? Is teenage pregnancy one 

of them? If yes, why, If no, why? 
7. What do you think of Akaliza’s situation? How do you think the school should handle her sit-

uation? Or do you think it is too late? 

1. Creating optimal conditions for change to take place

The best way to avoid resistance or deal with resistance is by creating conditions that enhance the 

change. Below we highlight the most important ones.

Safe environment

People are most likely to implement new and challenging changes if the environment in which they 

have to do so is safe.

	 Building trust is key.

	 Treat people as partners, not as opponents.

	 Encourage experiments and tolerate errors. Making mistakes is fine.

	Walk the talk: live and practice what you are preaching.



Continuous Professional Development-Diploma in Effective School Leadership | Student Manual46

Create shared meaning

Change will work better if all have a shared meaning about the intended outcomes and reasons.  Creating 

a vision and mission which is really understood is important. This is what is called a “common cause”.

	 Provide a sense of direction

	 Engage in joint reflections:

- Make knowledge and beliefs explicit

- Look at practice in view of beliefs (and vice versa)

Create ownership

By creating a shared meaning, participants will also start owning the change. Once people feel it is “our” 

project, they will go for it.

	 Promote participation: accept individual decisions and responsibility. This will imply changes 

in leadership style: allow shared leadership.  People who actively engage should feel free to 

show confidence.

	 Let people design and implement, try out and reflect. Don’t push a blueprint where everything 

is already laid down in detail.

	Ask for support and suggestions

	 People want to see impact: find ways to measure (even small initial) changes and celebrate.

Create and celebrate success experiences

Create opportunities for quick wins as a way of creating motivation for the long-term objectives.  Every 

step forward should be recognised and celebrated.

Provide support and coaching

Investing in good relations is key in avoiding resistance. A good relation is the basis for coaching and 

support:

	 Be confident and build confidence

	 Be an active listener

	Ask for help or a mediator

	Don’t force people to accept your help.

2. Showing the importance and benefits of the change

For people to engage in innovations and change without resistance, they need to know why the change 

is important.

	 It is important to show that the intended change meets the real needs.

	 Explain a view of the desired future: what would we like to achieve, in due course? Where are 

we going? Remember to align this with the current beliefs of participants.
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	 Create awareness of the gap between present and envisaged future.

	Give all reasons for the change. Give arguments, preferably evidence based. Reports of 

learners’ test results, policy reports, statistics ….

	 Show effects, show advantage for learners; give evidence. Bring in results of action research, 

testimonies …

3. Allow for diversity in the adoption of the change

Just as students learn in varied ways and teachers should respect that diversity, change agents need to 

make sure they allow diversity in educational change.

	 Blueprints for change don’t work. There is no one size fits all;

	 People change and learn in a different pace. Some will be quicker, others slower;

	A critical attitude can add value. Acknowledge relevant critique;

	 Recognise and accept resistance.

4. Communicate effectively about the change

Communication is a key to success in any change process. Here are some things to keep in mind:

	 Listen actively, instead of convincing people

	 Be interested in arguments

	 Reformulate positively

	 Be brief and clear

	 Present in a convincing way

	Adjust to the audience

	 Repeat over and over

	Define expectations

	 Report frequently

	Walk the talk
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Section 7: The Process of Change Management

The rate at which changes are implemented varies from school to school.  This is because people 

adopting the change have different knowledge, skills and attitudes about the change.  However, 

understanding the process of change management will help school leaders anticipate how people will 

react to the change in the school.  It will also help to deal with resistance.  In this section, we will discuss 

the various steps in introducing changes in your school.  In doing this, we will integrate the ideas about 

leading change and group dynamics that we discussed before.

Activity 18 

1. Think about a change in your school that went well.  Why did it go well?  
2. Think about another change in your school that did not go well.  Why did it fail? 
3. Explain the cases to your colleague and write down common factors for success or failure.

While the process may vary depending on the nature of change, the change management process 

usually involves 4 phases (Figure 23):

	 Phase 1 – Preparing for the change

	 Phase 2 - Initiating the change

	 Phase 3 – Implementing the change

	 Phase 4 - Sustaining (consolidating) the change

Figure 23: The change management process (Binon, 2017, adapted by VVOB)
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7.1. Preparing change

Good preparation increases the chance that the change will be adopted. 

1. Planning for change includes thinking about the following questions:

	What do I want to achieve with this new change?
	Why do I want to achieve this? 
	How will I know that I have achieved the desired change? 
	When do I want the change adopted throughout the school?
	Who are beneficiaries of this change? 
	How much of this change can the school achieve by itself and on which aspects of 

change does the school need help? Who can provide this help?

2. Preparation also includes collecting and analysing relevant data:

	 Collect all data that may affect the implementation of the change
	Analyse and summarize the data: what are the likely advantages, disadvantages, risks 

and consequences of the change?
	Decide if the change is necessary.  Establish common agreement on the who, how, 

what, and when of the change.

7.2. Initiating change

Initiating change includes:

1. There must be dissatisfaction with the current situation.  The wider the dissatisfaction, the  higher 
the rate at which the change will be adopted.   For people to engage in innovations and change 
without resistance, they need to know why the change is important. 

As a leader, consider the following strategies: 

	 It is important to show that the intended change meets the real needs.
	 Explain a view of the desired future: what would we like to achieve? Where are we going? 
	 Create awareness of the gap between present and desired future.
	 Link the change to the realisation of the school’s vision and mission.
	Give all reasons for the change, preferably evidence based. Use test results, reports, 

statistics, letters from parents …
	 Formulate the problem as a challenge that can be overcome by actions from those who 

need to implement the change.

2. Convincing others of the need for the change or creating a common cause.  People are not likely 
to embrace change, if they do not perceive a problem or if they are not facing a challenge.  Only 
people who own the problem, are likely to act to improve the situation.  An important step is to 
create a “sense of urgency” (Kotter, 1996).  This means getting rid of the feeling that “we are doing 

just fine” and “why do we need to change?”
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Developing a common cause includes raising awareness about the need for change.  The Johari 

Window was first developed in the 1950s by two psychologists as a tool to help people better 

understand themselves and their relationships with others.  It defined four quadrants—known 

knowns, known unknowns, unknown knowns, and unknown unknowns (Figure 24).  People 

don’t always know what they don’t know and a first step is raising awareness on this (moving 

from top right to bottom right). 

Figure 24:  Johari Window (Luft & Ingham, 1955)

This refers to the 4 stages of competence described in module four: (1) unconscious incompetence, (2) 

conscious incompetence, (3) conscious competence and (4) unconscious competence.

3. It is important to balance innovation and routine.  Too many changes, however well introduced, 

will lead to an overload with people and result in resistance.  Too ambitious changes create 

disappointment.  Change requires a lot of energy to become familiar with the new information and 

procedures.  A good balance in an organisation is 15% change and 85% routine (Figure 25).  If you 

innovate more, people need to do their routine tasks within below 85% of the time, which increases 

work pressure.  If you innovate less, you will never achieve your goals.
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Too many changes will lead to an overload on people and result in resistance.

Figure 25: Balance between routine and change (Binon, 2017)

4. Throughout the change process, communication is key to mobilize people for the change.  Mobilizing 

means convincing them of the change and making them enthusiastic for the implementation.  

Communication is a two-way process that not only involves speaking or writing, but also listening 

or reading people’s input or concerns.  Do not wait with communicating about the change until the 

implementation.  Involve people from the beginning.  They need to know that something is going 

to happen, what is going to happen and why it is going to happen.  They also need to know how 

they will be affected by the change.  On the one hand, it is important to involve and inform people 

as early as possible in the change process.  If not, they may resist the change for a lack of ownership. 

“What have they come up with this time?”  On the other hand, vague announcements of change will 

create rumours, as people start speculating how the change will affect them.  

5. Communication is a key to success in any change process. The following are tips for effective 

communication: 

	 Listen actively, instead of convincing people

	 Be interested in arguments

	 Reformulate positively

	 Be brief and clear

	 Present in a convincing way

	 Adjust to the audience

	 Repeat over and over

	 Define expectations

	 Report frequently

	 Walk the talk
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In Section 2, we talked about higher order and lower order changes.  More specifically, higher order 

change is a complex process that cannot be realized by one person.  Leadership needs to be shared in 

a team to tackle the complexity of change (Schollaert & Leenheer, 2006).  You may create a Task Force 

(the name suggests action) or a Learning Group (the name underwrites that higher order change is a 

learning process) to guide the change.  

This is a good opportunity to let others take up leadership roles.  The following are tips for building team 

spirit:

	 Involve people from the start: Once people feel it is “their” project too, they will go for it and feel 

responsible for its successful implementation.  

	 Promote participation: This requires shared leadership. People who actively engage feel free to 

show confidence.

	 Let people design and implement, try out and reflect. Don’t push a blueprint.

	Give mandates to role players.

	Ask for support and suggestions (and do something with it)

7.3. Implementing change 

During the implementation phase, the goal is to convince as many people as possible to adopt the 

change.  The following guidelines will help you with this.

1. Make sure that there are enough resources to implement the change.  This starts with taking stock 

of the available resources by asking questions like:

•	 Which financial resources do we have available?

•	 Do we have the infrastructure needed for the change?  

•	 What do we have to learn?  Where do we want to learn?

•	 What do we worry about? Where do we feel unsure?

•	 What are we already doing well? Are some people already experimenting with the change? 

•	 Where have we already built some experience within our school?

The resources that are needed to make the innovation work should be easily affordable in terms of 

cost and availability, relevant material, time and personnel allocation, especially in and out of class 

activities must be well planned for the curriculum innovation changes to take place. For example, 

in thinking about learner centred pedagogy, the school leader should have first-hand knowledge of 

what resources, both human and teaching infrastructure, this innovation requires.
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2. The people who ultimately implement any innovation must have sufficient knowledge and 
skills.  For example, as a school leader, you should reflect on whether teachers have adequate 

knowledge and skills to implement learner centred pedagogy.  This may affect the CPD priorities 

in your school.  Look for capacity within your school, for example people who were involved 

from the beginning in implementing the change.  Give them time and opportunities to help 

others through coaching and mentoring.  In CoPs, teachers can help each other to implement 

changes in their classrooms.   

The people who implement the change must have time to learn, adapt, integrate and reflect 

on the innovations they are implementing.  They need opportunities for creative analysis and 

evaluation so that they can assess their capacity to implement the innovation. In the context 

of learner centred innovations, the school leaders should be able to create enough time for 

teachers to reflect on the innovation.  Allow for diversity in adoption but be also prepared to 

exert selective pressure.  Just as learners learn in varied ways and teachers should cater for that 

diversity, change agents need to make sure they allow diversity in educational change.

3. An important aspect in implementing change is dealing with resistance (see Section 6).  When 

dealing with resistance, be aware that not everyone adopts the change at the same pace.  

Research (Rogers, 2010) about change and diffusion of innovations shows that the attitude 

of people towards innovation differs.  Some people come up with a great idea (innovators). 

Others might not have the innovative ideas but are quick in seeing potential and they can lead 

the change (leaders). Some people will happily jump on the change wagon (early followers). 

Others will need lots of convincing (late followers). A small minority tends to reject (slow pokes/

rejecters). A few will never join.  Understanding that each community/group has these dynamics 

helps you as a change agent not to get frustrated by what is perceived as a negative attitude. It 

is a normal process.

An average group has (Figure 26):

• 8% Innovators 

• 17% Leaders

• 29% Early followers

• 29% Late followers

• 17% Rejecters, slow pokes
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Figure 26: Adoption of innovations in a group (Rogers, 2010)

Source: http://en.wikipedia.org/wiki/Diffusion_of_innovations

As a school leader, your best strategy is to focus on getting the majority on board and do not waste time 

and energy by trying to convince the rejecters and laggards that might never join. If necessary, selective 

pressure needs to be used to get the group of rejecters on board.

7.4. Sustaining change 

1. Start small with a few people who want to implement the change and create visible success 

experiences at an early stage (“quick wins”), e.g. praise during a staff meeting, positive reactions 

from parents or learners.  Quick wins can win over others to implement the change, but also boost 

the morale of those who implement the change.  Most people will not be convinced by you telling 

them how necessary the change is, but by evidence.  For example, students achieving better results 

or being more involved.

2. Provide opportunities for others to join the change.  This should be voluntary though, and it’s best 

to allow for different rates and degrees of implementation. Remember that change is a learning 

process and that people learn in different ways and at various rates.

3. If you want sustainable change, it is crucial that most people adopt the change.  An innovation is 

only adopted when it becomes standard practice at the school.  As long as you are in the adoption 

and implementation stages, the is change not yet sustainable.  The adoption of changes relates to 

the Concern-Based Adoption Model (CBAM), which we discussed in Section 5.  As people get more 

familiar with the change, their focus shifts from the Self to the Task and to the Impact.  Figure 27 

illustrates the phases in the adoption of innovations. 

http://en.wikipedia.org/wiki/Diffusion_of_innovations
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Figure 27: Phases in the adoption of innovations (Binon, 2017)

Tips for sustaining change:

	Determine effectiveness of change and reflect on progress.

	Analyse whether objectives and benefits have been achieved and as much as possible, document 

evidence of change.

	 Regularly take a step back and reflect. Consciously and critically look at the implementation of 

the change with others and discuss whether you adjust.

Activity 19 

In line with your school improvement plan and considering each step in the change management 
process (Preparing for change, initiating the change, implementing the change and sustaining the 
change):  
How will you lead and manage the changes intended in your SIP? How will you get people to believe 
in the purpose of the change? What data will you need? How will you deal with resistance? How 
will you involve people? How will you balance innovation and routine? How will you make sure the 
change is sustained?
Discuss and share your ideas with colleagues. 

Remember that change is unavoidable; change is a complex process; change is a learning process; 

change is an emotional process.

Educational Leadership during crisis

On 14th March 2020, the first confirmed case of coronavirus was declared in Rwanda. To avoid risks 

associated with the pandemic, the Government decided to close all schools effective from 16th March 

2020. In response to this crisis, some educational leaders have demonstrated competences and good 

practices in leadership during crisis, dealing with discontinued education through distance and online 

Learning for students, school safety and disease prevention; Water, Sanitation and Hygiene (WASH) and 

in Monitoring and Controlling School Drop-Out.
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Case study from GS Byumba Inyange.
(a video is also available : https://www.youtube.com/watch?v=MIab8-ITAvM

Nyirabahire Esperance is a headteacher from GS Byumba Inyange, Byumba Sector, Gicumbi District.  
Esperance successfully completed the CPD Diploma in Effective school leadership- cohort two.  
She is also actively involved in the professional learning communities in the sector. She shared her 
experience about educational leadership during crisis. 

I see “Educational leadership in crisis” as a resilient leadership. A leadership that continues even during 
crisis. An effective school leader should be able to continue his/her leadership responsibilities even 
during crisis.  This requires seeking for information about the crisis and communicating effectively. 
The school leader should continue to manage the school’s resources, to support and to collaborate 
with the school community members including students, teachers and parents even in crisis time.

My knowledge and skills about managing the school as an organization, mainly human resource 
management, managing physical resources and dealing with change were helpful for me during the 
crisis.   In addition, the ability to analyze the root causes of a problem and to find possible solutions is 
key for a school leader in time of crisis. Finally, collaboration with my colleagues and ability to listen 
to them are important. With these skills, I was able to continue to be in touch with students, staff 
and parents, sharing information using phone calls and different other social media channels.  The 
main challenge I faced was that some parents cannot use ICT for communication. The strategy I used 
was to collaborate with local communities leaders to reach out to parents and to sensitize them to 
support children to continue learning through radio. Also, I was able to supervise school construction 
activities, maintenance of computers, library resources and other school equipment.

Concerning decision making, I involve the Sector Education Inspector (SEI), the Deputy Headteacher 
as well as local government authorities. We are closely in touch though phone calls or whatsapp. 

I learnt a lot from this crisis. For example, I learnt to use of ICT and to encourage my colleagues to use 
it. I learnt that even during crisis, activities should continue. I learnt the importance of collaboration 
at different levels. I also learnt that learning can continue during schools closure and I encouraged all 
students to revise what they had learnt and for those who could have access to facilities to continue 
learning at home.
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Activity 20 

In reference to the case study, reflect on the following questions:
• What skills did Esperance use to lead her school during the crisis? What challenges did she face? 

How did she overcome them?
• What are other key skills do you, as educational leaders, need to use during crisis and  challenging 

times to find solutions to your most pressing education challenges?
• What kind of data did you need to collect and use to enable learning and teaching process con-

tinues in your school during covid-19 crisis?

Conclusion of Unit 2

School leaders, as agents of change, need to understand the change processes to be able to guide the 

school community throughout these processes for school improvement. In this unit, you have seen that 

change processes are difficult and discussed the reasons why change is difficult. The unit also covered 

the types of changes (lower-order and higher-order changes) and the origin of changes in schools which 

can be internally driven and externally imposed.  Understanding the process of change management 

is also helpful for school leaders to anticipate how people will react to the change in the school and to 

deal with resistance.

Good school leaders perform both leadership and management tasks.   As part of their management 

roles, they are expected to effectively manage all the school resources to support teaching and learning. 

In unit three, you will learn more about financial management in schools. 
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UNIT THREE 
FINANCIAL MANAGEMENT IN SCHOOLS

Introduction

Finance is the science of procuring and managing resources.  Many school activities require some form 

of finance.  Hence, financial management is an integral part of school leadership that is concerned with 

efficient and effective management of funds in order to accomplish the objectives of the organization 

(Paramasivan & Subramaniam, 2009).  It involves financial planning and budgeting, financial accounting, 

financial analysis and financial decision making.  Financial management includes reviewing, forecasting, 

controlling and monitoring a budget.

Financial management focuses on Economy, Efficiency and Effectiveness (Three E’s) (Knight and 

Marland, 1993):

	 Economy: In this context, economy is the careful use of resources.  Examples are repairing 

equipment rather than a new purchase, effective arrangements for stock-taking etc.

	 Efficiency: This means the minimum use of resources to achieve maximum results.  Examples: 

setting up a community of practice for teachers, mentoring for new teachers, using low-cost 

resources for science experiments…

	 Effectiveness: This is the fullest possible achievement of the objectives.  Examples: Improved 

performance, improved student attitudes and behaviour, better parent and community 

relations etc.

This unit consists of 3 sections.  In the first section, we discuss the role of school leaders and other school 

stakeholders in the financial management of the school.  In the second section, we look in more detail at 

the school budget.  In the final section, we focus on the accounting procedures for school funds. 

Learning Outcomes

By the end of the unit, you will be able to:

	 explain the role of financial management in school leadership;

	 identify the role of school leaders in school financial management;

	 critically interpret policies governing school finance;

	 identify sources of funding and devise strategies for the mobilization of funds for your school;

	 apply correct procedures to account for school funds;

	 identify ICT tools to effectively manage school resources;

	 value the importance of good financial management for the quality of teaching and learning. 
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Section 1: The Role of School Leaders and other 
Stakeholders in the Financial Management of the School 

Introduction

As we discussed in the introduction, financial management is a major function of a school leader, not only 

to ensure a maximum effect of scarce resources on student learning, but also to avoid any allegations 

of public resource mismanagement.  In other words, financial management means ensuring that the 

school has the funds it requires to meet its goals and that these funds are used for the purposes for which 

they are meant.  The process of financial management is associated with financial planning.  Financial 

management covers the mobilisation of funds, their allocation, monitoring their use in the interest of 

accountability and financial reporting to the relevant stakeholders (Paramasivan & Subramaniam, 2009).

Effective financial management ensures that: 

	All financial regulations and procedures are complied with;

	All financial transactions are recorded accurately;

	Adequate controls are in place to ensure that expenditures do not exceed income;

	Only authorized expenditures are incurred. 

In brief, financial management in the school will help to get an overview of the financial situation of 

the school, and thereby contribute towards the achievement of the school’s vision and mission (Renz, 

2016).  

A key element in financial management activities at the school is a high level of transparency and direct 

involvement of teachers in planning, budgeting and actual spending of grants.  Research in Uganda 

showed these factors to be critical in preventing conflicts that might derail the school from its primary 

focus on learning (Twaweza, 2019). 

 Activity 21 

Read the following scenario in small groups and answer the questions: 

During the 2016 -2017 school year, Mr Gakire, headteacher, and his Bursar at GS Nyacyondo did not 
observe the rules and regulations on the finances in their school.  They manipulated numbers of 
students by increasing them to get a higher Capitation Grant.  When purchasing school equipment 
and food for students, they did not collect the necessary supporting documents of what has been 
bought according to tender procedures.  
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At the end of the school year, students were not able to use computers although the school has well 
equipped computer labs with internet connectivity. Several classrooms’ doors and windows were 
broken.  The financial records of the school were not reflecting the reality on the ground. 

The School Audit Committee (SAC) conducted an audit at the end of the third term.  The members 
were not satisfied with the presentation by the school leadership.  The Headteacher and the Bursar 
tried to bribe the president of the SAC to end the story, but she refused. Members decided to con-
duct further investigations and found out the following:
	 300 “ghost” students 
	 records indicated that 15,000,000 Rfw was spent on materials which are not in the school
	 support documents for expenditures were missing
	 computer labs were unused
	 some doors and windows were broken
	 tender procedures were not observed
	 parents were not informed on how school finances were managed

Questions: 
1. Identify the role/s of each character in this scenario.
2. How are financial resources managed at G.S. Nyacyondo?
3. How could this situation be avoided? 
4. If you were the Bursar at this school, what would you have done differently?
5. What can be the role of the Deputy Headteacher  in strengthening accountability in the 

school?
6. Can you give advice to the headteacher  of G S Nyacyondo on effective school financial 

management?

Responsibilities of the headteacher in school financial management 

According to the Official Gazette nᵒ 03 of 18/01/2016, the responsibilities of the headteacher in relation 

to finances in Rwanda are as follows:

	 To organize the inventory of the school property;

	 To prepare and recommend for the approval of the school budget;

	 To execute the budget according to current procedures and instructions;

	 To  Effectively manage the school property;

	 To promote income generating activities

Responsibilities of the bursar in school financial management 

According to the Independent School Bursars Association (ISBA), bursars have responsibility for the 

following areas: finance and accountancy, general management and administration, school buildings 

and school grounds.  In Rwanda, the Official Gazette no. 03 of 18.01.2016 defines the responsibilities of 

the school bursar:
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	 to manage the heritage and keep books of school accounts;

	 to shop for the school;

	 to take care of furniture, buildings, land and other property of the school;

	 to prepare the budget of the school;

	 to prepare income-generating projects for school;

	 to manage contractual staff of the school

The headteachers and the bursar are both accountable for the use of funds and other resources of the 

school each quarter and whenever auditors and inspectors require.

Role of the School Audit Committee in school financial management 

An audit committee is a group of minimum 3 persons who oversee the quality and integrity of the 
organisation’s accounting and reporting practices.  There are various descriptions about the audit 
committee.  A common term among the descriptions is “oversight responsibility.”  Because of this 
oversight responsibility, audit committee members must be independent with no connection to the 
management of the organisation.

Several authors have highlighted the roles and responsibilities of audit committees.  Lin, Xiao, & Tang 
(2008) note their importance for improving internal control, rules compliance, sound corporate financial 
reporting and auditing processes.

Chen, Lin and Lin (2008) note that while the primary responsibilities of audit committees are to assist 
the School Board with its duties in overseeing the organisation’s reporting and audit requirements, it 
also:

	monitors the integrity of the organization’s financial statements and reporting system;
	 ensures that the organization complies with legal and regulatory requirements;
	monitors compliance with legal and ethical standards, including avoiding fraud.

In Rwanda, the composition and role of the School Audit Committee are outlined in the Official Gazette 
no. 03 of 18.01.2016.  Parents and members of the School General Assembly elect among themselves the 
President and the Vice President of the School Audit Committee (SAC) with absolute majority votes.  The 
representative of teachers in the SAC is elected by his/her peers with absolute majority votes.  Members 
are elected for a term of office of two years which is renewable once.  The SAC meets twice a quarter and 
whenever necessary.  Decisions of the SAC are taken by voting with absolute majority votes.  Decisions 
of the SAC are signed by all present members at the end of the meeting.

The School General Assembly Committee and the Audit Committee are both responsible for monitoring 
the management of the entire property of the school and report to the General Assembly of the school.
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Section 2: The School Budget 

To facilitate effective financial management, a budget is required.  Therefore, school leaders should 

understand what a budget is and its benefits.  The annual school budget is a document that gives 

an overview of the anticipated expenditures during the school year and from which resources these 

expenditures will be paid for (ZEMT, 2017b). It is an important planning tool, facilitating discussions 

about how much money must be raised in addition to expected government grants and for what 

purposes the grants and other resources will be spent throughout the school year.

The budget includes planned revenues, resource quantities, costs and expenses, assets, liabilities and 

cash flows.  Budgets are usually organized in line items, which are the categories of goods and services 

the school plans to buy during the year.  There are two categories of budgets: operating budgets and 

capital budgets.  

The operating budget is the overview of revenues and expenses that are expected in the forthcoming 

period, such as a financial year.  It combines known expenses, expected future costs and forecasted 

income over that period.  The capital budget is the allocated budget for the acquisition or maintenance 

of fixed assets such as land, buildings and large equipment.  The process of making the budget is called 

budgeting.  It should involve all people who are responsible for implementing the budget.  

According to Drake and Roe (1994), benefits of budgeting include:

	 establishing an action plan for a specific period;

	 appraising past activities in relation to planned activities,

	 establishing work plans, 

	 providing security for the administration by assuring the financing and approval of an action 

plan,

	 predicting expenditure and estimating revenues,

	 orderly planning and coordination throughout the organization,

	 establishing a system of management controls, 

Cashflow Analysis

A critical aspect of financial management is cashflow analysis.  Cashflow Analysis is the evaluation 

of an organization’s incoming and outgoing cash from operations, financing activities, and investing 

activities.  School leaders should elaborate and present to all school stakeholders the school budget at 

the beginning of the academic year.  This will enhance transparency and enable school leaders to share 

consistent and meaningful financial reporting with all staff and the SGAC (Renz, 2016).  This implies that 

staff and stakeholders need the financial literacy to critically engage with the school budget.  

The template below (Table 5) is an example to develop a school budget.  You can adapt this (template 

to the context of your school and according to the guidelines of your district. 



Continuous Professional Development-Diploma in Effective School Leadership | Student Manual 63

Table 5: Template for a school budget 

INCOME EXPENDITURE

Source Amount (Rwf) Category and Items Amount (Rwf)

1. Capitation grant ….. I. Functioning

I. 1. Pedagogical materials

1…..

2…..

3…..

Etc

Total I.1

I.2. Office materials

1….

2…..

Etc

Tot I.2

I. 3. Salaries and allowances

1….

2….

Etc

Tot I.3

I.4. Construction and repairing

Total I.

2.Contributions 

from parents

…..

3.School gardening …..

4. Others ….

II. Sport and leisure

…….

…….

…….
III. Professional development

…….

……..
IV. Feeding programme… 

…..

Etc
Total ……. Grand total

Source: REB, 2016
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Activity 22 

Using the current official budget template, review your school budget and assess whether it captures 
all activities as planned in your SIP. 

Sources of school funds 

School funds can come from different sources.  Drucker (2001) said that needs are always higher 

compared to the available means to satisfy them and this is also true in the school context.  Therefore, 

school leaders are expected to find additional sources of funds to meet the estimated budget.  It is 

important to be aware of potential sources of funds.  In Rwanda, school funds come from the following 

sources:

	 Voted funds: These are funds that the government allocates to schools to enable them to accomplish 

the educational programmes during the year.

	 Fund raising: These are funds that are generated by the school itself through activities such as 

sponsored walks, competitions, farming, festivals, dances and many other activities. 

	 Stakeholders’ contributions: These funds must be acquired through the generous contributions 

of business organizations, private individuals, non-governmental organizations, development 

agencies, charitable foundations, community groups, parents and many others. 

	 Funds for non-governmental schools: These are funds that are allocated by the responsible authority 

of a school that is not controlled by the government.  Examples are private schools and church-

funded schools. 

	 Renting out school infrastructure such as computer use to members of the community and provide 

services such as basic ICT training.  

Activity 23 

What are you doing to mobilise additional funds in your school? How can you rate or quantify the 
mobilized funds? Were they used in line with your SIP? Describe how ICT can help you mobilize addi-
tional funds for your school?  

Successful fundraising strategies are characterised by four components: they embrace innovation and 

new ideas, they diversify sources of funds, they ensure broad participation, and they make sure all funds 

are transparent and subject to accountability (Figure 28)
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Figure 28: Characteristics of successful fund raising strategies (Rusten, 2010)

Transparency and Accountability: Raising money to support schools and school assets is a delicate 

matter. It is therefore critical that the school’s leadership makes sure all discussions about fundraising 

ideas; all plans for specific activities; all policies guiding these activities; and all records of costs, income, 

and surpluses be available to the entire school community.

Diversification: The most successful fundraising efforts include multiple types of activities. It is not wise 

to “put all your eggs in one basket.” If you decide to implement only one idea, and if that idea does not 

work, you will have nothing to fall back on. Also, it is better to generate small but dependable levels 

of income from multiple sources that add up to meet your needs, than to risk not securing sufficient 

income from only one or two sources.

Broad participation: Successful fundraising efforts are time-consuming and depend on a variety of 

skills.  If only a few participants in the school are responsible for organizing and running fundraising 

events, these events probably will be less successful. Actively involving a many people from the school 

and the surrounding community, and giving these people responsibility for planning, organizing, and 

running the events, will lessen the burden placed on just a few people and result in greater success.

Innovation: Just because the idea has never been tried before in your school or the community does not 

mean that it will not work.  Brainstorming to come up with a wide variety of ideas to generate income is 

only part of the process of creating financial sustainability. The SGAC will have to sort through different 

ideas to determine which have the greatest potential for success; which might generate the greatest net 

revenue; and which the staff, students, and community members would be able to implement within 

the school’s context.
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Section 3: Accounting for School Funds 

Once school funds have been budgeted and funds have been allocated to expenditures, it is important 

to implement a proper financial accounting system.  This can be understood as the art of recording, 

classifying, summarising and interpreting money transactions in a systematic manner.

The objectives of the school accounting are as follows:

1. To keep systematic school financial records.

2. To protect school properties as school accounting helps to avoid unjustified and unwarranted 
use of school funds. 

3. To assess the net profit or loss of the school at the end of a given period. 

4. To identify the financial position of the school: it shows where the school stands, what it owes 
and what it owns based on the Balance Sheet. The Balance Sheet is a statement of assets and 
liabilities of the school on a particular date. 

5. To facilitate rational decision making by relevant authorities (for example, School Audit 
Committee) 

6. to serve as an information system: an accounting system informs school leaders about the 

school situation so that they can take appropriate decisions. 

A good accounting system is based on the following principles: 

1. Acknowledgement by receipts. Receipts are legal documents proving that money has been 

received by a person or institution.  A receipt should be provided for all funds received and a 

copy should be kept at the school. 

2. Internal audit. Audits are one way of providing management with an objective assessment of 

whether the financial system and controls are working properly.  In other words, they report on 

the truth and fairness of the financial situation of the school.  An audit or detailed examination 

and analysis of a school’s financial records should be conducted by an independent and 

professional expert. 

3. Monitoring of disbursement of funds: headteachers must ensure that expenditures are within 

actual income levels and that only authorized expenditures are made.  This can be achieved by 

ensuring accurate and immediate recording of all financial transactions. 

4. Effective accounting system: A headteacher needs to establish controls that will help protect the 

school from financial risks by adhering to financial regulations and procedures.  The principle of 

“separation of duties” should be followed.  Cheques should not be issued unless two signatures 

appear on each cheque.  

5. Regular reporting: the headteacher must ensure that regular reports (monthly, termly and 

annual) are timely produced and submitted to the relevant authorities and stakeholders (see 

Table 7).

6. Procurement: The headteacher has to ensure that the school abides with procurement practices 

(bidding process, contract terms, delivery notification, etc) 
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The ultimate accountability for the management of school finances lies with the headteacher. The 

headteacher should keep in mind following principles: 

1. The school budget should be prepared together by the senior teaching staff, heads of department, 

students’ representatives, SGACs and other stakeholders, and not by the headteacher alone.

2. There should be regular budget reviews and audits in the school.

3. There should be proper control and financial checks and balances.  Instances of mismanagement 

should face penalties as stated by the Law.  

4. There should be a proper allocation of budget to various activities in accordance with the 

general budget.

To make the most of resources and account for spending decisions, it is good to link the school priorities 

from the SIP to spending decisions.  The school bursar is requested to produce the school financial 

report at the end of each term and at the end of the school year.  Table 6 shows an example of a financial 

report template.  

Table 6: Example of school quarterly (per term) financial report template

Income Expenditure
Particulars Amount Particulars Amount Balance
Carried forward Functioning
Capitation grant Personnel

Other products Evaluation

Receipt donations Equipment and supplies

Subsidies Missions and Transport
Receipt interest Bank charges
Sundry debtors Communication charges 

Training
Colloquiums and conferences
Pedagogical meetings
Seminars
Maintenance and repairs
Repair and replacement
Water and electricity
Charges and losses (theft, 
depreciation, damage)
Levies and taxes
Paid interest
Insurance
Sundry creditors

Total Total

Source: REB, 2016
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For the effective school accounting system, it is also important to take into consideration the depreciation 

of infrastructure.

Depreciation of infrastructure

Generally accepted accounting principles require depreciation of capital assets. Depreciation is the 

process of allocating a portion of the historical cost to each year of an asset’s useful life. One method 

is the straight-line method of depreciation. This method of depreciation is calculated by allocating the 

historical cost less the residual value of the asset over the useful life in equal annual portions. 

The duration of useful life is a matter of agreement.  You can check with your district for any guidelines 

on this.  Some guiding figures for capital items are: 

	 Buildings: 40 years

	 Building Improvements: 20 years

	 Cars and Trucks 5 years

	 Buses and Vans 10 years

	 Computer Equipment 3 years

	Other Furniture and Equipment 7 years

Guidelines for Public Procurement of Resources

Public procurement in Rwanda is coordinated by the Rwanda Public Procurement Authority (RPPA), 
which was established on 30/12/2007 by the Law no 63/2007 establishing and determining the 

organization, functioning and responsibilities of the Rwanda Public Procurement Authority.  Guidelines 

for the public procurement of resources in Rwanda were updated in the Official Gazette no. Special of 

07/09/2018 that outlines the Law N°62/2018 of 25/08/2018 Governing Public Procurement.  

This Law applies to all procurement of works, goods or supplies and consultancy or non-consultancy 

services ordered by a procuring entity.  Public procurement refers to the procedure through which a 

public entity such as a school acquires equipment, construction or services from outside in return for a 

price.  A public entity is expected to issue a tender notice, inviting contractors through an open bidding 

process, for every purchase exceeding Rwf 100,000.  For any firm to bid for the tender, they must fulfil 

given requirements, including the capacity to provide the service or commodity.  For works whose value 

is estimated to cost above Rwf 1 million, the procuring public entity must advertise the tender in at least 

one newspaper of wide circulation and on the Internet.

Public procurement is governed by the following principles:

1. transparency;

2. competition;

3. economy;

4. effective, efficient and fast work;

5. fairness;

6. accountability.
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To guide the procurement process, the headteacher should establish a tender committee.  This 

committee will develop the tender notice, publish the tender and evaluate the bids.  It will award a 

contract to the successful bidder.  The successful firm or individual is debriefed about what is expected 

of them and the contract is explained further.

In all public procuring entities, public procurement must be done using the e-procurement system 

through the e-procurement portal.  However, Rwanda Public Procurement Authority may give 

authorization to conduct public procurement proceedings without using the e-procurement system.

The procurement process consists of the following steps:

	 Preparation and publication of a tender

	 Bid for public procurement

	 Bids opening, evaluation and notification

	Appeal

	 Procurement contract

There is a preference for goods or supplies produced or supplied in Rwanda and bidders registered in 

Rwanda.  It is prohibited to accept or to solicit directly or indirectly, offer to an employee or a former 

employee of the procuring entity or other public institution, a bribe in any form, to compromise someone 

with respect to any act or decision in connection with public procurement proceedings.

The Law provides for arbitration in case of any grievances about the tender process from some bidders.  

When there are no complaints, the contractor or supplier goes ahead and mobilises to start implementing 

the project or supplying the goods and services. The contractor’s performance is evaluated regularly, as 

agreed in terms of payment.

RPPA states that a bidder who is involved in any form of misconduct is immediately blacklisted and 

suspended from participating in public procurement.  According to the RPPA manual, public agents 

and bidders shall not collude with other businesses and organisations with the intention of depriving a 

procuring entity of the benefits of free and open competition or enter into business arrangements that 

might prevent the effective operation of fair competition.  They are also prohibited from engaging in 

deceptive financial practices, such as bribery, double billing or other improper financial practices; and 

misrepresenting facts in order to influence a procurement process or the execution of a contract to the 

detriment of the procuring entity.

More information about public procurement can be found at: https://www.rppa.gov.rw/index.

php?eID=dumpFile&t=f&f=34223&token=03b1e40242e5b9986bf6783ccc70081410c4f5d1

The MINISTRY of Finance and Economic Planning (MINECOFIN) and the RPPA have published a public 

procurement user guide (2010).  It is available on: https://www.rppa.gov.rw/index.php?eID=dump-

File&t=f&f=34227&token=d4647901aed3147f7d96ab55147647f864b309c6

https://www.rppa.gov.rw/index.php?eID=dumpFile&t=f&f=34223&token=03b1e40242e5b9986bf6783ccc70081410c4f5d1
https://www.rppa.gov.rw/index.php?eID=dumpFile&t=f&f=34223&token=03b1e40242e5b9986bf6783ccc70081410c4f5d1
https://www.rppa.gov.rw/index.php?eID=dumpFile&t=f&f=34227&token=d4647901aed3147f7d96ab55147647f864b309c6
https://www.rppa.gov.rw/index.php?eID=dumpFile&t=f&f=34227&token=d4647901aed3147f7d96ab55147647f864b309c6
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Activity 24 

What have been your experiences with public procurement?
What questions do you still have about public procurement?

Conclusion of Unit 3

Financial management is seen as a major function of school leaders. It covers the mobilisation of funds, 

their allocation, monitoring their use in the interest of accountability and financial reporting to the 

relevant stakeholders. Another important managerial task of school leaders is about managing all 

people who have a role to play in the achievement of the school’s goals. This function is covered in unit 

four.
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UNIT FOUR
HUMAN RESOURCE MANAGEMENT

Introduction
Human Resource Management (HRM) is about the management of people in organizations (Bratton 
& Gold, 2012, p.11).  Human resources are all the people (teaching staff and non-teaching staff) who 
perform the activities of an organization.  The achievement of organizational goals cannot be met 
without human resources.  It is people, not buildings or equipment that make the organization.  Thus, 
HRM is all about the creating conditions that enable greater self-direction by staff in the performance 
of their duties.  
The main aims of HRM are:
	Organizational effectiveness and efficiency
	Human capital management (professional development, team building)
	 Knowledge management (see Unit 5)
	 Reward management (enhance motivation, job engagement) 
	 Employee relations (harmonious relationships)

	Meeting diverse needs of personnel

Figure 29 illustrates the process of HRM:

Human
Resource
Planning

Recruitment
or Downsizing

Selection
of Employees Orientation

Training and
Development

Performance
Appraisals

Safety and
Health

Compensation 
and Benefits

Competent High-Performing Workers

Figure 29: Overview of the HRM process (Runhaar, 2017)

Learning Outcomes

By the end of this unit, you should be able to:

	 Explain the role of human resources in a school system (AMO theory of performance);
	Discuss the functional interrelations between the various actors in a school;
	 Recognize the importance of motivation in school management;
	Manage human resources in the school effectively and efficiently;
	 Value the use of ICT in HRM;

	 Complying with gender related laws and policies in human resources. 
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Section 1: AMO Theory of Performance

Activity 25

What do you understand by HRM?
What do you do to help your staff to perform to the fullest of their abilities?
How do you comply with gender related laws and policies in terms of staff management?

In the school context, HRM is much more than recruiting and firing staff.  HRM entails the use of staff in 

such a way that school leaders obtain the greatest possible benefit from the staff’s abilities and the staff 

obtain material and psychological rewards from their work (Graham & Bennett, 1998).  

Human resources differ from other resources in the school, because individuals have varying levels of 

ability and experience, different personality traits and role perceptions, and different levels of motivation.  

Achieving high educational standards is only possible through competent and motivated teachers.  In 

Rwanda, the Ministry of Education (MINEDUC) and the Districts are strongly involved in several domains 

of HRM, such as recruitment, staff development, transfers and promotions, staff evaluation, dismissal 

and general discipline, salaries and pensions.

In dealing with HRM in schools, we are concerned with three major issues: assessing the needs for staff, 

satisfying the needs for staff and maintaining and improving staff performance.  The literature on HRM 

refers to the ‘AMO theory of performance’ where ‘A’ stands for Ability, ‘M’ for Motivation and ‘O’ for 

Opportunity (Runhaar, 2017) (Figure 30).  Good HRM will make sure that the school has staff members 

that can teach well, the motivation to do so and the opportunity to improve themselves in their job.

Figure 30: AMO Theory of Performance (Runhaar, 2017)
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Section 2: Functions of HRM

We can distinguish different functions of HRM in schools (Figure 31).  In this section, we will focus on 

the motivation and performance management components.  The induction of new teachers and CPD 

of all staff are important elements of HRM. You will learn more about the induction of new teachers and 

explore what CPD is and what makes it effective CPD in module four. 

Figure 31: Functions of HRM (HRWords, 2012, adapted by VVOB)

Recruiting school staff

Even though school leaders in Rwanda are not immediately involved in recruitment of their staff, they 

should prepare a job description for each new position.  A job description clarifies the required skills, 

traits, and professional experience.  In advanced educational system where school leadership is fully 

decentralized, school leaders’ role in staff recruitment is to institutionalize sound policies affecting the 

recruitment, selection, performance, morale, job satisfaction, and professional development of all staff. 

Motivating Staff

Activity 26

What are you currently doing to motivate your staff?

What makes us motivated? It may be a need, an idea, a belief, a shared vision, an emotion, or the monthly 

salary.  Because all human beings need encouragement, feedback and stimulus, motivation affects the 

way we perform and our level of comfort within the organization. 
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People are motivated by different factors.  Motivation enables us to tackle new types of work, the 

opportunity to take own initiative without close supervision, encouragement and recognition for work 

well done and opportunity to take responsibility. 

There is a lot of research on motivation and how leaders can increase it among their staff.  In this section, 

we discuss two important theories of motivation: Herzberg’s Motivation Theory that distinguishes 

between hygiene factors and motivators, and Self-Determination Theory that identifies 4 factors that 

determine intrinsic motivation.  The two theories offer a framework that you can use to increase the 

motivation of your staff.

1. Herzberg’s motivation theory

Job satisfaction and dissatisfaction are important concepts of Herzberg’s motivation theory.  Herzberg 

made a distinction between conditions that need to be in place to do a job well (hygiene factors) and 

motivators that increase motivation, satisfaction and commitment with staff (Herzberg, 1966).  Hygiene 

factors do not motivate staff, but if they are not in place, they can demotivate staff.  Examples in a school 

are teaching materials, salary, a place to sit, enough time to prepare and well-equipped classrooms with 

not too many learners per class.  “Motivators” are factors such as recognition, possibilities for growth, 

opportunities to work together with colleagues and challenging work (Figure 32). 

Figure 32: Herzberg’s Theory of Motivation (Herzberg, 1966)

The hygiene factors and motivator factors in Herzberg’s Theory of Motivation are related to the concepts 

of intrinsic and extrinsic motivation.  Hygiene factors are more extrinsic factors and motivators more 

intrinsic.
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Intrinsic motivation means that the individual’s motivation comes from within.  The person has the 

desire to perform a specific task, because its results are in accordance with his/ her belief system, or the 

task fulfils an inner desire.  It involves engaging in a behaviour because it is personally rewarding, rather 

than the desire for some external reward.  For example: participation in a sport because you find the 

activity enjoyable or solving a puzzle because you find it challenging. 

Extrinsic motivation implies that the individual’s motivation is coming from outside that person. In 

other words, the desire to perform a task is controlled by an outside factor.  An extrinsic reward can be 

a certificate of accomplishment, a medal, prizes, marks or a monetary reward. 

2. Self-Determination Theory

Self-Determination Theory (SDT) was developed by Edward Deci and Richard Ryan in the 1980s, and 

has been refined by other scholars (Ryan & Deci, 2000).  It is a broad framework for the study of intrinsic 

motivation.  It is concerned with supporting our intrinsic tendencies to behave in effective and healthy 

ways.  Self-Determination Theory distinguishes 4 factors that have an impact on intrinsic motivation 

(Figure 33).  

These are: 

	 Relatedness: working together with colleagues

	Autonomy: having freedom to organize one’s work

	 Sense of purpose: having the feeling that one’s work is useful for other people and humankind.

	Mastery: having the feeling that one can grow and develop its capabilities.

Figure 33: Self-Determination Theory of intrinsic motivation (Ryan & Deci, 2000; adapted by VVOB)
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Activity 27

In this exercise, you will apply Herzberg’s theory of motivation and Self-Determination Theory to your 
school.  In small groups, discuss the six questions below:

1. Are the hygiene factors in your school in place?  What can you do to improve on them?
2. How can you improve the intrinsic motivation of the staff in your school by focusing on re-

latedness?  
3. How can you improve the intrinsic motivation of the staff in your school by focusing on au-

tonomy?  Does autonomy mean that teachers work in isolation in their classes?  Why (not)?
4. How can you improve intrinsic motivation of the staff in your school by focusing on the sense 

of purpose with your staff?  Which school leadership standard does this relate to?
5. How can you improve the intrinsic motivation of the staff in your school by focusing on their 

mastery? 
6. Apply both theories to your own role as a school leader.  What could be done to increase you 

own motivation?  What can be done by yourself and for which elements is outside support 
needed?
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Section 3: Staff Performance Appraisal

Staff appraisal is an essential management skill.  The words “appraisal” is sometimes used instead of 

“evaluation” or “assessment” when staff performance is being judged.  Staff performance appraisal is 

a process whereby school leaders measure the contribution of each team member against standards, 

targets or operational objectives which have been agreed upon in an earlier planning phase.  The 

discussion also gives school leaders the opportunity to strengthen their relationship with each staff 

member and gain additional insights into individual strengths and weaknesses.  Such an appraisal 

discussion can ensure staff development since it not only allows school leaders to develop strategies 

for strengthening areas where individual skills are weak or lacking, but also can facilitate changing 

requirements of an individual’s job and his or her future direction within the organization.

School leaders must ensure that they are committed to an appraisal system by engaging in professional 

dialogue with teachers, respecting them as professionals and making evidence-based decisions about 

their work and contribution in an open and fair manner. Headteachers  are responsible for conducting 

performance appraisals of all teachers assigned to their school.  These appraisals must be conducted in 

accordance with principles and practices of equal opportunities, legislative and regulatory requirements, 

relevant ministry guidelines, and any other requirements specified by the school board. 

Activity 28

What are you currently doing on staff performance appraisal? Is there a link with your SIP? What can 
you still do to improve upon it? 

Discuss your ideas with your neighbour and afterwards with the wider group.

It has been proven that information and communication technologies (ICTs), such as Management 

Information Systems, Internet, mobile communications, media, and others can be helpful in different 

aspects of management of human resources.  ICT tools can also facilitate school leaders to collect and 

use data related to management of school human resources, as such facilitate data driven decision 

making. 

Activity 29 

Nowadays ICT is an indispensable tool in many schools.  Exchange ideas on how you can 

use ICT in the following aspects of human resource management: 

 Recruitment of staff 

 Induction of new staff 

 Communicating with staff 

 Performance management  

 Staff appraisal 
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Performance contracts

Performance contracts, known as “Imihigo” in Kinyarwanda, are founded on the traditional Rwandan 

practice whereby two parties publicly committed themselves to the achievement of a demanding task. 

Failing to meet these commitments usually led to dishonour, not only to the participating individuals 

but to the whole community.  Those who achieved their pledges became role models in the community 

and their exploits were echoed in history (RWFO/ADB, 2012).

In Rwanda, annual performance contracts are signed between the President of the Republic and the local 

government institutions and line ministries.  These bind respective institutions to targets they set for 

themselves.  Performance contracts are measured against an agreed set of governance, economic and 

social indicators known as performance indicators.  Performance indicators provide a clear framework 

to establish domestic accountability at a level that is directly relevant to citizens (Versailles, 2012). 

Similarly, headteachers sign a performance contract with the government entities represented by 

the Sector or the District.  In the school context, these performance contracts should mainly focus on 

improving the teaching and learning process resulting in higher student performance.

Conclusion of Unit 4

Human resources are the most valuable assets for the school, as it is the case for any other organization. 

A school cannot achieve its objectives without competent and motivated staff (teaching and non-

teaching staff).  Therefore, as school leaders, you have the responsibility to effectively manage your 

school staff and lead them towards the achievement of the school’s objectives.  It is also fundamental for 

the school to have physical resources to accomplish its aspirations. Unit five focuses on the management 

of physical resources.
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UNIT FIVE 
MANAGEMENT OF PHYSICAL RESOURCES

Introduction

A school needs physical resources and facilities to accomplish its mission, goals, and instructional 

objectives.  Physical resources are resources that you can feel, move, smell etc. Physical resources 

constitute a key factor which affects learning, staff motivation and academic performance in the school 

system (Maciha, Armstrong, & Waier, 2000).  

Physical resources include teaching and learning materials, school furniture (desks, cupboard), 

ICT infrastructure, buildings (classrooms, dormitories, girls’ rooms, teacher resource centre), land, 

playgrounds and services such as water, internet and electricity (generator).  School leaders must ensure 

that the available resources are integrated and utilized optimally to help realise the vision and mission of 

the school.  School leaders need to identify what resources are needed and how these can be obtained. 

We will start this unit with an overview of different types of physical resources in a school (section 1).  

Secondly, we will look at the role of school leaders in the management of physical resources in the 

school (section 2).  Next, we will discuss in more detail the maintenance of physical resources (section 3) 

and, finally, we will look at how physical resource management can contribute to making schools more 

inclusive (section 4).

Activity 31

1. List 3 things that you feel are going well in your school related to the management of physical 
resources. What evidence do you have to confirm this?

2. List 3 challenges that you encounter in the management of physical resources.  What are strategies 
that can be used to address them? 

Learning outcomes

By the end of this unit, school leaders will be able to:

	 Identify different categories of physical resources available in schools;

	 Follow correct procurement procedures when acquiring resources;

	Address challenges related to the management of physical resources;

	 Ensure inclusiveness in the management of physical resources;

	Manage physical resources effectively and efficiently;

	 Ensure that resources are effectively used for quality teaching and learning;

	 Value the importance of good quality and well-maintained physical resources.
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Section 1: Types of Physical Resources

Activity 32

What do you understand by physical resources in a school?  List some of the necessary tangible 
resources of a school. What is the condition of each of the listed resources in your school?

School leaders need to manage a wide range of physical resources.  The available physical resources 

differ from a school to another.  This depends on the population of the school, the available funds 

and the ability of school leaders to mobilise resources.  Mantep (1995, pp. 210-211) classifies physical 

resources into four types: 

a. Land: This is the ground owned as property by the school.  Availability of land would enable the 

school to expand, plan for new facilities, and even improve the school environment. Fencing or 

planting of trees should demarcate school land. Title deeds should be secured and safely kept.

b. Buildings: Those are what have been constructed for the purposes of enhancing teaching and 

learning. They include classrooms, libraries, laboratories, workshops, teachers’ houses, stores, 

dormitories, toilets, girls´ rooms and kitchens.  Buildings require repairs and periodic renovations.

c. Machinery and equipment: These refer to those items that are used to produce teaching and 

learning materials, provide electricity and internet connection (generator, solar power unit, internet 

modem), transportation of students and staff, cleaning the school compound, and carrying out 

economic activities such as farming.  Machinery and equipment should be used and stored carefully 

to avoid damage.  Proper repair and maintenance should be undertaken to ensure longevity.  

d. Furniture and teaching resources:  They are indispensable in facilitating teaching and learning. 

Teaching resources include play materials for pre-primary, books (text books, picture books, story 

books, …), science laboratory kits, physical education kits, chalkboard, charts and so on. Quick 

repair and immediate replacement for lost items should be undertaken.

Key principles in the management of physical resources are:

	All possible resources should be identified and used appropriately

	 There should be effective use of all available resources

	 Local resources should be sought and manufactured wherever possible

	 The use of resources should be carefully maintained and controlled
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Section 2: Role of School Leaders in Physical Resource 
Management

School leaders must be fully concerned with the physical environment.  A school that has dilapidated 

buildings, leaking roofs, abandoned projects, over-grown trees and lawns is not conducive to learning.  

School leaders have the responsibility of ensuring that facilities are in good shape.  Even with the 

meagre resources at their disposal, they have the responsibility of providing teachers with the necessary 

physical resources for effective teaching.  

We can identify the following responsibilities of school leaders in the management of physical 

facilities (Okumbe, 2008, p.16):

	 Coordinating the development of an inventory of resources and keeping it up to date.  

	 Being familiar with supply and maintenance regulations.

	Making an analysis of the present utilisation of school resources.

	 Identifying ways to improve the utilisation of school resources.

	 Coordinating the maintenance of the school buildings and facilities.

	 Enhancing cleanliness in classrooms, dormitories, halls, eating areas and the surrounding 

environment.

	 Coordinating the provision of maintenance and repair materials.

	 Enhancing health and safety concerns and inclusiveness through appropriate school design, 

maintenance and repair. 

Collaboration

School leaders should collaborate with all school staff and students to manage physical resources.  

Obviously, adequate physical infrastructure and a supply of educational resources does not guarantee 

good learning outcomes.  What matters for student achievement and other education outcomes is not 

necessarily the availability of resources, but the quality of those resources and how effectively they are 

used.  Managing the use and usefulness of resources should therefore be an important part of physical 

resource management. Where applicable, available resources should be made accessible to staff and 

students for the purpose of teaching, learning as well as for professional development of teachers.  

For example, available laptops should be made accessible to teachers when they need them for CPD 

purposes.”

Schools should have the necessary resources to create a safe and accessible infrastructure for effective 

learning to take place in the classroom and the broader school environment.  This means that:

	 The school has enough classrooms for the recommended teacher: learner ratio.

	All classrooms are accessible for all learners, including those with disabilities.

	 The school has adequate toilet facilities for learners and staff, separated according to sex, and 

provide at least one toilet that is accessible for people with physical impairments.

	 The school should be safe and secure place for all learners and their educators.
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School leaders should set up and follow proper management and administrative procedures so that 

all physical resources of the school are utilized effectively and efficiently (e.g., use of garden, books, ICT 

infrastructure) and maintained regularly (e.g., ICT infrastructure, furniture).  Moreover, good maintenance 

is important to plan for timely investments for replacing or adding additional physical resources.

A central part of good maintenance is an effective inventory system.  Such an inventory system shows 

how all physical resources were acquired, are registered, utilized, maintained and expended (where 

applicable see the Ministerial Order N° 002/20/10/TC of 19/05/2020 establishing regulations on public 

procurement).  A physical verification of all physical infrastructure should be conducted at least once 

a year.  The observations of this verification (number, status, compliance with guidelines) should be 

reconciled with those in the records.

School leaders are faced with many constraints that affect their ability to manage school physical 

facilities effectively.  Constraints include:

	 Insufficient funding 

	 Shortage of trained personnel to handle maintenance 

	Materials such as books and lab materials are available but not used by teachers. 

	 Lack or inadequacy of storage space 

	 Insecure and inappropriate storage facilities

	 Lack of consultations between suppliers and user

	 Inability of all members of staff in being regular and prompt in maintaining records.

Activity 33

Review the constraints to manage school physical facilities effectively, that are listed above and dis-
cuss about the following questions: 
1.Which constraints or challenges do you face when managing physical resources at your school?
As school leader, how do you deal with each of the identified constraints in your school? 
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Box: School notices and posters

Install noticeboards in places where they can be seen by all learners, teachers and visitors to the 
school; there should be a noticeboard in all staff rooms and, ideally, in all classrooms.

Ensure that important information about your school is posted on a noticeboard where it can be read 
by all stakeholders e.g. the school’s progress in improving learning outcomes, the mission and vision 
and the school rules.

Advertise upcoming school events and timetables for regular co-curricular activities (e.g. sports, 
clubs, field visits) as well as feedback on the success of those events, and expressions of thanks for 
people supporting them. Also, post notices about forthcoming meetings e.g. of the School General 
Assembly and its School Executive Committee.

Use text, graphics and photos to ensure the displays are attractive and draw the reader’s attention.  
Involve teachers and learners in making posters for events they participate in.

Update the noticeboards regularly to encourage people to read them; make sure someone is 
responsible for this.
Source: BLF, 2019
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Section 3:  Maintenance of Physical Resources

Activity 34

Discuss the following questions:
	What resources do we have in our school now? How are they used? How might I support even 

better use of the resources we have?
	How can we store the resources securely, while also availing them to teachers and learners? 

Can we set up a resource room? Or at least a resources cupboard? Or, as a last resort, some 
plastic boxes?

	Are our resources clearly identifiable and properly recorded as belonging to our school? Can 
we stamp our school name on the inside cover of pupil books? Are there other ways we can 
make sure we can identify our resources?

A comprehensive maintenance of the existing school physical facilities should be regularly performed 

to ensure that they remain in good operating conditions (Maciha et al., 2000). This is because in normal 

situations, a little precaution before a crisis occurs is preferable to a lot of fixing up afterward. However, 

under the guise of “saving money,” many schools (and other organizations for that matter) practice what 

is known as “emergency maintenance”, a maintenance programme in which nothing is done to a piece 

of equipment until it breaks down. And then, after the equipment breaks, the least expensive repair 

option is used to return the equipment to service. While this may sound like a cost-saving approach 

to maintenance, precisely the opposite is true. Regularly scheduled equipment maintenance not only 

prevents sudden and unexpected equipment failure, but also reduces the overall life-cycle cost of the 

building.  Maintenance entails much more than just fixing broken equipment. In fact, a well-designed 

facility management system includes three categories of maintenance: emergency (or response) 

maintenance, routine maintenance and preventive maintenance (Figure 34).

Figure 34: The Maintenance Spectrum (Maciha et al., 2000)

a) Emergency maintenance: Waiting until equipment or machinery fails before repairing or servicing 

it in order to bring it back to original operating condition. 

b) Routine maintenance: These are simple, small-scale activities (usually requiring only minimal skills 

or training) associated with regular (daily, weekly, monthly, etc.) and general upkeep of a building, 

equipment, machine, plant, or system against normal wear and tear. 
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c) Preventive maintenance: This type of maintenance involves periodically inspecting, servicing, 

cleaning, or replacing parts to prevent sudden breakdowns and failures in order to preserve and 

enhance equipment reliability. 

The following are the benefits of preventive maintenance:

	 Keeps equipment in good condition to prevent large problems 

	 Extends the useful life of equipment

	 Finds small problems before they become big ones 

	 Keeps equipment safer 

	Decreases cost of replacement

	 Reduces environmental and workplace hazards

Guidelines for maintenance of physical resources in Rwanda

Activity 35

Think individually about how you deal with the impact of the following changes in the education 
sector on the management and maintenance of the physical resources of your school:
	 increases in enrolment figures
	 gradual abolition of the double shift system 

Discuss your ideas with your neighbour.

The Rwanda Education Quality Standards 2008 has set out the quality standards in promoting 

improvements to education quality in schools.  The document includes recommendations on school 

infrastructure and school equipment.  The Rwanda Ministry of Education has also adopted the Child-

Friendly Schools approach which recognizes that each child is a vital member of society, and that every 

child’s education is the key to future of Rwanda development.  Child Friendly School Guidelines have 

been published for Rwanda (MINEDUC, 2009).  In Appendix 2, you find a checklist for school infrastructure 

for Rwandan schools.

The Child Friendly Schools Infrastructure is based on 4 standards:

•	 Standard A: “A school must have appropriate, sufficient and secure buildings.”

•	 Standard B: “A school must be a healthy, clean, secure and learner protecting environment.”

•	 Standard C: “A school must have a child-friendly, barrier free environment which promotes 

inclusive access and equal rights of every child”

•	 Standard D: “A school must have adequate and appropriate equipment that supports the level 

of education.”
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Activity 36

In small groups, discuss one of the scenarios below.  

SCENARIO 1
You are in a group meeting with pre-teachers.  They really like a set of resources required by REB but 
tell you they cannot make them. They say they are not sure children will bring in any materials (e.g. 
bottle tops) and they don’t have any cardboard or any other materials they might need in the school. 
They expect you to give them the resources they need. What can you do?

SCENARIO 2
You had a great meeting with teachers last month and you are delighted that the teachers have 
made some resources for teaching and learning.  When you observe a teacher in class, she has lots 
of resources.  But the children don’t get to touch anything. She just shows them to the children or 
manipulates them as a demonstration. What can you do?

School safety and disease prevention; Water, Sanitation and Hygiene (WASH) during COVID 19 
pandemic.

It is the responsibility of education leaders to keep students, teachers, and staff safe from COVID 19 
pandemic and other diseases while at school. 

To avoid the spread of corona virus WHO and UNICEF recommend among other things, regular 
handwashing, daily disinfection and cleaning of surfaces, basic water, sanitation and waste management 
facilities, and environmental cleaning and decontamination.

(https://www.who.int/news-room/feature-stories/detail/who-unicef-urge-safe-school-reopening-in-

africa ).

 Case study

(a video about this case study is also available:
https://www.youtube.com/watch?v=iOaCYVaC7yU)

Mukamusoni Angelique is a Headteacher at EP Gahini, Gahini Sector, Kayonza District.  She successfully 
completed the CPD Diploma in Effective school leadership- cohort two.  She is also actively involved 
in the Professional Learning Communities in the Sector. She shared her experience in strengthening 
school safety and disease prevention; Water, Sanitation and Hygiene (WASH) in her school during the 
current crisis caused by COVID 19 pandemic.

In preparation for school reopening we used different strategies in collaboration with stakeholders 
(teachers, parents and other stakeholders) to ensure safety, disease prevention, water,  sanitation and 
Hygiene at school. 

https://www.who.int/news-room/feature-stories/detail/who-unicef-urge-safe-school-reopening-in-africa
https://www.who.int/news-room/feature-stories/detail/who-unicef-urge-safe-school-reopening-in-africa
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Meetings with SGAC members were also organized to discuss and understand the established 
government measures related to prevention of COVID 19 in schools. In collaboration with teachers 
we established a task force responsible for COVID  19 prevention at school. Teachers were trained 
by health staff from Gahini Hospital about COVID 19 preventive measures. With the support of the 
government, adequate hand washing stations and facilities were made available at school. Also, we 
acquired the following facilities: thermo flashes (used to check the temperature for everyone coming 
at school), hand sanitizers and soaps. There is a schedule in place about every teacher’s follow up on 
the implementation of the COVID 19 preventive measures. Two separate isolation rooms are available 
at our school for girls and boys. In classroom, there are signs on students’ desk and on the floor 
indicating how social distancing should be respected. There are posters around the school about 
sensitizing students, teachers and any other person who may come to school to respect the preventive 
measures of COVID 19.  We have handouts about prevention of diseases especially diseases caused by 
lack of cleanliness and hygiene available for children. We also use students’ health clubs to sensitize 
all students about the importance of hygiene for health. 

We added the number of water tanks in the school for rainwater harvesting to avoid shortage of 
rainwater because rain is the main source of water for us. We also mobilize the community around 
the school about the importance of water, sanitation and hygiene for safety and disease prevention. 
Students are also sensitized to ensure sanitation and hygiene for safety and disease prevention at 
school and in the community. Teachers also have a big role to play in advising the community about 
sanitation and hygiene for safety and disease prevention in their respective villages.

The competences acquired from the CPD programmes helped me in many ways especially to continue 
working during the crisis. More specifically the CPD  programmes helped me in the following:
- Enhance my ICT skills by using ICT for learning 
- Encourage teachers to use ICT to support students’ learning and to do research during the crisis
- Support students’ distance learning
- Collaboration with parents in supporting students’ learning using ICT
- Strengthening stakeholders involvement in setting the school’s direction and in decision making.

What I can add is that there are many changes made and others are still being made as a result of 
our participation in the CPD Diploma in effective school leadership and we share good practices 
with colleagues through PLCs at sector level. For example we have developed school improvement 
plans including school vision, mission and values, equipped girls’ room and school garden. Coaching 
conversation is also a key skill that we have acquired.
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Activity 37

Read the case study and reflect about the following questions in small groups: 
• What strategies did the Headteacher of EP Gahini in collaboration with stakeholders used to 

ensure safety, disease prevention, water, sanitation and Hygiene at the school?
• What are you doing to ensure safety, disease prevention, water, sanitation and Hygiene in 

your school? Who do you involve? What challenges are you facing? How are you supported to 
overcome them? 

Present the results of your discussions in plenary.

Box: Green School Initiatives in Rwanda

Green School Initiatives have been launched at primary and secondary schools across all 
districts of Rwanda by the Rwanda environmental agency (REMA) in partnership with the 
Ministry of Education and the districts.  The Greening Schools Programme implements the 
Environmental Education for Sustainable Development (EESD) strategy by using EESD as a 
tool to mainstream environment and climate change across the education system (REMA, 
2015).  In those schools which implemented the Greening Schools Programme, school 
gardens have been developed, which are used for beautification of the school grounds, 
income generation, as well as a resource for teaching and learning. The programme activities 
include making tree nurseries, tree planting, greening the school compounds by planting 
paspalum and installing signposts with messages that encourage environmental stewardship, 
good hygiene and sanitation, as well as promote resource efficiency and waste management 
(REMA, 2010).  The initiative aims at involving all young Rwandans in the protection of their 
natural environment.  REMA has published a guideline with ideas for school leaders and 
teachers to make their schools greener (REMA, 2010). 
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Section 4: Inclusiveness in Physical Resource Management

It is important to apply key principles of inclusive education in the physical resource management of 

the school.  This means that physical resources should enable all learners to come to school, participate 

in learning activities and achieve good learning outcomes.

An inclusive school does not only benefit those learners with disabilities.  All learners benefit from a 

school where buildings are easily accessible and where resources are well managed.  Through its 

physical resource management, a school can give the message to learners, teachers and parents that 

each child counts.

 Activity 38

Read the case story below and discuss the reflection questions at the end.

Elizabeth was thought of as a bright girl, a ‘high achiever’.  She passed her senior 3 examinations easily 
and with high marks.  Born with a physical disability she had always been in a wheelchair.  It had never 
been a problem and she had always gone to the local school where she had adequate support from 
friends when she needed it and could be fairly independent.  The infrastructure of the school was 
accessible for wheelchairs.  After Senior 3 Elisabeth was told that she could not go on to do Upper 
Senior (A level), as these schools were not wheelchair friendly.  Elisabeth stayed at home while her 
friends went on to begin the next stage of their education.

One year later a new headteacher was appointed at the school – he heard about Elisabeth’s situation 
and knew he had to do something about it. He said: “It’s not up to Elizabeth to do something; we as 
the school have to do something’.

He knew that the school as an organisation had to change to become accessible and inclusive for 
everyone.

A meeting was called where Elisabeth, then 16 years old, and the headteacher explained the situa-
tion.  All school hostel, kitchen and teaching staff attended the meeting together with the School 
Planner from the Regional Education Office.  The school was to be adapted to meet Elisabeth’s needs 
and the needs of other learners who may have difficulty moving around. 

Everyone was told they had to look at their own area and discuss adaptations with Elisabeth and the 
School Planner.  Elisabeth and the School planner also looked at every area in the school, inside and 
outside, and discussed adaptations that would make it accessible for her to be safe and independent. 
Each area was adapted to be more accessible – at the end of the work Elisabeth was able to complete 
her education and be as independent as her friends.  She had lost one year in school and was now a 
year behind her friends, however she felt proud to be the main advisor for the whole project. 
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 Everyone had input into the changes and by doing so the school as an organisation had come to-
gether and taken ownership of something that was an example to the Region.  To raise awareness 
on inclusive education, Elisabeth wrote an article about the school and how everyone had been in-
volved in the change. The article was published in the newspapers, Urunana rw’abarezi magazine, 
school and educational websites and social media.

Elisabeth is now a teacher and a strong role model not only for girl’s education but also for young 
people with disabilities.

This was the first school in the region to be adapted for accessibility and it finally led to a change in 
policy at regional level that stated that all newly constructed schools had to be accessible for every-
one.

Questions for discussion:

	Why do you think it was important to involve everyone in the planning stage – including the 
hostel and kitchen staff as well as the teachers?

	How do you think it made Elisabeth feel to be a catalyst for change in not only the school, but 
the whole region?

	How do you think the whole school was assessed at the completion of the work?
	 Elisabeth was out of school for one year – think about transition and what should have hap-

pened to avoid this situation.
	What about your school? Are there recorded data in your plan that make your school more 

inclusive? 

Elisabeth, together with her friends and 
the District Education Officer, assessing the 
school environment before the adaptations.
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The case study demonstrates how school leaders are agents for change in terms of making their 

school physically accessible for everyone.   This case study also refers to inaccessible, non-inclusive 

environments as factors that have an impact on the number of dropouts in schools and the number of 

children not attending school at all.  

The case study also underlines that the whole school is responsible to make it inclusive. However, school 

leaders should start the process and lead by example.  In this case the child began the whole process of 

change within the school environment.  Any change in a school (and community) will only be sustained 

if everyone takes ownership and has input and responsibilities towards that change. Success stories like 

Elisabeth’s are made possible by good school leadership, strong teamwork, and allowing people to take 

ownership and responsibility.   

You, as a school leader, can lead by example.  Do this activity with two or three colleagues.

Walk around and look closely at your school environment.  This should include all areas that learners 

use every day – both inside and outside.  Take photos and make notes about areas you think are not 

accessible for the safe inclusion of all children.  Discuss the notes with your colleagues and compile a 

list of all identified areas of concern – in other words areas that are not safe and accessible.  Submit a 

brief report describing the school environment and its accessibility in general and listing those areas of 

concern.  Involve learners and adults from the community who have difficulty moving around, they will 

be your most effective advisors.  

Case Story: Girls’ Room at GS Kirehe

At G.S Kirehe there is a very nice girls’ room.  It comprises  two rooms in a small house with a corridor.  
One room is used for bathing and the other one is for resting and drinking tea.  There are 7 good, well-
made beds.  At the entrance in the corridor, there are chairs where girls can sit before going to the 
private room. The walls are decorated with good messages for girls’ hygienic and health conditions.  
There is a matron in charge of this girls’ corner.

Question for discussion:
	What are conditions for a nice girls’ room? 

Conclusion of Unit 5

Apart from financial and human resources, every school needs adequate physical resources, and all these 

resources should be effectively managed to support quality teaching and learning. Unit five focused on 

management of physical resources including the role of the school leader in effective management of 

physical resources.  In unit six, you will learn about management of two non-physical resources, namely 

knowledge and time.
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UNIT SIX 
KNOWLEDGE AND TIME MANAGEMENT

Introduction

Knowledge and time are two major non-physical resources of a school.  Time management is about 

setting and executing priorities efficiently.  Knowledge management is the process of generating, 

organizing and sharing knowledge within the school.  Good time and knowledge management will 

assist school leaders greatly with each of the 5 standards.

In the first section, we look at knowledge management.  We introduce key principles of knowledge 

management and discuss how you can improve it in your school.  In the second section, we focus on 

time management.  First, we look at how school leaders can improve the management of their own time.  

We give some tips and discuss good practices.  Secondly, we look in more detail at time management 

during meetings.  School leaders spend a lot of time in meetings; therefore, it is important for them to 

learn how to conduct effective meetings.

Learning Outcomes

By the end of this unit, school leaders should be able to:

	Differentiate between knowledge, information and data;

	 Explain why knowledge management is important for school leaders;

	 Identify strategies to strengthen knowledge management within a school;

	 Explain key principles of knowledge management;

	 Explain components of time management;

	Apply strategies for effective time management in their schools;

	Use school data for effective time and knowledge management;

	 Implement tips for conducting effective meetings;

	 Value the importance of ICT in knowledge and time management;

	 Recognize the need for effective time management in schools. 
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Section 1: Knowledge Management

Introduction

A lot of data is used and created in a school. Ordering and making sense of this data results in information.  

Information is ordered and interpreted so it can be used.  Knowledge is information made useful to make 

decisions (Figure 36).  Leading a school includes managing and sharing a lot of data and information.  

The process of efficiently handling data and information in a school so that knowledge is generated, 

shared and used is called knowledge management.  Investing time and resources in an effective and 

efficient knowledge management system will help you with monitoring and evaluating the realisation 

of the SIP (Figure 35).

Figure 35: Importance of knowledge management (Davenport & Prusak, 1998)

Knowledge management is about integrating systems for collecting and exchanging knowledge and 

learning (Kools & Stoll, 2016).  

Figure 36: Data, Information and Knowledge (Kools & Stoll, 2016)
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The main reason for good knowledge management is to avoid jumping to conclusions about the actions 

to take.  Knowledge management is crucial in the development of the SIP.  It helps to identify the root 

causes of problems, so that appropriate actions can be taken.  

Other reasons for knowledge management are:

	Make the transition easier when staff leaves the school;

	 Enhance collaboration among staff;

	Document good practices and lessons learned.

	 Facilitate the sharing of information among schools and with the sector and district.

Key principles of knowledge management

Knowledge management essentially means that knowledge is created, stored, made accessible and 

used in a school to improve teaching and learning and is regularly updated.  Knowledge is created by 

collecting and analysing data.  The creation, sharing, storing, use and updating of information form the 

pillars of knowledge management (Figure 37).  

Figure 37: Key Elements of Knowledge Management (Covey, 1990)

Activity 39

Provide at least three examples of data related to knowledge management at your school?
What do you do as school leaders to create, share, store, use and update knowledge in your schools?
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Here are suggestions to strengthen knowledge management in your school:

1. Systems should be put in place to examine progress and gaps between current and expected 

impact;

2. Examples of practices – good and bad –should be made available to all staff to analyse; These 

could come from the conclusions made in PLC, CoP or lesson study cycles

3. Evidence about teaching and learning in the schools should be readily available and easily 

accessed;  

4. 
5. Structures for regular dialogue and knowledge exchange about this evidence should be put in 

place;

6. Teaching staff should have the capacity to analyse and use data for feedback, to inform their 

teaching and allocate resources effectively;

7. Your School Improvement Plan should be evidence-informed, based on learning from self-

assessment, and updated regularly;

8. The school should regularly evaluate its theories of action, based on evidence from within and 

outside the school;

9. The school should evaluate the impact of professional learning.

10. …

Activity 40

Review the 8 suggestions for school-based knowledge management.  On which ones are you already 
performing well?  On which ones can you improve still?  Give examples.  Formulate a 9th suggestion.

Next, discuss your ideas with your neighbour and agree on 3 points for improvement.  Afterwards, 
discuss with the whole group how knowledge management in your schools can be improved and 
write down a list of suggested actions.
Suggested actions:

1.

2.

3.

4.

5. 

As we have seen in the unit on monitoring and evaluation, data should not only be collected because of 

external demands from the sector or district level only, but because it is useful for the school to improve 

teaching and learning.  Investing in generating knowledge is the best investment a school can make 

(Figure 34).  Knowledge management should be school-driven, in alignment with the needs from the 

sector and the district.  
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Section 2: Time Management

Introduction

Time management is the process of planning and exercising control over the amount of time that is 

spent on various activities with the goal to increase effectiveness, efficiency and productivity.  Good time 

management is crucial for school leaders.  They have many tasks and their time is limited.  Moreover, it 

has been shown that poor time management results in stress and poor decision making.  In this section, 

we give some advice on how to improve your time management.

Effective time management

Effective time management has 5 components:

1. Prioritize: Work on urgent and important tasks first (Figure 37)

2. Organize your work, so you can take regular breaks to maintain productivity.

3. Focus on one task at a time and remove as much as possible factors that distract you.

4. Plan your work with checklists or to-do lists which help you with prioritization and organisation.

5. Delegate work that can be done by others, but make sure to provide support and monitor the 

results.

Figure 38: Tips for effective time management (Covey, 1990, adapted by VVOB)

When planning your work, it is important to assess the urgency and importance of each task (Figure 38):

1. Work that is urgent and important should be done first;

2. Work that is not urgent and important should be planned for and be done as soon as possible

3. Work that is urgent, but not important should be delegated or deleted;

4. Work that is not urgent and not important should be ignored as much as possible.
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Figure 39: The Time Management Matrix (Covey, 1990, adapted by VVOB)

Conducting efficient meetings

As a school leader, you need to organize and lead many meetings.  Meetings take a considerable part of 

your time, what means that conducting these meetings as efficiently as possible is an important factor 

in your time management (and that of your teachers and other stakeholders).  

Key elements of effective meetings are:

1. Be clear about the purpose of the meeting and communicate it to the people invited to the 

meeting.

2. Share a written agenda beforehand and give participants the opportunity to add items

3. Review the list of attendees and make sure that the persons who are necessary to make decisions 

are present. Invite the people who are needed at the meeting in good time.  If not, it is often 

better to postpone the relevant agenda points.

4. Manage items by the clock.  Sometimes, discussions can take forever (and will take forever if 

you don’t intervene!). Keep the focus on what you want to achieve with the meeting. If the 

discussion does not contribute to the purpose of the meeting, it is best to either close it or 

suggest having the discussion at another time.

5. Use a “parking lot” to place discussions.  This is related to the previous point.  Discussions that 

don’t evolve to a solution can be placed on a “parking lot”.  This means that they will be revisited 

later during the meeting or at a later time.  This is useful when you want to make sure that you 

deal with the main points on the agenda.  The items on the “parking lot” can be dealt with at the 

end of the meeting if there is time left.
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6. Take notes of the meeting yourself or delegate it.  Good notes are essential, to avoid that certain 

decisions are contested later.  Make sure that you have a list of resolutions or actions points.  

Action points should be specific with clear responsibilities and a timeline.  Use a template for 

recording key points from a meeting

7. Follow-up on action points. Start the next meeting with reviewing the action points.  Ask for 

explanations if certain action points have not been implemented.

8. ….?

Figure 40: Template for recording meetings (BLF, 2019)

Activity 41

1. How do you organize your time?  Give examples that illustrate the ideas from Figure 
38 and Figure 39.  Do you have other tips for effective time management?

2. Read the tips for conducting effective meetings.  Can you add an eighth tip?

Try using this template for recording key points from a meeting. It is can be used for most types of meeting.

Name of meeting

The meeting was held on (date)  In (place) from (start time)  to (closing time)  

Chair (name)        Secretary: (name)

Agenda:

1. Agree a secretary for the meeting
2. Discuss and confirm the agenda and agree the outcomes desired of the meeting
3. Main Item 1: 
4. Main Item 2: 
5. Main Item 3: 
6. Agree the date, time and venue of the next meeting

checklist of the main outcomes of the meeting:

Anything else that the participants would like to note from this meeting e.g. | log cons learned

Outcomes (added while agreeing the agenda)

Record of the main agreements reached at the meeting:

Agreed actions                                                                                                                                      Who responsible                 By when

1.

2.

3.

4.
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Figure 41: Time Management advice from Henry David Thoreau (1846)

Conclusion of Unit 6

In this unit we have seen how effective time and knowledge management is key in school leadership.  

Effective time management helps school leaders to be more focused and productive, while effective 

knowledge management helps to take informed decisions. Without effective time and knowledge 

management, it is difficult for a school to achieve its goals. The use of ICT can contribute to effective 

time and knowledge management. In unit 7, we shall focus on using ICT for effective school leadership.
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UNIT SEVEN 
USING ICT FOR EFFECTIVE SCHOOL LEADERSHIP

Introduction

Many researchers have stated that information and communication technology (ICT) can play a major 

role in enabling universal access to education, while boosting equity, and can enrich the quality of 

learning and teaching (Beetham & Sharpe, 2007; Daniel, West, & Mackintosh, 2006; UNESCO, 2015).  ICT 

can also improve teachers’ professional development and provide more efficient systems of education 

management, governance and administration (Conole & Dyke, 2004; Fullan & Donnelly, 2013).  However, 

for its potential to be realized, ICT must be fully integrated into pedagogical processes (Beetham & 

Sharpe, 2007; Conole, Dyke, Oliver, & Seale, 2004).  This requires a higher-order change on the part of all 

stakeholders (UNESCO, 2015).

Activity 42

Discuss the following questions in small groups:
	How are you currently using ICT to support your role as a school leader?  
	Share one experience where ICT has been very useful in your school.

Using ICT to improve the quality of education is a priority for the Government of Rwanda, as is illustrated 

by various policy documents.  The use of ICT in education is considered a strategic level for achieving 

the transformation of Rwanda from “an agriculture-based economy to a knowledge-based society 

“and middle-income country, as envisaged by Vision 2050 (MINECOFIN, 2020).  The Education Sector 
Strategic Plan (ESSP) (2018/19 to 2022/24) acknowledges the role of ICT in education to achieve rapid 

social and economic development.  

In 2016, the ICT in Education Policy and its Implementation Framework were approved by Cabinet 

(MINEDUC, 2016).  Strategic Objective 2 of this Policy aims at increasing ICT penetration and usage at 

all educational levels.  This includes scalable ICT infrastructure, broadband and user support required 

to transform schools into “Smart Schools”.  Infrastructure includes interactive whiteboards, servers, 

local area networks, cloud services, broadband connectivity and power.  Strategic Objective 3 of the 

ICT in Education Policy is about the development of education leadership and teachers’ capacity and 

capability in and through ICT.  

This includes:

	 Leadership development that helps, leads, supports and encourages the regular use of ICT in 

schools and classrooms. 
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	 Teacher preparation and development, as teachers remain key to the successful integration of 

ICT in education.  As such, the ICT in Education Policy envisions a strong teacher training effort 

to transform teaching methodology from teacher-centred to learner-centred methods.

Teachers remain key to the successful integration of ICT in education.

The Presidential Order Nº24/01 Of 24/11/2016 Establishing Special Statutes Governing Teachers 
in Nursery, Primary and Secondary Education in Rwanda (Official Gazette nᵒ 48 of 28/11/2016), 

Article 89, specifies that a school leader should be proficient and confident in the use of ICT for both 

educational and administrative purposes.

In this unit, you will learn how you can set about using ICT to support your role as a school leader and 

contribute to the realisation of the policy objectives and vision of Rwanda.  

Learning Outcomes

Upon completing this unit, participants will be able to:

	 demonstrate an understanding of the concept of ICT in Education;

	 explain the role of ICT in education for the realisation of the national aspirations;

	 acknowledge the benefits of ICT in education, but also recognize the risks;

	 acknowledge the potential of ICT for each standard of effective school leadership;

	 identify common challenges of ICT integration at schools;

	 develop a shared ICT vision for their schools; 

	 develop a comprehensive ICT plan for their schools;

	 set feasible measures to ensure sustainability of the school’s ICT infrastructure;

	 organize staff ICT capacity development through effective CPD; 

	 ensure security and good maintenance of ICT infrastructure; 

	 raise funds to sustain ICT investments; 

	 involve learners in the development of ICT in the school; 

	 value the role ICT can play in raising student achievement;

	 identify and apply different tools to support remote learning. 
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Section1: Understanding the Concept and the Role of ICT in 
Education

Information and Communication Technology (ICT) can broadly be defined as the electronic tools 

used to convey, manipulate and store information by electronic means (Moursund, 2005).  UNESCO 

(2002) describes ICT as the range of technologies that enable to receive information and communicate 

or exchange information with others.  Components of ICT are called electronic tools.  These include 

computers, the internet, mobile and tablet devices, open education resources, social media, online 

videos and documents, projectors, flash disks, printers, photocopiers, etc.

ICT has a role to play in any country’s educational development. ICT can contribute to universal access 

to education, equity in education, the delivery of quality learning and teaching, teachers’ professional 

development and more efficient education leadership, management (UNESCO, 2015).  However, ICT will 

not automatically contribute to any of these areas, but it depends on how ICT is introduced and used.  

Figure 41 shows how ICT can be used to enhance teaching and learning in the classroom:

	 using digital resources (searching information on internet, digital textbooks);

	 increased collaboration and development of 21st century skills;

	 improve teaching by using interactive materials (simulations, animations, games)

	 time-saving and personalized assessment tools (digital quizzes);

	 individual diagnostic assessments (more options for differentiation, remedial exercises…)

	 improved access to the CBC (digital textbooks, exercises)

	more possibilities for revision and practice (extra exercises, study materials, mobile apps)

Figure 42: Possibilities to use ICT in the classroom (UNESCO, 2002)
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Section 2: School Leadership and ICT in East Africa

The purpose of this section is to provide some background on what role you can play in planning, 

procuring and maintaining ICT systems in your schools.  We will look at some East African examples of 

what school leaders are doing to integrate ICT in their schools.

Activity 43

You will watch three videos related to ICT in education.  The first video, a talk by Juliana Rotich, looks 
at Kenya and some issues with the adoption of ICT.  The second video shows how challenges associ-
ated with poor infrastructure and a lack of good school facilities can be overcome across Africa.  In the 
third video, three Rwandan headteachers talk about the importance of ICT in schools and how they 
see their role as school leaders.

Reflecting on the videos and considering your own experiences, think about the following questions:
	What role(s) can ICT play in your school? How can ICT be used in your School Improvement Plan-

ning? 
	What roles do school leaders need to play when introducing ICT in their schools?
	What do you believe will be the greatest challenge when introducing ICT in your school?

Compare your ideas with those of other members of your group. How could you support each other?

Links to videos:
•	 Rotich, J. (2013). Meet BRCK, Internet Access Built for Africa
•	 IICD. (2014). ICTs in Education :https://www.youtube.com/watch?v=d3le9sKTk1s&fea-

ture=youtu.be
•	 Stories of Rwandan headteachers: 
•	 https://www.youtube.com/watch?v=oTKdkSA67sc&feature=youtu.be 

https://embed-ssl.ted.com/talks/juliana_rotich_meet_brck_internet_access_built_for_africa.html
https://www.youtube.com/watch?v=oTKdkSA67sc&feature=youtu.be
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Section 3: Introducing ICT as a Change Process for your 
School

Introducing ICT in your school is a higher-order change process

Introducing ICT in your school should start from a shared vision among all education stakeholders, 
including teachers and support staff, school leaders, learners, parents and the local community about 
the role of ICT in the school.  All stakeholders should be able to give input and be kept informed.  
Therefore, introducing ICT is essentially about change management.

In the unit of dealing with change (unit 2), we have introduced various concepts to help school leaders 
to successfully introduce changes in their schools.  Introducing ICT is such a higher-order change that 
school leaders must lead and manage, following 4 main stages:

	 preparing for the change
	 initiating the change
	 implementing the change
	 sustaining the change

Activity 44

In this activity, you will apply what you have learned in Unit 2 of this module.  Each group will focus 
on one stage of the change management process (3):

In your group, revisit what you have learned about the assigned stage of the change management 
process in Unit 2 of this module.  Discuss and write down how these aspects can help you when 
introducing ICT in your school.  
Share with your colleagues how you have coped with the introduction of ICT in your school. Was it 
easy? How ICT has helped you implement some changes introduced at your school? 

Figure 43: The change management process (Binon, 2017, adapted by VVOB)
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Elements from the change management process that can be useful when you introduce ICT are: 

	 collecting data: before introducing ICT in your school, you need to collect data about available 

ICT infrastructure, staff capacity, available budget for purchasing and maintenance, possible 

support from local community … (see section 4)

	 creating a common cause: make sure that all stakeholders have a common understanding about 

what ICT is and why it is introduced in the school based on evidence

	 balancing change and routine: don’t change everything at once.  

	mobilizing people for the change: identify stakeholders (teachers, non-teaching staff, learners, 

parents) who are enthusiastic and want to take a leading role in introducing ICT. 

	 dealing with resistance: acknowledge resistance and try to understand the underlying reasons 

for it. 

	 concern-based adoption model: provide the right information, support and professional 

development in each stage of adoption.  

	 creating sufficient knowledge and skills

	 drivers for change: introducing ICT is not about the technology, but about improving the quality 

of teaching and learning. 

	 adoption of innovations in a group (Rogers model).

	 celebrating quick wins and successes.

ICT as a transformation agent for education

Introducing ICT in a school is not a goal in itself (Selwyn, 2012).  The goal should be to improve teaching 

and learning, not to have ICT in the school.  However, ICT can help you in school improvement planning 

and to improve education in your school.  For example, ICT can make it easier to use student-centred 

learning, access new teaching and learning materials or it can help to make school management 

processes more efficient, freeing up time for teachers and school leaders to spend on the primary 

processes (see module 1). Furthermore, ICT can give teachers and school leaders access to online CPD.  

ICT can only be used as a transformation agent if it has been fully embraced by the school community.  

Not only early adopters, but most users need to feel comfortable using technology and ICT processes 

should be incorporated into many school operations (see module 3, unit 2).  The Department of 

Education and Early Childhood Development, State of Victoria (2009) has identified four stages that 

schools go through in the adoption of ICT:

1. Foundational: beginning the ICT journey, exploring possibilities, developing skills.

2. Emergent: established practices and resources support ICT implementation.

3. Innovative: ICT innovation is embedded in the school culture.

4. Transformative: ICT transforms learning and teaching and is evident through wider school 

change. 
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Figure 44: Four stages that schools go through in the adoption of ICT

Schools that have reached the transformative stage are using ICT as a transformation agent for education. 

According to UNESCO (2002), ICT can improve the quality of teaching in many ways:

1. Implementing learner-centred teaching;

2. Differentiating teaching and learning based on student needs

3. Linking teaching and learning to daily life;

4. Providing multi-sensory delivery of learning content (visual, auditory…);

5. Preparing students for further studies;

6. Enhancing learners’ communication skills;

7. Strengthening teachers’ competences (CPD);

8. Assessing and analysing student data and using them to improve teaching.

9. …
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Activity 45

Review the 8 ways in which ICT can improve teaching and learning, according to UNESCO.

	 For each of them, give one example and one challenge (or risk)?
	 Add a ninth way of how ICT can improve the quality of teaching and learning? 

ICT as a tool to improve teaching

Integrating ICT is not about teaching in a teacher-centred way with ICT, but using ICT to improve 

pedagogy, moving to more student-centred instruction (Rubagiza, Were, & Sutherland, 2011).  An 

old methodology that is gaining popularity with schools that have good access to ICT is the flipped 

classroom (Berrett, 2012).  This means that learning continues outside of the classroom at home or in 

the school’s computer class after school:

“The flipped classroom is a form of learning where students watch lectures online or read student 

materials before the lesson and use lesson time to work on problem sets with other students. This 

approach allows teachers to spend more time interacting with students instead of lecturing” (Berrett, 

2012). 

A practical example of a flipped classroom is the way this CPD programme is implemented. You first 

learn new content online, then during in-person sessions you interact with your peers and with your 

trainers, learn from each other and implement new insights in practice.  You can use the same approach 

in your school to engage students in their learning.

OUT OF CLASS
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Check understanding and
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Figure 45: Flipping the Classroom (Vande Walle, 2015)
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Flipping the classroom means that teachers can spend more contact time on meaningful student 

engagements, such as identifying student needs and providing individual support.  This can include 

enrichment activities for strong students and remedial work for those requiring additional practice.  

Practical work can be maximized, and more in-depth discussions are possible when the students have 

already worked through the theory before the lesson.  These activities help students acquire competences 

by engaging with the materials using higher order thinking skills.  With more room for student-based 

activities, the pedagogy moves away from teacher-centred approaches.  ICT is an important enabler for 

flipping the classroom, as materials can be more easily made available to students before the lesson 

through video, audio or text.

ICT remote channels to engage parents, school and the wider community 

Research consistently shows that parental engagement is one of the key factors in securing higher student 

achievement. Technology has huge potential to involve parents, facilitating greater learning at home 

and encouraging greater involvement in school activities and Streamlining parental communication.

Parents communicate through a range of different channels. The most obvious change over recent years 

is the increase of parent communities on social media.

Some of the channels that the school can use to engage parents include:

Private Facebook groups:  Facebook is a free online social media app that lets people connect with 

“Friends”. Facebook helps also to connect teachers, leaners, and parents. Your children might not want to 

be on Facebook since that’s where their parents and teachers hang out. But having a Facebook account 

is actually a great way for students to boost their online presence.

WhatsApp: The analysis showed that students developed positive opinions towards the use 

of WhatsApp  in their courses. They demanded the same practice in their other courses as well. They 

reported that learning could also take place unconsciously and the messages with images were more 

effective for their learning. Therefore, parents should be trained on how to facilitate learning through 

this channel. 

Zoom: Zoom is a web-based video conferencing tool with a local, desktop client and a mobile app that 

allows users to meet online, with or without video. Zoom users can choose to record sessions, collaborate 

on projects, and share or annotate on one another’s screens, all with one easy-to-use platform. Since 

many schools prefer using zoom for the online teaching, it is important for parents to have skills of how 

it works to be able to support their children. 

Google classroom: Google Classroom is a class-organization platform that incorporates Google’s 

core G Suite (Google Docs, Sheets, Slides, Drive, and other Google products) so students can access 

everything they need for a class, including homework assignments, group projects, files, and even 

Google Hangouts to chat with the teacher or the entire class.  However,  it invites privacy and safety 

risks that parents should keep an eye on.
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Microsoft Teams: Microsoft Teams  is a persistent chat-based collaboration platform complete 

with document sharing, online meetings, and many more extremely useful features for business 

communications. Since some schools use this software for teachers to interact with the learners. It is 

very crucial for schools to train parents on how this platform works. 

Radio: Radio is an effectual system for delivery of education to larger numbers of people. It facilitates 

information exchange at the community level, acting as a “community telephone”.  Radio  plays a 

vital  educational  role as the sole medium for formal and non-formal  education. Parents should be 

guided on how they can help their children following lessons broadcasted on radio. 

Television: Learning television is the use of television programs in the field of distance education. Many 

countries chose to use local televisions to keep learning going on the time schools were closed. It is 

important for parents to have skills of how they can support their children learning from TV lessons. 

Activity 46

Analyse your school’s readiness to adopt a “flipped classroom” methodology.  Consider required 
changes to the curriculum and teaching and learning resources, staff competencies and ICT 
Infrastructure. As a school leader, what leadership strategies would be required to bring about 
changes in these areas to better support student-centred learning?  Record your observations in the 
table below. 

1 Changes to curriculum and teaching/learning resources:

Implications:

2 Changes to staff competencies
Implications:

3 Changes to student access to ICT
Implications:

4 Changes to Leadership 
Implications:

5 What else needs to be changed?
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ICT as a tool to increase access to teaching and learning resources

A textbook could still provide the content around which learning is centred, but, if a student is to engage 

with materials outside of the lesson, then the resources should be varied and engaging.  Video, audio, 

and animations or simulations can supplement printed resources to maintain interest and provide 

additional stimulus to students.  Traditionally, multimedia has been expensive but in recent years lots of 

quality materials have been released on the Internet. 

Open licences allow for the free distribution of educational resources to colleagues and students.  In 

most cases, an open licence also allows a teacher to change the resource to better suit students’ needs 

without having to ask for permission.  An open licence does usually require the original author or creator 

to be acknowledged.  Digital education materials with an open licence are called Open Education 
Resources (OER) and include multimedia, textbooks, lesson plans, worksheets, examination papers, 

animations…  

Examples

	 Khan Academy (STEM videos): https://www.khanacademy.org/ 

	 Physclips (science animations): http://www.animations.physics.unsw.edu.au/ 

	 Phet (many, free interactive science simulations): https://phet.colorado.edu/ 

	 Examples of free South African Mathematics and Science textbooks: http://everythingmaths.

co.za/ 

	 Teacher Education in Sub-Saharan Africa (TESSA):  https://www.tessafrica.net/

TESSA is a collaborative network from and for teachers. It provides free, quality resources 

	 Visit the Creative Commons website for more information about licences at http://

creativecommons.org/licenses/

Activity 47

Think about how you can help your staff search, collect, adapt and use open education resources.  
	What needs to be done to get your teachers to use OERs?  
	What Continuous Professional development (CPD) is required to help staff to use OERs? 
	How could this CPD be organized?  
	How can ICT help you collect data related to CPDs at your school? 

CPD for teachers can focus on:

	 Basic ICT skills;

	Working with a Word Processor, Spreadsheet, Presentation Package etc. (Microsoft Office, Open 

Office);

	 Familiarization with searching and evaluating information on the Internet;

	Awareness of OER and where to find OER on the Internet;

	 Integrating OER in teaching and learning.

https://www.khanacademy.org/
http://www.animations.physics.unsw.edu.au/
https://phet.colorado.edu/
http://everythingmaths.co.za/
http://everythingmaths.co.za/
http://creativecommons.org/licenses/
http://creativecommons.org/licenses/
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In the module 4 ,we will look in more detail at effective CPD for teachers.  For now, it is important to 

know that CPD for teachers does not always need to be trainings.  Other forms of CPD are mentoring, 

coaching, lesson observations and discussion, self-study and participating in a Community of Practice. 

Using ICT in student assessment 

Traditionally, education teachers collect data about student progress in an isolated way.  The overall 

performance of the student across all subjects is only revealed after an examination series when a report 

is generated, often too late to intervene. 

The use of an integrated ICT school administration package enables schools to continuously collect and 

monitor student assessment data across all subjects, attendance, and extra-curricular activities.  

Besides student tracking, a school administration system usually offers many other school administration 

productivity gains. Many are designed to support enrolments, timetable creation, class lists creation, 

reporting needs, library processes, personnel information, ICT help desk, and occasionally finance. 

Apart from the School Data Management System (SDMS) and the Teacher Management Information 

System (TMIS) and others which are still under development through the Ministry of Education, there 

are many other products that can be used. Two open-source school management systems that are 

worth investigating are Fedena and SchoolTool. 

http://www.projectfedena.org/

http://www.schooltool.org/

Conclusion of Unit 7

We highlighted how ICT can be used to create meaningful changes in education.  We have seen how ICT 

can act as an agent to change the dominant pedagogy, access to curriculum resources and assessment.  

We showed that with informed leadership, good planning, engaged staff and students, transformation 

is possible.  

Finally, a word of caution.  Technology is not a replacement for good teaching.  Good teachers inspire 

and spark an interest in children for lifelong learning.  Technology can help them with this but is never 

a replacement for a good teacher.  Even a former technology leader like Steve Jobs recognized the 

importance of teachers (Figure 46).

http://www.projectfedena.org/
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Figure 46: Steve Jobs on technology in education

All too often, ICT plans focus on the technology itself. It is possible to become so focused on the 

technology (and so distracted by device-related questions like: should we buy tablets or laptops?) that 

not enough attention is given to how to use whatever devices are eventually deployed to their full effect 

(Trucano, 2012).  

In many cases, ‘technology’ is seen as the ‘solution’ -- but it is not exactly clear what problem the 

technology is meant to help solve, and how exactly it will do this (Trucano, 2014)low income 

communities around the world is that most products, services, usage models, expertise, and research 

related to ICT use in education come from high-income contexts and environments. One consequence 

is that technology-enabled ‘solutions’ are imported and ‘made to fit’ into what are often much more 

challenging environments. When they don’t work, or where they are too expensive to be replicated at 

any scale, this is taken as ‘evidence’ that ICT use in education in such places is irrelevant -- and possibly 

irresponsible. That said, lessons are being learned as a result of emerging practices, both good and 

bad, in the use of ICTs in education in low resource, poor, rural and isolated communities in Africa, Asia, 

Latin America and the Pacific that may be useful to help guide the planning and implementation of 

educational technology initiatives in such environments. (It may even turn out that the technological 

innovations that emerge from such places many have a wider relevance …. but that is a topic for another 

discussion..  Technology is only a tool: No technology can fix a bad educational vision or compensate for 

bad practice.  In fact, if we are going in the wrong direction, technology will get us there faster.  Installing 

hardware and software in schools does not automatically reform teaching and improve learning.  Much 

depends on educational practices and how ICTs are used to enhance them.  As a school leader, your role 

is to be at the same time open and critical to the possibilities of ICT in education and make sure that ICT 

does indeed lead to improved teaching and learning.  In the next section, we will discuss how school 

leaders can develop an ICT strategy for their school.  
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Section 4: Creating a Shared ICT Strategy for your School

Introduction

When making a strategic plan for ICT there are several key questions that need to be considered: 

	 In five years, what type of learning environment would you like to have in your school? 
	How will pedagogy have changed and how will ICT support this change? 
	How and where would learning take place, and what role will students play in the design of the 

learning?

Answering these questions with the school community will help you focus on priorities within your 

school improvement planning and point you towards the next steps.  Without a strategy, schools often 

make reactive decisions, either buying when they have some budget or when something goes wrong.  

Key questions school leaders need to ask are:

	What do I really need to spend money on and what is just “nice to have”?
	How do I keep ICT costs within the available budget?
	How can I increase the school´s budget for ICT?
	How do I get the most out of ICT investments that we have already made?

	How do I ensure effective use of ICT resources in the school?

In creating a shared ICT strategy for the school, it is important to look at the school’s available budget 

and check whether what you can afford will match your school’s needs and put items in priority order.  

Every time you decide about ICT ask what you intend to do with the technology really will help learners 

gain what you consider to be most important. 

In this regard, strategies could focus on: 

	 ICT use in management and administration;
	 ICT to enhance teaching and learning;
	 ICT integration in cross curricular activities;
	 ICT for school security;

	 ICT for preparation of learners to live as digital citizens.

Rwanda ICT in Education Policy

An ICT vision for your school should reflect national priorities such as ICT in Education Policy.  In this 

section we will look in more detail at the Rwanda ICT in Education Policy (2016) to find out what MINEDUC 

has in mind for ICT and your school.  We will also consider how you can translate policy priorities to the 

context of your school and develop a shared ICT in education vision for the school.  In Appendix 3, you 

can find extracts of the policy that you need for the next activity.  You can access the full document 

through this link:

https://www.mineduc.gov.rw/index.php?eID=dumpFile&t=f&f=5830&token=7fa027ccbfbb5c-
448c118de1e6f1b81a373fbadc

https://www.mineduc.gov.rw/index.php?eID=dumpFile&t=f&f=5830&token=7fa027ccbfbb5c448c118de1e6f1b81a373fbadc
https://www.mineduc.gov.rw/index.php?eID=dumpFile&t=f&f=5830&token=7fa027ccbfbb5c448c118de1e6f1b81a373fbadc
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Activity 48

Read and reflect on the policy objectives of the Rwanda ICT in Education Policy, pp.5-6 (Appendix 3). 
In particular, take note of Objective 3 which mentions school leaders. What role are you expected to 
take? 

Then review pp. 10-15 and determine where you, as a school leader, are expected to contribute to 
implementing the policy.

Why worry about having an ICT in Education vision for your school?  Watch the video below where 

Rwandan school leaders outline the process and role of the school vision for ICT.  

Link to video on ICT Vision and Technology Plans at https://www.youtube.com/

watch?v=gHeMjnqwp5Y 

Activity 49

Based on the video, identify what issues might be raised by school stakeholders when discussing
	 Choice of ICT investments in the school
	 Purpose of ICTs in the school
	 Schools Core values and how they impact on the use of ICTs

Compare your comments with those of your group.

https://www.youtube.com/watch?v=gHeMjnqwp5Y
https://www.youtube.com/watch?v=gHeMjnqwp5Y
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Section 5: Developing an ICT Integration Plan for your School

In this section, we will discuss how you can develop a school technology plan that guides the 

implementation of the ICT strategy.  We introduce a tool to help you plan the integration of ICT into 

school processes in such a way that it provides an integrated solution.  The tool aims to help you and 

your team quantify ICT requirements and record and track ICT resources over time.

In Module 1, we discussed the different steps of the School Improvement Planning (SIP) process (47):

	 situation analysis and problem identification

	 identifying goals and objectives

	 identifying actions

	monitoring and evaluating the indicators and targets

Figure 47: School Improvement Plan Framework (VVOB, 2017)

Activity 50

Basing on your knowledge from module 1on the SIP planning process, discuss how ICT can be inte-
grated into the SIP process of your school.

Data and Evidence for a School’s ICT Integration Plan

We learned that a good SIP starts with a situation analysis and a problem identification.  Data is a crucial 

element of these steps.  

Therefore, your technology plan should be based as much as possible on recent and relevant data and 
information.  
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Possible data to collect are: 

	Number of working computers

	 number of working printers

	Number of computers with internet connection

	Minutes per learner per computer per week

	Minutes per teacher per computer per day

	Minutes per admin staff per computer per day

	Minutes per school leader per computer per day

	Number of members and meetings of ICT Working Group

	Number of school staff with sufficient technical skills to manage the ICT equipment.

	Number of teachers who use ICT regularly in their lessons.

	 teacher confidence in using ICT for teaching and learning

	 Learner access to computers outside class;

	 Teacher access to computers outside class;

	Number of teachers engaged in online or blended CPD

	Availability of ICT support from parents or local community.

Activity 51

Review the list of possible data above and Appendix 4: Template of a School ICT Integration Plan. 
1. Do you have these data and information for your school?  How can you obtain them?  Any 

data that are missing from the list?
2. What do you like about this template and what would you change?
3. How much of this can you complete on your own and where will a team of school 

stakeholders add value?  

In Appendix 7: Example of a School ICT Acceptable Use Agreement we suggest a set of items that could 

appear in the school’s ICT Acceptable Use Agreement.  This is a document aimed at informing students 

on what is acceptable behaviour when using the school’s ICT facilities.

Activity 52

Review Appendix 7: School ICT Acceptable Use Agreement Template and refer on it in answering the 
following questions:

1. What are the challenges that you face in implementing a School ICT Acceptable Agreement 
for your school?

2. What strategies do you apply in addressing these challenges?
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Section 6: Building Capacity for Using ICT in your School

Now that we have an overview of the school’s current position about ICT, we can dig deeper to find out 

what ICT competencies staff members in the school have and need.  Building capacity in ICT should 

be focused on the teaching and learning needs of teachers and school leaders (Rubagiza et al., 2011).  

Schools move through various stages in their adoption of ICT.  These stages are linked to how staff uses 

ICT and how ICT is used to change and support teaching and learning.  

The video below provides an example of what one Rwandan headteacher has done in terms of training 

staff to use ICT at school.

Link to YouTube video (video 3) at: http://bit.ly/2EKIltN 

Stages of ICT Development in Schools

Studies of ICT development identify at least four stages through which institutions proceed in their 

adoption and use of ICT. These stages, termed Emerging, Applying, Infusing, and Transforming, are 

elaborated in figure 48.  

Figure 48: Stages of ICT development in schools (Majumdar, 2009)

1. Emerging Stage

Schools starting with ICT are at the emerging level.  Such schools have just started their journey in 

ICT with a basic computing infrastructure either donated or purchased by the school.  In this initial 

phase, school leaders and teachers start to explore the possibilities and consequences of using ICT for 

school management, developing basic ICT skills and adding ICT to the curriculum.  At this stage, ICT 

is separated from other subjects and aspects of school management and followed up by one or a few 

people in the school (ICT coordinators).

http://bit.ly/2EKIltN
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2. Applying Stage

In schools at the applying stage a wider range of people have developed an understanding of the 

contribution of ICT to learning.  School leaders and teachers use ICT for tasks in school management 

and curriculum.  ICT is used in various subjects with specific tools and software such as drawing, writing, 

designing, modelling and analysing.  At this stage, ICT is used to do the same things in a better (more 

effective or efficient) way.

Case story on ICT Clubs in ES Rukara (Kayonza District)

ES Rukara is a Catholic school in Kayonza District, Rukara sector.  Students are assisted to work hard 
and put into practice what they learn theoretically.  The school has a number of active clubs, includ-
ing a Media club and ICT club.

Members of ICT Club are doing MCE (Mathematics, Computer and Economics). This club helps the 
school in number of ways: Firstly, they design student cards. Instead of hiring someone to design the 
cards, the students themselves perform the task.  Secondly, the ICT club created a school website: 
http//esrukara.com. 

3. Infusing Stage

This stage involves integrating or embedding ICT across the curriculum and school management.  

Schools employ a range of computer-based technologies in laboratories, classrooms and administrative 

offices.  The curriculum begins to merge subject areas to reflect real-world applications.  In the infusing 

approach to ICT development, ICT is present in all aspects of teachers’ professional lives in such ways 

as to improve student learning and the management of learning processes.  At this stage, teachers and 

school leaders have the competences to recognize situations where ICT will be helpful, to choose the 

most appropriate tools for a task and use these tools in combination to solve real problems.

4. Transforming Stage 

Schools that use ICT to rethink and renew school organization in creative ways are at the transforming 

approach. ICT becomes an integrated though invisible part of daily professional practice.  The focus of 

the curriculum is now learner-centred that integrates subject areas in real-world applications.

These 4 stages of ICT integration in schools are closely related to how teachers use ICT.

Stages of ICT Usage by Teachers

Studies of teaching and learning in schools around the world identify four stages in the way that teachers 

learn about and gain confidence in the use of ICT (Figure 47).  These four stages are of awareness, 

learning how, understanding how and when, and specializing in the use of ICT tools (Figure 49). 
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Figure 49: Model of stages of teaching and learning with and through ICT (UNESCO, 2002)

1. Discovering ICT 

In the initial phase, teachers and learners become aware of ICT tools and their general functions and 

uses.  There is usually an emphasis on ICT literacy and basic skills. This stage of discovering ICT tools is 

linked with the emerging stage in ICT development at the school level. 

2. Learning how to use ICT 

The next step is learning how to use ICT tools and beginning to use them in different subjects.  This 

stage involves the use of general or subject specific applications of ICT and is linked with the applying 

stage in the ICT school development model.

3. Understanding how and when to use ICT 

The next stage is understanding how and when to use ICT to achieve a purpose, such as in preparing 

a lesson.  This stage requires the ability to recognize situations where ICT will be helpful, choosing the 

most appropriate tools for a task, and using these tools in combination to solve real problems.  This 

stage is linked with the infusing stage in the ICT school development model. 

4. Specializing in the use of ICT

The final stage involves specializing in the use of ICT tools to transform the learning situation.  This is a 

new way of approaching teaching and learning situations with specialized ICT tools and is linked to the 

transforming stage in the ICT school development model.
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Pedagogical Usages of ICT 

Stages of ICT usage by teachers link to how teachers use ICT to improve their teaching.  Studies of 

teaching and learning in schools around the world have identified four stages in the way the teachers 

and learners use ICT to support them in their teaching (Majumdar, 2009).  These four stages give rise to 

the model in Figure 50.  The stages are supporting work performance, enhancing traditional teaching, 

facilitate learning and creating innovative learning environments. 

Figure 50: Mapping the development of ICT in schools with stages of ICT usage and pedagogical usages 

of ICT (Majumdar, 2009)

1. Supporting work performance

In the initial phase, teachers use productivity tools such as a word processor, presentation software, 

spreadsheets, internet and email to support their daily work performance.  The focus is on basic 

operations.  This stage of using productivity tools for teaching and learning is linked with the emerging 

stage in the school ICT development. 

2. Enhancing teaching

The next stage involves the process of integrating computer-based learning in the traditional 

instructional process and is linked with the applying stage in the ICT development model.  Various 

instructional packages were selected, developed and used to enhance traditional classroom teaching.  

ICT is used in the classroom, but not to change the way teaching and learning is organized, but to do 

the same things better. 



Continuous Professional Development-Diploma in Effective School Leadership | Student Manual 121

3. Facilitating learning

The next stage involves using various types of instructional software to facilitate student learning.  The 

key point is that the teachers need to learn how to choose the most appropriate tools for a task and 

using these tools in combination to solve real life problems. This stage implies the ability to recognize 

situations where various multimedia, simulation and modelling software can be utilized for teaching 

and learning.  ICT is used to shift from teacher-centred to student-centred learning.  This stage is linked 

with the infusing stage in the ICT school development model.

4. Creating innovative learning environments

The fourth and last stage involves specializing in the use of network-based resources to create a 

meaningful environment with many opportunities for innovative learning models.  ICT is used to 

transform learning, even moving away from traditional class and school models to organize learning. 

This is a completely new way of approaching teaching and learning using technology.  It helps to 

develop, deliver and manage open and flexible learning programmes.  This stage is linked with the 

transforming stage in the ICT school development model. 

Activity 53

Discuss the following questions:
	 At which levels of ICT usage and pedagogical usage of ICT is your school currently?  
	What could be done (and by who) to move the school to the next stage?

Have a look at the Appendix 5: Basic ICT Readiness Observation Checklist & Evaluation Report and 
Appendix 6: Template for a School ICT Capacity Survey.  Think about what changes you could make 
to use them to assess ICT readiness levels of your staff.

	What changes would you make to Appendices 5 and 6 to make them more useful for your school?

In the module 4, we will look in more detail at what makes CPD effective.  For now, we can give following 

principles to build the capacity of your staff in using ICT in an effective and efficient way:

1. Once-off trainings are insufficient to change behavior and build capacity;

2. The stages of ICT usage should be reflected in the focus of your professional development;  

3. Time and safe places for practice, reflection and feedback should be provided;

4. CPD in ICT should be tailor-made.  Not everyone has the same needs, prior knowledge and skills.

5. Promote collaboration among staff.  Some teachers may already know a lot about ICT or use 

it in their lessons.  Enthusiasts in educational technology (edtech) can help teachers in the 

mainstream to straddle the chasm (bridge the gap) (Figure 49).
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Section 7: Sustainability of ICT in the School

Introduction 

In this section, we will look at how ICT investments can be sustained in the school and what strategies 

could be implemented to ensure this.  We will look at the establishment of school maintenance units, 

budgeting for ICT repairs and upgrades and how additional funds can be raised to support and grow 

the school’s ICT infrastructure.  What can be done to ensure that ICT investments are not wasted? 

Sustainability should be the first concern for school leaders (Trucano, 2013, 2014)a C, and a T here 

somewhere ... There are, broadly speaking, two strands of concurrent thinking that dominate discussions 

around the use of new technologies in education around the world. At one end of the continuum, talk 

is dominated by words like ‘transformation’. The (excellent.  The incentives, tools and mechanisms for 

sustainability should be considered before starting with ICT.  Donations of equipment can be vital in 

helping to initiate an educational technology project, but they can rarely be counted on to sustain one.  

Try not to depend only on outside expertise, because at some point in the future, this outside expertise 

will disappear.  Plan for equipment to break, plan for outside expertise to withdraw, plan for novelty to 

wear off -- what will happen then?

Dependency on outside solutions can be reduced by building ICT capacity within the school.  A CoP of 

teachers can develop teaching resources for ICT (Tabira & Otieno, 2017).  Also teachers and learners can 

be involved in the maintenance of ICT equipment (Rusten, 2010).

Watch the video below that shows what one Rwandan headteacher with the support of the Deputy 

headteacher has done to ensure security, maintenance and budgeting for ICT.

Link to YouTube video (video 4) at http://bit.ly/2EHBCRu 

Case study on Student Support Technicians Clubs (SSTCs)
In Module 3, Unit 5, we discussed what school leaders can do to manage and maintain physical 
resources.  Here, we will look at some specific activities to improve the management and maintenance 
of ICT infrastructure.  First, we will discuss how students can be involved in ICT maintenance.  Next, 
we will see how some targeted maintenance can improve the lifetime of your ICT infrastructure.

http://bit.ly/2EHBCRu
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 Activity 54

Case Study Student Support Technicians Club (SSTC) (Rusten, 2010, pp.89-95)

How can we maintain our valuable computers without spending a lot of money?  One solution to 
this problem that has been implemented successfully are Student Support Technician Clubs (SSTCs).

An SSTC is a club of students from the upper grades of the school who, after going through an orien-
tation programme, take on the responsibility of daily maintenance for the school’s computers.  Each 
SSTC has two teacher-sponsors who are responsible for establishing and running the club. These 
teacher-sponsors do not need to be computer experts.

Starting an SSTC at your school is not difficult. The first step is to recruit the two teacher-sponsors who 
will be responsible for starting and running the club.  School leaders must consider the SSTC in the 
school a priority to ensure that these teacher-sponsors and the students who join the club take their 
responsibilities seriously.

Some of the important criteria for success for SSTCs include:
	 School leaders, teachers, and parents actively support the SSTC.
	 The school creates a flexible schedule to enable members of the SSTC to arrive early or stay late 

so they can carry out routine maintenance on the school’s computers.
	 The school provides  SSTC members with some kind of identifying feature. This can be a T-shirt or 

an ID badge. 
	About half of the members of the SSTC are girls (gender parity).
	 SSTC teacher-sponsors organize training sessions for SSTC members on their functions as mem-

bers of the SSTC and on the school’s computer system.

Everyone had input into the changes and by doing so the school as an organisation had come to-
gether and taken ownership of something that was an example to the Region.  To raise awareness on 
inclusive education, Elisabeth wrote an article about the school and how everyone had been involved 
in the change. The article was published in the newspapers, Urunana rw’abarezi magazine, school 
and educational websites and social media.
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SSTC members carry out routine maintenance on the computers, such as computer cleaning, power 
management, antivirus software maintenance and diagnosing ICT problems.  Additionally, these stu-
dents can help teachers with integrating ICT in their lessons.  

Experience with SSTCs shows that students’ curiosity, eagerness to learn, desire to help, and lack of 
fear of making mistakes give them a perfect foundation for learning how to maintain computers and 
provide technical support.

It is essential that the SSTC is sustained over time, so the school’s computers are maintained consis-
tently and the effort and expense of establishing the SSTC is not lost. Initially, the leadership of the 
school must focus energy, attention and resources to keep the SSTC operating.

Every year, SSTC members recruit new members from a grade or two below them. These new mem-
bers will become Junior Technicians, and the initial members will become Senior Technicians.  The Se-
nior Technicians will be responsible for training the Junior Technicians in the roles and responsibilities 
of the SSTC.  Each Senior Technician will be paired with one or more Junior Technicians as a mentor 
and will work with these new technicians, so they learn their responsibilities quickly.  In this way, the 
SSTC can be sustained.

How do students benefit from joining the SSTC? The most obvious benefit is the opportunity to gain 
computer skills. Members also gain valuable leadership skills which make SSTC members more com-
petitive in finding future employment.  Assessments of SSTCs in other countries show that members 
greatly enjoy being involved in the club and they rarely drop out.

Discuss how Rusten’s suggestion to create SSTCs might, or might not, work in your school.  Read and com-
ment on each other’s suggestions.

Aspects of basic ICT maintenance

ICT maintenance includes the combination of all technical and related administrative actions. While 

some ICT maintenance in schools may require external solutions, there are basic ICT maintenance 

activities that can be done by the school community members.

1. Cleaning

One of the most important causes of computer failure in schools in many countries is overheating 

of components, such as the hard drive and power supply, caused by excess dust covering parts that 

generate heat when the computer is operating. As a computer is used, the fans that draw air through 

the computer to keep it cool also pull in dust. This dust gradually accumulates over many parts inside 

the computer creating a blanket of insulation that prevents different components from radiating heat 

as they operate. Over time, as the insulation layer of dust grows thicker, the temperature in the different 

components increases and they eventually break down.  
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When this happens to hard drives, you need to replace the drive, which is expensive, and then requires 

a significant amount of time to reinstall the computer’s operating system, software, and all the original 

files.  Solving this problem is simple.  SSTC members simply need to periodically open up the cases and 

blow out the dust. This allows components to radiate heat efficiently and keeps computers running 

cooler.  Keeping the lab environment clean helps minimize the accumulation of grit and dust, which 

also helps prevent problems from occurring and keeps the lab looking good.

2. Power management

Another common problem with maintaining computers in many countries is damage caused to different 

components, especially the computer’s power supply, by fluctuating electricity and power outages and 

surges. Some schools have purchased expensive uninterruptible power supplies (UPSs) and lower-cost 

surge protectors to help protect their systems (see Unit 3), but the problems persist. One simple solution 

the SSTC team can implement is to manually turn off the power to the computer room and turn off all 

computers after the power failure occurs, and/or unplug all computers when the electricity goes off.  

Then, the power surge that usually occurs when the power is restored cannot damage the computer’s 

power supply or other expensive components.  A few minutes after the power is restored to the school 

and is stable, the SSTC team can turn on power to the lab and then plug all computers back in and 

restart each one.

3. Antivirus

As students, staff, and others use computers, especially if they are connected to the Internet, it is common 

for viruses, spyware, and other types of malware to be installed on the systems. Viruses can also be 

transferred to school computers when users plug in their USB flash drives. Infections can slow down the 

system and lead to a loss of files, damage the whole system, and/or lead to additional Internet charges.  

If the school has access to the Internet, the SSTC team can carry out routine, often daily, updates of 

antivirus and antispyware software to keep out the newest viruses.  They also will periodically scan 

each computer, weekly or monthly, to catch and clean out any viruses or other malware that may have 

infected it. In doing this periodic check, the SSTC team can also clean off extra files, images, and other 

digital garbage that accumulates as people use the computers.  This keeps computers running smoothly 

and prevents any downtime or the need to pay for specialized repair services.

4. Diagnosing problems

A final activity SSTC members carry out is to diagnose problems.  Many such problems can be prevented 

and solved as described above.  However, when a more serious problem occurs, the cost of the repair 

can often be much lower by having the SSTC team first determine what the problem might be and what 

solutions might be needed.  Experience in schools with SSTCs shows that this diagnostic work can make 

it possible to quickly buy the needed parts, which SSTC students then install under the guidance of the 

school’s IT instructor or a technician.
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Conclusion of Unit 7

School leaders are agents of change in education. In this era of rapid changes in technology whereby 

everyone is required to make more use of ICT, school leaders have the responsibility for initiating and 

implementing changes through the use of ICT.  In this unit, we have seen the meaning and importance 

of ICT in education and how  it can serve as agent of change in education. The unit also highlighted how 

ICT can be integrated in teaching and learning process to boost students’ learning through increased 

access to curriculum, educational resources and assessment. The unit emphasized how ICT can serve 

as a tool to engage students, facilitate communication between students, teachers, parents and school 

leaders. Finally, the unit highlighted how school leaders can develop ICT integration plans, how they 

can build the capacity for ICT in their schools, and how they can sustain ICT use in the school setting. 

In view of all of the above content highlighted in this unit, school leaders should ensure that ICT is 

integrated into learning, teaching, and leadership so as to enhance students’ learning achievement.

Conclusion of the Module 2

By managing a school as an organization, school leaders have the major responsibility to create a 

conducive environment for learning and teaching. To do so, members of the school community play 

different roles individually and/or collectively. They also need to initiate innovative changes and make 

use of a wide range of resources to facilitate learning. It is in this regard that unit 1 of this module 

started by introducing the concept of group dynamics. Unit 2 highlighted how change takes place at 

school as a dynamic organization that undergoes a lot of changes. The roles of school leaders in leading 

educational change were emphasised in this unit. 

Since management of a school as an organization requires effective and efficient use of different scarce 

resources, units 3, 4, and 5 discussed the management of financial, human, and physical resources 

respectively. In these units, the roles of school leaders and strategies they can use to effectively and 

efficiently use and mobilize these scarce resources for the purpose of improving students’ learning 

outcomes were emphasized. Another requirement to manage school as an organization is to make 

effective use of time to increase productivity and efficiency among human resources. To this end, unit 

6 discussed knowledge and time management to equip school leaders with competences for effective 

management of knowledge and time in their schools.

 Finally, as the world is experiencing a lot of technological changes, managing the school as an 

organization requires the use of ICT to perform different leadership tasks. Unit 7 discussed how ICT can 

be used as a tool for effective school leadership. This module was therefore very important for school 

leaders who have the responsibility to create conditions for effective teaching and learning.  
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Appendix 2: School Infrastructure Checklist

Source: MINEDUC, 2009 
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Appendix 3: Extract from ICT in Education Policy (MINEDUC, 2016, pp.5-6; 
pp.10-15)
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Appendix 4: Template of a School ICT Integration Plan 

Tips on how to proceed and suggestions on what should be recorded under each heading are provided 

in the coloured paragraphs. 

Year 2018 -2019
School Name

School Address
Telephone Number

Headteacher

How does ICT contribute to achieving the mission and vision of the school?

What is the purpose of using ICT in your school?  What do you want to achieve with it?

ICT Priorities for next calendar year

January
February
March
April
May
June
July
August
September
October
November
December

Curriculum policies

In this section, insert curriculum policies outlining how the school intends to use ICT to support teaching 

across grades and subjects.  This can either be written up by focusing on each subject or as a collective 

whole.  An example for mathematics has been included below as an example.

1. Mathematics curriculum statements related to ICT

1.0.1. Priority will be given to the use of calculators and computers as natural media for 

mathematics learning within a technologically rich learning environment.

1.0.2. All students have ready access to appropriate technology as a means both to support and 

extend their mathematics learning experiences.
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1.0.3. Teachers at all levels should be actively involved in exploring ways to take full advantage 

of the potential of technology for mathematics learning within the total curriculum.

2. Subject 2

2.0.1. Policy item 1;

2.0.2. Policy item 2.

3. Subject 3

3.0.1. Policy item 1;

3.0.2. Policy item 2. 

Current Status

This section maps the school’s current status in terms of ICT infrastructure.  What equipment, software, 

connectivity etc. has already been acquired by the school and what condition are these assets and 

services in? Is any maintenance or upgrades pending? This table will be significant later when planning 

new procurements to ensure that purchases are compatible with the existing infrastructure and that no 

duplication occurs. 
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Staff professional development 

What staff continuous professional development (CPD) activities are planned for teachers and other 

staff members of the school? Describe the types of CPD initiatives that will use the ICT facilities.  Some 

ideas might include:

	Courses: Many staff may be happy to start off with a simple Basic ICT Skills course run by a 

more knowledgeable and skilled staff member. Later, once they have more skills, online courses 

focusing on Teaching with ICT might be an option.  REB and Development Partners may organize 

ICT courses or make course materials available free of charge.

	Resources: There are also many resources available online that teachers can access for free to 

help them with lesson planning as well as materials for their lessons.  Lists of resources per 

subject developed by teachers can help teachers new to ICT to find their way.

Role/s for ICT in school administration 

Most of the above items are focused on using ICT for teaching and learning, as well as improving staff 

productivity, but what role can ICT play in streamlining school administration? Describe here what the 

school’s targets for ICT use in administration and management are.  Consider enrolment, repetition 

and drop/out, gender, student information, staff information, timetabling, tests and examinations, 

reporting, library systems, asset management, fees & finance etc.

ICT to support community involvement

Describe how the school could use ICT to strengthen links with the surrounding community.  Some 

ideas might include: 

	School Website: This is a good way to promote the official face of the school to the wider 

community highlighting academic results, student events as well as procedural issues such as 

enrolment, SGA meetings etc.

	Parent Communications: ICT can support your efforts to inform the parent body of relevant 

news and events. This can be done via an electronic newsletter, bulk text messaging, individual 

e-mails etc.

	Community Services: Students could offer various ICT services to the community such as 

printing, writing letters, Internet research etc.  The school could offer ICT lessons to parents and 

members of the local community.

Procurement Priorities

In view of the information collected above, now turn your attention to procurement. What equipment 

is required over and above the existing ICT?  Use the table below, where example data has been used 

for demonstration purposes.  Besides identifying ICT, also assess the cost and determine from where 



Continuous Professional Development-Diploma in Effective School Leadership | Student Manual150

the funds will come. It is also a good practice to justify the procurement. Why is it necessary and does it 

move the school closer to actualizing its vision and mission?

New Equipment for Calendar Year with Rationale

# ICT Items Function Quantity Estimated Cost 
& Potential 
Funding

Warranty?

1 10” Android 
Tablets

Larger screen tablets for 
teachers.

8 RWF2000 ea to be 
drawn from the 
Staff Development 
Fund.

6 months

Rationale: Need to increase the number of teachers who feel comfortable using tablets in class. 
This is important as we want the student tablets to be better utilized in class. For this calendar 
year we have identified 8 teachers who would embrace this approach. The school will provide 
them with access to a tablet to enable them to develop appropriate lessons for this platform.

2 PC Tower 
Computers 
(Windows 
Operating 
System)

Individual non-mobile 
desktop computers for 
administration staff 
to access software 
applications and the 
internet. 

2

RWF 3000 ea. To 
be drawn from 
the administration 
budget.

6 months

Rationale: Need to start using ICT to improve our administration processes that are currently 
paper based. We have decided to start with admissions and library. One PC will be positioned 
in the admin office and the second in the library. They need a Windows OS in order to run the 
school administration software.
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# ICT Items Function Quantity Estimated Cost 
& Potential 
Funding

Warranty?

3 Academic 
Bridge School 
Administration 
software

Windows software to 
facilitate admissions, 
student information, 
marks, reports and 
library.

1

RWF 40000 
initial fee and 
then RWF 5000 
annually after 1st 
12 months for 
support. To be 
drawn from the 
administration 
budget.

1st 12 months 
support free.

Rationale: The two new PCs (see above) will be installed with Academic Bridge school 
administration software and will use the calendar year to get the library and admissions modules 
up and running. Next year’s admissions will be processed using the software and all library assets 
will be loaded into library module and loans tracked using the software.

4

Rationale:

5

Rationale:

Strategies to cover operating costs

Acquiring ICT is one thing, maintaining and upgrading it over time is another. How will the school cover 

its ICT operating costs? It is important that ICT maintenance costs become a regular line item in the 

school’s annual budget. 

Regular costs include:

• Replacement/repair of broken or malfunctioning hardware

• Annual software costs: e.g. school administration package subscription, Microsoft Office

• Internet costs: monthly data packages

• Consumables: Paper, toner, ink cartridges etc.

• Every 2-3 years equipment and software upgrades

How will the school meet these regular costs? Existing fund allocations/income could be reorganized 

so that ICT is incorporated into budgets. Also investigate partnerships with parents or local businesses.  

Also consider fund raisers and create local community awareness of the school’s ICT needs.
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Roles and responsibilities

In this section, identify the roles of the various staff, parents, students, and students, as well as outsiders 

who will help to coordinate ICT at the school. Below is a list of tasks. Organize them into defined roles 

for one or more ICT coordinators:

• Acquisition of equipment.

• Set up and installation.

• Daily maintenance (Virus checker updates, cleaning keyboards and computer mice, clearing 

hard drives, backups, minor repairs such as paper jams, inserting ink cartridges, rebooting 

routers etc.).

• Serious repairs to ICT when damaged or broken (especially once out of warranty);

• Upgrading ICT after several years when existing equipment is obsolete.

• Purchasing of consumables (paper, toner etc.), monthly payments for internet.

• Professional development and training.

• Daily ICT support to students and staff with specific needs.

• Monitoring usage.

In addition, it is worth ensuring that staff and students understand that using the school’s ICT comes 

with responsibilities. Without setting down expectations, both students and staff can abuse the platform 

by using school bandwidth for private use often at the expense of those trying to use the platform for 

educational purposes. In order to make responsibilities clear, all parties should sign an ICT Acceptable 

Use Agreement (see Appendix 7). 

Monitoring and evaluation

How does the school determine if ICT is impacting positively on teaching and learning, staff productivity, 

school administration and communication? It is possible that the equipment is not adding value, but 

how would you know? In this section, describe how you will monitor and evaluate the contribution ICT 

is making to school.
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Appendix 5: Basic ICT Readiness Observation Checklist & Evaluation Report 
Rwanda Ministry of Education 

 

 
 
T his work is licensed under the Creative Commons Attribution-ShareAlike 3.0 Unported License. T o view a 
copy of this license, visit http:/ / creativecommons.org/ licenses/ by-sa/ 3.0/  or send a letter to Creative 
Commons, 444 Castro Street, Suite 900, Mountain V iew, California, 94041, USA.  

B A S I C  I C T  R E A D I N E S S  O B S E R V A T I O N  C H E C K L I S T  &  E V A L U A T I O N  R E P O R T  

Name of test taker: …………………………………………………………… Assessor: ………………………………………….. 

School: ………………………………………………………………………………. Date: …………………………………………….. 

Task 
ID 

Task ü  û  Comments 

A1. Basic Operations 
1.  Connect devices to the appropriate power outlet.    
2.  Start up a computer system.    
3.  Insert a USB memory stick into USB port and access a specified folder    
4.  Safely dismount a USB memory stick from a computer    

A2. File and folder management 
5.  Create a specified sub-folder    
6.  Open a specified folder    
7.  Rename a file    

A3. Navigating web-based resources 
8.  Activate a web page from a specified HTML file    
9.  Use a pointing device (mouse or touchpad) to navigate a web interface    
10.  Select a specified tab or menu option on a web interface    
11.  Activate a hyperlink    
12.  Download and save a document from a hyperlink    
13.  Perform a password protected 'Login'    

A4. Document Creation 
14.  Create a new document in a word processor    
15.  Retrieve a document from a specified place    
16.  Copy text from a web page and save to document WITHOUT formatting    
17.  Copy and paste text between documents    
18.  Save a document in a specified place    

A5. Working with e-mail 
19.  Retrieve an email    
20.  Download an attachment    
21.  Compose an email to specified addresses    
22.  Attach specified documents to an email    
23.  Send an email    

 

B. Observations 
 
 



Continuous Professional Development-Diploma in Effective School Leadership | Student Manual154

Appendix 6: Template for a School ICT Capacity Survey

Have you used ICTs before? If so, when do you use them? 
Do you ever use them for the classroom? If so, explain. 
what is the frequency? 

What can you do with a word-processor? Explain your lev-
el. If you have never used a word processor before, what 
would you like to be able to do with one and why? Do you 
see a use and/or need for the school?

Have you ever used a spreadsheet before? Explain your 
level. If you have never used a spreadsheet before, what 
would you like to be able to do with one and why? Do you 
see a use and/or need for this at the school? 

Have you ever used e-mail before? Explain your level. If you 
have not, what would you like to learn and why? Is there a 
use and/or need for this at the school?

Have you ever done a web search for information?
Have you ever used this information in the classroom? Ex-
plain your level and indicate the frequency of this kind of 
use. 

What other ICT skills do you have not mentioned above? If 
you don’t have other ICT skills, what would you like to learn 
and why? How would you use these skills at school?

Optional Additional Questions

•	 What other ICT-related skills do educators at your school have? For example, you may have 

found that there are some who are able to put together a computer from scratch. Others may 

know have to do web design, etc.

•	 What is the number of educators with additional ICT skills?

•	 What did you learn about educators who do not have ICT skills? 

•	 What do they want to learn and why? What motivates them? What levels of interest have they 

shown? What needs have they identified?
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Appendix 7: Example of a School ICT Acceptable Use Agreement

Below is a set of items that could appear in the school’s ICT Acceptable Use Agreement.  This is a document 

aimed at alerting students and teachers to what is acceptable behaviour when using the school’s ICT facilities. 

Delete items that do not apply, adjust statements as necessary and insert additional items as required.

A. Educational Purpose

The ‘School Name Here’ computer facilities have been established for educational purposes. The term 

“educational purposes” includes class activities, career development, and limited high-quality self-

discovery activities.

The ‘School Name here’ computer facilities have not been established as a public access service or a 

public forum. 

‘School Name here’ has the right to place reasonable restrictions on the material you access or post 

through the system. You are also expected to follow the Computer Centre Regulations, the School Rules 

and the law in your use of The ‘School Name here’ computer facilities.

You may not use [The School Name here] computer facilities for commercial purposes. This means you 

may not offer, provide, or purchase products or services through [The School Name here] computer 

facilities.

You may not use [The School Name here] computer facilities for political lobbying. But you may use the 

system to communicate with elected representatives and to express your opinion on political issues.

B. Student Internet Access

Access to the [The School Name here] computer facilities and the Internet is a privilege which can be 

removed at any time should a learner contravene any clauses of this policy.

All students will have access to Internet resources and e-mail through the school computer facilities.

All students who access the school’s Internet connection using private mobile devices such as phones, 

tablets, laptops etc. will need to adhere to the acceptable behaviours outlined below. 

C. Unacceptable Uses

The following uses of [The School Name here] computer facilities are considered unacceptable:

Personal Safety

You will not post personal contact information about other people. Personal contact information 

includes addresses, telephone numbers, e-mail addresses etc.
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You will not agree to meet with someone you have met or interacted with online without your parent’s 

approval. Your parent should accompany you to this meeting.

You will promptly disclose to the system administrator or any other member of the academic staff any 

message you receive that is inappropriate or makes you feel uncomfortable.

Illegal Activities

You will not attempt to gain unauthorized access to [The School Name here] computer facilities or to 

any other computer system through school facilities or go beyond your authorized access. This includes 

attempting to log in through another person’s account or access another person’s files.  These actions 

are illegal, even if only for the purpose of “browsing”.

You will not make deliberate attempts to disrupt the computer system or destroy data by spreading 

computer viruses or by any other means. These actions are illegal.

You will not use the computer facilities to engage in any other illegal act, such as arranging for a drug 

sale or the purchase of alcohol, engaging in criminal gang activity, threatening the safety of any person, 

etc.

System Security

You are responsible for your individual account and should take all reasonable precautions to prevent 

others from being able to use your account. Under no conditions should you provide your password to 

any other person.

You will immediately notify a teacher or the system administrator if you have identified a possible 

security problem. Do not go looking for security problems, because this may be construed as an illegal 

attempt to gain access.

You will avoid the inadvertent spread of computer viruses.

Inappropriate Language

Restrictions against Inappropriate Language apply to public messages, private messages, and material 

posted on Web pages and social networks.

You will not use obscene, profane, vulgar, rude, inflammatory, threatening, or disrespectful language.

You will not post information that could cause damage or a danger of disruption.

You will not engage in personal attacks, including prejudicial or discriminatory attacks.

You will not harass another person. Harassment is persistently acting in a manner that distresses or 

annoys another person. If you are told by a person to stop sending them messages, you must stop.

You will not knowingly or recklessly post false or defamatory information about a person or organization.
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Respect for Privacy

You will not repost a message that was sent to you privately without permission of the person who sent 

you the message.

You will not post private information about another person.

Respecting Resource Limits.

You will use the system only for educational and career development activities and limited, high-quality, 

self-discovery activities.  There is no limit on use for education and career development activities. The 

limit on self-discovery activities is no more than 10 hours per week.

You will not download large files unless absolutely necessary. If necessary, you will download the file 

at a time when the system is not being heavily used and if the file is not related to educational study, 

immediately remove the file from the system computer.

You will not post chain letters or engage in “spamming”. Spamming is sending an annoying or 

unnecessary message to a large number of people.

Accessing and posting to social networks is only permitted outside of formal lesson times. 

You will check your e-mail frequently and delete unwanted messages promptly.

Plagiarism and Copyright Infringement

You will not plagiarize works that you find on the Internet. Plagiarism is taking the ideas or writings of 

others and presenting them as if they were yours.

You will respect the rights of copyright owners. Copyright infringement occurs when you inappropriately 

reproduce a work that is protected by a copyright. If a work contains language that specifies appropriate 

use of that work, you should follow the expressed requirements. If you are unsure whether or not you 

can use a work, you should request permission from the copyright owner. Copyright law can be very 

confusing. If you have any questions, ask someone who knows about copyright issues.

Inappropriate Access to Material

You will not use the school computer facilities to access material that is profane or obscene (pornography), 

that advocates illegal acts, or that advocates violence or discrimination towards other people (hate 

literature). A special exception may be made if the purpose of your access is to conduct research and 

both your teacher and parent have approved.

If you mistakenly access inappropriate information, you should immediately disclose this to someone in 

authority. This will protect you against a claim that you have intentionally violated this Policy.
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Your parents should instruct you if there is additional material that they think it would be inappropriate 

for you to access. The school fully expects that you will follow your parent’s instructions in this matter.

D. Your Rights

Free Speech

Your right to free speech applies also to your communication on the Internet. The ‘School Name here’ 

computer facilities is considered a limited forum, similar to a school newspaper, and therefore the school 

may restrict your speech for valid educational reasons. The school will not restrict your speech on the 

basis of a disagreement with the opinions you are expressing.

Search and Seizure.

You should expect only limited privacy in the contents of your personal files on the school system. 

Routine maintenance and monitoring of [The School Name here] computer facilities may lead to 

discovery that you have violated this Policy, the school rules, or the law.

An individual search will be conducted if there is reasonable suspicion that you have violated this Policy, 

the school rules, or the law. The investigation will be reasonable and related to the suspected violation.

Your parents have the right at any time to request to see the contents of your e-mail files and any web 

pages you may have created or posted using the ‘School Name here’ computer facilities

Due Process

The school will cooperate fully in any investigation related to any illegal activities conducted through 

the ‘School Name here’ computer facilities.

In the event there is a claim that you have violated this Policy or the school rules in your use of the 

‘School Name here’ computer facilities, you will be dealt with in the manner set forth in the school rules.

E. Limitation of Liability

The school makes no guarantee that the functions or the services provided by or through the school 

system will be error-free or without defect. The school will not be responsible for any damage you may 

suffer, including but not limited to, loss of data or interruptions of service. The school is not responsible 

for the accuracy or quality of the information obtained through or stored on the system. The school will 

not be responsible for financial obligations arising through the unauthorized use of the system.
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