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VVOB together with its partners Rwanda Education Board (REB) and the University of Rwanda – College of 
Education (UR-CE) are implementing a Multi-Year programme “Leading, Teaching and Learning Together (LTLT)/
Umusemburo w’Ireme ry’Uburezi Programme” (2017-2021) to continue promoting the quality of basic education 
through enhancing school leadership and setting up a school-based teacher support system through the induction 
of New Teachers. This programme focuses on advancing the implementation of the Competence Based Curriculum 
(CBC) while supporting the improvement of learning outcomes, especially in Sciences, Technology, Engineering 
and Mathematics (STEM).

To achieve this, VVOB and partners work on the development and design, implementation and evaluation of 
professional development trajectories for District Education Officials, Sector Education Inspectors (SEIs), Head 
Teachers (HT) & Deputy Head Teachers (DHT), School Based Mentors (SBMs), School Subject Leaders (SSLs) 
and Heads of Department through a Continuous Professional Development (CPD) Diploma in Effective School 
Leadership and a CPD Certificate in Educational Mentorship and Coaching (CEMC). Regarding teacher support, 
SBMs and SSLs provide guidance and opportunities for CPD to both new and experienced teachers. REB1 
developed professional standards for SBMs. The professional standards are formulated as knowledge, skills and 
attitudes that represent an ideal towards which all SBMs should strive. These standards are: (1) SBM as a coach 
in English, (2) SBM as an expert in teaching and learning, (3) SBM as a guide and an organiser of CPD for teachers 
and (4) SBM as a promoter of reflective practice at school.

As part of the professional development trajectories, participating SBMs and SSLs are supported to organise and 
facilitate effective Communities of Practice (CoPs) for teachers in their respective schools as part of new teachers’ 
induction and, more broadly, general teacher professional development. REB (2017) defined CoP as “a group of 
colleagues who meet regularly to discuss their work. They think of solutions to challenges and share good practice”.
For an effective CoP session, discussions and reflections among peers should ideally be conducted based on the 
following key enablers (Katz et al., 2009; Wenger, Trayner, & de Laat, 2011):

1. Purpose and focus: CoP members define the purpose and objective of each session and allocate enough time 
to the matter. All members need to strive towards the same objective, with a clear output at the end of every 
session.

2. Relationships: A good relationship between the CoP members is essential. Only through trust and respect will 
all the members share information openly, including successes and failures. Good relationships lead to shared 
commitment.

3. Collaboration: CoP members need to engage in an intensive interaction that allows them to present their 
beliefs and practices to investigation and reflection.

4. Inquiry: Members collectively question teaching and leadership routines, examine teaching and learning and 
engage in supporting each other’s professional growth.

5. Leadership: In each session, the CoP members share roles and responsibilities.

6. Accountability: CoP members hold each other accountable for the planning they make and the outputs they 
produce. They are also open and transparent to the outside about how they work and what they decide.

Background & introduction

1 REB (2016). School-based mentor program framework 2017-2022. Kigali: Rwanda Education Board
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CoPs are an integral part of the CPD Certificate in Educational Mentorship and Coaching. This document outlines 
guidelines for an action-oriented cycle that will be followed in CoP sessions, over the course of one school year. It 
comprises three main sections:

I. Description & purpose of the guidelines
II. Structure of the CoP sessions
III. Scope
IV. Monitoring & evaluation

I. DESCRIPTION & PURPOSE

CoP sessions are conducted by SBMs and SSLs on a regular basis and they are a platform at school level where 
teachers meet face to face with the objective of learning with and from each other (REB-VVOB, 2016) through 
solving challenges and sharing good practices. During CoP sessions the members focus on finding solutions to 
challenges regarding teaching and learning, the implementation of the Competency Based Curriculum (CBC) and 
the induction of new teachers.

Through the CPD Certificate programme in Educational Mentorship and Coaching, SBMs and SSLs working in all 17 
intervention districts for the LTLT programme are capacitated to initiate and facilitate CoPs. To additionally support 
new teachers, tutors at the Teacher Training Centres (TTC) also participate in this CPD Certificate programme in 
Educational Mentorship and Coaching to enable them to support SBMs in the induction of new teachers.
The objective of the CPD Certificate programme in Educational Mentorship and Coaching is to provide SBMs and 
SSLs with competences needed for guiding and organising CPD activities for their colleagues (teachers) and for 
promoting reflective practice in their schools in order to advance the implementation of the CBC. This goal is in 
line with policy priority 4 of the draft Teacher Development & Management Policy (TDM) in Rwanda. Furthermore, 
according to the same policy priority, CPD activities at the school level will be needs-based and therefore different 
for new, junior, master and senior teachers. Linking pre- and in-service teacher training, TTC tutors are provided 
with the same competences as SBMs and SSLs to provide support to SBMs and new teachers as well as to monitor 
the performance of new teachers during their first year of teaching.

To further support SBMs, SSLs and TTC tutors on finding solutions to challenges related to teaching and learning, 
the implementation of the Competency Based Curriculum (CBC) and the induction of new teachers, an action-
oriented cycle was developed. The SBMs initiate and facilitate CoPs that are open to all teachers regardless of 
their teaching subject(s) usually organised by grade, whereas CoPs facilitated by SSLs are subject-specific for 
mathematics and STEM teachers. Through implementation of the action-oriented cycle, key enablers of CoPs will 
be met, especially to bring in purpose and focus.

Each school year, teachers who are members of a CoP go through one or more CoP cycles together.
 
One complete CoP cycle consists of at least 3 sessions but can take as many sessions as necessary to find effective 
solutions for an identified priority challenge. The first and the last CoP session only happen once in a CoP cycle. 
The middle CoP session however can be repeated several times until an adequate solution has been found for the 
existing challenge. Each CoP session has specific outputs with concrete actions to be accomplished before the 
next session takes place.
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II. STRUCTURE OF THE COP SESSIONS

Inspired by Rwanda Education Board’s PDSI process for 
CPD (PDSI standing for Plan, Do, See and Improve), CoP 
sessions will also follow a problem-solving structure: (1) 
identification, analysis and planning, (2) reflection and 
consolidation and (3) dissemination and evaluation.

Hereafter, a brief outline of each of the CoP sessions is 
given. A visualisation of the CoP cycle is added below, as 
well as a detailed description of the CoP sessions, with for 
each of the sessions an overview of:

• Objectives of the session

• Activities during the CoP session

• Resources to facilitate the session

• Follow up (activities in between the CoP sessions)

In every CoP cycle 6 essential activities take place. These 
essential activities take place either during a CoP session 
or between CoP sessions:

• Identification and analysis of teachers’ challenges

• Planning alternative activities to overcome the 
challenges

• Trying out the activities and reflecting on the tried-out 
approach

• Consolidation of the lessons learnt

• Dissemination of the lessons learnt to the members of 
the school community and beyond

• Evaluation of the CoP cycle

The CoP sessions facilitated by SSLs to which mathematics 
and STEM subject teachers are invited, focus more on 
subject-related challenges, whereas the CoP sessions 
facilitated by SBMs focus on more general challenges 
in teaching and learning that are not necessarily related 
to a specific teaching subject. Examples of challenges 
addressed in CoPs: organising effective and realistic 
formative assessment for mathematics in large classes, 
effectively addressing students’ gender stereotypes in 
class, differentiating class assignments for faster and 
slower learners, motivating students to complete their 
homework, etc.
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1. First CoP session: identification, analysis and planning

During the first CoP session the members will identify all challenges they face in teaching and learning, the 
implementation of the CBC and/or their induction as new teachers. They will first classify these priorities into three 
areas:

• challenges they can directly control (direct control - linked to own behaviour)

• challenges they can control with the help of others (indirect control - linked to other people’s behaviour)

• challenges they can’t control (out of control - outside of their zone of influence)
 
Then they will prioritise the challenges that are in their direct and indirect control and select about 2 challenges 
that will be the focus of that CoP cycle. The members will analyse these prioritised challenges and discuss possible 
solutions. After a discussion of potential solutions, the members will plan activities to overcome the challenges.
After the CoP session, each member will go back to their teaching schedule and implement the planned activities 
to overcome the challenges. The members who are implementing the activities will take notes on how their try-outs 
went so it can be discussed during the next CoP session.

2. Middle CoP session(s): reflection and consolidation

During this next CoP session, the members will reflect on the tried-
out approaches. The members who tried out their activities will share 
the results. The group will discuss the pros and cons of the tried-
out approach and reflect on its effectiveness. If the try-outs were 
successful, the members will document the lessons learnt and will 
discuss how they can consolidate these lessons. Once they decide on 
the consolidation actions, they will plan to execute them.
If the try-outs however were not successful, the group will analyse the 
challenge on a deeper level using the ‘Action, Looking back on the 
action, Creation of alternative methods of action and Trial’ (ALACT) 
method. Following this analysis, they will discuss new possible 
solutions and plan for a second try-out. As long as the tried-out 
approaches don’t yield the expected results, the CoP members will 
repeat this middle session. Only when the members have found an 
effective solution for their prioritised challenges will they proceed to 
discuss and plan consolidation efforts.
After the CoP session, if the try-outs were successful, each 
member will go back to their teaching schedule and carry out the 
consolidation efforts. Consolidating the lessons learnt can take on 
different forms such as developing teaching and learning materials, 
writing a case study, developing a new assessment tool, write a story 
of change, etc. If the try-outs were not successful, after the CoP 
session, each member will go back to their teaching schedule and 
implement the second try-out activities to overcome the challenges. 
The members who are implementing these activities will take notes 
on how their second try-outs went so it can be discussed during the 
next CoP session.

3. Last CoP session: 
dissemination and evaluation

In the last CoP session, members will 
share and review the consolidation 
efforts they undertook. With the 
consolidation outputs ready they will 
discuss and plan how to disseminate 
them to their colleagues beyond 
the CoP group and the wider school 
community. As this concludes one full 
CoP cycle, the members will reflect 
on the effectiveness of the action-
oriented CoP cycle and discuss how to 
make the next cycle even better.
After the last CoP session, the 
members go back to their teaching 
schedule and implement the 
dissemination plan.

Timing for individual CoP sessions

Each CoP session takes 90 minutes and 
will have two main parts. The first 60 
minutes will be focusing
on the teachers’ priority challenges and 
the remaining 30 minutes are used for 

‘Any Other Businesses’.
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Objectives

• to identify all challenges from the CBC brought forward 
by CoP members, based on evidence (assessment results, 
lesson observation, lesson plan, lesson study, etc). These 
challenges can be related to varying topics such as gen-
der, use of ICT, inclusive education, school CPD plan, etc.

• to classify the challenges in categories of control
• to prioritise the listed challenges
• to analyse the prioritised challenges
• to discuss possible solutions for the prioritised challenges
• to plan activities to overcome the challenges in order to 

strengthen teaching and learning

Activities during the CoP

• discuss evidence and arguments leading to the identifica-
tion of the challenges for the cycle in relation to teaching 
and learning

• classify the challenges into the categories: direct control, 
indirect control and out of control

• analyse the challenges to understand the dynamics and 
issues at hand

• discuss possible solutions and set goals to address the 
challenges

• brainstorm about activities, experiments, questions, 
formative assessment to be conducted to reach the set 
goal… (using a CPD manual, Open Educational Resourc-
es (OERs), resources of the African Institute for Mathe-
matics and Science (AIMS), etc)

• draw a plan (including time and resources) for implemen-
tation of the activities

Resources to facilitate the session

• CBC syllabus
• REB textbooks
• CPD manual
• CPD plan of the school
• internet resources such as OERs
• evidence provided by CoP members

Follow-up (activities in between CoP sessions)

• facilitator of the CoP session documents the progress 
in the e-portfolio and e-monitoring tool (more under IV. 
Monitoring and evaluation)

• implement the planned activities to improve teaching 
and learning

• the implementor takes personal notes on how the try-out 
went

Objectives

To reflect on the activities that have been tried out

If the try-out was successful:

• to document the lessons learnt from the try-out
• to discuss and plan consolidation efforts 

If the try-out wasn’t successful:

• to review (change, reset and readapt) the activities based 
on the reflection

• to avail additional resources that will make it possible to 
address and meet these expectations

• to plan a second intervention/try-out

Activities

• members who tried out the activities share the results of 
the try-outs

• discuss the pros and cons of the tried-out approach

 If the try-out was successful:

• document all the lessons learnt from the tried-out ap-
proach

• discuss what each member can do to consolidate the 
lessons learnt

• plan consolidation efforts (e.g. develop learning materials, 
case study, assessment tool) 

If the try-out wasn’t successful:

• analyse the challenge on a deeper level (ALACT)
• discuss new possible solutions
• plan a second try-out

Resources to facilitate the session

• activity template (from REB or self-developed) e.g. a 
lesson observation tool

• CPD manual
• teaching and learning materials
• first try-out plan and report from the first CoP session

Follow-up

• facilitator of the CoP session documents the progress 
in the e-portfolio and e-monitoring tool (more under IV. 
Monitoring and evaluation)

• if the try-out was successful: carry out the consolidation 
efforts

• if the try-out wasn’t successful: implement the plan for 
the second intervention

First CoP session: Identification, analysis and 
planning 

Middle CoP session(s): Reflection and consolidation

Description of each CoP session
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Objectives

• to review the consolidation efforts
• to plan for dissemination
• to assess the effectiveness of the completed CoP cycle
• to reflect on how to make the next CoP cycle even more effective

Activities

• share the consolidation efforts that have been undertaken
• discuss and plan the dissemination of the lessons learnt and the consolidation efforts
• identify lessons learnt (for all CoP members) at the end of the CoP cycle
• reflect on the effectiveness of the action-oriented CoP cycle and discuss how to make the next cycle even better

Resources to facilitate the session

• CPD manual
• consolidation outputs (video, lesson plan, assessment tool, story of change, case study, success story, etc.)
• report from the previous CoP session

Follow-up

• facilitator of the CoP session documents the progress in the e-portfolio and e-monitoring tool (more under IV. Monitoring and 
evaluation)

• disseminate the lessons learnt and consolidation efforts
• submit short report of the CoP cycle to DHT, including consolidation outputs
• teaching and learning resources are stored in the staff/teachers’ room and/or school library

Last CoP session: Dissemination and evaluation

III. SCOPE

VVOB facilitates CoPs in 17 districts of Rwanda. The 
general CoP cycles facilitated by SBMs receive follow-up 
support in the field through coaching conversations and 
assessment visits. The table below describes the groups 
of SBMs and SSLs who organise and facilitate the CoPs in 
each district and the section in REB-VVOB’s programme 
they are a part of.

The table below describes the group of TTC tutors who support 
the SBMs and monitor the induction of new teachers in the 
targeted districts and the section in REB-VVOB programme they 
are part of.

District VVOB Programme (SBMs and SSLs)

1. Kirehe Primary Education (PE)

2. Gatsibo Primary Education (PE)

3. Nyagatare Primary Education (PE)

4. Kayonza Primary & Secondary Education (PE&SE)

5. Nyabihu Primary & Secondary Education (PE&SE)

6. Rusizi Primary & Secondary Education (PE&SE)

7. Gicumbi Secondary Education (SE)

8. Rwamagana Secondary Education (SE)

9. Nyamasheke Secondary Education (SE)

10. Karongi Secondary Education (SE)

11. Rubavu Secondary Education (SE)

12. Ngororero Secondary Education (SE)

13. Musanze Secondary Education (SE)

14. Nyanza Secondary Education (SE)

15. Gisagara Secondary Education (SE)

16. Nyaruguru Secondary Education (SE)

17. Kamonyi Secondary Education (SE)

District VVOB Programme (SBMs and math SSLs)

1. Kirehe Primary Education (PE)

2. Gatsibo Primary Education (PE)

3. Nyagatare Primary Education (PE)

4. Kayonza Primary & Secondary Education (PE&SE)

5. Nyabihu Primary & Secondary Education (PE&SE)

6. Rusizi Primary & Secondary Education (PE&SE)
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IV. Monitoring & evaluation

To monitor and evaluate the implementation and effectiveness 
of the action-oriented CoP cycle, the CPD Certificate 
programme in Educational Mentorship and Coaching 
foresees monitoring tools as well as formative and summative 
assessments.

The monitoring tools provided are the following:

• CoP sessions report form: The report enables the CoP 
facilitator (SBM or SSL) and CoP members (teachers) 
to register the most important discussions and decision 
taken during the CoP sessions of a CoP cycle. It further 
informs the head teacher, deputy head teacher and other 
relevant stakeholders on the progress of the action-
oriented CoP cycle and its effectiveness.

• Self-assessment tool for SBMs: The self-assessment 
tool helps the SBM to keep track of the different CPD 
activities that are being implemented and to reflect on 
their impact at school level. Through self-reflection, the 
SBM will be able to improve his/her own practices.

• CoP monitoring form for educational stakeholders in 
Rwanda: This monitoring form is used by educational 
stakeholders (such as REB, URCE or DDE) to monitor 
the effective implementation of CoPs at the school 
level. Information gathered for this reflection can lead to 
recommendations to the school leadership as well as for 
the SBMs and SSLs.

• Supportive field visit by URCE facilitators to SBMs 
report form: This report form is used by URCE facilitators 
during their supportive field visit to the SBMs. It guides 
the URCE facilitator to coach the SBM on his/her priority 
challenge(s) and informs both the SBM and his/her HT on 
the CPD progress of the SBM and the implementation of 
CPD activities at the school.

• Supportive school visit by TTC tutor to SBMs/SSLs 
mathematics e-monitoring tool: The second part of the 
e-monitoring tool consists of a checklist on the induction 
activities/programme. The TTC tutor uses this tool to 
monitor the progress of new teachers’ induction under 
the guidance of the SBM/SSL. Participating in CoP 
sessions is one of the induction activities for NTs. During 
the school visit the TTC tutor can provide feedback to the 
SBM/SSL on the facilitation of CoP sessions that include 
challenges presented by the NTs.

The formative assessment of the implementation of CoP 
cycles consists of:

• CPD CEMC assignment: Initiate and facilitate a CoP/
PLC: At the end of one training session all CPD CEMC 
participants (SEIs, SBMs, SSLs and TTC tutors) receive 
the assignment to initiate and facilitate the first CoP/PLC 
session at their respective schools. The report of this first 
CoP/PLC session is marked on a total score of 30, which 
counts for ½ of the total formative assessment score for 
module 1.

 
• CPD CEMC assignment 4/field visit: assessment of 

practice: After the fourth and last training session all CPD 
CEMC participants (SEIs, SBMs, SSLs and TTC tutors) 
receive a field visit from a CPD CEMC trainer who will 
evaluate the overall implementation of the CPD CEMC 
programme. This evaluation is based on the evidence 
collected in the portfolio as well as on observations and 
conversations during the field visit. The observed practice 
is marked on a total score of 30, which counts for ½ of 
the total formative assessment score for module 2.

The summative assessment of the implementation of CoP 
cycles consists of:

• CPD CEMC final exam module 1: At the end of the 
Certificate programme all CPD CEMC participants (SEIs, 
SBMs, SSLs and TTC tutors) take a written exam that 
spans across the three units under module 1. The exam is 
marked on a total score of 40, which counts for the total 
summative assessment score for module 1.
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