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Unit 5: Skills for Leading 
for Effective Learning
                  Trainer’s Guide



Overview
This module considers what effective learning looks like in the context of educational institutions and organisations in Myanmar and how leadership teams of these institutions and organisations can influence attitudes and approaches to effective learning.
The course will consider questions such as: 
· Who are our learners? 
· What is effective learning? 
· Who is responsible for effective learning? 
· [bookmark: _Hlk73727692]What leadership approaches and strategies can leaders employ to enable and ensure effective learning in their contexts?
· What skills do leaders require in order to enable and ensure effective learning and how can these be developed?

This is the fifth of five units:  
1. What is Effective Learning?
2. The Learner and Classroom Environment
3. Leadership for Effective Learning
4. [bookmark: _Hlk72996967]Strategies for Leading for Effective Learning
5. Skills for Leading for Effective Learning

Contents
	6. [bookmark: _Toc70039464]Section
	Materials
	Timing

	Outcomes
	Participants’ Book
	5 mins

	5.1 Selecting a leadership style
	Participants’ Book
YouTube video
	20 mins

	5.2 Building relationships
	Participants’ Book
	20 mins


	5.3 Identifying key people
	Participants’ Book
	20 mins

	5.4 Developing coaching skills
	Participants’ Book
	20 mins

	5.5 Developing classroom observation skills
	Participants’ Book
TREE/STEM observation tool
	20 mins

	5.6 Developing feedback skills
	Participants’ Book
	20 mins

	5.7 Apply and reflect
	Participants’ Book
	15 mins





[bookmark: _Toc73629514]Outcomes
[bookmark: _Hlk72700419]
By the end of this unit, participants will be able to:
· discuss three styles of leadership and the advantages and problems involved with these leadership styles
· discuss how a more distributed leadership style benefits educational programmes 
· identify how a more distributed leadership style can be applied to their own contexts
· identify stakeholders and discuss ways in which effective communications with these stakeholders can be established
· discuss ways in which key people capable of taking on leadership roles can be selected and the qualities they require
· develop outline plans to implement coaching for future leaders
· identify and discuss qualities of an effective coach
· discuss the purposes of classroom observation and ways in which it can be undertaken
· discuss approaches to feedback and how feedback can be most effectively provided following a classroom observation
· reflect on their own skills for leading for effective learning and which skills can be developed further.

Learning Outcomes 
· Briefly introduce the course overview and answer any questions.
· Explain the outcomes for this unit and check participants understand them.
· Highlight that this unit aims to encourage reflection about learning and leadership, rather than teach facts.

[bookmark: _Toc67651148][bookmark: _Hlk69977001]




[bookmark: _Hlk73527151]






[bookmark: _Toc73629515]5 Skills for leading for effective learning
5.1 Selecting a leadership style
[bookmark: _Hlk73041425]5.1 Discuss: leadership styles
Step 1
· Present the terms for the three styles of leadership.

· Ask participants if they have come across these terms before and, if so, to briefly explain what they mean. 

If participants have not encountered these terms before, they are dealt with thoroughly in the activity.
Step 2
· Ask participants to match definitions a) to c) to terms 1 to 3.
Key
	a) A style of leadership in which leaders’ tend to make decisions individually and then deliver directives to their staff which the staff follow:  a little like a general giving their instructions to their troops
	3 Heroic leadership 

	b) A style of leadership through which we transfer part of our work, duties, or responsibilities to someone who is subordinate to us but we control and manage the process
	2 Delegated leadership 

	c) A style of leadership through which we as leaders share leadership with the people we lead, enabling them to collaborate and make their own decisions 
	1 Distributed leadership



Step 3
Ask participants to answer the following questions individually:
· Which style is most similar to the way you usually lead?
· What do you think are the advantages of leading in this way?
· Describe a time when you have shown this kind of leadership.
Organise participants in pairs or small groups so they can compare ideas.
Elicit feedback, focusing especially on the participants’ views of the advantages of the leadership style they have selected. 





5.1 Task: leadership styles: jigsaw reading
[bookmark: _Hlk73041727]Step 1
Organise participants into three groups, A, B and C.

· [bookmark: _Hlk73041550]Ask Group A to read Appendix 1a which describes heroic leadership.
· Ask Group B to read Appendix 1b which describes delegated leadership.
· Ask Group C to read Appendix 1c which describes distributed leadership.

[bookmark: _Hlk73041959]Ask each group to work together and complete the relevant section of the table in Step 2.
Alternative: Organise groups before the lesson and share the relevant text A, B or C with the group so that when they come to class, groups have already completed the relevant section.
Step 2
Regroup participants so that there is at least one participant from groups A, B and C in the new group.
Groups share ideas and complete the table together for each leadership style.
Key
	[bookmark: _Hlk73045806][bookmark: _Hlk72700649]
	What does this style of leadership involve?
	What are the advantages of this type of leadership?
	What are the problems with this type of leadership?

	Heroic leadership
	Leaders make decisions individually and then deliver directives to their staff which the staff follow. 

Principals set the rules and teachers play the game.





	Leaders are often admired and respected by staff.
Leaders have the potential to make change happen quickly and impose a new vision of how things should be done.

Style of leadership often makes people they lead feel safe and secure.

Can be very effective in a crisis. 
	We cannot do everything ourselves.

Style prevents any second opinions.

Style prevents subordinates from having the chance to grow professionally. 

Leaders are difficult/impossible to replace when they leave as no one has been trained to replace them.


	Delegated leadership
	Transferring part of our work, duties, or responsibilities to someone who is subordinate to us





	Enables us to prioritise as we cannot do everything ourselves.

Increases the quantity and the quality of what is done.
Reduces time taken and cost of tasks.

Contributes to a culture of learning.

Increases the skills, confidence and sense of responsibility and commitment of the people we are delegating to.

	Delegation does not take place: although the task is delegated, the delegator is unwilling to let go, over-controls and changes the result.
May be the result of the leader delegation ‘getting rid’ of tasks: abdicating responsibility.

Needs clear objectives, timelines and clarity to be effective.


	Distributed leadership
	Sharing leadership/ creating leaders: could involve giving departmental heads more freedom to make their own decisions, sharing responsibilities with teachers for solving problems and developing professional learning communities.





	Tremendous impact on commitment and sense of responsibility.

Creates valuable learning opportunities.

Enables the institution to grow as individuals move on to new positions.


	If leadership is distributed at the wrong time, to the wrong person, things will go wrong and the task may not be done/will be done badly.
Requires skill in identifying the right person for the right responsibility. 
May been seen as simply ‘additional work’ by staff.
Needs careful planning, discussion of needs and initiative, agreement of everybody involved.



Ask participants: 
· Which leadership style do you think is most appropriate for your institution? Why?
Elicit feedback.
Stress that many educationalists now recommend a more distributed approach.





Step 3: Distributed leadership in operation
a) Scenario 
Ask participants to read the scenario which describes a new initiative in a school.
Organise participants in pairs or small groups.
Ask participants to discuss these questions:
· What alternative approaches could the Headteacher have taken?

· Why could a distributed leadership approach been more useful in this situation?
Key
The scenario is slightly adapted from the video ‘Leadership is…..distributed’:
www.youtube.com/watch?v=oQI8H7XN4I4
The scenario above is introduced in the video at 2.50.
An alternative approach is introduced at 6.22.
Solutions include:
· [bookmark: _Hlk73718986]raising the issue at a senior leadership meeting before implementation
· discussion with teachers, students and other stakeholders before implementation
· setting up a teacher/student group review before implementation
· making sure that even if everybody does not like the solution, they are committed to it. 
Elicit any suggestions from the participants and outline a possible solution yourself if none are forthcoming.
Direct participants to the video which they can watch after the session. 
b) Think about your context.
Ask participants:
· Have you ever experienced a negative situation which might have been addressed by taking an approach which was more distributive?
· Are there any ways in which a more distributive approach would benefit your institution?
How could we introduce it?
Elicit responses.
Answers are open-ended and likely to vary: reactions to the idea of distributed leadership may be both positive and negative.





[bookmark: _Toc73629516]5.2 Building relationships
[bookmark: _Hlk73088180]5.2 Discuss: who are your stakeholders?
Step 1
· Ask participants to read the text and the diagram.

· Answer any questions participants may have.

· Organise participants in small groups with, if possible, participants with similar backgrounds in the same groups.

· Groups list of stakeholders who are involved with or affected by the work their institution or organisation undertakes.

· Groups identify the most important stakeholders in their lists.
Stakeholders will vary depending on context but could include:
· implementers: senior leadership
· implementers: teachers or Teacher Educators
· implementers: staff at partner schools
· implementers: higher administration officials, policy makers, materials producers
· implementers: national or international organisations supporting developments in the institution/organisation/programme
· beneficiaries: learners: students or Student Teachers
· beneficiaries: learners taught by Student Teachers, during practice classes or in the future
· indirect beneficiaries: parents/families of learners. 

5.2 Task: building relationships with stakeholders.
In this activity, participants identify what they need to communicate to stakeholders, the most effective ways to do this and how often they need to communicate.
· Organise participants in small groups who, if possible, share the same context.

· Ask groups to work together and complete the table.

· Cross-group participants so they can compare ideas.
Key
As participant responses will be quite open-ended, no key is provided.
Discuss responses with participants but accept any responses which are appropriate.

[bookmark: _Toc73629517]

5.3 Identifying key people

5.3 Discuss: how can we identify key people?
This activity presents a scenario which it is hoped has the potential to be relevant to all participants regardless of their context: developing a Community of Practice and selecting facilitators for a Community of Practice. Through completing this activity, participants will consider issues which will be of relevance to any context in which key personnel need to be identified and selected.
An outline of how a Community of Practice operates is presented here: the TREE project have developed other materials which deal with Communities of Practice in more detail.
Step 1
· Ask participants to read the scenario which describes a new initiative at a teacher-training college: establishing a Community of Practice.

· Answer any questions participants may have.
Step 2
Organise participants in small groups.
Ask participants to work together and answer this question:
· What can we do to help us identify which staff members have the potential to be effective facilitators?
Elicit feedback.
Key
Possible suggestions:
· Check details of staff members’ qualifications and experience.
· Ask the staff member to complete an application form with a supporting statement you can assess.
· Read any information you have collected through performance management: teacher appraisals for example.
· Observe the staff member teaching in the classroom.
· Interview the staff member using a set of criteria.
· Ask the staff member to submit a session plan for a COP meeting which you can assess.
· Ask the staff member to give a short demonstration of an activity they would include in a COP meeting.
· Ask the staff member to take a short test in order to assess computer skills.





5.3 Task: what are we looking for?
· [bookmark: _Hlk73690592]Ask participants to think about this question: What qualities are you looking for in a facilitator?

· Elicit some examples. Qualities can include organisational skills, people skills, pedagogic knowledge, team working etc.

· Organise participants in groups. Ask each group to make a list of qualities, e.g. as a poster.

· Ask each group to present their ideas or cross-group participants.

· Refer participants to Appendix 2 which presents the qualities of an effective facilitator.






[bookmark: _Toc73629518][bookmark: _Hlk73039295][bookmark: _Hlk73037326]













[bookmark: _Hlk73524727]5.4 Developing coaching skills

5.4 Discuss: coaching and training
[bookmark: _Hlk73689695]The aim of this activity is to enable participants to distinguish between features of delivering a training session for staff and coaching staff members.
· [bookmark: _Hlk73689609]Ask participants if they have any experience of participating in a training session or being coached. 

· Ask participants if they have any experience of delivering a training session or coaching staff.

· Ask participants to identify any differences between delivering a training session for staff and coaching staff members.

· Organise participants in groups.

· Ask groups to read items a) to j) and decide which items refer to delivering a training session and which to coaching.

· Elicit participant responses and deal with any issues that might arise.
Key
	Training
	Coaching

	The topic is often chosen for the participants by academic experts or management.


Delivery usually involves an expert working with a group of participants.


Delivery often takes place within a narrow time frame.

Delivery is often tightly structured and informal, involving a series of organised steps.

Delivery takes place before or after participants complete their usual work.
	The topic is often chosen by the person participating who asks for help relating to this topic. 

Delivery often involves a more experienced person working individually with a less experienced person.

Delivery often usually takes place over time with plenty of opportunities for feedback.

Delivery is often not structured and informal and flexible – it changes over time.

Delivery takes place while participants complete their usual work.



5.4 Task: coaching needs in your context
[bookmark: _Hlk73525177]Step 1
In this activity, participants identify who needs coaching in their context, what they require coaching in, who will coach them and how long it will take.

· Organise participants in small groups who, if possible, share the same context.

· Ask groups to work together and complete the table.

· Cross-group participants so they can compare ideas.
Key
As participant responses will be quite open-ended, no key is provided.
Discuss responses with participants but accept any responses which are appropriate.

Step 2
· Ask participants to think about this question: What do you think makes an effective coach?

· Elicit some examples. Qualities can include, for example, knowledge and skills, ability to build trust, goal-setting, ability to encourage learning and autonomy.

· Organise participants in groups. Ask each group to make a list of qualities, e.g. as a poster.

· Ask each group to present their ideas or cross-group participants.

· Refer participants to Appendix 3 to this unit which presents the qualities of an effective coach.




[bookmark: _Toc73629519]




5.5 Developing classroom observation skills

[bookmark: _Hlk73603818]5.5 Discuss: classroom observations in your context

Step 1: What do we mean by ‘classroom observation’? 

· Ask participants to read the text which defines ‘observations’.

· [bookmark: _Hlk73690877]Ask participants to think about this question: What different purposes of observation are there?
[bookmark: _Hlk73691275]
· Elicit some examples. 

· Organise participants in groups. Ask each group to make a list of purposes.

· Elicit participant ideas. Participants may be likely to focus on the assessment purposes of observations. Help participants to see that the developmental purpose of observations is (at least) just as important.

· Refer participants to Appendix 4a which presents the purposes of observations.

Step 2 Observations in your context
Ask participants to think about these questions:
· What types of observation take place in your context now?

· What other observations could take place in the future?

· Elicit some examples. 

· Organise participants in groups. Ask each group to complete the table.

· Elicit participant ideas. 

Participant ideas will vary from context to context. Some possibilities are presented in Appendix 4b.
Participants may be less likely to identify observations in which peers observe each other or in which a more experienced member of staff demonstrates a lesson to less experienced staff. 



5.5 Task: what are we looking for?
[bookmark: _Hlk73602348]
[bookmark: _Hlk73692357]In this activity, participants are introduced to the idea of using observation indicators and why they are important. They identify some possible indicators and then compare them to indicators in an example observation form.
Developing and using an effective observation form is a lengthy process. This activity aims at giving participants an introduction to some of the issues involved which can be developed further following the session. 
Step 1
Ask participants to read the text which describes the importance of using observation indicators.
[bookmark: _Hlk73603097]Step 2
Remind participants that in Units 2.2 to 2.3 and Unit 4.3, they have discussed the features of effective teaching. 
Use the examples to show participants that (as long as it is directly observable) each feature can be converted into an indicator for observation purposes.

· Ask participants to answer this question: What other indicators are important for an effective observation?

· Elicit some examples. 

· Organise participants in groups. Ask each group to make a list of indicators. 

· Ask each group to present their ideas or cross-group participants.

Step 3

· If time allows, refer participants to the example observation form in Appendix 4b to this unit.

· If time does not allow, set the reading as a follow-up task to the session.

· Ask participants to compare their ideas to the example form and discuss its usefulness for the contexts they work in.


[bookmark: _Toc73629520][bookmark: _Hlk73607858]5.6 Developing feedback skills
In this activity, participants are introduced to different approaches to giving feedback.
Learning how to give effective feedback is a lengthy process. This activity aims at giving participants an introduction to some of the issues involved which can be developed further following the session. 

5.6 Discuss: giving feedback
Stress to participants that observations are only of value if they are followed up through discussion of the lesson with the teacher who has been observed.
Ask these questions to participants as a class:
· What do we need to discuss with the teacher in  a post-observation feedback session?

· What can we focus on in a post-observation feedback session? 
Discuss participant responses and comment as appropriate.
Possible ideas include:
We can focus on helping the teacher to reflect on:
· what actually happened in the lesson: what the teacher and learners did
· the strengths of the lesson we observed
· areas for development in the lesson we observed
· what the teacher can do in future lessons.

5.6 Task: three ways of giving feedback
· Set up the activity by explaining that an observer and an English teacher are discussing an observed lesson and the observer is giving feedback to the teacher.

· Ask participants to read the examples A to C of different approaches to giving feedback to the teacher who has been observed.
Step 2
· Organise participants in groups.

· Ask participants to match an example A to C to a description of the approach 1 to 3.

· Elicit responses (key below).
Step 3
Ask groups to consider these questions:
· Which approach 1 to 3 is most commonly used in the context you work in?
· What do you think are the advantages and disadvantages of each approach 1 to 3?
· Which approach do you think is the most effective for the context you work in?
Elicit feedback.
Key
	Approach
	Description
	Advantages
	Disadvantages

	Directive

Example C
	The observer provides ideas for effective teaching to the teacher who has been observed and evaluates his/her performance. The observer tends to tell the teacher how his/her performance can be improved.
	Means that information to be shared with the teacher quickly.
May be helpful to new teachers who do not have enough experience and find it difficult to express their opinions.
Helps teachers to feel secure - they are doing the right thing.
	Encourages teachers to do what the teacher tells them to do rather than thinking for themselves.
Does not include an equal relationship: one person is the expert.
May make the teacher think there are always 'correct' answers to teacher problems.


	Alternative


Example A
	The observer provides different choices (options) to the teacher who has been observed on ways the lesson could be developed further through for example asking either/or questions.
	Helps teachers because they can choose from a limited number of options.

Encourages teachers to find solutions for themselves and encourages autonomy/independence.

May build excellent relationships between the observer and the teacher.

	Less experienced teachers may have difficulties in making choices.

Only includes choices the observer can think of - there may be other options too.

	Non-directive


Example B
	The observer does not provide any ideas or information but elicits ideas from the teacher and confirms if these ideas are appropriate.
	Involves two people actively working together.
Encourages teachers to find solutions for themselves and encourages autonomy/independence.
May build excellent relationships between the observer and the teacher.
	Less experienced teachers may have difficulties in finding solutions.
May need high-level skills for the observer and teacher.
May take a long time.






[bookmark: _Toc73629521]5.7 Apply and reflect

This activity encourages participants to identify which skills dealt with in the unit they feel they can confidently demonstrate and which may require further development.
· Ask participants to list skills which have been dealt with in this unit.

· Ask participants to complete the table in the Participants’ Book, working individually.

· Encourage participants to compare ideas.

· Elicit feedback – be diplomatic, as participants are asked to identify areas they do not feel confident about.
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